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INTRODUCCION

alealaluz esta Contribucién Académica con caracter postumo, ya que su autor,
el querido General de Division Evergisto de Vergara, nos dejo fisicamente el 17
de agosto de 2022.

Este insigne oficial superior del Ejército Argentino, dejé huellas en todas las etapas
de su frondosa carrera militar. Dueno de una personalidad exuberante, enérgico pero
no exento de calidez, estaba dotado de un poderoso intelecto, cualidades que hicieron
de él, en la etapa académica con la que cerro sus largos anos de servicio, un docente e
investigador admirado y respetado, que influyo de manera decisiva en la formacion de
oficiales llamados a ejercer las mayores responsabilidades en sus respectivas fuerzas
armadas, tanto de nuestro pais como de paises amigos, al igual que en aquellos que lo
acompanamos en el claustroy en la gestion académica en su querida Escuela Superior
de Guerra Conjunta de las Fuerzas Armadas, institucion de la cual se constituyé en un
pilar fundamental.

Sus aptitudes intelectuales, que aunaban un llamativo rigor 16gico con una gran fle-
xibilidad mental, lo transformaron en un docente e investigador que exigia un enfoque
cientifico en el andlisis de los problemas de la estrategia militar y operacional, ala vez
que estimulaba la busqueda constante de nuevos horizontes intelectuales, y una apro-
ximacion creativa a la solucion de los problemas militares.

Su dedicaciéon y entusiasmo eran contagiosos, guiando asi a una comunidad educa-
tiva que lo tuvo como un referente ineludible, y que auin siente su ausencia.

Quienes lo acompanamos tanto en la Maestria en Estrategia Militar como aquellos
quelo hicieron en la Especializacién en Estrategia Operacional y Planeamiento Militar
Conjunto, le debemos su innegable aporte para la cabal comprensién del vasto uni-
verso conceptual que conforman los niveles de la guerra tratados en las carreras de
posgrado mencionadas.

En el analisis de El Principio Militar Fundamental (PMF) de la Marina de Estados Uni-
dos (1942) y su Influencia en el Planeamiento Operacional Argentino, el General se adentro
en un tema no exento de polémica, en el cual buceo sus antecedentes histéricos, res-
catando su influencia al detallar los diferentes métodos de planeamiento tanto en las
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fuerzas como en el &mbito conjunto en los cuales se incluyo total o parcialmente, a la
vez que fundamenté la necesidad de avanzar, actualizando los procesos de planea-
miento en el Nivel Operacional.

Este trabajo refuerza el criterio con el que la Editorial Vision Conjunta publica las
Contribuciones Académicas, entendiéndolas como las experiencias en el dictado de
una catedra, reforzadas con investigaciones, ensayos y ejercicios, que no revisten ca-
racter doctrinario, pero que conforman un complemento y un necesario estimulo para
continuar creando conocimiento.

Mantenernos en el derrotero que su liderazgo inspird, constituye la mejor manera
de honrar la memoria de “El Gisto”, modo coloquial y afectuoso con el que lo tratamos
envida, y seguimos recordando después de su partida.

Coronel (R) VGM ALBERTO APARICIO
Secretario de Extension de la Facultad Militar Conjunta
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UNA DECISION MILITAR ACERTADA
EL PRINCIPIO MILITAR FUNDAMENTAL

Por el general de divisién (R) Evergisto de Vergara

na de las intrigas del cuerpo de profesores de la Escuela Superior de Guerra

Conjunta fue encontrar que el muy difundido Principio Militar Fundamental

(PMF) no era recogido por ninguna publicacion, reglamento o manual vigente
en el mundo, salvo en la prueba de aptitud, factibilidad y aceptabilidad (AFA). El tinico
rastro disponible era que fue traido ala Argentina después de la Segunda Guerra Mun-
dial, pero este dato no pudo ser verificado. En ese entonces, seguin versiones, oficiales
de la Armada de Estados Unidos participaban de la Escuela Superior de Guerra Naval
enla Argentina.

Llevé tiempo de investigacién hasta que en el ano 2015 se encontro en Internet la
copia digitalizada de la publicacién Sound Military Decision. Esta copia fue subida a la
web como un libro electrénico por el Proyecto Gutenberg, iniciativa que digitaliza y
pone a disposicidn del publico obras en dominio ptblico2. La digitalizacion se llevé a
caboenel ano 2009,y es la reproduccion de la edicion de 1942, originalmente publica-
daen 1936 porla Escuela de Guerra Naval de Estados Unidos, a través del departamen-
to de publicaciones del Instituto Naval de Annapolis, Maryland. La digitalizacién de
este documento estd en idioma inglés, y no se ha encontrado su traduccion al espafiol?,
aunque no tiene derechos de copyright. Ademads, se encontré que esta edicion de 1942,
reedicién de la original de 1936, puede adquirirse en Amazon (Estados Unidos), bajo el
titulo Classics of Sea Power*.

La publicacion Sound Military Decision, en su introduccion firmada el 30 de noviem-
bre de 1941 por el contralmirante E. C. Kalbfus, expresa que la primera edicion de 1936

1 Traduccion del adjetivo Sound en inglés: “en lo que se puede confiar y que probablemente dara buenos resultados”; por eso
siguiendo al autor, traducimos "acertada” (N. del E.).

2 U.S. Naval War College, Sound Military Decision. Project Gutenberg, Estados Unidos, 2009. (Digitalizacion de obra publicada en 1942,
trabajo original publicado en1936). Consultado durante el 2019 en http://www.gutenberg.org/ebooks/28178

3 Como indicd el autor del articulo, no se ha encontrado una traduccion oficial y completa de la publicacion Sound Military Decision.
Todas las referencias a traducciones del texto y la transcripcian en espanol de citas textuales corresponden a una traduccion
directa del texto del ebook en inglés realizada por el autor. (N. del E.)

4 Fecha de Ultima consulta 28 de mayo de 2015: http://www.amazon.com/Sound-Military-Decision-Classics-Power/dp/155750752X.
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fue publicada por la Escuela de Guerra Naval, e incluye las caracteristicas esenciales
de la apreciacion de situacion que desde 1910 ha sido emitida, a intervalos, en una serie
de ediciones revisadas. Su énfasis —expresa— es “naturalmente el ejercicio de esfuerzo
mental en la solucion de problemas militares, mas especialmente en nuestra Armada”.

Eltexto consta de un prologoy tres partes. El prélogo trata sobre la ciencia de la gue-
rra, lainvestigacion cientifica, las consideraciones fundamentales, el arte de la guerra,
el método cientifico, el liderazgo y el entrenamiento, la decision acertada®, €l juicio, la
aproximacion ala solucion de problemas militares, la filosofia fundamental, la técnica
de solucion, el proceso de educacién y la resena de la discusién. Explica que la solucion
de problemas militares reside en ayudar a la profesion militar a alcanzar decisiones
acertadas en “(1) la seleccion de sus objetivos correctos, los fines hacia los cualesla ac-
cion debe ser dirigida bajo circunstancias variables; (2) planeamiento de las operacio-
nes detalladas requeridas; (3) trasmitir la intencién tan claramente como para iniciar
una accion bien coordinada; y (4) la supervision efectiva de dicha accién”s.

La parte I se denomina “El juicio profesional en su relacion con la conduccion exi-
tosa de la guerra”. Se divide en cinco capitulos, a saber: “Capitulo I. El comando y sus
problemas”; “Capitulo II. Procesos mentales y tendencias humanas”; “Capitulo III. Prin-
cipios basicos aplicables a los problemas militares (el Principio Militar Fundamental)”;
“Capitulo IV. La aplicacién del Principio Militar Fundamental (1os objetivos —su seleccion
y obtencién-)”; y “Capitulo V. Las cuatro etapas en la solucién de un problema militar”.

La parte II se denomina “El ejercicio del juicio profesional en el planeamiento”.
Trata sobre los problemas del planeamiento y del juicio profesional en su relacién con
la conduccion exitosa de la guerra. Se divide en dos capitulos numerados correlativa-
mente, a saber: “Capitulo VI. La seleccion de un objetivo correcto (incluyendo la de-
terminacion, con el detalle apropiado, de la accion requerida para su obtencién). La
primera etapa —la solucion de un problema basico (la apreciacion de la situacion)”; y
“Capitulo VII. La resolucién de la accion requerida en operaciones detalladas (la se-
gunda etapa —la solucién de problemas subsidiarios)”.

La parte III se denomina “El ejercicio del juicio profesional en la ejecucion del
plan”. Trata de la ejecucion del plan desde el punto de vista del esfuerzo mental del
juicio profesional. Consta de dos capitulos, también numerados correlativamente res-
pecto alos anteriores capitulos, a saber: “Capitulo VIII. El comienzo de la accién plani-
ficada (la tercera etapa —la formulacidn y emision de directivas)”; y “Capitulo IX. La su-
pervision de la accion planificada (la cuarta etapa)”. Al finalizar la publicacién agrega
dos apéndices con formatos, y un indice de temas.

Este trabajo busca colocarse en el contexto en que fue escrita la publicacion, y com-
parar lo que se expreso como valido en aquellas circunstancias con el método de pla-
neamiento del nivel operacional actualmente vigente en el mundo. Como se ha men-
cionado, el documento original estd en inglés, y no estd traducido al espaniol. Las tra-

5 Vernotal.
6 U.S. Naval War College, op. cit., p. 3.
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ducciones parcialesy sucesivas, alo largo de los anos desde 1948, han dejado sentados
conceptos que subsisten hasta el dia de hoy, como puede leerse mas adelante en las
conclusiones de este trabajo.

Esta publicacién fue tomada como base para el planeamiento por la Armada Argen-
tina en “E. N.° 28 P/48. La decision militar correcta. Primera parte”?; por la Fuerza Aé-
rea Argentina en la publicacion del Ministerio de Aeronautica MAC 1. Manual de Estado
Mayorde 1951; porla Armada Argentina Comando de Operaciones Navales, Escuela de
Guerra Naval, en los documentos PM N° 501. Fundamentos para la solucion de problemas
militares y PM N.° 502. El proceso de decision, de 19648, A su vez, sirvié de base para la Ar-
mada Argentina, Estado Mayor General de la Armada, en el Manual de planeamiento na-
val RG 1-054 de 1983. Este manual fue tomado como base por el Estado Mayor Conjunto
para la redaccion del reglamento RC 20-01. Planeamiento para la accion militar conjunta
—Niveles estratégico operacional y tdctico—, del 12 de mayo de 1986. Esto probablemente
ocurrié porque el Informe Rattenbach, en su Informe final, expresa deficiencias en la
accién conjunta.

La adopcion del Principio Militar Fundamental como método conjunto y la derogaciéon
de los métodos de planeamiento especificos fue ordenada por la nota 11439/88 de fe-
cha 17 de agosto de 1988, incluida en el anexo 1. Se adopté asi el denominado proceso
de planificacion de comando® (PPC). Asi, el PPC, que tomo de base el método de planea-
miento maritimo de 1936, fue adoptado por todas las Fuerzas Armadas olvidando que
los factores de planeamiento para cada una son diferentes segiin su d&mbito geografico
de competencia. El Ejército Argentino volco este proceso de planificacién de comando
en el reglamento ROD 71-01, Tomo I de 1998 y Tomo II de 2001. Consecuentemente,
derogé las hasta entonces vigentes en el Ejército SEPLA (secuencia de planeamiento)
y SACARE (secuencia de las acciones de comando para la adopcién de una resolucién
y su ejecucion).

Se incluye al final del capitulo IV de la parte I del presente estudio, el grafico del
Principio Militar Fundamental de la publicacién original de 1936. En el anexo 1 se pue-
den consultar los siguientes graficos: Principio Militar Fundamental de la publicacion
de la Fuerza Aérea Argentina MAC 1. Manual de Estado Mayor de 1951; el Principio Mi-
litar Fundamental de la publicacion PM N° 501 de 1964, de la Armada Argentina; el
Principio Militar Fundamental del RC 20-01 de 1983, del Estado Mayor Conjunto; y el
Principio Militar Fundamental del ROD 71-01 reglamento del Estado Mayor del Ejército
Argentino de 1998.

7 No ha podido ser hallada. La referencia se encuentra en la resolucian de la publicacion PM N.2501. Fundamentos para la Solucién de
Problemas Militares, Armada Argentina Comando de Operaciones Navales, 1964. Punto 22 Se infiere que es del ano 1948.

8 Enambas publicaciones en su distribuidor se lee “Naval War College y Escuelas de Guerra Latinoamericanas: 10 ejemplares”. En la
contratapa de la PM N°502 se lee: “Naval War College, Newport, Rhade Island. 27 Nov. de 1963. SER: 3478 - Del Director del NAVAL
WAR COLLEGE Al Primer Asesor Naval estadounidense en la Argentina. Ref. (a) Nata 177 del 2 de octubre de 1963, del Primer Asesor
naval en laArgentina - 1. De acuerdo a lo solicitado por referencia (a) se otorga la autorizacion para que la Escuela de Guerra Naval
Argentina reimprima la publicacion del Naval War College titulada ‘El Proceso de la decision’ 12 edician, Julio de 1958".

9 Lafrase "Proceso de Planificacion de Comando” aparece en el Informe Rattenbach, “Capitula Ill. El planeamiento de la Junta
Militar”, Informe final, parrafo 119, foja 27: (...) Ello afectd el proceso de planificacion de comando sensiblemente(...)".
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original en inglés en el anexo 1)
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Vigencia en Estados Unidos

En 1957, la Escuela de Guerra Naval de Estados Unidos, por casi medio siglo estuvo
profundamente involucrada con lo que se conoce como “una decision militar acerta-
da”. Por muchos anos esto involucré instrucciones en un procedimiento muy forma-
lizado para la solucién de problemas militares, usando un texto al efecto preparado
por™ el Almirante E. C. Kalbfus, una vez presidente de la Escuela. En anios recientes,
esta instruccién y, particularmente, el texto fueron criticados por los profesores y los
alumnos, que encontraron este método muy rigido y artificial, tendiente a reducir todos los
Jactores a absolutos y a presentar los problemas en blanco o negro.

“Enlos cursos mds antiguos, se ha hecho el intento de desarrollar una aproximacion
mas realista usando los ultimos trabajos de cientificos sociales en esta drea de estudio
que evoluciona mucho, incluyendo la teoria de los juegos, y minimizando los procedi-
mientos tradicionales formalizados. Aquellos responsables por el curso de Comandoy
Estado Mayor, por otra parte, han preferido retener una aproximacion formal, aunque
también han estado preparando un texto nuevo. Esta situacion ha provocado algunos
desacuerdos entre los dos Estados Mayores. Las otras Escuelas de Guerra no han esta-
do ajenas a una parte separada del curriculum para tomar decisiones, aunque el pro-
ceso recibe alguna consideracion en conexién con varios estudios de planeamiento y
revisién de la formulacién de politicas nacionales por el gobierno de Estados Unidos.
La Escuela de Guerra Aérea, como se indica abajo, incluye estudios de resolucion de
problemas en su curso introductorio”.

A continuacion, una sintesis del libro Una decision militar acertada. El Principio Mili-
tar Fundamental, en sus aspectos mas importantes.

Parte I. El juicio profesional en su relacion con la conduccion
exitosa de la guerra

Sobre lo que trata el capitulo I: el comando y sus problemas

El capitulo I trata sobre las Fuerzas Armadas en relaciéon con la politica nacional, y,
especificamente, el papel del comandante respecto al uso de su “poder mental” como
componente reconocido de la fortaleza de lucha. Pone énfasis en asuntos importantes
de la estrategia military de la tactica, unidad de esfuerzo, cadena de comando, autori-
dad y responsabilidad, entendimiento mutuo, lealtad y adoctrinamiento. Resulta muy
descriptivo y atrayente en su lectura por su sencillez. Por ejemplo, define el objetivo
nacional primario como el de “asegurar la prosperidad futura y la seguridad esencial
del sistema social que es la base de la comunidad. (...) Los Estados todavia mantieneny

10 US Naval War College, Sound Military Decision, Newport, 1936. La publicacion de 1936 estuvo basada en un texto preparado por
primera vez en los comienzos de 1910 y sus revisiones posteriores.

11 Masland, John Wesley y Radway, Laurence |, Soldiers and Scholars: Military Education and National Policy, Princeton, Princeton
University Press, 1957 (Londres, Oxford University Press). Consultado durante 2019 en https://books.google.com.ar/books?id=
mEjWCgAAQBAJ&pg=PA364&Ipg=PA364&dg=sound+military+decision&source=bl&ots=0CBdlTrawz&sig=yRDhwe7b7VI0GV
5jVpiHGrGEGbk&hI=es-419&sa=X&ved=0ahUKEwiw7L7k14zMARWKGZAKHYb4DUo4ChDoAQgyMAQ#v=anepage&q=sound %20
military %20decision&f=false
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emplean sus Fuerzas Armadas como un medio para promover y expandir, asi también
como defender, su bienestar e intereses”.

En cuanto a la funcion primaria de las Fuerzas Armadas dice que “su funcién prin-
cipal es, cuando sean llamadas para ello, apoyar y, dentro de su esfera de esfuerzo
militar, asegurarse que se acate la politica del Estado”. Curiosamente, esta funcion pri-
maria difiere de la existente durante la Guerra Fria en los Estados periféricos. Esta
sostenia que las Fuerzas Armadas existen para defender la soberania e integridad de
su territorio. Hoy, en la segunda década del siglo XXI, al haberse reducido al minimo la
posibilidad de conflictos entre Estados, esta definicion de 1936 parece haber tomado
renovada vigencia para todos los Estados, ya sean centrales o periféricos.

También, habla sobre la necesidad de la unidad de esfuerzo, el entendimiento mu-
tuoyla cadena de comando. Sobre el Estado Mayor, se aclara taxativamente que el “Es-
tado Mayor del comandante no es, sin embargo, una parte de la cadena de comando;
sus miembros, como tales, no ejercen una autoridad independiente”.

Le siguen varios conceptos esclarecedores y validos hasta el dia de hoy sobre el
ejercicio del mando. Dedica un parrafo especial alalealtad “que no es meramente una
virtud moral; es una gran necesidad militar”, porque de ella surgira confianza mutua.
El fin ultimo de la confianza mutua se obtiene cuando, en la ausencia de instrucciones
especificas, cada comandante subordinado en la cadena actia instintivamente como
lo haria su superior inmediato. El comandante, aunque sea competente, descansa en
sus subordinados. Luego, debe manifestar su confianza en ellos, compartir sus es-
fuerzos y estar orgulloso de sus logros. Debe tener paciencia con sus errores, los cua-
les inevitablemente van a ocurrir, sin tolerar, sin embargo, desinterés, negligencia o
falta de cuidado. En ocasiones, si cree que debe separarse de las instrucciones recibi-
das por exigencias inmediatas de la situacién, debe darse cuenta de que acepta la mas
grave de sus responsabilidades militares, pero al mismo tiempo, no hacerlo puede re-
velar una ausencia de las cualidades mads altas de coraje, juicio, iniciativa y lealtad.

Este capitulo finaliza con consideraciones sobre el adoctrinamiento, entendiendo
como tal la necesidad de entendimiento mutuo. Doctrina es lo que se ensena. Eso no
significa que toda la doctrina militar sea acertada, pero su intencién es formar la opi-
nién y asi influir en la accion. No obstante, toda la doctrina militar debe ser revisada,
primero desde el punto de vista de su validez, y luego, desde la utilidad de su aplica-
cion. Es una responsabilidad de comando, asegurarse que estas condiciones se cum-
plan antes de que se enuncie una doctrina.

Sobre lo que trata capitulo II: Procesos mentales y tendencias humanas
El capitulo II trata del proceso mental natural empleado por el ser humano antes de
llevar a cabo una accion. Luego —dice— surge la necesidad de un enunciado valido de
causa-efecto a ser usado como regla de accién. Este andlisis explica el peligro inhe-
rente de utilizar reglas falsas, enfatizando el rol de los diversos factores, y describe el
meétodo para formular principios.

Sostiene que las fuerzas naturales son las causas, y las condiciones resultantes, los
efectos. Si no se ponen las causas naturales en accion, es imposible producir el efecto
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deseado. El efecto “apropiado” deseado necesariamente sera apto para efectos ulterio-
res. Las bases de la solucién al problema requerirdn la comprension de los recursos
involucrados. Para eso es necesario el pensamiento 1égico, que separa lo racional de
lo irracional. Su uso impide el despilfarro del método prueba-error. Asi se impide la
aceptacién de conclusiones instintivas, espontdneas, impulsivas o emocionales.

Bajo el subtitulo “Los principios en relacion al pensamiento 16gico”, la publicacién
enuncia que el avance en las ciencias psicolégicas y sociologicas no es tan acentuado
como en las ciencias fisicas, y las acciones y reacciones de la mente humana no han
sido pasibles de ser probadas y reducidas a una férmula exacta.

En el siguiente subtitulo, “Valor y limitaciones de listas de principios de guerra”, se
critica “una lista variable de sustantivos abstractos y frases [que] han sido adelantadas
para constituir compendios de los principios de la guerra. Sujeto a diferencias meno-
res en numero y su designacion, la lista de los mas encontrados frecuentemente com-
prenden el objetivo, la superioridad, la ofensiva, economia de fuerzas, movimiento,
cooperacion, sorpresa, seguridad y simplicidad”. Se agrega a continuacion que “con-
fiar en una lista de esta naturaleza, como condensacion de los fundamentos de gue-
rra, ha sido conocido por causar confusion y resultar en un fracaso para reconocer los
principios que se intentan recordar”'2. Pone como ejemploy objeta el principio de la sor-
presa como verdad universal, y el principio del objetivo, del cual dice que es solo fuerza
fisica. Estos principios “no hacen mds que proporcionar un punto util para posteriores
investigaciones. Cuando se entienden en su base, poseen cierto valor”.

También, sostiene que los principios no pueden ser reducidos a una mera coleccién
de sustantivos o frases, sino que requieren una cita de factores pertinentes al asunto,
ya que la relacién entre causasy efectos o entre efectos y sus causas, puede ser expre-
sada en diferentes formas. Finaliza resumiendo que “la relacion entre el efecto desea-
do y la accion para obtenerlo, en un lado, y los factores involucrados por otro lado, son
mejor expresados en la forma de principios”.

Sobre lo que trata el capitulo IlI: Principios basicos aplicables a problemas
militares (el Principio Militar Fundamental)

Este Principio Militar Fundamental indica los requerimientos para seleccionar un
objetivo militar correctoy la accion para obtenerlo.

Bajo el subtitulo “Requerimientos para la obtencion de un fin”, sostiene que “un fin
en vista, un resultado a ser producido, un efecto deseado, estd estrechamente conec-
tado con un efecto ulterior con el cual el primero [el efecto deseado] tiene intencion
de producir”. A continuacion, se detalla lo que significa aptitud, factibilidad y acepta-
bilidad, y expresa el principio fundamental para la obtencién de un fin, que depende
del cumplimiento de la aptitud del fin en vista, de la factibilidad del esfuerzo requerido
y de la aceptabilidad de los resultados del esfuerzo involucrado, los cuales se relacio-
nan mutuamente. “La relacion entre ellos puede ser mejor expresada en términos de

12 U.S. Naval War College, op. cit., parte |, capitulo Il, p. 26.
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cuatro principios consecuentes, a los que llama corolarios”. Estos cuatro corolarios
resultan de aplicarla prueba AFA (aptitud, factibilidad y aceptabilidad) a los fines, alos
medios, alas accionesy a los costos.

El primer corolario es respecto a los fines, parala determinacion del efecto apropia-
do que se desea. Aptitud para el fin en vista, determinado por el factor de efecto deseado
ulterior. Factibilidad del esfuerzo del fin en vista, sobre la base de los recursos compa-
rativos. Aceptabilidad de los resultados del esfuerzo involucrado, como lo determinen
las consecuencias de los costos.

El segundo corolario es para la determinacion de los medios apropiados. Aptitud de
los medios en clase y magnitud para cumplir con el fin en vista, determinado por el
factor de efecto deseado ulterior. Factibilidad del esfuerzo de esos medios sobre la base
delos recursos comparativos. Aceptabilidad de los resultados del esfuerzo involucrado.

El tercer corolario es respecto a las acciones, la determinacion de las condiciones
fisicas apropiadas a ser establecidas en el campo de la accién. Aptitud para el fin en
vista, que se determina por el efecto deseado apropiado. Factibilidad del esfuerzo en esta-
blecer dichas condiciones en el campo de la accion. Aceptabilidad de los resultados del
esfuerzo involucrado.

El cuarto corolario es respecto a los costos, donde solo se considera la aptitud para
el fin en vista, determinado por el factor de efecto deseado ulteriory la factibilidad del es-
fuerzo para obtener el fin en vista.

Segln se expresa en el apartado “Factores como determinantes universales en la
guerra”, los factores que gobiernan la obtencién de un fin en la guerra son cuatro, a sa-
ber: a) la naturaleza del efecto deseado apropiado; b) los medios disponibles y opuestos;
c) las caracteristicas del teatro de operaciones; y d) las consecuencias de los costos.

Le sigue un subtitulo interesante porque no coincide totalmente con lo que se sos-
tiene actualmente: “El objetivo en la guerra”. Arguye que este término ha adquirido —en
esa época, 1936—- el significado de algo mas que un punto-objetivo, al que propiamen-
te se lo denomina “objetivo fisico” (physical objective, traducido en la Argentina como
objetivo material). Sostiene que, en abstracto, en la “actualidad” —en 1936-, objetivo es
un efecto que se produce para la obtencion de un objetivo consecuente (further objective,
traducido en la Argentina como objetivo ulterior).

En cuanto a las operaciones militares, sostiene que un plan de empleo debe hacer
previsiones sobre ciertas caracteristicas destacadas de dichas operaciones, a saber: a)
los objetivos fisicos involucrados; b) las posiciones relativas utilizadas; c) la distribuciéon
de fuerzas; y d) el aseguramiento de libertad de accion. Todo ello dependera de la apti-
tud, dela factibilidad y 1a aceptabilidad.

Enuncia luego el Principio Militar Fundamental

La creacion o mantenimiento de una situacion militar favorable depende de ope-
raciones eficaces que involucren las caracteristicas destacadas de accion eficaz so-
bre objetivos fisicos correctos, proyeccién de la accién desde posiciones relativas
ventajosas, apropiada distribucion del poder de combate, y aseguramiento de ade-
cuada libertad de accion; cada cual cumpliendo los requisitos de aptitud, como lo
determino el factor de efecto deseado apropiado, factibilidad, en razon del adecuado
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poder de combate relativo influenciado por las caracteristicas del teatro de operacio-
nes, y aceptabilidad, determinado por las consecuencias de los costos; estos factores
son interdependientes™.

Finaliza diciendo que estos principios pueden también aplicarse para estudios his-
téricos que involucre el analisis de las operaciones del pasado.

Sobre lo que trata el capitulo 1V: la aplicacién del Principio Militar
Fundamental (los objetivos -su seleccién y obtencién)

Este capitulo se divide en tres secciones. La seccion I trata de los componentes prin-
cipales de todos los problemas militares. La seccién II trata de la seleccion del objetivo
militar correcto. La seccion III trata del segundo de los componentes principales, la
determinacion de operaciones militares efectivas.

Serefiere ala utilizacion del Principio Militar Fundamental aplicable ala solucién de
problemas militares de cualquier naturaleza, y aclara que las “expansiones siguientes
son aplicables, mas especificamente, a problemas navales”. Unas paginas méas adelan-
te, bajo el subtitulo “Elementos esenciales involucrados”, se expresa que “el resultado
final va a depender de la habilidad para aislar, ocupar o de otra manera controlar el te-
rritorio del enemigo. El mar, aunque complementa los recursos de las dreas terrestres,
estd desprovisto de muchos requerimientos esenciales para el ser humano, y por si
mismo no permite el desarrollo seguro de actividades humanas. La tierra es el habitat
natural del hombre. El mar proporciona rutas de comunicacion entre dreas terrestres.
El aire proporciona rutas de comunicacion sobre ambos, el mar y la tierra”.

En la seccion I se expresa que “la base para una solucion acertada desde el punto
de vista de la aptitud, involucra un entendimiento del efecto deseado apropiado, y de
un poder de combate relativo”. Para entender el efecto deseado apropiado, se requiere:
1) un entendimiento de las caracteristicas destacadas de la situacion incluyendo sus
aspectos dudosos; 2) un reconocimiento de lo que denomina “el incentivo”, la necesi-
dad de obtener un cierto efecto, un objetivo™ que serd el mantenimiento o creacién de
una situacién militar favorable; y 3) una apreciacion de este objetivo en su relacién al
préximo resultado ulterior a ser logrado por su consecucion.

Entender el poder de combate relativo, involucra consideraciones de los medios dis-
ponibles y los opuestos, en tanto son influenciados por las caracteristicas del teatro de
operaciones.

El “incentivo™® —entendido como el suceso que origina el planeamiento— puede
provenir de una directiva del comando superior, o de la decision ya tomada que intro-
dujo nuevos problemas, o porque la situacion lo demanda. Este paso determinara el
mejor plan, y luego requerira de un plan detallado. Dice que lo correcto es referirse a la
seleccién de objetivosy ala determinacion de las operaciones necesarias.

13 U.S. Naval War College, op. cit., p. 41.
14 Enesta publicacion, efecto es sinénimo de objetivo.
15 Lapalabra“incentivo” subsiste en el sistema de planeamiento argentino para originar etapas de la planificacion.
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En la seccién II, bajo el subtitulo “Naturaleza de los objetivos militares”, dice que
el objetivo militar ha sido definido como “el fin hacia el cual se dirige o se va a dirigir
la accién™®. Aqui aparece la asociacion de objetivo, no solo con efecto sino con fin.
Agrega que el impulso concreto del esfuerzo, el objetivo fisico (traducido en la Argentina
como material), es siempre un objeto solamente geografico, en tanto que objetivo es un
concepto mental, es una situacién a ser creada o mantenida'.

Advierte que “la variedad de puntos de vista es por lo tanto una caracteristica de la
cadena de comando, cuyo funcionamiento crea lo que puede ser llamado ‘cadena de
objetivos’”®, Agrega que “con el plan para la obtencion de su objetivo general clara-
mente fijado en su mente, el comandante, puede ahora proseguir a la seleccion de uno
0 mas objetivos de una naturaleza especifica, la obtencion integrada que asegurara la
obtencion de su objetivo asignado”.

Se afirma que, por diversas razones practicas, la responsabilidad del comandante
requiere de él la habilidad de seleccionar objetivos correctos. Sobre la base de la clasi-
ficacidn, respecto a la autoridad que hace la seleccidn, el andalisis demostrara la exis-
tencia de dos tipos de objetivos. Los dos tipos de objetivos™ son: 1) el objetivo asignado
ordinariamente indicado por la autoridad superior, excepcionalmente determinado
solamente por el comandante; y 2) el objetivo seleccionado por el comandante por si mis-
mo, como un fin en vista para el esfuerzo integrado de sus subordinados.

Bajo el subtitulo “Procedimiento para la seleccion de objetivos militares correctos”,
expresa que el Principio Militar Fundamental aplicado propiamente, es la base para la
seleccién de cualquiera de esos objetivos. Conforme a este principio —expresa-—, la se-
leccion de un objetivo militar correcto depende de las consideraciones debidas de sus
caracteristicas destacadas, i.e. objetivos fisicos correctos (traducido en la Argentina por
objetivos materiales), posiciones relativas favorables, adecuada distribucion del poder de
combate, y previsiones para una adecuada libertad de accion.

El siguiente subtitulo es “El efecto deseado apropiado como base para el objetivo”, dice
que es el primer factor a considerar. Agrega que cuando esté una cadena de comando
establecida en una operacion efectiva, el sendero hacia un efecto deseado apropiado se-
ra, por lo tanto, normalmente indicado mediante un objetivo asignado por el superior in-
mediato. El efecto deseado apropiado como primer factor a ser aplicado en seleccionar tal
objetivo, naturalmente, involucrara el objetivo asignado en el plan general por el supe-
rior inmediato de la fuerza completa. Finaliza esta parte diciendo que “la relacion entre
objetivo y objetivo posterior o ulterior es el criterio para distinguir entre consideracio-
nes estratégicas o tacticas, desde el punto de vista del comandante responsable”. Esta
distincion entre estrategia y tactica no es la vigente actualmente en el mundo militar.

En la seccién Il de este capitulo, denominada “Determinacién de operaciones mili-
tares efectivas”, trata de las caracteristicas destacadas incluyendo objetivos fisicos, po-

16 Notese que, en esta publicacian, objetivo también es sinanimo de fin. Ver - nota 1.

17 Ver > nota13.

18 Estafrase “cadena de objetivos” se mantiene hasta el dia de hoy.

19 Ver sobre efectosy efectos posteriores o ulteriores — U.S. Naval War College, op. cit., pags. 30y 31
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siciones relativas, poder de combate relativo y libertad de accidn, se veran si estan correcta-
mente determinadas su aptitud, factibilidad y aceptabilidad segun el corolario principio de
operaciones militares efectivas.

Con el subtitulo “Objetivos fisicos”, se aclara que la frase “objetivo militar” (en la Ar-
gentina se lo tradujo como objetivo material) es usada frecuentemente en la literatura
militar para distinguir los objetivos fisicos que en su caracter son combatientes (que se
empenan en lucha durante una guerra) de aquellos que no son combatientes.

En “Los procedimientos para la determinacion y seleccion de objetivos fisicos co-
rrectos”, dice

La eleccién de la naturaleza especifica de objetivos fisicos se extenderd,
por ejemplo, desde las fuerzas organizadas del enemigo como un todo hasta
el cuerpo fisico de un combatiente individual. Dentro de este espectro se in-
cluiran todas las formas de elementos fisicos del poder de combate del ene-
migo, aislados o en combinacion, tales como tropas, buques, puntos geografi-
cos, areas y lineas, fortificaciones, bases y abastecimientos. El objetivo fisico
puede tomar la forma de una posicién geografica fija, cuya ocupacion, debido
a sus ventajas inherentes, puede ser, por ejemplo, esencial preliminar para
progresos posteriores [0 ulteriores]. La posicion puede ser, por ejemplo, me-
ramente un punto en el océano, un lugar de cita, el cual, aunque la ocupacion
no sea disputada, se ha apreciado poco inteligente proseguir sin informa-
cion adicional o poder de combate adicional. Por lo tanto, un objetivo fisico no
siempre toma la forma de algin elemento del poder de combate del enemigo;
frecuentemente, la ocupacién de un objetivo fisico correcto puede no ser dis-
putada por el enemigo. (...) Fuerzas Armadas del enemigo que estén presentes
en oposicion a cualquier operacién proyectada son probablemente un objetivo
fisico apropiado.

Agrega que los objetivos fisicos no estan restringidos a las fuerzas armadas enemi-
gas, si no hay necesidad, puesto que también existen objetivos donde el enemigo no va
a presentar oposicion. Los objetivos fisicos correctos pueden cambiar varias veces du-
rante el curso de una operacion. La tierra —expresa— en tanto es el habitat natural del
hombre, siempre es el principal deposito de sus recursos indispensables, asi como el
escenario primario de todas las actividades. Las operaciones navales siempre tienen
en vista el eventual mantenimiento o creacion de una situacién militar favorable en
areas terrestres criticas. Desde este punto de vista fundamental, el objetivo fisico even-
tual de las operaciones militares es siempre un objetivo terrestre.

Le siguen consideraciones sobre el andlisis de aptitud, aceptabilidady factibilidad de
los objetivos fisicos correctos. Se cierra esta parte diciendo: “No existe doctrina, ni ins-
trucciones adelantadas, que puedan reemplazar el juicio responsable del comandante
en sus objetivos fisicos correctos”.

Bajo el subtitulo “Posiciones relativas”, dice que “la necesidad de movimiento pue-
de ser una consideracion importante en determinar un posible o probable teatro de
operaciones”. Notese que la frase teatro de operaciones es usada en el sentido de “zona
de accidén donde van a tener lugar los enfrentamientos”, y no el concepto actual de tea-
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tro de operaciones que es donde suceden operaciones militares para obtener el estado
final operacional deseado. Habria que pensar qué concepto se tuvo en mente cuando
se establecio el teatro de operaciones Malvinas (TOM), y si se penso solo en la operacion
Azul (Rosario) o en la operacién en las Georgias, que no fue conducida por el coman-
dante del TOM ni por el Comando de Operaciones Navales, pero se encontraban, teori-
camente, en la jurisdiccién del TOM. Dice el texto:

Cuando el transporte entre dos o mas posiciones dentro de cierta area es
esencial para la exitosa conduccion de una guerra, esta drea, la cual incluye
las rutas entre esas posiciones, o una parte de esas rutas, deviene inmedia-
tamente en un posible o probable teatro de operaciones. (...) El area en si
misma puede ser un area terrestre, o un area maritima, o una combinacion de
las dos. Puede ser un area con bordes sobre el mar, o un area insular. En cual-
quiera de los casos, el aire es una caracteristica comun.

Le siguen consideraciones sobre la aplicacion de la aptitud, factibilidad y aceptabili-
dad. Hace la distincion que en tanto las dreas terrestres pertenecen a la soberania de
algun Estado, asi como el aire que lo envuelve, la alta mar presumiblemente se trata de
una propiedad comun, lo que también se aplica al aire sobre la alta mar. Las rutas ma-
ritimas, para ocupar una posicién relativa favorable, tienen diferentes caracteristicas
en el mar cuando se las considere un teatro de operaciones.

Habla sobre el interés de mantener abiertas las rutas de comunicacion maritimas,
la velocidad y sus problemas vinculados al equipamiento, al reabastecimiento y la lo-
gistica. Sobre la logistica expresa que puede ser tan dificultosa que genere el rechazo
de un curso de accion que involucre operaciones distantes. Desde el punto de vista del
abastecimiento, los movimientos militares por tierra, mary aire estan vitalmente aso-
ciados con posiciones terrestres y su relacion con el drea de operaciones. Esta frase pa-
rece haber sido usada como sinénimo del concepto de teatro de operaciones empleado
hasta ahora en el texto, como si fuera un sinénimo.

Luego, sostiene que, desde el punto de vista de las posiciones relativas favorables, se
incluyen ciertos puntos que adquieren importancia conforme sea favorable esa po-
sicion relativa; como bahias, fuentes de materias primas, puntos de abastecimiento y
otros. A estas caracteristicas las denomina puntos estratégicos, histéoricamente conecta-
dos con las operaciones militares, cuya importancia deriva de su posicion relativa con
referencia a las rutas de movimiento. Sin embargo, aclara, el movimiento por el solo
hecho de mantenerse en movimiento, no es una operacion militar rentable.

Bajo el subtitulo “Poder de combate relativo” expresa que se debe tener en cuenta no
solo la superioridad fisica, sino también el estado mental y moral. Las fuerzas com-
puestas por los tipos apropiados, bien equipados y entrenados, pueden ejercer ma-
yores efectos que otras no bien ajustadas a los requerimientos de la situacion. Estas
consideraciones vistas a la luz de la relacién de las operaciones navales en areas te-
rrestres, indican la importancia que puede aportar su inmediata disposicidn, con una
fuerza naval (ademads de su propio poder aéreo) que esté organizada, equipaday entre-
nada para operaciones anfibias.
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Ademads, les dedica un parrafo especial alas consideraciones sobre la concentracion
y dispersion en el poder de combate relativo. Puede ser necesario un cierto grado de
dispersién en operaciones distantes, pero la dispersion indebida debe evitarse. No obs-
tante, existe igual peligro en una concentracién excesiva, porque puede arriesgar a la
fuerza a pérdidas innecesarias. A veces, la division de fuerzas es necesaria o deseable.
Como generalidad, es igualmente inadecuado el enunciado que para una guerra efecti-
va se debe tener superioridad en el punto y lugar decisivo, porque no dice el adecuado
grado de superioridad, y tampoco si se trata del lugar y punto correctamente elegido.

Es también defectuoso —afirma- buscar siempre los elementos de fortaleza del ene-
migo, ya que el éxito puede ser todavia posible actuando sobre elementos de debilidad.
La destruccion de una fuerza relativamente pequena a una distancia de donde estan
concentradas las fuerzas principales, puede acelerar la obtencion del dltimo objetivo.
Aqui aparece el concepto de esfuerzo principal asociado con la concentracion de fuer-
zas, que es el principio de masa (schwerpunkt) de Clausewitz. “El esfuerzo principal,
donde la mayor fuerza es empleada, puede ser idéntico con el esfuerzo contribuyente
mas directamente al resultado final”. Los medios que no son adecuados para la ob-
tencion de un objetivo si se usan en un esfuerzo, pueden a veces dar mejores resulta-
dos si se los utiliza en una serie de impulsos sucesivos. En forma similar, el efecto de
emplear medios por lo demds adecuados puede ser intensificado por la ejecucion de
ataques en olas.

Hace consideraciones de aptitud, factibilidad y aceptabilidad respecto al poder de
combate relativo. Puede ser apto para el efecto deseado, pero puede ser no factible o in-
volucrar consecuencias inaceptables.

En el subtitulo “Libertad de accién”, se enumeran ciertas consideraciones para lo-
grarla que, si son explotadas adecuadamente, probablemente la proporcionaran o, en
caso contrario, la restringiran. Notese que el concepto de comandos de componentes que
se menciona en este documento no es el que actualmente se denomina comandos de
componentes, entendiéndose hoy por tales a los componentes navales, aéreos y terres-
tres asignados a un teatro de operaciones. En este documento, por comandos de compo-
nentes se refiere a los comandos subordinados al comando principal naval.

Para demostrar la libertad de accion, curiosamente se recurre a los principios de la
guerra tradicionales que en el capitulo II se los califica como defectuosos, sustantivos
abstractos y frases hechas. Por ejemplo, se expresa que el sistema de comando puede
proporcionar accién unificada. Este es el principio de la guerra de unidad de comando.
Cuando habla de que “aunque la movilidad y la resistencia sean de otra manera asegu-
rada, la capacidad que representa no es susceptible de empleo efectivo a menos que los
métodos de movimiento sean inteligentemente planificados”, y ese es el principio de
maniobray de libertad de accion. Cuando se dice que un estado de alta moral es una inva-
lorable caracteristica del poder de combate, es el principio de moralde la guerra. Cuando
se dice que la sorpresa, cuando se conciba con juicio y se la emplee exitosamente, pue-
de ser el mayor factor de potencia, es el principio de sorpresa de la guerra. Cuando dice
que las medidas de seguridad son necesarias en orden a minimizar o prevenir la sor-
presa, es el principio de seguridad de la guerra. Cuando se expresa que la iniciativa es
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de mucha importancia para mantener la libertad de accidn, es el principio de la guerra
de libertad de accién. Cuando habla de que la ofensiva empleada apropiadamente, es un
meétodo para obtener la iniciativa, o de recuperarla si se la ha perdido, es el principio
de ofensiva. Incluye también principios tacticos, como alistamiento, disciplina e in-
fluencia de un comandante competente. Mas adelante, en el capitulo VII dice que “sobre
la base de la simplicidad, el procedimiento diferencial de la segunda etapa es preferible”. Es el
principio de simplicidad de 1a guerra, que en la Argentina se le dice sencillez.

Es asi que se enumeran las consideraciones para asegurar la libertad de accion, que
no son otra cosa que los principios de la guerra convencionales criticados en el capi-
tulo II. Sigue la exacta traduccion de lo que enumeran: 1) eficientes previsiones para el
ejercicio del comando; 2) adiestramiento efectivo; 3) un estado alto y estable de moral,;
4) disciplina; 5) espiritu ofensivo; 6) iniciativa; 7) sorpresa; 8) seguridad; 9) apoyo lo-
gistico adecuado; y 10) adecuadas inteligencia y contrainteligencia.

A continuacién, se reproduce el grafico que aparece en el documento original. Tal
como se menciona mads arriba, este grafico de 1936, traducido al espaiiol, es el mismo
que aparece en otras publica-
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Sobre lo que trata el capitulo V: las cuatro etapas en la solucién de un
problema militar

Este capitulo trata sobre la aplicacién del esfuerzo mental para obtener exitosa-
mente un objetivo militar. Se pone énfasis en la apreciacidn de situacion, junto con ciertos
detalles como tareas, cursos de accion y la decision; 1a formulacién de planes detallados,
incluyendo planes subsidiarios; directivas; la apreciacion de situacion continua; y el uso
de formularios en la solucién de problemas.

Bajo el subtitulo “La aproximacion a la solucion”, se dice que la obtencién exitosa
de un objetivo militar asignado involucra la aplicacién del esfuerzo mental en una se-
cuencia fija de cuatro etapas, a saber 1) la seleccién, por el comandante, de un objetivo
correcto (u objetivos) mediante cuyo logro puede obtener su objetivo asignado —dicha se-
leccién incluye la determinacién, con el detalle apropiado, de la accién requerida—; 2)
la resolucion de la accion requerida en operaciones militares detalladas; 3) la formu-
lacion de una directiva (o directivas) con la intencion de comenzar inmediatamente la
accioén planificada; y 4) la supervision de la accion planificada.

Aqui, el lector ya estd percibiendo el origen de las cuatro etapas del proceso de plani-
ficacion de comando vigente en la actualidad. Como puede leerse en el RC 20-01. Planea-
miento para la accion militar conjunta. Niveles estratégico operacional y tactico, 19882°, las
etapas del planeamiento son: 1) determinacion del plan general; 2) desarrollo del plan
general; 3) directivas, instrucciones, planes y ordenes; y 4) supervision de la accion.

Lanecesidad de adecuacion de este método de planeamiento naval para las operacio-
nes terrestres, actualmente, hace que en la primera etapa se resuelva sobre las ope-
raciones principales, y en la segunda etapa se resuelva sobre las operaciones comple-
mentarias. Esto es equivoco, porque no necesariamente un estado final militar deseado
se concreta con operaciones principales. El mejor ejemplo es Ucrania 2008, donde las
fuerzas rusas usaron las operaciones convencionales como disuasién y distraccion, y
las complementarias como principales, al usar fuerzas especiales, operaciones de in-
formacion y operaciones cibernéticas.

Se aclara que la completa solucién de un problema involucra, necesariamente, las
cuatro etapas. Ninguna etapa después de la primera —dice— puede ser llevada a cabo
apropiadamente a menos que los problemas incluidos en los pasos precedentes, ha-
yan sido resueltos. No obstante, se aclara, que el completamiento de una de las etapas
necesariamente requiera que la proxima seallevada a cabo de inmediato. Expresa que
“se vera, por ejemplo, que las dos primeras etapas se refieren al planeamiento, y las
dos ultimas mds especialmente con la ejecucién”. Se aclara que a la parte I de la publi-
cacion le siguen la parte 11 y ITI, que tratan de la solucion de esos problemas por parte
de un comandante naval.

Estas etapas fueron tomadas como base en las Fuerzas Armadas argentinas en el
denominado proceso de planificacion de comando?®. De este modo, se unificaron los mé-

20 Estado Mayor Conjunto de las FFAA, RC 20-01. Planeamiento para la accién militar conjunta. Niveles estratégico aperacional y
tdctico, Ministerio de Defensa, Republica Argentina, 1986. (p. 11).

21 Ver —nota8.
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todos de planeamiento para todas ellas, y se derogaron los especificos, como se puede
leer en la nota del jefe de Estado Mayor Conjunto que se agrega en el anexo 1. Esto es
un error de base. Los factores de planeamiento y, por lo tanto, el método, son diferentes
segun el 4mbito donde se desarrollen las operaciones navales, aéreas y maritimas.

En “La primera etapa”, se refiere a la apreciacion militar de la situacion. Esta aprecia-
cion constituye una base del plan para cumplir con la tarea asignada y, también, un
procedimiento sistemadtico para la seleccion de un objetivo (u objetivos) correcto apto
para el efecto deseado, factible de obtener y aceptable en las consecuencias involucra-
das en su logro. La seleccion de tal objetivo u objetivos involucra, incidentalmente, la
determinacion con el detalle apropiado de la accion requerida.

Sobre la base del resumen de la situacién, un reconocimiento del incentivo —lo que
motiva o inicia el proceso—y la apreciacion del objetivo asignado, lo primero que se ob-
tiene es un entendimiento del efecto deseado apropiado. Como resultado, se puede for-
mular correctamente su misién.

A continuacion, con la base para la solucién del problema asi establecida y confor-
me al Principio Militar Fundamental, comienza con la consideracion de los métodos
pertinentes de procedimientos como una solucion tentativa del problema. Las solucio-
nes tentativas toman la forma de operaciones militares, cada una denominada un curso
de accion. Cada uno de esos cursos abarca, especificamente o por inferencia, un ob-
Jjetivo a ser logrado para la obtencion del efecto deseado. Cada uno de ellos es probado
mediante su aptitud, factibilidad vy aceptabilidad. Con los cursos de accién del enemigo
ocurre lo mismo. Luego, se comparan los cursos de accién con los del enemigo y el mejor
es seleccionado como decisidn.

Es curioso ver la causa por la cual la traduccidn al espanol de “courses of action” fue
“modos de accion”. Probablemente haya sido por influencia francesa, porque la traduc-
cion de “courses of action” en francés es “modo de accion”. Al respecto véase el diccionario
AAP-6. NATO Glossary of Terms and Definitions (English and French), 2008, que dice “mode
d'action / course of action plan d’action Dans le processus d’appréciation, option qui permet-
tra d'accomplir une mission ou une tache et de contribuer a son accomplissement. De cette op-
tion découlera un plan détaillé”??. Como la publicacion original de 1942 aclara mds ade-
lante, existe una variedad de términos que podrian usarse, entre otros: “planes abiertos
propios”, o “planes abiertos para el enemigo”, “lineas de accién” o “cursos de accion”.
Pero aclara que “el ultimo (cursos de accion) al ser estdndar en nuestro servicio naval,
es el término que se usa en esta discusién”. Parece ser que en la mente del traductor se
asocid “cursos de accién” con los correspondientes al nivel tactico de las fuerzas te-
rrestres, o bien porque se identificé “curso” con “rumbo”. Hoy se ha adoptado en la Ar-
gentina como verdad dogmatica conjunta, hasta el nivel tactico inclusive, decir modos
de accién en vez de cursos de accién sin darse cuenta que es un injerto de otro idioma,
y/o que no existe ninguna diferencia. Ademas, la traduccién de la frase francesa mode
d'action al inglés, dice course of action, que traducida al espanol se lee curso de accion.

22 NATO, AAP-6. NATO Glossary of Terms and Definitions (English and French), 2008. Fecha de Gltima consulta 12 de mayo de 2015:
https://fas.org/irp/doddir/other/nato2008.pdf. (pp. 3-M-10).
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M4s adelante, se dice que cada situacidon militar tiene aspectos estratégicos y tacti-
cos. La diferencia esencial entre estrategia y tdctica ha sido mostrada como que descan-
sa en el fin en vista. La primera lleva a decisiones sobre si la batalla debe ser peleada
y la segunda lleva a decisiones, entre otras, sobre los métodos tacticos abarcadores a
ser seguidos para posteriores direcciones estratégicas. Esta distincion entre estrategia
y tdctica no tiene aplicacidn actual. Al leerlo, el lector no puede sino volver a la sencillez
de Clausewitz, cuando dice que tdctica son los enfrentamientos, y estrategia el uso de los
resultados de esos enfrentamientos para obtener el fin de la guerra.

Bajo el subtitulo “Tareas”, se dice que, concebidas apropiadamente, cada tarea asigna-
daindica, ya sea de modo especifica o inferencial, un objetivo (u objetivos). Se puede recibir
tareas en términos de cumplimiento, por ejemplo “destruir ala flota enemiga”, no obstan-
te, no es siempre posible o ain deseable expresar tareas en términos de cumplimiento.

La tarea también puede ser expresada en términos de accion donde el objetivo puede
ser entendido por deduccioén, en vez de en términos de cumplimiento. Preferentemente,
se llevard a cabo durante los enfrentamientos tacticos. En algunas ocasiones, un supe-
rior al asignar una tarea, también puede elegir especificar el curso de accién a ser seguido
por un subordinado para obtener el objetivo asignado, por ejemplo “niegue las bases ene-
migas en el area ABCD capturando la isla X”, y se puede usar cuando las circunstancias
son apremiantes, cuando sea necesario un estrecho control o cuando las condiciones
del subordinado son desconocidas, o dudosas, o conocidas por inadecuadas para la ope-
racién que se debe llevar a cabo. Algunas veces, el comando superior en vez de enunciar
ambos tarea y curso de accion predeterminado, puede indicar inicamente el ultimo. En
ese caso, el comando superior podria decir directamente “capture la isla X”.

En “La Misién”, la publicacion dice que “en nuestro servicio naval una tarea asigna-
da, junto con su proposito, es conocida como mision”. La tarea indica el objetivo asigna-
do, i.e. 1o que debe ser cumplido; el propdsito, indica el objetivo subsiguiente [traducido
en la Argentina como objetivo ulterior] para lo que ella sirve. Se aclara la forma en que
se expresa una mision:

(Tarea) (Enunciado de la tarea asignada); (Propdsito) para contribuir a la ejecucion
con éxito de (enunciado del plan general del superior)

Dice que esta forma de enunciar permite, como se explica mds adelante, un método
para visualizar claramente el efecto deseado por la autoridad superior. Dice: “los dos
elementos, tarea + proposito, cuando sean unidos, permiten que el comandante vi-
sualice el efecto deseado apropiado”. Aqui se mezclan un poco los conceptos de tarea +
propdsito, con objetivo deseado + objetivo subsiguiente, y con efecto deseado + efecto ulterior,
puesto que, en este texto, objetivo = efecto = fin. Esta interpretacién lleva a una serie de
discusiones estériles sobre si hay que conquistar objetivos u obtener efectos. Esto ocurre
porque no se toman las definiciones del diccionario que son mucho més clarasy pre-
cisas. Asi es que decir objetivo deseado + objetivo ulterior, efecto deseado + efecto ulterior o
bien tarea + propdsito es exactamente lo mismo.

Esta confusion persiste hasta hoy y ocurre porque no se asume significados comu-
nes, como ser: objetivo es 1o que se quiere obtener, propdsito es la finalidad, y efecto es un
cambio que es el resultado o consecuencia de una accion u otra causa.
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Dedica un parrafo al relevamiento de los factores del poder de combate, y luego trata
los cursos de accion. Tal como se expreso antes, considera sinonimos “planes abiertos
paranosotros”, (0 el enemigo), “lineas de accién” y “cursos de accion”, usando cursos de
accion “por haber sido usado en la Fuerza Naval por muchos afios”. Ya se aclaré que, en
la Argentina por influencia francesa, se lo tradujo como modos de accién. Probablemen-
te, hoy no sea conveniente denominarlos “lineas de acciéon” para no confundirlos con
“lineas de operaciones”. Por tanto, cada curso de accién es un plan para una operacion
militar y la obtencién de un objetivo. Hasta que se adopte una decision, cada curso de
accion serd una solucion tentativa del problema y, por lo tanto, se lo concibe correcta-
mente indicando un objetivoy, en detalle, la accion para su obtencion. Agrega ejemplos
de cursos de acciones navales, como “proteger el comercio, patrullando las rutas comer-
ciales” o bien “destruir los buques enemigos, atacando simultdneamente en convoyes
y escoltas”. Aclara que la frase “curso de accion” considerada como un plan para re-
solver un problema, tiene el inconveniente que parece enfatizar la accion, antes que
al componente principal. Le siguen dos parrafos analizando el proceso de pensamiento,
y sostiene que se requiere cierto orden de ideas basado en el estudio de la historia, en
la riqueza de la doctrina y los escritos militares, o en la experiencia practica del co-
mandante. Dice que la analogia le permite basarse en la experiencia pasada buscando
similitudes, aclara que esto ha demostrado ser mejor que el pensamiento puramente
intuitivo. Este concepto hoy seria muy discutido, porque no hay guerra parecida a la
anterior, cada una es Unica e irrepetible.

Como esta publicacién de 1936 se refiere a la guerra naval, dice que se requiere la
aplicacion de un conocimiento ordenado de la naturaleza de la guerra, y de la guerra
naval. Esta, por lo tanto, l6gicamente incluye operaciones con el propdsito de 1) ganar,
2) mantenery 3) disputar el dominio del mar, y discurre sobre los diferentes tipos de
operaciones que, segin su proposito, sirvan mejor a alguna de las tres operaciones
mencionadas. También, se considera probable que en los problemas navales que invo-
lucren enfrentamientos de envergadura, el curso de accion puede tomar la forma de una
serie de fases de una batalla, cada una siendo una preparacion parala proxima. Este es
el concepto moderno de linea de operaciones. Finaliza diciendo que, en cualquier caso,
es manifiesto que aqui también, no hay excepcion a la regla de que un curso de accion,
correctamente concebido, contiene dos elementos: el objetivo y 1a accidn para obtenerlo.

El concepto de curso de accion de este manual de planeamiento naval asocia mas un
curso de accion a una misidn, al asociarlo con su tareay propdsito. Paralas fuerzas terres-
tres, un curso de accidn responde a las preguntas qué hacer, quién lo hace, cudndo hacerlo,
donde hacerloy para qué hacerlo, es decir, es mucho mdas amplio que el concepto de curso
de accion naval. Cada comandante subordinado es responsable de determinar parte
del donde (donde lleva el esfuerzo principal) y el como hacerlo.

Bajo el subtitulo “Analisis y seleccion de cursos de accion”, aplica a cada uno la prue-
ba de aptitud, factibilidad y aceptabilidad. En aptitud, aclara que hay que considerar el
completamiento para determinar si se va a cumplir con la mision, o se lo hara parcial-
mente; y lo deseable segtin sea la urgencia, considera el tiempo y la sincronizacion de
esfuerzos. En factibilidad, ve la perspectiva de éxito; la facilidad de ejecucion; y el uso de
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las propias fortalezas y la explotacion de las debilidades del enemigo. En aceptabilidad,
se analizan los resultados del éxito o fracaso, y la comparacion de ganancias y costos.

En "Decision”, dice que el significado primario de esta palabra es una conclusién.
Esta conclusion es la decision que proporciona el plan general o la base sobre la cual, en
una segunda etapa, se desarrolla un plan detallado de operaciones. La decision conce-
bida de esta manera, no es el concepto que se ajusta actualmente a la resolucién de un
comandante de teatro de operaciones, y, por lo tanto, no es aplicable al planeamiento
terrestre del nivel operacional. Una resolucion de un comandante de teatro de operaciones
debe incluir su intencion, los supuestos en que se basa, la maniobra para colocar las
fuerzas que se van a enfrentar en las mejores condiciones, los planes de apoyo nece-
sarios, los recursos para sostener la maniobra, el tiempo que se estima necesario para
desarrollar las operaciones, y 1a estrategia de salida.

Luego enumera sintéticamente los requerimientos de las tres etapas o pasos res-
tantes. Le sigue una secuencia de eventos en esas cuatro etapas o pasos.

En la primera etapa, dice que el comandante hace una apreciacion “estratégica”, y
llega a una decision “estratégica”. A esto, hoy, le llamariamos decisién operacional propia
de un teatro de operaciones. En la segunda etapa, sostiene que se analizan los proble-
mas tacticos. En la tercera etapa, se emiten directivas de caracter estratégico, aunque
se pueden involucrar directivas tacticas. Y, en la cuarta etapa, se supervisa la accion
planificada. Las actividades detalladas en estos cuatro pasos no se corresponden con
el método de planeamiento terrestre del nivel operacional, ni tiene en cuenta los elemen-
tos del diserio operacional ni el arte operacional producto de su combinacion. Porlo tanto,
es una falacia pretender adaptar este método naval al planeamiento de un teatro de
operaciones terrestre.

Con el subtitulo “Fraseologia de ‘curso de accion’, ‘operacion’y ‘tarea’”, se sostiene
que los tres deben ser entendidos como “un acto o una serie de actos”. Al principio, el
curso de accidn seleccionado indica el acto o serie de actos, que luego son asignados a
subordinados en diferentes tareas. Luego, en las operaciones, cada subordinado sigue
procedimientos. Actualmente, es valido sostener que las fuerzas navales y aéreas en
los enfrentamientos tcticos siguen unicamente procedimientos, pero las fuerzas te-
rrestres deben planificar cada enfrentamiento tactico porque involucra mucho mas
que aspectos técnicos.

Al finalizar este capitulo, se trata sobre el uso de formularios para cada una delas eta-
pas. Se aclara que la distincién entre problemas estratégicos y tacticos es —sostienen—
que la primera etapa trata de problemas “estratégicos”, en tanto que la segunda trata de
problemas tacticos. Eso puede introducir variantes en el manipuleo de los formularios.
Todo sugiere que, en este método de planeamiento naval, la primera etapa hoy se asimi-
laria al nivel operacional, y la etapa siguiente se corresponderia con el nivel tdctico.

Parte Il. El ejercicio del juicio profesional en el planeamiento

Sobre lo que trata el capitulo VI: la seleccién de un objetivo correcto
Este capitulo se titula “La seleccion de un objetivo correcto (incluyendo la determina-
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cion, con el detalle apropiado, de la accién requerida para su obtencion). Primera eta-
pa, la solucion de un problema bésico (la apreciacion de la situacién)”.

El problema de la primera etapa se describe por la pregunta: “;Qué objetivo debo
elegir, y qué accion (en un esquema) debo tomar, para lograr el objetivo asignado por
mi autoridad superior?”. Se aconseja seguir el esquema del formato de apreciacion por-
que dice que no ocasionara un minimo de distraccion causado por referencias a asun-
tos relacionados. Igualmente, se dice que es una guia flexible.

El formato de apreciacion se divide en secciones y subsecciones, cada una con un
asunto a considerar: I. establecimiento de las bases para la solucién del problema; II.
determinacion de cursos de accion aptos, factibles y aceptables; III. examen de las capa-
cidades del enemigo; IV. seleccién del mejor curso de accion; V. 1a decision.

Seccion 1. Establecimiento de las bases para la solucion del problema
Los factores involucrados son: el efecto deseado apropiado; €l poder de combate relativoy
las conclusiones sobre el poder de combate relativo.

La secuencia que se indica para el efecto deseado apropiado es 1) resumen de la
situacion; 2) el reconocimiento del “incentivo”, es decir, la directiva el comando su-
perior; 3) apreciacion del objetivo asignado, aqui se dice que cuando el objetivo (goal)
haya sido asi definido, resultara un enlace entre efecto y efecto posterior, de objetivo 'y
objetivo posterior —en breve—, de tarea y propdsito (0 sea, que cualquier disquisicion
que se haya hecho en la Argentina sobre la diferencia entre efecto deseado y efecto ul-
terior, a la postre es la forma universal de decir que del comando superior se recibe
una tarea y un propdsito); 4) formulacion de la mision: la tarea asignada es la tarea de
la mision. El plan del comando superior deviene en el propdsito. Dice que la mision, asi
formulada, indica claramente el efecto deseado apropiado, que es la base de la solucion
del problema.

Enunciado como estd, es simple. Lo que resulta dificil de entender es la madeja ar-
mada en posteriores publicaciones argentinas sobre efecto deseado y efecto ulterior, o so-
bre objetivo deseado y objetivo ulterior. Al hacerlo, se ha hecho dificil lo que es facil. Todo
deviene de una misiéon compuesta por una tarea + un propositoy es légico que la tarea del
comando superior sea el propdsito del nivel inmediatamente inferior. Lo restante solo
parecen ser elucubraciones académicas para hacer dificil lo sencillo.

En cuanto al poder de combate relativo, se expresa que, en una situacion particular, el
significado de las caracteristicas esta frecuentemente determinado por las capacida-
desylimitaciones de los medios propios y opuestos.

Bajo el subtitulo “Relevamiento de los medios disponibles y opuestos”, se los sepa-
ra en apreciaciones estratégicas y apreciaciones tdcticas. Las denominadas apreciaciones
estratégicas se refieren a las que hace el Estado, y a las que hacen los mandos militares
superiores, donde el comandante trata aquello que los afectara en su operacion. Se di-
ce que existen apreciaciones estratégicas de menor alcance, y que el comandante confor-
me a ellas, restringira sus estudios. Las denominadas apreciaciones tdcticas requieren
de un entendimiento de las propias capacidades y las del enemigo, porque la seleccion
de objetivos y el uso de posiciones relativas son afectadas por esas consideraciones.
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En el apartado “Formato de apreciacion”, las apreciaciones amplias son incluidas en
el parrafo “Factores generales”, que incluyen factores politicos, econémicos y psicoldgi-
cos; medidas de informacién y contrainformacion; en el parrafo “factores mas direc-
tamente aplicables a las Fuerzas Armadas”, se incluyen buques —incluso la aviacion
naval—; fuerzas terrestres —que incluyen aviacion asentada en tierra—; personal, y ma-
terial embarcado —que incluye armamento, resiliencia y movilidad—; y apoyo logistico,
que se refiere a las disponibilidades de puerto, material, personal y construcciones.
Podria encontrarse aqui una raiz del aglutinamiento que se ha hecho en la Argentina
de considerar personal y material como “areas” del campo de logistica, olvidando que
esta categorizacion es apropiada solamente para el componente naval y no para un
teatro de operaciones terrestre.

En el subtitulo “Relevamiento de las caracteristicas del teatro de operaciones”, se
refiere a un teatro de operaciones maritimo sobre la hidrografia, la topografia de costas,
el clima, los periodos de luz y oscuridad, las ubicaciones relativas y sus distancias, las
lineas de transporte y abastecimiento, las construcciones y fortificaciones en los puer-
tos, y las comunicaciones.

En cuanto a las “Conclusiones del poder de combate relativo”, se sugiere una tabla
comparativa donde se coloquen fortalezas y debilidades en dos columnas paralelas,
una para las fuerzas propias y otra para las del enemigo. De cualquier forma —dice—
los valores de las entradas dependeran de la habilidad del comandante para juzgar
los datos contenidos en ellas. Un mero listado de hechos no sirve al propdsito. Lo que se
necesita aqui es una serie de evaluaciones y conclusiones que resulten de un estudio
con el detalle pertinente.

Como cierre de esta seccion se coloca una nota, donde se resalta que este proce-
dimiento puede tener ventajas psicologicas en el hecho que el comandante evita im-
presionarse por las capacidades de la accion enemiga. Ocasionalmente, considerar
primero los cursos de accion del enemigo puede tender a poner al comandante, innece-
sariamente, a la defensiva mental. La consideracion de los propios cursos de accion en
primer término —sostiene— frecuentemente serd ventajosa para el comandante.

Seccion II. Determinacion de cursos de accion aptos, factibles y aceptables

Esta seccién tiene cuatro partes, a saber:

1) “Andlisis del objetivo asignado”: se trata de andlisis mds detallados y profundos que
pueden surgir durante el proceso hasta este momento y dar lugar a una revision de
la mision. Se aclara que puede no ser necesario hacerlo.

2) “Relevamiento de los cursos de accién”: se explaya en las misiones que sélo incluyan
su propdsito. Pueden dar lugar a varias tareas representadas por varios objetivos.

3) “Aplicacion de la prueba de aptitud, factibilidad y aceptabilidad”: se aclara que esta
prueba formal no debe ser confundida con la prueba preliminar ya realizada por
el comandante a cada curso de accidén que penso inicialmente. En esta prueba, el
comandante, rechaza los cursos de accion que no sean aptos, factibles o aceptables,
pero aun no elige ninguno. Los que superan esta prueba los llama cursos de accion
retenidos.
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4) “Lista de los cursos de accion retenidos”: se listan los cursos de accién retenidos en
orden a su aptitud, factibilidady aceptabilidad.

Seccion III. Examen de las capacidades del enemigo

Aqui recién el comandante debe aceptar hipotesis y conjeturas que se denominan la

“niebla de la guerra”. Los objetivos fisicos para cada una pueden ser: las fuerzas arma-

das de los otros, ciertas posiciones, areas del mar, bahias o el territorio. En esta cons-

truccién paralela de planes, es posible que las fuerzas que se oponen en las etapas ini-
ciales puedan ser llevadas a operaciones en diferentes partes de un teatro. Este examen
incluye cuatro partes:

1) “Relevamiento de los problemas del enemigo”: se consideran el resumen de la si-
tuacién del enemigoy el analisis de los efectos por este deseados.

2) “Relevamiento de las capacidades del enemigo”: el comandante, en este momento,
se dedica alos cursos de accion del enemigo que le merecen atencién luego de las con-
sideraciones del poder de combate relativo, y las caracteristicas del teatro.

3) “Aplicacién de la prueba de aptitud, factibilidad y aceptabilidad”: difiere de las ante-
riores porque, usualmente, incluird conjeturas e hipotesis.

4) “Lista de los cursos de accién del enemigo”: puede ser posible, en muchos casos,
ordenar los cursos de accién del enemigo en orden de prioridad.

Seccion IV. Seleccion del mejor curso de accion

Esta seccion se divide en dos partes:

1) “Andlisis y comparacion de los cursos de accidn retenidos”: restringida al método
por el cual el comandante toma la propia iniciativa con cada uno de sus cursos de ac-
cion retenidos. Otro método es imaginar al enemigo tomando la iniciativa, llevando
cada uno de esos cursos contra cada uno de los cursos de accion del comandante. La
eleccion del método es un asunto de juicio por parte del comandante.

El uso de una carta, con posiciones y fuerzas ubicadas, es aqui frecuentemente
esencial; en problemas tdcticos, diagramas y tablas que muestren las posibilidades
y las posiciones, las distancias, la velocidad, 1a maniobra, el alcance de las armas, el
poder de combate relativo en tipos y armas, son utiles. Quizds lo mencionado arriba
seael origen delo que enla Armada denominan “tablero estratégico”, que en el Ejér-
cito se denomina “carta de situacién”, pero que algunas mentes creativas asimilan
a un supuesto “tablero estratégico de Jomini”?3. En la obra Compendio del arte de la
guerra de Jomini, no se habla de ningun tablero. Jomini sostiene que cada teatro de
operaciones tiene cuatro lados o caras, donde la base propia y la base del enemigo to-
man dos lados. Por lo tanto, el éxito proviene de conocer la forma de adelantarse al
enemigo para controlar los otros lados restantes, usa la geometria solamente para
ilustrar el punto. Agrega que, en este plano de cuatro lados, todo movimiento puede
ser alaizquierda, al centro o ala derecha, asi que todo movimiento en el teatro debe

23 Escuela Superior de Guerra, “Capitulo Ill. La Campana”, Bases para el pensamiento estratégico. Tomo lll. Estrategia Operacional,
Poner bases Para el Pensamiento estratégico, 1993. Punto 4, E1“Tablero Estratégico” de Jomini, (p. 86).
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ser hecho con esta perspectiva. De ahi a hablar de un “tablero estratégico” de Jomi-
ni, hay un largo trecho, aunque no deja de ser un giro poético creativo.

2) “Determinacion del mejor curso de accién”: contempla una situacion donde no exis-
te un curso de accidn satisfactorio, por lo que el comandante enfrenta un dilema. De
ser asi, se revisan las apreciaciones y, si a pesar de ello no hay armonia, se debe
recurrir al comando superior quien puede asignar fuerzas adicionales o, de otra
forma, modificar el problema, por ejemplo, asignando una nueva tarea. Se aclara
que, sise llega a la conclusidn de que no se puede contribuir al propdsito de la mision,
el comandante tendra la necesidad de disenar una nueva misidn y eso sera el nuevo
“incentivo” de un problema subsidiario.

Seccion V. La decision
Se divide en cuatro partes:
1) “El enunciado de la decisién”: dice que el comandante se da cuenta de que la plan-
tilla volcada en la decision es meramente un esquema o diseno general. Los detalles
seran introducidos mas tarde. La decision cubre el disefio general de la accién con-
templada para toda la fuerza. Al respecto, debe recordarse que se esta hablando de
un teatro de operaciones maritimo, con sus factores caracteristicos respecto a opera-
ciones navales, sustancialmente diferente a un teatro de operaciones terrestre.

“El propdsito de la decision”: se aclara que, si la tarea cumple la misiéon por com-

pleto, la frase que une la decision a su propdésito sera “en orden a”; en tanto que, sila

tarearealizarala accion por etapas, la decision podria cubrir inicamente la primera,

y la frase que la une con su propdsito serd “para asistir en” o “preparatorio para”.

3) “Los corolarios de la decisidon”: se expresa que esta decision puede involucrar ciertas
deducciones o inferencias, ya sea delimitando o ampliando su naturaleza. A eso se
lo denomina corolarios de la decision, pero no forman parte de ella.

4) “Larelacién de la decisién con el plan detallado y directivas”: dice que la decision es
la base para el plan del comandante para toda la fuerza. Se promulga en una o mas
directivas. Se sostiene que esta decision no es de incumbencia de los comandantes
subordinados hasta que sea usada en una directiva. La decision no tiene un formato
particular. La decision llanamente indica la intencién del comandante, es decir, su
linea de esfuerzo calculada, y puede no haber designado los numerosos objetivos fi-
sicos sobre los cuales ese esfuerzo sera dirigido.

2

~

Sobre lo que trata el capitulo VII: la resolucién de la acciéon requerida en
operaciones detalladas

Eltitulo completo de este capitulo es “La resolucion de la accion requerida en operacio-
nes detalladas. Segunda etapa, la solucién de problemas subsidiarios”.

El problema de la segunda etapa se describe por la pregunta: “;Qué accion debo
tomar para la obtencion del objetivo seleccionado en la primera etapa? En esta etapa
se dice que se expande el plan general. Aparecen aqui los denominados problemas sub-
sidiarios, en razon de que el “incentivo” para este planeamiento surge de una decisiéon
ya hecha por el comandante y porque hay problemas que el comandante reconoce que
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deben ser resueltos por él mismo y no por sus subordinados. Esta parte se divide en
dos subtitulos: “Supuestos”; y “Planes alternativos”.

En cuanto a “Supuestos” se expresa que, al faltar informacién precisa, muchos pla-
nes militares consideran contingencias que para hacer posible un plan, han sido acep-
tadas en la apreciacion como supuestos. Aclara que la palabra supuestos, cuando se use
para denotar la base de un plan, significa “tomar algo como verdad sin estar seguro de
que lo sea”. Confunde cuando a continuacion expresa “no significa una conjetura, adi-
vinanza o probabilidad”, ya que, si se desconoce su veracidad, no deja de ser una con-
jetura. Los supuestos son usados para lo que denomina el plan de batalla, o sea que pasa
alos enfrentamientos del nivel tactico en la segunda etapa, la de los planes detallados.

Notese que, en el procedimiento de planeamiento naval del Principio Militar Funda-
mental, los supuestos recién aparecen en la segunda etapa, la de los planes detallados,
luego de que el comandante ya ha decidido su objetivo y el curso de accion para obtener-
lo. O sea, en la primera etapa, no se tiene en cuenta ningun supuesto. Esto no es aplica-
ble al planeamiento de operaciones terrestres, ya que el comandante no puede concebir
su maniobra operacional sino tiene en consideracion los supuestos.

En los “Planes alternativos”, se da a la palabra alternativos el significado de “una
eleccion entre varias”. Divide a los planes en el plan “aceptado”, y otros planes llamados
“alternativos”. No hay clara separacién del significado de contingencia —cosa que pue-
de ocurrir o no puede ocurrir— con el significado de alternativa —una cosa o la otra—.
Actualmente se considera el planeamiento de una contingencia como propio del nivel
operacional, y el planeamiento alternativo como propio de la ejecucién del nivel tdctico
dentro de una misma contingencia.

Bajo el subtitulo “Aplicacion de los elementos esenciales de una operacion militar
favorable”, siempre dentro de la segunda etapa que es el plan detallado, el comandante
estudia la primera caracteristica: las acciones efectivas —las operaciones—. Estas opera-
ciones concebidas se enlistan en una secuencia por orden de importancia u orden cro-
nolégico. Luego, considera la segunda caracteristica: las posiciones relativas favorables,
es decir, las operaciones con respecto a los correctos objetivos fisicos. Le sigue la tercera
caracteristica, respecto a la lista de objetivos fisicos, el poder de combate relativo apropia-
do; aunque el estudio subsecuente sobre la adecuada libertad de accion puede hacer
necesario desarrollarla necesidad de operaciones posteriores o adicionales o ulteriores
que puedan hacer necesario reconsiderar su poder de combate relativo. Este estudio im-
plica la consideracién de otras cosas como entrenamiento, moral, sorpresa, secreto,
cooperacion, inteligencia, logistica y previsiones sobre las comunicaciones para un
efectivo ejercicio del comando. En cualquiera de esos asuntos puede ser necesario de-
sarrollar un plan subsidiario. Llama la atencion que estas consideraciones no son otra
cosa que los principios de la guerra tradicionales a los que inicialmente se calificé en
el texto como “frases hechas”.

Dedica un parrafo especial a la logistica, diciendo “que, en un sentido irrestricto, el
término ‘logistica’ se refiere al abastecimiento y movimiento de una fuerza militar, y a
cosas relacionadas como el reemplazo de personal inefectivo”. Las medidas logisticas
en el plan basico de la primera etapa, excluyen el movimiento de naturaleza estratégi-
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ca o tdctica, pero incluyen el movimiento relacionado con el abastecimiento y asuntos
similares. Notese que, para un teatro de operaciones naval, los asuntos del campo de per-
sonal son de naturaleza logistica. Este concepto es opuesto a considerar el campo de
personal como un campo de la conduccion separado —lo que es normal para un ambito
naval-, pero que es un campo de la conduccién principal para un ambito terrestre. Es
natural que sea asi considerado, ya que en una flota todo lo que estd embarcado es lo
existente hasta que se llegue a puertos seguros. Seria una analogia muy errénea con-
siderar el campo de la conduccion de personal de esa manera en un ambito terrestre
sometido a intenso desgaste de efectivos.

Agrega que, fundamentalmente, no hay diferencia entre una operacion y una tarea,
excepto que la tltima incluye una idea de imponer sobre otra persona o asignarle una
cantidad definitiva de trabajo o deberes. Ahora se diria, que una operacidn es el cum-
plimiento de una mision militar compuesta de varias tareas.

En “Aptitud, factibilidad y aceptabilidad”, se dice que una vez aplicadas, todas las
operaciones retenidas son listadas para su posterior desarrollo. Bajo el subtitulo “La
formulacion de tareas”, se expresa que son la base para la preparacion de directivas.

Con el subtitulo “La organizacién de fuerzas de tareas y grupos de tareas”, se reco-
noce que cada tarea requiere de un adecuado poder de combate relativo para cumplirla.
Las tareas se asignan a fuerzas de tareas y grupos de tareas segun la naturaleza y ubi-
cacion geografica de los objetivos fisicos, el dispositivo actual de las fuerzas, sus capaci-
dadesy sulibertad de accion. Puede influir el entrenamiento, o la capacidad de determi-
nados comandantes, o el deseo justificado de adherir a organizaciones permanentes
previas. Asi organizados, el plan completo puede ser trasformado al formato de orden.

Continua con “Aplicacion del Principio Militar Fundamental a la determinacion de
los objetivos incluidos en las tareas”, donde dice que es de considerable dificultad por-
que un comandante superior, al carecer de informacion detallada sobre lo que pue-
de enfrentar un subordinado, no puede anticipar siempre todos los obstaculos para el
éxito de este tltimo.

El siguiente subtitulo es “La reunion de medidas para la libertad de accién”, en don-
de se expresa que, si no son muchas, pueden incluirse en el plan basico, o de lo contra-
rio, esas instrucciones pueden emitirse en anexos. Las clasifica en a) medidas reque-
ridas para seguridad, cooperacion, y actividades de inteligencia; b) medidas para el
apoyo logistico —n6tese que bajo logistica se incluye adquisicion y reposicion de abas-
tecimientos, disposicion y reemplazo de personal inefectivo, mantenimiento del ma-
terial, sanidad, bajas de combate y afines; como puede verse, para fuerzas navales el
concepto de logistica es particular, ya que se incluyen aspectos de personal y material,
lo que desde el punto de vista practico es natural, no obstante, este aspecto no es apli-
cativo a las fuerzas terrestres—; y ¢) medidas para el ejercicio del comando.

Bajo el subtitulo “La preparacion de planes subsidiarios”, dice que son incluidos en
las directivas como anexos. Bajo la denominacion de planes subsidiarios, que en el 1éxico
actual terrestre se designan como planes de apoyo, se refiere a las acciones necesarias
para llevar a cabo las operaciones sobre los objetivos fisicos seleccionados por el propio
comandante. La palabra “subsidiario” como se usa aqui, meramente indica que el pro-
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blema tiene su origen en la propia decision del comandante y no impuesto por el es-
calén superior. Se explaya la publicacion en detalles de planes subsidiarios navales que
califica de alcance estratégico amplio, a otros problemas tacticos, sin que quede clara
la diferencia entre ellos salvo, lo inicialmente mencionado, que estrategia significa ob-
jetivos lejanos, y tdctica objetivos cercanos.

Les dedica parrafos separados a los problemas subsidiarios de entrenamiento, inte-
ligencia, y logistica. De notar aqui también, es que para el &mbito maritimo los prisio-
neros de guerra no son del campo de personal, sino del campo de logistica, como son fun-
ciones logisticas las que en el &mbito terrestre corresponderian al campo de inteligencia
como documentos capturados, provisién de mapas, cartas y fotografias. Los lectores
deben darse cuenta que esto es funcional y practico al &mbito naval, pero no a otros
ambitos geograficos.

Parte Ill. El ejercicio del juicio profesional en la ejecucién del plan

Sobre lo que trata el capitulo VIII: el comienzo de la accidn planificada
El capitulo VIII se titula “El comienzo de la accion planificada. Tercera etapa, formula-
cion y emision de directivas”.

La formulacién de directivas requiere solamente el completamiento de detalles de
los formatos de orden. Se describen aqui los diversos tipos de planes navales y directivas.

En el subtitulo “Planes militares y directivas” se expresan las diferentes maneras
en que un plan es un esquema propuesto, procedimiento o método de accion para la
obtencion de un objetivo. Es —dice— uno de los enlaces esenciales entre decision y ac-
cion. Si un plan cubre una campana completa, o una serie extendida de operaciones,
su distribucion es menos probable y menos general que si se refiere solo a una ope-
racién menor.

Una directiva, por su parte, en sentido general, inicia o gobierna conductas o proce-
dimientos. Es el medio por el cual el deseo o intencidn se hace conocer a otros. Algunas
veces —aclara—la palabra es empleada como sinénimo de orden. Otras veces, lleva el sig-
nificado de varias instrucciones que alcanzan desde lo simple a lo complejo. Se sostiene
que “En todos los casos, una directiva para ser apta como una guia para otros, tiene co-
mo origen un plan”. Partes de un plan pueden ser trasmitidos como directivas fragmenta-
rias para guiarla accion de subordinados en ejecucion instantdnea o temprana.

En “Planes subsidiarios” expresa que son frecuentemente emitidos como anexos a un
plan de operaciones que lleva a cabo la decision basica.

“Esencias de las directivas militares”, en este apartado describe las diversas categorias
de la Fuerza [Armada] Naval y sus formatos. La directiva puede incluir anexos en forma
de planes alternativos y subsidiarios, y puede ser escrita o verbal. Se agregan considera-
ciones sobre brevedad, detalles innecesarios, palabras superfluas y uso de expresio-
nes indefinidas que lleven a la vacilaciéon de quien debe cumplirlas.

Bajo el titulo “Revisidn de la decision para uso en la directiva”, se recalca que en la
directiva se indicara lo mas claramente posible la intencion del comandante, en térmi-
nos del objetivo a ser obtenido por su fuerza, y un disefio de la accién para su obtencion.
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Con el titulo “Formatos estandar para planes y directivas”, en formato —que en la
Fuerza [Armada] Naval se lo conoce como formato de orden, que también es aplica-
ble con ciertas modificaciones a todos los planes escritos y directivas— se da detalle de
todos los numerales, los nombres geograficos con mayusculas, margenes, sangrias
y subrayados. Se dan instrucciones sobre el encabezado y el final del documento. Se
aclara que, en cuanto a un plan de campafia, es escrito normalmente con formato de
orden, mostrando las etapas en que se la ha dividido, las diversas operaciones que debe-
ran adoptarse en cada etapa, y su orden de cumplimiento; y usualmente —expresa—las
fuerzas disponibles para la primera etapa. En el planeamiento naval, como se descri-
be mas adelante, un plan de campaiia es el que muestra las diferentes etapas en que se
dividird la campana para obtener el ultimo objetivo, lo que hoy se conoce como objetivo
operacional. Este concepto se mantiene en la actualidad.

Se proporciona un formato para un plan de operaciones, que se agrega como anexo 1
a esta publicacion. Se aclara que una orden de operaciones no tiene supuestos, y se hace
efectiva apenas se la reciba. Bajo el titulo de “Tipos de directivas navales”, dice que las
mads usadas comunmente son planes de guerra, planes de campafia, planes de operaciones,
drdenes de operaciones, planes de batalla y érdenes de batalla.

Como planes bdsicos de guerra define a los que contienen las fuerzas que operan
los limites de los teatros de operaciones, con tareas estratégicas amplias, cuando se lo
requiera. Todo indica que bajo el plural “teatros de operaciones” se entiende que un
teatro de operaciones es donde van a tener lugar los enfrentamientos. Los planes con-
tribuyentes son los planes subsidiarios que apoyan al plan de guerra. Como planes de
campania se entiende al que ordena un mayor logro en la guerra. La operacion de una
campana tiene propiamente definido un objetivo, cuya obtencién o abandono marca
el final de la campana.

Como planes de operaciones se dice que tratan de una sola operacion, o una serie
de operaciones conectadas para ser llevadas a cabo en forma sucesiva o simultanea.
Aclara que, usualmente, un plan de operaciones abarca operaciones mas complejas
que una orden de operaciones y las proyecta sobre un tiempo y espacio mayor. Deja
mads iniciativa a los comandantes subordinados y requiere menos supervisién direc-
ta del oficial que la emiti6. Para diferentes contingencias se pueden formular varios
planes de operaciones. No es lo que actualmente se entiende por plan de operaciones,
que es el plan entre puntos decisivos camino al objetivo operacional que refleja el estado
final deseado.

Sostiene que el plan de operaciones permite mas iniciativa a los comandantes subor-
dinados y la orden de operaciones trata de una situacion actual de alcance limitado. No
contiene supuestos como el plan de operaciones.

Como planes de batalla expresa métodos para el empleo coordinado de las fuerzas
durante la batalla, posiblemente culminantes en una accién general. Estos combates
pueden ir desde enfrentamientos de pequenias fuerzas, hasta enfrentamientos de flo-
tas enteras. Las ordenes de batalla se limitan, generalmente, a poner en efecto los planes
de batalla para iniciar las operaciones detalladas y pueden ser necesarias durante el
desarrollo de una batalla naval.
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Sobre lo que trata el capitulo IX: la supervision de la accidon planificada

Este capitulo, “La supervisién de la accién planificada. Cuarta etapa”, trata sobre las
consideraciones para la supervision de la accion, y la apreciacion permanente que em-
plea el procedimiento tipico de la cuarta etapa. Esta supervision se lleva a cabo me-
diante la recoleccién, andlisis, evaluacion e interpretacion de nueva informacion.
Aqui es necesario el ejercicio mental, ya que el planeamiento no apunta a nada, salvoa
ser un ejercicio mental. Pero la ejecucion tiene importancia porque los cambios ines-
perados son normales, y de alli la importancia de una supervisiéon efectiva. En la gue-
rra —dice— los errores son normales; la informacion es incompleta y frecuentemente
equivoca. Por eso se debe esperar que el comandante tenga que dar nuevas formasala
operacion durante la supervision de una accion planificada.

Ninguin comandante se justifica en adoptar una accidén errénea o no tomar ningu-
na porque no haya recibido instrucciones. La habilidad de reconocer el hecho de que
una situacion presenta un problema nuevo, es por tanto una calificacién primaria del
comando. Una precaucion imprudente debe evitarse no menos que una temeridad in-
debida. Por otro lado, desvios indeseables del plan involucran una penalidad corres-
pondiente, porque los cambios, al menos debidamente justificados, incrementan la
posibilidad del fracaso. La conduccién exitosa de la guerra —teniendo en cuenta su de-
manda por el mas sobresaliente “poder mental’—, se basa fundamentalmente en las
cualidades morales que surgen del intelecto mds que de la voluntad.

Bajo el titulo “Problemas que involucran modificaciones al plan basico”, se mencio-
nan los nuevos problemas que pueden presentarsele al comandante durante la ejecu-
cién. Pueden dar lugar a nuevos cursos de accion.

Con el titular “Problemas que desafian la integridad del plan basico”, dice que esta
es la situacién mas importante que puede presentarse en la cuarta etapa. Esto va a
obligar a un nuevo resumen de la situacion, al reconocimiento de que la situacion re-
quiere de medidas para ser mantenida o cambiada, en cuyo caso habra que partir de la
decision basica. Se analiza el objetivo, y si es apropiado se enuncia una nueva mision. Si
se inicia un nuevo esfuerzo planificado, continta la supervisién.

“La apreciacién de situacion continua”, se la define diciendo que la constante ob-
servacion es la que le da origen. Habra que mantenerse al tanto del flujo de eventos, y
la consideraciéon primaria es la flexibilidad. Para tales efectos, se indica el formato del
diario detrabajo donde se asientan los nuevos elementos de juicio, y de la hoja de trabajo,
que es un documento informal con el formato de la apreciacion de situacion.

Se dedica un parrafo especial ala organizacion y funcionamiento del Estado Mayor,
impulsdndose la unidad de esfuerzo como principio rector. Divide al Estado Mayor en
“General” y “Especial”. El Estado Mayor Especial se refiere a la administracion rutina-
ria, a aspectos técnicos del movimiento, al uso de armas y al abastecimiento, salud y
hospitalizacién. Describe como Estado Mayor General a las funciones de supervision y
planeamiento. Las funciones importantes se refieren a las relacionadas con inteligen-
ciay operaciones.

Se aclara que las apreciaciones pueden ser hechas en forma verbal o escrita. Se
aclarala forma de escribir las entradas en los diarios y hojas de trabajo.
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Para finalizar, en “Conclusiones”, se sintetiza y resume la aplicacion del “poder
mental” en la solucion de problemas militares. Sostiene que el procedimiento esta es-
pecialmente adaptado a la necesidad de la profesion de las armas a la toma de deci-
sion, a través del uso del Principio Militar Fundamental. Finaliza diciendo que “sobre
una base fundamental de un pensamiento serio, habilidad mental, caracter, conoci-
miento y experiencia, finalmente descansa el acierto de una decisién”.

Conclusiones

El documento Sound Military Decision, The Fundamental Military Principle, es una publi-
cacién de la Escuela Naval de Guerra de Estados Unidos del afio 1936. Trata de un mé-
todo de planeamiento para un ambiente maritimo.

¢El Principio Militar Fundamental es un principio o es un
método para un proceso de toma de decisiones?

Instintivamente, al leer Principio Militar Fundamental, se asocia a esta publicacion con
un principio de la guerra diferente o adicional a los principios tradicionales de la gue-
rra. La publicacion arguye que una lista de esa naturaleza es conocida por causar con-
fusién y resulta en un fracaso en reconocer los principios que se intentan recordar.

Al efectuarlalectura completa, se observa que los principios tradicionales de la gue-
rra, no obstantes ser rechazados, son observados durante todo el proceso mental de
Una decision militar acertada. Asi encontramos los nueve principios tradicionales en
el texto, en parrafos referidos al objetivo, maniobra, libertad de accidn, ofensiva, moral,
iniciativa, sorpresa, entendimiento mutuoy seguridad en la primera etapa?4. En cuanto
a simplicidad, flexibilidad, unidad de esfuerzo y cooperacion, también se hace referencia
cuando se trata de la emision de planes y directivas. Se infiere entonces con facilidad
que Una decision militar acertada no es un principio de guerra nuevo, ni una adicion
a los anteriores. Se trata de un método de planeamiento, de una forma ordenada de
pensar para arribar a la mejor solucion militar. Por lo tanto, incluirlo en los princi-
pios de guerra es erréneo.

El prélogo remarca que “no fue, sin embargo, hasta la primera parte del siglo XIX
que los estudiosos de la guerra parecen haber registrado que la conduccion de la gue-
rra es susceptible al analisis cientifico (...)”. Sostiene que no se puede descansar Unica-
mente en un genio militar. Es la discusion sin fin: si la guerra es ciencia o arte. Segin
Clausewitz, la guerra tiene poco de ciencia, porque estando involucrada la naturaleza
humana, hay pocos principios que se le puedan aplicar. Sies arte, se trata de algo muy
particular: se ejerce sobre cosas que reaccionan. Por su parte, un contemporaneo, Jo-
mini, trata de encontrarle formulas geométricas que garanticen el éxito. El Principio
Militar Fundamental trata, sin poder hacerlo definitivamente, de encontrar bases cien-
tificas ala resolucion de problemas militares.

24 U.S. Naval War College, op. cit., parte |, capitulo IV, passim.
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Lo concreto es que el Principio Militar Fundamental no es un principio de la gue-
rra, sino que es un proceso de toma de decisiones para un teatro de operaciones na-
val, datado por escrito en el afio 1942. Este proceso de toma de decisiones fue aban-
donado por la Armada de Estados Unidos por ser muy rigido y artificial, tendiente a
reducir todo a absolutos y ver todo en blanco y negro?s.

Conceptos nuevos y conceptos viejos

Son llamativas las herencias de traduccion del Principio Militar Fundamental que per-
sisten hasta hoy, aunque en algunos casos las traducciones hayan sido arbitrarias.
Asi, se ha traducido further objetives por objetivos ulteriores, physical objectives por ob-
Jjetivos materiales, courses of action por su equivalente francés, aunque no traduccion
literal, modos de accion.

La diferencia entre estrategia military tdcticas 1o hace en funcién del alcance de los
objetivos que se quieren lograr. Segun esta publicacion, “la estrategia militar repre-
senta una meta mds amplia, lejana o mds fundamental, y se diferencia de la tactica,
que se ocupa de una meta mas inmediata o local, que sucesivamente debe permitir a
la estrategia cumplir su objetivo mas lejano”. Como puede verse, esta publicacién de
1936 no toma el concepto actual de que la estrategia militar prepara y dirige el empleo
de las fuerzas militares, en tanto que los niveles operacional y tdctico planifican y ejecu-
tan las operaciones militares. Pareceria que, al tratarse de un manual de planeamien-
to naval para un &mbito maritimo e insular, lo que se denomina aqui como estrategia
militar es lo que hoy se denomina estrategia del nivel operacional y su correspondiente
arte operacional.

No se tienen en cuenta los hoy denominados niveles de guerra segun la categoriza-
cion fines-medios en estratégico, operacional y tactico, donde el nivel estratégico di-
rige, y los niveles operacional y tdctico planifican y ejecutan tal direccién. Al parecer, la
primera etapa se asimilaria bastante al actual planeamiento del nivel operacional al
determinar los objetivos operacionales y la forma general de obtenerlos. Sin embargo,
en la primera etapa taxativamente no toma en cuenta supuestos de planeamiento, lo
que carece de sentido actualmente para un planeamiento terrestre.

Seignora la accién conjunta ya que se refiere exclusivamente a un método de planea-
miento naval. No se tienen en cuenta las caracteristicas de un teatro de operaciones te-
rrestre, donde el componente naval es uno de los tres componentes del nivel operacional.

Esta publicacién de 1936 sostiene que efectos, objetivos y fines son sinéonimos. Esto no
estd de acuerdo con la terminologia de la lengua, ni con la terminologia militar actual.

Particularmente opino que hay que dejar de otorgar significado arbitrario a las pa-
labras y tomar el significado del diccionario. Como en este caso se trata del idioma in-
glés, se tomaran las definiciones del Concise Oxford English Dictionary. Objetivo: algo que
se esta tratando de lograr?é, y, por lo tanto, no necesariamente todos los objetivos son

25 Ver - notal0
26 Paralos que traduzcan del inglés, sindnimos de abjective son goal o target.
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fisicos; Efecto: un cambio que algo o alguien causa sobre algo, un resultado; Fines: un
proposito?. Por lo tanto, no es lo mismo decir objetivos que decir efectos o fines, por-
que esos conceptos no son sindnimos. El problema probablemente nazca de diversas
traducciones que hacen intercambiables las palabras ends, objectives, goals, aims y effect,
ynoloson.

El concepto de teatro de operaciones que sostiene esta publicacién, da idea de que
se alude a los lugares del inmenso mar donde ocurriran los enfrentamientos. Actual-
mente, se considera que teatro de operaciones es el lugar donde tendra lugar una cam-
pafia, y que ésta finaliza cuando se obtenga o abandone un estado final operacional
deseado por la estrategia, usando el componente armado del poder nacional. El con-
cepto de teatro de operaciones de esta publicacién es arcaico, y se asimila més al actual
concepto terrestre de zona de accion.

El concepto de logistica que expresa esta publicacién para una flota abarca aspec-
tos de personal y material. Esto es absolutamente practico para una flota, pero no lo es
cuando se trata de muchos efectivos como en el caso de un teatro de operaciones terrestre,
porlo que hacer una analogia valida paralas tres fuerzas armadas de que bajo la palabra
logistica se deben incluir aspectos de personal, material y finanzas, no seria correcto.

La division ya dogmatica en la Argentina de que el planeamiento es operativo y no
operativo, segiin exista una voluntad en oposicién o no, se introdujo en la primera tra-
duccion, aunque no estd en el texto en inglés. De alli derivan las apreciaciones de situa-
cion operativas y no operativas, que en el ejército se denominaron hasta finales del siglo
XX como estudio de Estado Mayor (sin voluntad de oposicion) y apreciacion de situacion
(con voluntad en oposicion). La metodologia de pensamiento en ambas es igual, salvo
un nuevo ingrediente en la ultima, la voluntad en oposicion.

Ademas, en el documento Sound Military Desision, se dice claramente que las dos pri-
meras etapas son de planeamiento, y las dos ultimas de ejecucién. Aqui, bajo la frase
planeamiento operativo, se ha incluido a las cuatro etapas, las dos de planeamiento
y las dos de ejecucién. Habria que reconsiderar el uso de la palabra operativo, porque
induce a confusion. Para la Armada, operativo significa enfrentamiento de flotas; para
la Fuerza Aérea, operativo es algo que se encuentra en pleno funcionamiento; para el
Ejército, operativo son las actividades de control policial en el marco interno. El uso de
la frase planeamiento operativo deberia reconsiderarse. Muchas veces la confusion en-
tre los jévenes oficiales deriva de una traduccién errénea?®.

La confusién que puede originarse por el uso de las palabras operacional y opera-
ciones esta extendida en el mundo, y una prueba de ello estd expresada en el manual
AJP-5 Allied Joint Doctrine for Operational-level Planning. With UK National Elements?® que

27 Paralos que traduzcan del inglés, sindnimos de end son aim o purpose.

28 Warden Johm Ill, The Air Campaign, National Defense University, Washington DC, 1988, p. XXIIl dice “Operational Art"y el mismo
libro, traducido al espanol por la revista de la ESGA # 172/173,1991, p. 11 dice "Arte Operativo”.

29 Manual AJP-5 Allied Joint Doctrine for Operational-level Planning. With UK Elements, Joint Doctrine Publication 5-00, June 2013
del UK Ministry of Defence, obtenible en https://www.gov.uk/government/publications/ajp-05-allied-joint-doctrine-for-
operational-level-planning,
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tomalas definiciones de la OTAN. Alli se define que, para evitar confusiones, operacio-
nes militares son acciones militares de cualquier nivel, y nivel operacional es el nivel
donde se llevan a cabo operaciones militares mayores y campanas. Porlo tanto, una cosa
es operations planning, y otra operational level planning. No existe el operative planning,
si aparece asi en algunos lugares es por la errénea traduccion de operational planning.

Palabras finales

Sound Military Decision. The Fundamental Military Principle de 1936 es muy interesante
para leer, aunque contenga aspectos ya superados. Deberia eliminarse de las actuales
publicaciones y reglamentos toda referencia al Principio Militar Fundamental, ya que
hoy solo subsiste de este método la prueba AFA (aptitud, factibilidad y aceptabilidad).
Es parte del estudio de la historia de la guerra.

Actualmente, tomarlo como base, sin tener en cuenta que a partir de la década del 80
del siglo XX, el nivel operacional de guerra tomd su debida importancia —tal como lo con-
cibieron instintivamente Clausewitz y Jomini— al darse cuenta de que por sobre los en-
frentamientos habia algo mas que trataba de las maniobras y la logistica para colocar a
las tropas que se iban a enfrentar en las mejores condiciones, es quedarse en el curso de
la historia. Ahora existen los elementos del diserio operacional, y su combinacion creativa
en un arte operacional inico de cada comandante de teatro, identificado primero por los
rusos y adoptado por Estados Unidos y la OTAN a principios de la década de 1990.

El nivel operacional de la guerra, por esencia conjunto, tiene su propio método de
planeamiento. Lo que se discute en el mundo es si el planeamiento operacional es por
objetivos o por efectos. Las fuerzas terrestres prefieren el método de planeamiento por
objetivos, ya que de su obtencion surgen nuevas tareas conforme a los efectos que se
lograron. En tanto, las fuerzas aéreas prefieren el método de planeamiento por efectos,
porque del efecto que se pretende lograr surgiran diferentes tipos de misiones.

Cada componente, aéreo, maritimo o terrestre, del teatro de operaciones tiene su pro-
pio método, que se implementara en los diferentes factores del planeamiento segin
el ambiente geografico. No puede uniformarse lo que por esencia y naturaleza es di-
ferente. La Escuela Superior de Guerra Conjunta se ha dado cuenta del progreso y del
cambio en los métodos de planeamiento del nivel operacional. Por eso, desde el 2008
abandond las cuatro etapas del proceso de planificacion de comando y paso a considerar
los elementos del diserio operacional y el arte operacional propios de este nivel.

El proceso de toma de decisiones de la PC 20-01. Planeamiento para el nivel ope-
racional, es otro proceso para la toma de decisiones diferente al Principio Militar
Fundamental de 1942. Adoptar este proceso de siete pasos permite a los oficiales
argentinos la interoperabilidad, en tiempos de globalizacion, con fuerzas armadas
de diferentes paises.

La opinidén prevaleciente era que se podian optar por dos caminos. El primero de
ellos, copiar el método de la OTAN, como hicieron otros paises. El segundo, hacer el
propio y perfeccionarlo con las propias experiencias, este fue el camino elegido. Asi,
el cambio se concreto en las sucesivas ediciones del manual “La campana...”, MC 20-
01. Manual de estrategia y planeamiento para la accion militar conjunta —nivel operacional—
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la campania, redactado inicialmente por el cuerpo de profesores y enriquecido con los
aportes de los estudiantes hasta hoy. Este manual fue trasformado en publicacién con-
junta en el afio 2013, bajo la denominacién PC 20-01. Planeamiento para la accion militar
conjunta —nivel operacional, actualmente vigente. A pesar de que se mantienen cosas de
“arrastre” del Principio Militar Fundamental, es un adelanto sustancial y al compas de
los tiempos. Cada Fuerza Armada debera disefiar su propio método del nivel operacio-
nal, conforme a sus factores de planeamiento.

De cualquier forma, por mas racional y cientifico que quiera hacerse un método de
planeamiento, hay que asumir que el mejor de los métodos en manos de un necio pro-
ducird desastres, por mas formulas e indicadores matematicos que quieran aplicarse.
M4s que enseiar a aplicar plantillas y recetas, hay que formar el propio juicio de los
conductores del futuro, pensando criticamente y actuando creativamente.
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ANEXO 1. Antecedentes

The Fundamental Military Principle, 1936
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Diagrama del PMF incluido en la publicacion original de 1936.
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Sound Military Decision, 1942
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El Principio Militar Fundamental, 1951
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Fuerza Aérea Argentina. “Apéndice A. Capitulo 111", MAC 1. Manual de Estado Mayor, Mi-
nisterio de Aerondutica, 1951, p. 27.
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El Principio Militar Fundamental, 1963

ANEXO 3.1
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Armada Argentina. Comando de Operaciones Navales. “Anexo 3.1” PM N° 501. Funda-
mentos para la solucion de problemas militares, Escuela de Guerra Naval, 1963.
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El Principio Militar Fundamental, 1986

RC 2001 —RESERVADO
ANEXO 2
(Arl. 2.03)
Cl ILITAR FUNDAMEN
o e e B s e
LOGRO DE UN
OBJETIVO (SMF)
Ll
OPERACIONES
EFICACES
| e — —— —
T —
s : SR
T OBJETIVOS CORRECTA PROYECCION ADECUADA
Cenrauencas || wateraces || ot BUCION || DESOEPOSICIO- || 'LIBERTAD
DEL POD
LAS mgs CORRECTOS FAVORABLES DE
REQUISITOS |
DE LAS
CARACTERISTICAS
CONSECUEN-
EFECTO PODER RELATIVO CIAS DE LOS
DESEADO ESFUERZOS
ER REQUERIDOS
0
BN~
MEDIOS 5
DISPONIBLES || ©
m
s]
FACTORES QUE 2
GOBIERNAN EL 7
LOGRO DE UN b
FIN
A
C
>
=
=
o

INFLUENCIA
DEL AMBIENTE
OPERACIONAL

“Anexo 2”, RC 20 — 01. Planeamiento para la accion militar conjunta. Niveles estratégico ope-
racionaly tdctico (Reglamento), Estado Mayor Conjunto, 1986, p. 55.

46



El Principio Militar Fundamental (PMF) de la Marina de Estados Unidos (1942) y su Influencia en el Planeamiento Operacional Argentino

Método de planeamiento conjunto. Nota 11439/88, 1988

Nota que establece la adopcién del Principio Militar Fundamental y el método de planea-
miento conjunto. Ademas, ordena la derogacion de los métodos de planeamiento espe-

cificos. Nota 11439/88 con fecha 17 de agosto de 1988.
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El Principio Militar Fundamental, 1998
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ANEXO 2.
“The Project Gutenberg eBook of Sound Military Decision,
by U.s. Naval War College (1942)”

A continuacion, se transcribe el ebook disponible en
http://www.gutenberg.org/ebooks/281783°

The Project Gutenberg eBook of Sound Military Decision, by U.s. Naval War College
This eBook is for the use of anyone anywhere at no cost and with

almost no restrictions whatsoever. You may copy it, give it away or

re-use it under the terms of the Project Gutenberg License included

with this eBook or online at www.gutenberg.org

Title: Sound Military Decision

Author: U.s. Naval War College

Release Date: February 24, 2009 [eBook #28178]

Language: English

Character set encoding: ISO-8859-1

***START OF THE PROJECT GUTENBERG EBOOK SOUND MILITARY DECISION***

E-text prepared by Suzanne Shell, Jeannie Howse,
and the Project Gutenberg Online Distributed Proofreading Team
(http://www.pgdp.net)

Transcriber's Note:

Inconsistent hyphenation in the original document has been preserved.

The original book used bold face as a means to find the index entries. This has
not been reproduced in this e-book.

A link to an image of the form on page 222 has been provided for the reader's
convenience.

Obvious typographical errors have been corrected. For a complete list, please
see the end of this document.

Click on the images to see a larger version.

30 "Read this book online: HTML (as submitted)" es la version utilizada por el autor y transcripta en este articulo. Los fragmentos de
texto resaltados (en negrita, cursiva o subrayados) son intervenciones realizadas por de Vergara. Los niimeros entre corchetes,
[7corresponden a los nimeros de pagina de la publicacion original impresa. (N. del E). Los nimeros entre paréntesis, (page 28),
son referencias realizadas por la publicacion original en inglés.
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Sound Military Decision

U.S. NAVAL WAR COLLEGE
Newport, Rhode Island

November 30, 1941

SOUND MILITARY DECISION was first published at the Naval War College in 1936. It
included the essential features of THE ESTIMATE OF THE SITUATION which, since
1910, had been issued at intervals in a series of revised editions. The new material that
was added in 1936 was intended to assistin enlarging the viewpoint and in broadening
the basis of professional judgment.

Primarily intended for the purposes of the Naval War College, this work is the
cumulative result of years of untiring and loyal effort on the part of the College staff
and student body. Equally important have been the advice and assistance contributed
by other officers of wide professional experience and attainment.

The objective has been a brief but inclusive treatment of the fundamentals of the
military profession, i.e., the profession of arms. The emphasis, naturally, is on the
exercise of mental effort in the solution of military problems, more especially in our
Navy. An enormous literature has been consulted, and research has included all
available and pertinent military writings. Care has also been taken to include, from
civil sources, the findings of those authoritative works which deal with related matters
and with the applicable underlying truths.

In a work of this type and scope, it is manifestly not possible to illustrate the
abstract text by historical examples and analogies. These are complementary features
of the War College resident and correspondence courses; provision for the necessary
historical background is otherwise the concern of the individual student.

In this edition of SOUND MILITARY DECISION no radical changes have been made;
the revision has been confined to rearrangement and amplification of the subject
matter.

E.C.KALBFUS,

Rear Admiral, U.S. Navy,
President.
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FOREWORD

From the earliest days of recorded history, the facts associated with military
operations of the past have been constantly studied. The result has been the
accumulation of a mass of information from which conclusions have been drawn as to
the causes of success and failure. Although scattered through countless volumes, and
nowhere completely systematized and classified, this accepted body of knowledge
constitutes the basis for the science of war.

Scientific investigation—that is, the collection, verification, and classification of
facts—follows the recurrent procedure of successive analysis, hypothesis, theory, and
test. The application of this process to the campaigns of history reveals fundamentals
common to all, irrespective of whether the sphere of action has been land, sea, or air.
In the ceaseless struggle for supremacy between the offense and the defense, great
technological changes have taken place. The successful conduct of war, however, has
always depended on effective operations for the creation or maintenance of favorable
military situations, whose essential elements have remained unchanged throughout
the years (see page 92).

These fundamental considerations (see page 78), whatever the detailed form of
their presentation, are the basis for the successful conduct of war. The need of such
a basis has been felt from very early times. It was not, however, until the early part
of the Nineteenth Century that students of warfare appear to have recorded the view
that the conduct of war is susceptible of reduction to scientific analysis, and that only
through a reasoned theory can the true causes of success and failure be explained.

Such a scientific analysis of any subject has for its chief practical aim the
improvement of the art, or practice, of that subject. Forming an important part of the
science of war are those new developments in weapons and in other technological
fields which, with the passage of time, have brought about great changes in methods
of waging war. It is only through founding the art of war—the application of the
science of war to actual military situations—on the fundamental truths discovered
through the science of war, that changes in method, due to technological evolution,
can be made most effective.

In preparing for war, the only practicable peacetime tests are usually restricted to
those afforded by examples of the past, by problems such as chart (map) and board
maneuvers, and by fleet and field exercises. While the military profession can afford
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to neglect none of them, such tests can never be conclusive. This fact, however,

far from justifying resort to any other procedure, emphasizes the necessity for
utilization of the scientific method in order to arrive at conclusions which are as exact
as possible.

An exact result is, of course, the aim of all scientific research, but exactitude
necessarily depends on the establishment of correct relationships among facts
which have so far come to light. Consequently, there is great variation in the degree
of accuracy which actually characterizes the several sciences. If it be maintained
that only those studies which have resulted in exact conclusions may properly be
regarded as sciences, then it can hardly be said that many sciences, now regarded
as such, exist; for the findings of medicine, biology, chemistry, and even physics are
continually being revised in the light of new data.

The science of war necessarily includes knowledge gained in other fields. In war,
as in medicine or any other practical activity, the more inclusive and dependable
the body of knowledge available as a basis for action, the more probable it is that the
application of this knowledge, the art (page 57), will be effective.

Realization of these facts has led to renewed emphasis on the scientific approach to
the solution of military problems. The fallacy of staking the future upon the possible
availability of a military genius in time of need became clear when it was appreciated
that more than one nation, hitherto victorious in arms, had been defeated and
humiliated when genius no longer led its forces.

There followed in the military profession a conviction that, although extraordinary
inherent capacity can be recognized and utilized when known to exist, it is safer
and wiser to develop by training the highest average of ability in leadership than
to trust to untrained "common sense" or to the possible advent of a genius. History
has abundantly proved the folly of attempting, on any other basis, to cope with
the unpredictable occurrence of genius in the hostile leadership. With the actual
exercise of leadership in war restricted to the reality of war, there is emphasized
the need of peacetime training—training of subordinates in efficient performance,
and, more important, training of those who will be placed by the State in positions of
responsibility and command.

Campaigns of the Twentieth Century reflect the intensity of mental training
among the armed forces of the greater powers; the planning and conduct of war have
acquired a precision, a swiftness, and a thoroughness before unknown. The study
and analysis of past campaigns, the sifting of technical details from fundamental
truths, and the shrewd combination of the theoretical and the practical form the basis
of this training.

The proper solution of military problems requires the reaching of sound decision
as towhat is to be done. Upon the soundness of the decision depends, in great part,
the effectiveness of the resulting action. Both are dependent on the possession
of a high order of professional judgment, fortified by knowledge and founded
on experience. Theoretical knowledge supplements experience, and is the best
substitute in its absence. Judgment, the ability to understand the correct relationship
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between cause and effect, and to apply that knowledge under varying circumstances,
is essential to good leadership. Professional judgment is inherently strengthened

by mental exercise in the application of logical processes to the solution of military
problems.

The approach, presented herein, to the solution of military problems is intended
to assist the military profession in reaching sound decisions as to (1) the selection of
its correct objectives, the ends toward which its action is to be directed under varying
circumstances; (2) planning the detailed operations required; (3) transmitting the
intent so clearly as to ensure inauguration of well-coordinated action; and (4) the
effective supervision of such action.

The student of war will find in these pages a fundamental military philosophy
whose roots go down to very ancient times. In the technique described for the solution
of military problems, experienced officers will recognize a system with which they
are already familiar. This system, constantly under study to improve its details, has
been in use in our military Services for many years.

The foundation of this philosophy and of the system for its practical utilization
rests on the concept of relative or proportional values. In the military environment,
change, rather than stability, is especially to be expected, and the relationships
existing among the essential elements of a military situation are, in fact, the
significant values. Such values, themselves, vary with the viewpoint of the person
concerned. Accordingly, because of the difference in objectives (defined above), what
is strategy as viewed by a commander on a higher echelon may have more of a tactical
aspect to those on a lower (page 63). Immediate objectives and ultimate objectives
(page 98) can scarcely be understood in their true proportions unless the point of
reference is clear. The point of view of the commander, as established by the position
he occupies in the chain of command, is, therefore, to be taken into consideration
in every phase of the solution of a problem,—in the determination of the appropriate
effect desired (page 90), of relative fighting strength (page 84), and of courses of
action and the detailed operations pertaining thereto (page 123).

On the basis of these facts, instantaneous and easy understanding of all the elements
involved is not to be expected. Were such understanding possible, the expert conduct of
war would be one of the easiest, instead of one of the most difficult, of human activities.
Itis only through a gradual assimilation of its fundamentals that the profession of
arms is to be mastered. A process of true education is involved,—that of enlarging the
viewpoint and broadening the basis of professional judgment (see page i),—and its
essentials are the proper foundation for any system of self-improvement in the exercise
of mental power. There is no easy road to the goal of military effort.

Part, hereafter, discusses professional judgment in its basic relation to the
successful conduct of war. This treatment examines the responsibilities of the
armed forces, discusses the role of the commander, indicates the natural mental
processes employed in the solution of military problems, formulates and explains the
Fundamental Military Principle, and concludes with an outline of the procedure for
its further application in Parts IT and III.
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Part I is concerned with the solution of the problems encountered during the
planning stage.

Part Il discusses the execution of the plan,—the directives and the supervision
of the action,—but the treatment as to details is chiefly from the standpoint of the
mental effort. During hostilities the vital issues which hinge on alert supervision
create an accentuated demand for the intelligent exercise of professional judgment.
Its possession to a highly developed degree and its exercise on a foundation of
knowledge and experience, are prerequisite to attainment of the highest standards in
the conduct of war.

The following pages are intended, therefore, to provide a fundamental basis
upon which the commander, by thoughtful study and reflection, may develop his
professional judgment to the end that its exercise result in sound military decision,
essential alike to wise planning and to consistently effective action.
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PART |

PROFESSIONAL JUDGMENT IN ITS RELATION TO
THE SUCCESSFUL CONDUCT OF WAR

CHAPTERI
COMMAND AND ITS PROBLEMS

The Foreword, preceding, has explained the scientific approach to the solution of
military problems. It has been brought to notice that the science of war can be utilized
to further sound military decision and, so, to improve the practice of war, i.e., the art
of war, whether under assumed or actual conditions. The Foreword has also stressed
the importance of education for the development of judgment in the application of
mental power to the solution of military problems.

Chapter I, which now follows, deals with the armed forces in their relation
to national policy, and discusses, specifically, the role of the commander with
respect to the use of mental power as a recognized component of fighting strength.
Emphasis is placed on the important subjects of military strategy and tactics, unity
of effort, the chain of command, authority and responsibility, organization, mutual
understanding, loyalty, and indoctrination.

The Implementation of National Policy. Organized government exists for the
purpose of bringing into systematic union the individuals of a State for the attainment
of common ends. The primary national objective (page 58) is the ensurance of
envisaged prosperity and of essential security for the social system which is the
fundamental basis of the community. Whatever the form of government, the power
and authority of the State are vested in an individual, or in a grouping of individuals,
whose voice is the voice of the State. In the prosecution of the chief aim of organized
government, the State crystallizes the many conflicting desires and views of its
people into policies, internal and external. Each policy is a method of procedure for
attaining one or more national objectives.

Internal policies are rendered effective by enforcement of the laws of the State.

External policies, to become effective, require recognition by other States, tacitly
or by agreement. When there is conflict between the policies of one State and those of
another, peaceful means of settlement are usually sought.
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If peaceful (diplomatic) means fail to settle the point at issue, the State abandons
the policy in question, defers action to enforce it, or adopts stronger measures. Such
measures may take the form of psychological, political, or economic pressure. They
may even include the threat to employ armed force before actually resorting to
the imposition of physical violence. During actual hostilities, also, every means of
pressure known to man, in addition to physical violence, may be employed.

Whether the use of armed force to impose or to resist the imposition of policy
constitutes a legal state of war is a political question which does not affect the tasks
the armed forces may be called on to perform. War, therefore, is to be understood
herein as any condition in which one State employs physical violence against another,
or against an organized part of itself which may be in rebellion.

By agreement among nations, effort has been made to discountenance aggressive
warfare. The distinction between aggression and self-defense is, however, not a
matter of agreement. War is still employed as an instrument of national policy.

No nation has, as yet, manifested willingness to relinquish the right to employ
armed force in resisting aggression, nor the right to decide what constitutes self-
defense. States still maintain and employ armed forces as a means of promoting and
expanding, as well as of defending, their welfare and interests.

The Primary Function of the Armed Forces. Whether war is an ethical institution
is not a matter within the purview of the armed forces. Their primary function is,
when called upon to do so, to support and, within the sphere of military effort, to
enforce the policy of the State. The performance of this function constitutes the chief
reason for their existence.

The fundamental objective of the armed forces is, therefore, the reduction of the
opposing will to resist. It is attained through the use of actual physical violence or
the threat thereof (page 61). This fact constitutes the underlying motive of every
military plan, whether for the conduct of a minor or contributory operation, or for
the prosecution of a major campaign. The final outcome is dependent on ability to
isolate, occupy, or otherwise control the territory of the enemy, for land is the natural
habitat of man (page 92). Since opposition is to be expected, the military problem is
primarily concerned with the application of power—mental, moral, and physical—in
overcoming resistance, or in exerting effort to resist.

The application of power implies effort, i.e., the exertion of strength. The mental,
moral, and physical power at the disposal of the armed forces depends on the effort
which can be exerted by the human and material components of their fighting strength.

The skillful employment of fighting strength, as a weapon more effective than
the enemy's under a given set of circumstances, is the goal toward which the
armed forces direct their effort. The elements of the material component—arms,
ammunition, and other equipment—are indispensable. They are impotent, however,
without the direction and energy supplied by the human component, its moral and
mental elements nicely balanced and judiciously compounded with physical fitness.
A true concept of the art of war will insist that the necessity for the achievement of
a high standard of technical and administrative skill not be permitted to outweigh
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the need for maximum development of other mental attainments, and of the moral
components of fighting strength.

The moral elements include all the essential attributes of personal character,
and more especially those qualities of courage, loyalty, decisiveness, modesty,
patience, tolerance of the opinions of others, and fearlessness of responsibility which
are characteristics of true military leadership. The maintenance of a high ethical
standard is essential to the establishment and continuance of mutual confidence.

The qualifications essential to the proper application of the mental elements
include a creative imagination and the ability to think and to reason logically,
fortified by practical experience and by a knowledge of the science of war. An
unmistakable mark of mental maturity is the ability to distinguish between
preconceived ideas and fundamental knowledge. Intellectual honesty, unimpaired
by the influence of tradition, prejudice, or emotion, is the essential basis for the
effective employment of mental power.

The numerical size of the armed forces, in their correct perspective as an
instrument of the State, as well as the extent to which they are supplied with material
components of fighting strength, are matters to be determined by the State after
consultation with the responsible military authorities. The development of the
essential military qualities of the instrument is the special charge of the armed
forces. It is their task to weld the assemblage of men, armed and maintained
by the State, into an harmonious whole, skilled in technique and imbued with
a psychological and mental attitude which will not admit that any obstacle is
insuperable.

The Advisory Function. Understanding between the civil representatives of the
State and the leaders of the armed forces is manifestly essential to the coordination
of national policy with the power to enforce it. Therefore, if serious omissions
and the adoption of ill-advised measures are to be avoided, it is necessary that
wise professional counsel be available to the State. While military strategy may
determine whether the aims of policy are possible of attainment, policy may,
beforehand, determine largely the success or failure of military strategy. It
behooves policy to ensure not only that military strategy pursue appropriate aims,
but that the work of strategy be allotted adequate means, and be undertaken under
the most favorable conditions.

These considerations require that the military profession be qualified, through the
possession of mental power, clear vision, and capacity for expression, to advise the
State in military matters. There is thus accentuated the need for mental training, as
set forth previously in the Foreword.

Military Strategy and Tactics. Military strategy as distinguished by objectives
(page 58) representing a larger, further, or more fundamental goal, is differentiated
from tactics in that the latter is concerned with a more immediate or local aim, which
should in turn permit strategy to accomplish its further objective.

Consequently, every military situation has both strategical and tactical aspects.
The nature of the objectives to be attained at a particular time, and the action to
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be taken to that end, may be governed chiefly by strategical, or chiefly by tactical,
considerations. Whether an operation is distinctively strategical or tactical will
depend, from the standpoint of the commander concerned, on the end which he has
inview.

To attain its objective, strategy uses force (or threatens such use) (see page 62) as
applied by tactics; tactics employed for a purpose other than that of contributing to
the aims of strategy is unsound. Proper tactics, therefore, has a strategic background.
Definition of tactics as the art of handling troops or ships in battle, or in the
immediate presence of the enemy, is not all-inclusive. Such a view infers that the field
of battle is the only province of tactics, or that strategy abdicates when tactics comes
to the fore.

Actually, while tactical considerations may predominate during battle, their
influence is not confined to the immediate presence of the enemy. Tactical
dispositions are frequently adopted for convenience, for time saving, or for other
reasons, long before entry into the immediate presence of the enemy. Nor do
strategical considerations end when battle is joined. Tactics, unguided by strategy,
might blindly make sacrifices merely to remain victor on a field of struggle. But
strategy looks beyond, in order to make the gains of tactics accord with the strategic
aim. Strategy and tactics are inseparable.

Itis thus the duty of tactics to ensure that its results are appropriate to the strategic
aim, and the duty of strategy to place at the disposal of tactics the power appropriate
to the results demanded. The latter consideration imposes upon strategy the
requirement that the prescribed aim be possible of attainment with the power that
can be made available.

Consequently, while the attainment of the aims of strategy, generally depends upon
the results gained by tactics, strategy is initially responsible for the success of tactics.
It is therefore in the province of strategy to ensure that the attainment of tactical
objectives furthers, exclusively, the aims of strategy, and also that the tactical struggle
be initiated under conditions favorable for the attainment of the designated objectives.

Command of the Armed Forces. The initial requisite to the effective use of the
armed forces is an agency authorized to direct them.

Command directs the armed forces. It is vitalized and personified in the
commander, the human directing head, both of the whole and of organized groupings
in descending scale of importance. Its responsibility, during peace, is the perfection
of the armed forces to the point of readiness for war and, during the conflict, their
effective employment.

Training for command, to be effective, is necessarily dependent upon an
understanding of the position occupied by the commander, and of the role which
he plays. Accordingly, this understanding is an essential in the study of that aspect
of command training which has as its purpose the development of ability to reach
sound decision.

The ideal of military command combines the best of human qualities with sound
knowledge of the capabilities and limitations of the armed forces. It recognizes in
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war a form of human activity whose conduct, like that of all other human activities,
is subject to natural law. It applies to the mastery of the problems of war, therefore,
the natural mental processes of human thought (see Chapter II); it adapts these
natural processes to a specific purpose, and consciously develops their use to the
maximum degree for the attainment of this end. As command ascends the scale, its
viewpoint broadens. Experience and added knowledge, with increasing authority
and responsibility, lead to a concept of war more and more comprehensive, with the
resultant growth in ability to evolve and put into effect a general plan for the effective
control of collective effort.

Unity of Effort. An objective is best attained by effective application of properly
directed effort, exerted by a single individual or by groups of individuals. Where
individuals are collectively concerned, unity of effort is the most important single factor
contributory to the common success. The basic condition to be sought by the armed
forces is an harmonious whole, capable of putting forth combined effort, intensified in
strength because of the collective feature, and rendered effective by its unity.

The Chain of Command. Within the limits of human capacity, an organization
can exert its combined effort with greater effect the more closely the exercise of
command represents the act of a single competent commander. To divide the
supreme command in any locality, or to vest it in a body rather than in an individual,
is necessarily to diffuse responsibility. In that degree there is then incurred the
danger, through confusion of wills and ideas, of delaying decision and of creating
corresponding diffusion of effort.

Realization of this danger has led the military profession to entrust command,
subject to justifiable exceptions (see page 111), to a single head, while ensuring, by
careful selection and training of personnel, that competent individuals are available
for this duty. Although this method is in seeming conflict with the restriction
imposed by recognized limitations of human capacity, the difficulty is effectively met
through the chain of command, whereby responsibility is assigned and authority
is transmitted without lessening of ultimate responsibility. Responsibility and
authority, the latter properly apportioned to the former, are inseparably inherent in
command, and may not justifiably be severed from one another.

In the abstract, the chain of command consists of a series of links, through which
responsibility and authority are transmitted. The supreme commander is thus linked
with his successively subordinate commanders, and all are disposed on, so to speak,
avertical series of levels, each constituting an echelon of command.

By means of the chain of command, a commander is enabled to require of his
immediate subordinates an expenditure of effort which, in the aggregate, will
ensure the attainment of his own objective (page 58). He thus assigns tasks to his
immediate subordinates, whom he holds directly responsible for their execution
without, however, divesting himself of any part of his initial responsibility. The
accomplishment of each of these assigned tasks will involve the attainment of
an objective, necessarily less in scope than that of the immediate superior but a
contribution to the attainment of the latter.
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The character and magnitude of the objective of the highest echelon involved will
have considerable bearing upon the number of echelons required for its attainment.
Whatever the number, a commander on a particular echelon occupies the position of
an immediate subordinate to a commander on the next higher echelon, and that of an
immediate superior with relation to a commander on the next lower echelon. Within
these confines, authority is exercised and accomplishment exacted, both to the extent
calculated to ensure unity of effort.

There may frequently be found two or more commanders occupying coordinate
positions on the same echelon, all with the same immediate superior, and all charged
with loyalty to him and to each other in the attainment of a common objective. In no
case, however, will a commander be directly answerable to more than one immediate
superior for the performance of the same duty. Thus is fulfilled the requirement that
the command, although relatively narrower in scope as the scale is descended, be
reposed in a single head.

The experience gained and the knowledge acquired during early service
on the lower echelons provide a basis for later expansion of viewpoint, a better
understanding of the position occupied by the subordinate and of the obligations
of higher command, including its dependence on subordinates. As the echelons of
command are ascended, the details involved become more and more numerous,
because of the increased scope of the problems. On the higher echelons, therefore,
staff assistance is provided so that the commander may be left free to consider
matters in their major aspects. The staff of a commander is not, however, a part of the
chain of command; its members, as such, exercise no independent authority.

A chain of command is not created by the subdivision of the officer corps into
grades on a basis of relative rank. Such subdivision is for the purpose of classification
from the standpoint of potential competency and capacity for responsibility, and
carries no authority to command by virtue of rank alone. Organization, systematized
connection for a specific purpose, is first necessary.

The armed forces, during peace, are usually subdivided Jinto permanent major
organizations for the purpose of attaining and maintaining readiness for action.
From the several grades of the officer corps, a permanent chain of command is
instituted by the process of organization, the supreme command being reposed in
a commander-in-chief. The basis of the permanent organization is that chosen as
best suited to attain and maintain readiness. Its choice requires consideration of
many factors, such as the types of weapons and vessels, their intended uses, and
their capabilities, severally and in combination. Further specific demands are met
by temporary arrangements effected through "task organization". Whether the
organization be permanent or temporary, its establishment places in effect a chain of
command applicable to that organization throughout its continuance.

Habitual and studied adherence to the chain of command in administrative
matters, in consultation, in the exchange of information, and in the issue of directives
is essential to mutual understanding, and therefore to unity of effort. The right of a
commander, however, because of the responsibility he shoulders, to deal directly
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with subordinates more than one echelon removed is not relinquished because of the
existence of the chain of command. Circumstances may arise which require him to
issue orders directly to any person under his command. Fully aware, however, of the
value of unity of effort, and recognizing that failure to deal through his immediate
subordinate, no matter what the exigency, cannot but tend to weaken the chain of
command, he will, as soon as the state of the emergency permits, inform intervening
commanders of the action he has been compelled to take.

Mutual Understanding. The chain of command, though providing the necessary
linkage, does not of itself ensure that the command organization will be adequate,
nor can it ensure that unity of effort will result. To meet the requirement of adequacy,
there is needed in the person of each commander not only the ability to arrive at
sound military decision, to plan, and to direct the operations of his command, but
also an appreciation of the position which he occupies in his relationship to his
immediate superior, on the one hand, and to his own immediate subordinates on the
other. To meet the requirement of unity of effort, it is also essential that there exist a
state of mutual understanding throughout the chain of command.

Loyalty is not merely a moral virtue; it is a great military necessity. To establish
and to cultivate a state of mutual understanding from which will flow mutual loyalty
born of mutual confidence (page 62) are prime obligations of command. Within the
limits of responsibility and resultant authority, individual initiative will follow. On
a foundation of intelligent cooperation and resolute determination, the acts of the
lowest commander will be in accordance with the desires of the highest. This, in
effect, will constitute unity of effort, accomplished through the vesting of command
in a single head.

The final aim of mutual understanding is attained when, in the absence of specific
instructions, each subordinate commander in the chain acts instinctively as his
immediate superior, if present, would have him act, and also cooperates intelligently
with commanders occupying coordinate positions on the same echelon. For this
reason there is need, on all echelons, of a complete grasp of the significance of the
relationship between immediate superior and immediate subordinate, and of the
obligations of each to the other.

The proper relationship is such that a subordinate, even though separated from his
commander, can confidently take action as if the latter were present. To this end, the
competent commander will earlier have cultivated the personal relationship between
his immediate superior and himself, and between himself and his subordinates. It
is through such close relationship that mutual understanding is best developed and
harmony promoted, so that intelligent and cordial unity of effort may exist among the
personnel of acommand.

The commander, however competent, necessarily relies on his subordinates.
Recognizing the psychological factors involved, he will therefore manifest confidence
in their abilities, display sympathetic interest in their efforts, and evince pride
in their achievements. He will also exercise patience with the mistakes which
will inevitably occur, without condonement, however, of disaffection, neglect, or
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carelessness. The commander may reasonably expect, by the same token, that this
attitude will characterize his immediate superior.

In the absence of his superior, and faced with a changing situation, a commander
may be forced to the conclusion that his assigned task requires modification or
alteration. Conditions permitting, he will of course communicate with proper
authority, and will make constructive representations. If he is without adequate
communications facilities, or if circumstances have imposed restrictions on
communications facilities otherwise available, he takes action according to the
dictates of his own judgment, guided by the known views of his superior. On occasions
when he believes that the immediate situation so requires, he may even depart
from his instructions. He realizes that in so doing he accepts the gravest of military
responsibilities. At the same time, however, he recognizes that to fail to take the
indicated action may disclose a lack of the higher qualities of courage, judgment,
initiative, and loyalty (page 62). He will, of course inform his superior of his action
at the first available opportunity. In the meantime, he has been enabled to act
intelligently and fearlessly because of the existence of a state of mutual understanding.

Indoctrination. Both the necessary process and the final result of establishing a
state of mutual understanding are sometimes known as indoctrination.

The word carries the dual meaning of "the act of indoctrinating" and "the state of
being indoctrinated". In common with the word doctrine, it has its root in the Latin
verb which means "to teach". A doctrine, in its pure meaning, is that which is taught,
or set forth for acceptance or belief.

It does not follow that every doctrine is necessarily sound, nor that it is founded
on conviction reached as the result of intelligent thought. Nor is the encouragement
of a belief, by means of the spread of a doctrine, necessarily inspired by good
motives. The preaching of doctrine known to be false is frequently encountered in
many human activities. The deliberate spread of false propaganda is an example.
But, whatever the motive and whether the doctrine be sound or false, the act of
indoctrination is intended to shape opinion and thus influence action.

Manifestly, to be along permanently useful lines, indoctrination flows from sound
philosophy, i.e., is rooted in truth. All teachings, all opinions that may be advanced,
all expressions of viewpoint, i.e., all doctrine, is therefore to be scrutinized, first from
the standpoint of validity, and then from that of usefulness of application. It is the
responsibility of command to ensure that these conditions are met before doctrine is
pronounced.

Military doctrine, in its broad sense, is a digest of the accepted beliefs of the
military profession. In a narrower sense a military doctrine may be confined to the
views of a single commander on a specific subject. The object of military doctrine,
however, is always to furnish a basis for mutual understanding to the end that
prompt and harmonious action by subordinate commanders may ensue without the
necessity for referring every problem to superior authority before taking action (page
67). Doctrine thus provides a basis for action in possible situations when, for whatever
reason, precise instructions have not been issued.
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The term "doctrine" is inappropriate as a description of the content of orders
or instructions prescribing specific methods of action for a particular tactical
operation in a situation existent or assumed under circumstances of the moment.
The precise instructions thus issued, though they may be the result of doctrine, and
may themselves constitute a basis for development of doctrine, are manifestly of the
nature of something ordered rather than presented as authoritative opinion.

In the broad field of the conduct of war, with its diversified demands, a common
viewpoint as to the application of fundamentals is an essential to unity of effort.

If the members of the military profession have this common viewpoint, their
reasoned beliefs as to the best general methods of waging a particular war

may be expected more nearly to approach unanimity. The attainment of unity

of effort therefore calls for an understanding of fundamentals (page i), a basic
indoctrination which is not only sound but also common to all commanders of the
chain of command.

Wars come and go. Their effects are painful, but when their wounds are healed
mankind is prone to forget and to hope, even to assume, that peace will henceforth be
unbroken. Psychological and economic forces then not infrequently impel the State to
subordinate the national defense in favor of other interests. During such periods the
burdens of command are enlarged. Its responsibility is not lessened, but the means
for effective discharge thereof are withheld.

The effective conduct of war thus requires that understanding exist (see pages 62
and 63) between the civil representatives of the State and the leaders of the armed
forces in the coordination of policy with the preparation and the use of power to
enforce it. Of the leaders of the armed forces, as a whole or in combinations, such
conduct of war demands the expression of the highest of human qualities, coupled
with intimate knowledge of fundamentals, an appreciation of the capacities and
limitations of the technique, and the ability to fit the practical details into the general
plan in their true relation thereto.

The need for these qualities is manifestly not restricted to the hour of supreme
test, when the weapon of the State, the armed forces, is wielded with hostile purpose.
The forging of the weapon, and its adequate preparation for use, are not matters
susceptible of deferment until the crucial hour. The exacting requirements of war are
essentially such as to preclude the readiness of the requisite intricate instrument and
its skillful use without previous studied effort during peace.

It follows that where the peacetime effort of the armed forces is directed
toward the attainment of a war time objective of a specific, rather than of a
vaguely general character, and the necessary components of fighting strength
are provided accordingly, the readiness of the instrument is more likely to be
adequate, and the application of power more likely to be successful. History
records, as facts, that certain States have given their armed forces great
stimulus by early clear definition of policy while, in other cases, failures and
disappointments have resulted from a lack thereof. Military problems are not
confined to those presented after war is begun.
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Mental power (see pages 62), which includes the ability to solve military problems
in peace and in war and to arrive at sound decisions, is a recognized essential
component of fighting strength because it is the source of professional judgment. The
development of such ability in those who may be charged with the successful conduct
of war (page 59) may not safely be postponed.
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CHAPTERII
MENTAL PROCESSES AND HUMAN TENDENCIES

The discussion in Chapter II deals, first, with the natural mental processes employed
by the normal mature human being before taking deliberate action.

With the necessity for logical thought thus established, there arises a need for
valid statements of cause and effect, i.e., of relationships resulting from the operation
of natural laws, for use as reliable rules of action. The discussion of this subject
explains the dangers inherent in the use of faulty rules, emphasizes the role played
by the various factors applicable in particular cases, and describes the method of
formulating reliable rules, i.e., principles.

Allliving beings and their surroundings are understood, on the basis of
informed authority, to be governed in their characteristic activities by natural law
(page 64). The natural forces inherent in living things and in their environment
are continually reacting upon each other, either maintaining the existing condition
or creating a new one, each of which is a situation or state of affairs. There is thus
always a relationship (page 58) existing between such natural forces and the
resultant condition which they produce. The natural forces are causes; the resultant
conditions are effects.

Itis a recognized natural phenomenon that every effect is the result of a certain
cause, or of a combination of causes, and that each effect is itself, in turn, the cause of
additional effects. Action and reaction are the basis of natural law. Cause and effect,
the latter being the cause of further effects, follow each other in ceaseless succession
in the world of human affairs.

Except by putting proper natural causes into action, it is impossible to produce
the effect desired. It follows that specific knowledge of causes is necessary for the
planned production of specific effects. Toward the accumulation of such knowledge
the methods of science (page 57) are constantly directed.

The uncertainties of war are largely the outgrowth of the fact that the minds of men
are pitted against one other. Because of this, a knowledge of the manner in which the
human mind seeks its way out of difficulties is a great military asset. Consideration
is next given, therefore, to the natural mental processes employed (page 64) and
to certain human tendencies which have been known to militate against their
successful employment.

The mental processes employed by the normal mature human being before taking
deliberate action, or in making studied provision for possible future action, are
natural procedures, in that they employ the intellectual powers bestowed by nature,
without artificial modification or embellishment.
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When the individual concerned has a background of adequate knowledge and
experience, his ability to solve problems is limited only by his native intellectual
endowment. That he falls short does not necessarily indicate, however, that the limit
of native endowment has been reached. It happens frequently that latent powers have
not been cultivated, or have not been utilized.

A problem is, by definition, a perplexing question. In any human activity, a
problem appears when a perplexity arises as to a way out of a difficulty inherent in a
situation. The question involved then is, what is a way, more especially the best way,
out of the seeming difficulty?

To determine the best way out of the difficulty, i.e., the best solution of the problem,
involves:

(1) The establishment of the proper basis for the solution of the problem,

(2) The actual solution of the problem through the employment of the reasoning
power in the consideration of various possible solutions and the selection of the
best solution, and

(3) The conclusion, i.e., the decision, embodying the best solution.

Considered in greater detail, the process has its inception in a combination of
circumstances, existent or assumed, which, constitutes a situation. No problem
will result however, unless the situation involves an apparent difficulty. Even in
such a case, a problem will result only if such involvement exists and gives rise to a
perplexity as to a way, more especially as to the best way, out of the seeming difficulty.

The problem will require solution only when accompanied by an incentive
which demands a changed situation or resistance against a threatened change. A
recognition of the incentive thus necessarily involves realization of a desire or need
to maintain the existing situation or to change it into a new one.

Such realization may come on the initiative of the person confronted with the
situation, or because he has received instructions from someone in authority. In
either case, the effect so indicated is the outcome of a desire for change or for resisting
change, and may therefore be regarded properly as an effect desired (page 71).

As so far outlined, therefore, the establishment of the correct basis for the solution
of the problem involves (1) a grasp of the salient features of the situation, (2) a
recognition of the incentive, and (3) an appreciation of the effect desired.

The "appropriate" effect desired will necessarily be suitable to the further effects
(page 71) which are inherent in the situation. An effect to be attained is accepted as
appropriate when, after due examination, its relationship with the further effects
involved, in all their pertinent implications, has been found to be in accordance with
the dictates of sound judgment.

The establishment of the basis for the solution of the problem will also require an
understanding of the resources involved, as influenced by the conditions obtaining,
for the maintenance of the existing situation or for the creation of a new one.

The resources available, as influenced by the conditions obtaining, are correctly
considered on a relative basis as compared to those of any persons who may oppose
the effort.
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With the basis for the solution of the problem established in this manner, the actual
solution involves the consideration of one or more plans, i.e., proposed methods of
procedure, and the selection of the one considered to be the best.

The person concerned, taking cognizance of the present condition, i.e., the
existing situation, first considers whether this situation, if maintained, will be
suitable to the appropriate effect desired. Then, unless satisfied that he desires no
change, he creates one or more images of future conditions, i.e., mental pictures
of new situations, which will also be suitable to this end. The maintenance of the
existing situation, or the creation of a new one, will in each case involve a plan.

Necessarily, each such plan includes provision for (1) an effect to be produced by
the person solving the problem, which effect will be the maintenance of the existing
situation or the creation of a new one as visualized by himself, and (2) the action
required to produce this effect and so to attain the appropriate effect desired, already
established as an essential part of the basis of his problem.

After systematic examination of such plans, those retained for further
consideration can be subjected to a comparison as to their relative merits.

The best plan, selected accordingly, is then incorporated into a decision as to the
procedure to be adopted.

This decision is then available as a general plan, or may be developed into one,
to serve as a basis if necessary for a more detailed plan for the attainment of the
appropriate effect desired.

Later development, herein, of the details of this procedure will disclose many
ramifications. The treatment, so far, points to the fact that the best method of
reaching sound decision is through systematic thought which employs logic, i.e.,
sound reasoning, as its machinery.

The Necessity for Logical Thought. Logical thought separates the rational
from the irrational. Its use avoids the wastefulness of the trial-and-error method.

By its insistent employment, dormant powers of reasoning are awakened, and the
danger that attends instinctive, spontaneous, impulsive, or emotional acceptance of
conclusions (page 62) is lessened. The evil effects of an inclination to dodge the issue
or of a disinclination to face the facts are thus also avoided. The fallacy of employing
the reasoning power to justify conclusions already reached, whether on the basis of
tradition or habit, or because of the bias or bent of a school of thought, or because of
the tendency of human nature to accept plausible suggestions, is also made apparent.
Through the deliberate practice of testing and weighing, the faculty of arriving swiftly
at accurate decisions is strengthened and is brought more quickly into play when
time is a matter of immediate concern.

Principles in their Relation to Logical Thought. Because of the necessity for
the exercise of judgment (page 58) in the systematic arrangement of thought,
the relationship between cause and effect, as expressed in principles, is of great
assistance in applying logical processes to the problems of human life.

A principle establishes a correct relation between cause and effect. The word,
derived from the Latin "principium", meaning a foundation, beginning, source,
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origin, or cause, has, because a cause implies an effect, acquired in correct usage the
significance of a true statement of relationship between cause and effect. A principle,
so formulated, is a natural law (page 71) because it expresses a fact of nature; it thus
becomes a reliable rule of action and may be confidently adopted as a governing law
of conduct. If basic in its field, such a rule or law becomes a general or fundamental
principle with respect thereto; each such basic truth may be the basis for the
determination of many corollary or subordinate principles dealing with the details of
the particular subject.

The formulation of a principle, therefore, requires the determination of the causes
that generate a particular effect (or effects), and the accurate expression of the
resultant relationship. Such expression frequently takes the form of a proportion.

In the mathematical sciences the proportion may represent a precise balance; its
statement may be an exact formula. In other sciences, a definite relationship between
cause and effect has likewise been established in many cases, though not always
with mathematical precision. Comparable exactitude has not been attained, in some
cases, because the field has not been so thoroughly explored; moreover, greater
difficulty is experienced, at times, in isolating the cause, or causes. The balance
represented by such equations, therefore, is based on quantities whose weights vary
within wide ranges. (See page 58)

Human conduct does not lend itself to analysis as readily as do mathematical and
physical phenomena. The advance in the psychological and sociological sciences is
not so marked as in the physical, and the actions and reactions of the mind of man
have not yet proved to be susceptible of reduction to exact formulae. Nevertheless,
man, in his intuitive search for valid guides for his own action, has been able, with the
advance of time, greatly to improve his own lot through the medium of the scientific
approach to human problems.

The insistent search of the human mind for reliable rules of action is a recognized
natural phenomenon. As understood on the basis of expert investigation of the subject,
this trait results from the recognition, conscious or otherwise, by countless generations
of mankind, of the relationships between cause and effect as evidenced in the workings
of the laws of nature (page 73). A logical outcome, therefore, of experience, this
instinctive demand of the mind constitutes a force which defies opposition. Properly
utilized, this force affords a powerful and natural aid in the solution of problems.

Inasmuch as a valid rule, or principle, is of great assistance in arriving at sound
decisions and in formulating effective plans (see page 73), this demand for reliable
guides is logical, as well as natural. In any event, the demand for such guidance, if not
met by provision for reliable rules of action, may result in the adoption of faulty rules,
with frequent unfortunate consequences.

The formulation of principles, already referred to in this connection, constitutes
in itself a recognized problem (see also page 77) of great difficulty; for it is a human
failing to avoid the mental effort involved in thinking through such a problem, and to
rely on rules whose plausibility and seeming simplicity are frequently a measure of
their incompleteness and inaccuracy.
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Since the earliest days, man has attempted to formulate the relationships between
causes and effects without, however, always possessing the specific knowledge
essential to accuracy. Pithy statements have always had great appeal to man, as
evidenced by the existence of proverbs, maxims, and adages preserved from times of
great antiquity. Frequently, however, such statements are not expressive of the truth.
Sometimes, again, they state facts, without, nevertheless, expressing the whole truth.

Only when the relationship between cause and effect has been demonstrated to
be always true can the trained, inquiring mind receive its statement as a valid guide,
acceptable as a principle in the light of the knowledge of the day.

To rely upon rules of action which do not express the whole truth is to court the
danger of encountering exceptions which may entail serious consequences. The
value of those rules known to be inexpressive of the whole truth lies in the fact that
they may invite attention to circumstances which are sometimes encountered, or
may suggest methods of action which are sometimes appropriate. Danger lies in the
fact that such rules may fail to give proper emphasis to other circumstances or other
methods which are encountered or are more appropriate in other cases.

Such a rule may fail to consider the entire problem. Its use, therefore, implies
the necessity of recognizing cases to which it is not applicable. This may frequently
be difficult in the active operations of war, when nervous strain and the urgency of
events are handicaps to quick and accurate thinking (see page 73).

To express the whole truth, a rule of action calls to attention all circumstances, or
causes, which may ever influence the result. The saying that "the exception proves
the rule" is properly interpreted only in the older sense that an exception "tests"
the rule, indicating by the mere fact of exception that the rule is to such extent
incomplete.

Subject to variations of phraseology, the old adage "circumstances alter cases"”
is the sole reliable and fundamental rule of action. A corresponding maxim of the
military profession, "It depends on the situation", has its root in recognition of
the same fact, i.e., that the action taken in any situation depends, properly, on the
circumstances of the case, and that the relationship between cause and effect (page
73) is always the governing consideration. The principles deduced hereafter (Chapter
I1I) have these irrefutable findings as their foundation.

Factors. A situation is by definition (page 71) a combination of circumstances,
which are the effects of certain causes. To these causes, the term "factors", long
in use in the military profession, is customarily applied in many other activities.
Through their influence as causes, these factors operate to produce, as their effects,
the circumstances which, in combination, constitute the situation. A combination of
factors, therefore, gives to each situation its distinctive character, differentiating it
from other situations.

To maintain an existing situation, it is necessary to preserve, in total effect,
the influence of factors already present, or to introduce new factors to offset the
influence of any which tend to cause a change. To change the situation, it is necessary
to introduce factors which will exert the desired influence; or, change may be
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effected by altering the influence of factors already present. To say, therefore, that
"It depends on the situation”, as in the maxim cited (above), is to state that under all
circumstances, the proper action depends on, or is determined by, the influence of
the factors involved. Any valid rule, or principle, will accordingly take into account
the factors applicable to the case.

The application of any rule will similarly take into account the influence of the
particular factors involved. The danger of the application of such factors to all
circumstances, without due circumspection as to their value in the existing situation,
lies in the fact that, in any particular combination of circumstances, they do not
necessarily carry equal weight.

If this view be accepted, it follows that in many situations certain factors may, after
mature deliberation, be rejected, or relegated to a relatively inferior status, without
detracting from their potential value as fundamental considerations (page 57) in all
situations.

Value and Limitations of Lists of Principles of War. The human preference for
catchwords has, by many writers on the science and art of war, been extended to
the attempted condensation of a principle or of several principles into a single all-
inclusive word or phrase. As a result, varying lists of abstract nouns and phrases
have been advanced to constitute epitomes of the principles of war. Subject to minor
differences in number and in designation, the list most frequently encountered
comprises The Objective, Superiority, The Offensive, Economy of Force, Movement,
Cooperation, Surprise, Security, and Simplicity.

To rely on a list of this nature, as a condensation of the fundamentals of war, has
been known to cause confusion and to result in failure to recognize the principles
which are intended to be brought to mind.

For example, misunderstanding has resulted from the designation of the single
word, surprise, as a "principle of war". On the one hand, it has been denied that
surprise embodies a principle, the reason being advanced that it is neither always
necessary, nor feasible, nor even desirable to attempt to obtain surprise. On the
other hand, the acceptance of the word surprise (see page 112), as itself expressing a
universal truth (which it of course does not except by inference), has been known to
result in the incorrect belief that surprise is always essential to success. Action based
on such a viewpoint is the equivalent of applying general treatment to specific cases,
regardless of circumstances.

Thus there have resulted distortions of the simple fact that a relationship exists
between the employment of the unexpected, and the creation of a disadvantage
which will hamper an opponent. The correct formulation of a principle, or of several
principles, governing the employment of surprise, will result in a definite statement
that its appropriate employment is dependent upon the various factors (page 75) that
make up the situation, the influence of each of which requires evaluation in each
separate situation.

Analysis, in like manner, of the so-called "principle of the objective" as a "principle
of war" will show that the objective of a military force is, in itself, no more a principle
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of war than the direction of a physical force is, in itself, a principle of mechanics.
Both concepts, however, involve certain matters of fact which can best be explained
by principles. Such principles take note of the factors pertaining to the subjects, and
indicate the underlying relationships in a manner to be later shown herein.

Certainly the preceding list (above) of isolated expressions includes no item which,
in the abstract, may not properly be considered as possibly vital from the strategical
and tactical standpoints. But that these expressions are always vital, and that there
are no other considerations, can scarcely be accepted as final. Even if this objection
could be removed by the inclusion of all factors well known to be vital, the fact would
still remain that these expressions, standing alone, fail to satisfy the real need; i.e.,
they fail to indicate any practical application of the concepts which they are intended
to imply. They do no more than provide a useful point of origin for further inquiry.
When understood on this basis, they possess a certain value.

The concept underlying the application of principles is correct with respect to
military problems, as well as for all others (page 73). This purpose, however, cannot
be served by a mere collection of nouns or noun-phrases. Such expressions make
no statements of cause and effect. Their meaning is therefore left to inference and to
the idiosyncrasy of individual interpretation. The formulation, moreover, of useful
principles cannot be satisfactorily established by the more-or-less random selection
of matters, however important, pertaining to the subject at hand. What is required is
a systematic analysis of the essentials of the subject, with resultant emphasis on the
fundamental causes and effects whose relationships are to be expressed.

Formulation and Use of Principles. The formulation of a principle, referred to
previously (page 74) as itself a difficult problem, requires a citation of the factors
pertaining to the subject. On the basis of these factors as causes, the principles,
when properly formulated, also state the effects which may properly be expected.
(Seepage 73)

The relationship between causes and effects, or between effects and their causes,
may be expressed in various ways. The requirement is that the expression be one of
fact and that, if the principle purport to cover the entire subject, all of the pertinent
facts (page 74) be stated, though not necessarily all the details involved.

In addition to the principles of general application (Chapter III), the later
discussion herein includes numerous other principles, with reference to matters
of detail (pages 73-74). To some of these principles the treatment invites special
attention. All principles included have been phrased with due care, to ensure
conformity with the requirements above stated. The preferred form, herein, for
the usual statement of cause and effect is through the use of phraseology such
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as that certain effects "depend on" or are "dependent on" certain causes, or that
certain causes "determine" certain effects, or that the latter "are determined by"
certain causes.

From the standpoint of the exercise of judgment, it is a principle that the due
determination of effects to be produced depends on the proper consideration
of pertinent factors. Once the principles applicable to any subject have been
formulated in necessary detail, the evaluation of the cited factors with respect
to a particular situation becomes the vital procedure as to any problem where
that subject is involved. In the course of this evaluation, corollary or subordinate
principles may be of assistance (page 73). In military problems, however, the
evaluation usually involves many factors not susceptible of reasonably exact
determination by the use of formulae (seepage 74). In such cases, experience,
education, and training afford the only secure basis for judgment which will
produce reliable conclusions. The principles, therefore, provide reliable guides
by citing the factors to be evaluated in order to arrive at desired results, but the
principles cannot replace logical thought in the evaluation of the factors.

In formulating principles (see also page 74) as practical guides for action, as well as
in using them when formulated, failure to give consideration to all pertinent factors
may result in vitiating the effort based on their application. Danger also lies in the fact
that any particular factor will infrequently have the same value—the same influence
on the situation—in any two problems (page 75). Therefore, in each situation, each
factor requires to be weighed in connection with the others. The soundness of the
resulting conclusion will depend on the extent of the knowledge available (page 57)
and on its useful employment.

Summary of Fundamental Considerations. The factors (page 75) involved in
determining the nature of an effect and of the action to attain it become fundamental
considerations (page 75) when it is desired to arrive at such a result under a
particular set of circumstances.

The relationships obtaining between the desired effect and the action to attain
it, on the one hand, and the factors involved, on the other, are best expressed in the
form of principles. The next chapter is therefore devoted to the development of basic
principles applicable to military problems.
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CHAPTERIII
BASIC PRINCIPLES APPLICABLE TO MILITARY PROBLEMS
(The Fundamental Military Principle)

On the basis of the previous discussion as to the natural mental processes and as to
principles useful in their employment, Chapter III discusses the requirements for the
attainment of an end in human affairs.

The fundamental principle thus derived is then applied to the needs of the military
profession, so as to develop the Fundamental Military Principle. This Principle
indicates the requirements of a correct military objective and of the action for its
attainment.

Review of Conclusions as to Principles. On the premise that all human activities
and their environment are governed by natural laws (page 73), the preceding chapter
has been devoted to an analysis of the natural mental processes employed in meeting
the problems of human life. This analysis has stressed four fundamental truths:

(1) That avalid rule, or principle, when complete, embraces all known phenomena

pertinent to the relationship established.

(2) That the logical application of principles to particular incidents will take
account of all the factors of the principles, and of all known conditions of the
incidents.

(3) That such principles afford great assistance in arriving at sound conclusions,
and that the human mind, if without access to such valid guides, tends to adopt
faulty rules in the effort to serve the same purpose.

(4) That rules of action, however, even though they be valid, cannot be depended
upon to replace the employment of logical thought.

Procedure for Developing Military Principles. Logically, the next stage in the
treatment of this subject is to develop certain basic principles applicable, more
especially, to the solution of military problems.

The development of such principles starts, on the basis already established
in this discussion, with a reference to the natural mental processes used by the
normal mature human being before taking deliberate action (page 71). Under such
circumstances, the person who is to solve the problem has first to establish a basis for
his solution.

To arrive at this basis, which involves an understanding of the appropriate effect
desired, the person concerned requires a grasp of the salient features of the situation,
arecognition of the incentive, and an appreciation of the effect which he has been
directed to produce or has adopted on his own initiative. To complete the basis for his
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solution, he also requires an understanding of comparative resources as influenced
by the conditions obtaining at the time.

During the actual solution of the problem, the person concerned takes cognizance
first, of the existing situation, picturing it in his mind. Then, unless satisfied that he
desires no change, he creates for himself mental images of future situations. The
pictured condition decided upon after consideration of the pertinent factors involved,
be it the situation to be maintained or a new situation to be created, constitutes an
effect he may produce for the further attainment of the appropriate effect desired,
already established as an essential part of the basis of his problem. (See page 75)

With the existing situation and a new situation now clear, what action is he to take
to change the one into the other? Or, if no change is desired, what action is he to take
to maintain the existing situation? What acts or series of acts should he decide upon,
plan in detail, inaugurate, and supervise (page 58), to attain the effect which he has
envisaged for the further attainment of the appropriate effect desired?

The correct solution of problems therefore hinges on the requirements involved in
the effects to be produced and in the action to produce them. If these requirements
are ascertained, a principle can be formulated as a valid guide for the solution of
human problems.

Requirements for the Attainment of an End. The discussion to this point has
established the fact that an end in view, a result to be produced, an effect desired,
is very closely connected with a further effect which the attainment of the former
is intended to produce. Human motives spring from deep-seated incentives often
derived from distant sources, so that, even when the person concerned is acting
wholly on his own initiative, he will rarely, if ever, be uninfluenced by some further
effect desired, inherent in his situation (see page 71).

An end in view, therefore, from the viewpoint of the person who is endeavoring
to visualize its accomplishment as a method for attainment of a further aim, will
necessarily achieve such further aim, or at least contribute to its achievement. The
first requirement, accordingly, of such an end in view is that it be suitable to any
further aim, whatever that aim may be. It may be said, therefore, that a correct end
in view satisfies the requirement of suitability as to the appropriate effect desired,
whatever this further effect may be.

Important as suitability is, however, a reasonably responsible person will
recognize that this consideration, alone, does not satisfy all requirements. An end in
view remains a mere desire, without possibility of attainment, unless such a result
is practicable of accomplishment. A correct end in view, therefore, satisfies also the
requirements of feasibility.

Consideration of feasibility calls for a survey of comparative resources (page
79). Such a survey will cover the extent of the resources (means available) of those
making the effort, as compared to the resources (means opposed) of those who may
oppose it. Full account is also to be taken, as to feasibility, of the natural and artificial
conditions which the effort will encounter before it can produce the contemplated
result. The responsible person will ask himself where the effort is most likely to be
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successful, and what obstacles, in addition to those represented by opponents, he will

be required to surmount. The effects of such conditions may alter the ratio otherwise

presented by comparative resources.

Consideration of the characteristics of the field of action may thus disclose
features which will greatly influence the possibility of accomplishment, as well as
the character of the effort to be made, from the standpoint of feasibility. The second
requirement, therefore, is that of feasibility with respect to comparative resources,
i.e., the means available and opposed, as influenced by the physical conditions
prevailing in the field of action.

Although believed to be both suitable and feasible, the requirements for the
attainment of an end are not yet completely established. There is still required a
reckoning of a profit-and-loss account of the whole undertaking, to estimate whether
it will be advantageous. What will be the cost, and what will be the gain? Is the effort
worth while? Or should one be content with venturing less and gaining less? What is
the bearing on possible future action? The consequences as to costs, always important
considerations in dealing with human problems, are frequently the paramount
determinant. The third requirement, therefore, is acceptability with respect to the
consequences as to costs.

These requirements invite attention to the factors, already discussed, whose
influence (see page 75 as to factors) determines the character of the effort required to
attain an end.

The Fundamental Principle for the Attainment of an End. Here, then, are the
broad fundamental considerations which affect the solution of every human problem.
In a narrower field, the considerations may fall within more specific limits, but a
principle sufficiently broad to be applicable to all cases appears to comprehend those
inclusive factors mentioned in the preceding paragraphs.

Areview of these paragraphs will disclose that the factors pertaining to the several
requirements may be so grouped as to constitute a single fundamental principle
governing the attainment of an end in human affairs,—as follows:

In any human activity, the attainment of a correct end in view depends on
fulfillment of the requirements of
Suitability of the end in view, as determined by the factor of the appropriate effect

desired,

Feasibility of the effort required, on the basis of comparative resources, as
determined by the means available and opposed, influenced by the factor of the
physical conditions prevailing in the field of action, and

Acceptability of the results of the effort involved, as determined by the factor of the
consequences as to costs, which factors are in turn dependent on each other.

The Interdependency of the Factors. As previously observed (page 78), the
factors cited in the foregoing principle are themselves interdependent. This fact
results from working of natural law (page 73), for it is a recognized phenomenon
that every effect is the result of certain causes, and that every effect is itself, in turn,
the cause of further effects (page 71).
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Accordingly, when the evaluation of any factor is under consideration, its value
as an unknown quantity can be determined to the extent that the values of the other
pertinent factors are known. (See page 74, as to the discussion of the quantities in an
equation.) The significance of each, in any situation, is therefore determined by the
influence of the other factors. The relationships existing among them can best be
expressed in the terms of four corollary principles (page 77), next to be discussed.

For example, questions frequently arise as to what is the appropriate effect to be
desired in a particular situation. Whether a desired effect is feasible of attainment,
and whether certain consequences, though undesirable, will be acceptable, in view
of the gains, can be determined by evaluation of the means available and opposed,
influenced by the physical conditions prevailing in the field of action, and of the
consequences as to costs. If a desired effect is thereby found to be not feasible of
attainment, or to be unacceptable as to consequences, deferment of such effort
isindicated. A proper solution in such case would adopt some lesser effect, in
conformity with the further aim, feasible of accomplishment, and acceptable as to its
consequences.

If (with respect to the further aim, mentioned above) the person concerned is
acting under the instructions of another, there will frequently be injected into the
equation, in addition to the factors already noted, a further effect desired, indicated
by higher authority. Such an indication will often operate to narrow the limits of
the problem. This is true even if the person concerned is acting wholly on his own
initiative and responsibility (page 79).

These considerations lead to the formulation of what may be called the corollary
principle for determination of the appropriate effect to be desired in human affairs,—
as follows:

In any human activity, the appropriate effect to be desired (i.e., an end in view, a
result to be accomplished) depends on fulfillment of the requirements of
Suitability of the end in view, as determined by the factor of the further effect desired

(if such further effect is indicated),

Feasibility of the effort to attain the end in view, on the basis of comparative resources,
as determined by the factors of the means available and opposed, influenced by the
factor of the physical conditions prevailing in the field of action, and

Acceptability of the results of the effort involved, as determined by the factor of the
consequences as to costs.

If, to take a further example, the known factors include the appropriate effect
desired, the means opposed, the physical conditions prevailing in the field of action,
and the consequences as to costs, the only unknown remains the means available.
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The question then is, what means need be made available for the accomplishment of
the contemplated effort? The answer to this question may be found in the application
of what may be called the principle for the determination of the proper means to be
made available in human affairs,—as follows:

In any human activity, the proper means to be made available depend on
fulfillment of the requirements of

Suitability of the means (in kind and amount) to accomplish the end in view, as
determined by the factor of the appropriate effect desired,

Feasibility of the effort to make such means available on the basis of comparative
resources as determined by the factor of the means opposed, influenced by the
factor of the physical conditions prevailing in the field of action, and

Acceptability of the results of the effort involved, as determined by the factor of the
consequences as to costs.

The influence of physical conditions in the field of action may be illustrated by
any case where ends otherwise feasible of attainment cannot be achieved without
effecting changes in such conditions. The resolution of the uncertainty then requires
study to determine what suitable changes can be made. Changes for such a purpose
may take various forms, such as the construction of physical features in the area
involved, or the destruction of such features already existing; or, again, both methods
may be employed. Examples of such changes have existed and still exist in profusion,
some of them, military and non-military, being on such a scale as radically to alter
the previous status with respect to entire nations. The question as to what changes
ought to be effected in the prevailing physical conditions, in order to attain a certain
objective, can be answered by the application of what may be called the principle for
the determination of the proper physical conditions to be established in the field of
action,—as follows:

In any human activity, the proper physical conditions to be established in the field
of action depend on fulfillment of the requirements of
Suitability of such conditions to the end in view, as determined by the factor of the

appropriate effect desired,

Feasibility of effort to establish such conditions, on the basis of comparative resources,
as determined by the factors of the means available and opposed, influenced by the
factor of the physical conditions existing in the field of action, and

Acceptability of the results of the effort involved, as determined by the factor of the
consequences as to costs.

The factor of consequences as to costs also calls for special notice. The influence
of this factor frequently justifies abandonment of suitable ends in view, even though
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their attainment has been determined to be feasible, because the loss involved
would out-weigh the gain. Immediate success may be attained at such cost as to
prevent the attainment of larger ends (see the discussion, pages 62 and 63, of the
relationship of strategy and tactics).

On the other hand, the circumstances of the case may well justify loss, however
great, because the alternative is unacceptable, even though the consequences involve
complete destruction. Moreover, the need for swift and aggressive action in many
activities (notably in war), for resolute prosecution of the plan, for timely seizure
of opportunity, and for acceptance of justified risks, requires that consideration
of consequences as to costs never be emphasized beyond its proper weight. To
determine such proper weight calls, frequently, for judgment of the highest order, and
is, in the military profession, a direct responsibility of command. This responsibility
can be discharged by the application of what may be called the corollary principle for
the determination of acceptable consequences as to costs,—as follows:

In any human activity, the acceptable consequences as to costs depend on
fulfillment of the requirements of
Suitability of the end in view, as determined by the factor of the appropriate effect

desired, and
Feasibility of the effort to attain the end in view, on the basis of comparative resources,

as determined by the factors of the means available and opposed, influenced by the
factor of the physical conditions prevailing in the field of action.

Special Nature of War as a Human Activity. A principle found, by careful
analysis, to be governing as to human activities of any nature, is also applicable to the
problems of war. This is true because war is a human activity, differing from other
human activities only in the specialized character of the factors that enter.

The effect desired in war has a character distinctly military and, ultimately, through
the reestablishment of a favorable peace, a political character (see pages 61-62).

The means available (or opposed) in war are the human and material components of
fighting strength (page 62). The physical conditions prevailing in the field of action are,
inwar, the characteristics of the theater of operations. Fighting strength is thus derived
from the means available (or opposed) in war, as influenced by the characteristics
of the theater. Relative fighting strength (comparative resources in war) involves a
comparison of means available with means opposed, due account being taken of
the influence exerted on both by the characteristics of the theater. In war, relatively
large masses of human beings oppose each other with hostile intent, while the means
available and opposed, and the physical conditions established by the operations of war
in the theater of action, tend more and more to acquire a highly specialized character.

The consequences as to costs, in war, also assume a special significance,
inasmuch as they may materially influence the development of entire nations or of
the world situation.

Factors as Universal Determinants in War. Tabulated for convenient reference
and expressed in terms in general use in the military profession, the factors
governing the attainment of an end in war are therefore:
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(@) The Nature of the appropriate Effect Desired,

(b) The Means Available and Opposed,

(c) The Characteristics of the Theater of Operations,

and

(d) The Consequences as to Costs.

These factors, thus expressed in abstract form, are the universal determinants of
the nature of the objective and of the character of the action to attain it. Their further
resolution into factors of more concrete form is indicated hereinafter (see Chapter VI,
in the discussion of Section II of the Estimate Form).

The Objective in War. The objective (page 58), a term long in use in the military
profession in connection with the "objective point", has acquired by extension the
significance of something more than the physical object of action. The latter, as
explained later (page 85), is properly denominated the "physical objective".

In the abstract, an "objective", in present general usage as well as in the military
vocabulary, is an end toward which action is being directed, or is to be directed; in
brief, an end in view, a result to be attained, an effect desired (page 71 and 79). An
objective is an effect to be produced for the attainment of a further objective, itself
a further effect. As already demonstrated (page 79 and following), the attainment
of an end, in any human activity, requires action to maintain the existing situation
or to create a new one. Therefore, in war, a special form of human activity, the
attainment of an objective requires that action be actual imposition of an outside
agency. The attainment of a correct military objective (discussed in detail in
Chapter IV) requires, accordingly, the creation or maintenance of a favorable
military situation.

An objective, in the sense of an end in view, a result to be accomplished, is
manifestly an objective in mind. As already indicated (page 84), however, military
usage also assigns to the term "objective" an additional meaning, a meaning
exclusively concrete. Results in war are attained through the actual or threatened use
of physical force (page 62) directed with relation to something tangible, such as, for
example, some physical element of the enemy's strength.

Action as to this tangible feature (e.g., if it is destroyed, occupied, neutralized, or
otherwise dealt with) will result in, or further the attainment of, an effect desired.
Thus the physical objective occupies a sharply defined position in warfare, in that
it establishes the physical basis of the objective and indicates the geographical
direction of the effort. Since the physical objective is always an object—be it only a
geographical point—, it is more than a mental concept; it is an objective in space.

For example, the objective being "the destruction of the enemy battleship", the
physical objective is the enemy battleship.

As used herein the expression "the objective" or "the military objective" (page 99),
when unqualified, ordinarily indicates the mental objective. The term is properly
applicable to a physical objective when the context makes the meaning clear.
Ordinarily, and always when clarity demands, a tangible focus of effort is herein
denoted a "physical objective".
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Military Operations. Appropriate action to create or maintain a situation will take
the form of a military operation. An operation, in the basic sense, is merely an act, or
a series of acts. The word is derived from the Latin opus, meaning "work". A military
operation is therefore an act, or a series of included acts (i.e., work), of a military
character. A military operation may consist of an entire campaign, or even of several
such, constituting a clearly defined major stage in a war; or such an operation may
consist of portions thereof. The term is also applied, properly, to entire series of acts
on the part of successive commands, from the higher to the lower echelons, to and
including distinctive military actions which relate to the merest routine.

A plan of action to attain a military objective is, therefore, a plan of military
operations, including supporting measures (see page 184), considered or adopted as
a method of procedure for the achievement of that end (see page 72). Such a plan or
method of procedure requires action with relation to correct physical objectives in
such a manner as to attain the objective, i.e., to maintain the existing situation or to
create a new one, conformably to the appropriate effect desired.

A plan of military operations may be regarded as reasonably effective if the
direction or geographical trend of the effort provides for proper action with relation to
the correct physical objectives; if the force concerned utilizes positions advantageous
in relation to those of the opponent; if the fighting strength is so apportioned as to
provide for requisite power at points likely to be decisive, without undue weakening at
other points; and if future actions, in seeking the effect desired, will be unhampered
by obstacles with which the force cannot cope. These essentials apply to all of
the various combinations of circumstances, i.e., situations (page 71), which may
materialize as action progresses and the original situation unfolds.

A properly conceived plan of military operations therefore makes provision,
necessarily, for certain salient features of such operations, as follows:

The physical objectives involved,

The relative positions utilized,

The apportionment of fighting strength, and

The provisions for freedom of action.

As will later be observed (Chapters VII and VIII), the content of plans for naval
operations may be classified under the headings listed above. In such plans the
salient features noted will be observed, also, to occur, subject to certain exceptions,
in the sequence above indicated. Similar observations are applicable as to plans
systematically prepared for direction of forces operating on land and in the air.

A military operation which is progressing favorably, whatever the medium of
action, may therefore be justifiably stated to include provision for the following
salient features:

Effective action with relation to correct physical objectives,

Projection of military action from advantageous relative positions,

Proper apportionment of fighting strength, and

Ensurance of adequate freedom of action.

Since, at any moment of its successful prosecution, a military operation presents,
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inherently (page 86), a favorable military situation, the salient features of such an
operation constitute, also, the salient features of a favorable military situation.
Manifestly, any deficiencies in these respects will indicate that in certain particulars
the situation is not entirely favorable, if not actually unfavorable.

Determination of the Salient Features. Because the form which a military
operation takes, in the effort to attain a military objective, depends upon the factors
which are the universal determinants (page 84) of the character of the effort, the salient
features of such an operation are determined by the same factors. A valid guide as to
determination of the salient features of a favorably progressing military operation, seen
(above) to be identical with those of a favorable military situation, may therefore be
formulated as a principle for determining these salient features, as follows:

The determination of

Correct physical Suitability, as determined by
objectives, the factor of the appropriate effect
desired.
Advantageous relative Feasibility, by reason of relative
positions, depends fighting strength, as determined by
on their the factors of the means available
and opposed, influenced by the
Proper apportionment of factor of the characteristics of the
fighting strength, and theater of operations, and
Acceptability, as determined by
Provision for adequate the factor of the consequences as to
freedom of action costs.

Since the particular character of each salient feature of a situation, or of an
operation, is determined by the influence, exerted by the identical factors (as noted),
there is a resulting interdependency, important though indirect, among the several
features. This interdependency is explained hereafter. (Chapter IV).

The Fundamental Military Principle. The Fundamental Principle for the
Attainment of an End in human affairs (page 81) has invited attention to the factors,
pertinent to suitability, feasibility, and acceptability, seen to be applicable, as well,
to any military effort (page 84). As also noted, a military effort will necessarily
consist of military operations, whose salient features depend upon the same
factors. The factors, in turn, have been observed (page 81 and following) to be
interdependent.

These considerations lead to the formulation of a derivative of the Fundamental
Principle for the Attainment of an End in human affairs, in the form of:
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The Fundamental Military Principle

The attainment of a military objective (the creation or maintenance of a favorable

military situation) depends on effective operations involving the salient features of

Effective action with relation to correct physical objectives,

Projection of action from advantageous relative positions,

Proper apportionment of fighting strength, and

Ensurance of adequate freedom of action, each fulfilling the requirements of

Suitability, as determined by the factor of the appropriate effect desired,

Feasibility, by reason of relative fighting strength as determined by the factors of the
means available and opposed, influenced by the factor of the characteristics of the
theater of operations, and

Acceptability, as determined by the factor of the consequences as to costs, which
factors are in turn dependent on each other.

The Fundamental Military Principle, as a valid guide, encounters no exception
in the field it purports to cover. As a practical guide, it brings to attention, in broad
outline, all the causes and effects which are involved. The principle affords a proper
basis for the formulation of corollary principles for the determination, in any
particular situation, of any element noted therein whose value may be unknown but
may be ascertained by reference to other pertinent elements which constitute known
quantities. (See pages 72-77.)

As later explained (Chapter IV), the two major applications of the Principle relate
to the selection of a correct military objective and to the determination of effective
military operations to attain an objective (see page 78).

A corollary Principle of the Correct Military Objective will accordingly state that
the selection of a correct military objective depends on the due consideration of the
salient features and the factors cited in the Fundamental Military Principle. The
application of this corollary is discussed in Section II of Chapter IV.

A corollary Principle of Effective Military Operations will similarly state that
the determination of effective operations for the attainment of a military objective
depends on the due consideration of the salient features and the factors cited in the
Fundamental Military Principle. The application of this corollary is explained in
Section III of Chapter IV.

These principles can be used as a basis for formulating the plans of the
commander concerned, and, accordingly, for determining his own action. They
can also be used as a basis for rendering sound opinions, when requested of the
commander, as to plans and actions contemplated by higher authority. The principles
are in like manner applicable for purposes of historical study involving analysis of
operations of the past.
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CHAPTERIV
THE APPLICATION OF THE FUNDAMENTAL MILITARY PRINCIPLE
(Objectives—Their Selection and Attainment)

Section I of Chapter IV discusses the major components of all military problems.

Section IT deals with the fundamental considerations having to do, generally, with
the first of these components, i.e., the selection of correct military objectives; the
application, more specifically, is reserved for Chapter VI.

Section IIT deals with the fundamental considerations having to do, generally, with
the second of the two major components, i.e., the determination of effective military
operations for the attainment of such objectives; the application, more specifically, is
reserved for Chapter VII.

The selection of objectives has a secondary application, also, to the discussion in
Chapter VII, while the determination of operations has a similar application to that in
Chapter VI. Both subjects, i.e., as to objectives and as to operations, have application
also to Chapter IX.

The chart on page ii shows these relationships.

I. MAJOR COMPONENTS OF MILITARY PROBLEMS.

In the two preceding chapters, the study of the natural mental processes has brought

to notice that, to meet the requirements of suitability, feasibility, and acceptability as

to consequences in the proper solution of a military problem, it is first necessary to
establish a sound basis for that solution. Such a basis involves an understanding of

the appropriate effect desired and of relative fighting strength (see page 79).

In each situation an understanding of the appropriate effect desired, from the
standpoint of suitability, requires:

(1) A grasp of the salient features of the situation, favorable and unfavorable,
including the perplexity inherent therein,

(2) Arecognition of the incentive to solution of the problem, i.e., a realization of the
desire or need for attaining a certain effect, an objective (page 84) which will be
the maintenance or creation of a favorable military situation, and

(3) An appreciation of this objective in its relationship to the next further result to be
accomplished by its attainment.

An understanding of relative fighting strength involves consideration of the
means available and opposed, as influenced by the characteristics of the theater
of operations. With this understanding there is provided a sound basis for the
determination, later, of the feasibility of courses of action and of their acceptability
with respect to consequences as to costs.

In the premises, the ability to understand the nature of a military problem is
dependent on the knowledge, experience, character, and professional judgment of
the commander. These qualities enable him to grasp the significance of the salient
features of the situation. The same personal characteristics are instrumental in
the recognition of the incentive. Analysis indicates that an incentive may arise
(1) by reason of a directive issued by higher authority, or (2) from the fact that a
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decision already reached by the commander has introduced further problems, or
(3) because of the demands of the situation. However, the primary consideration in
understanding the nature of the problem is the appreciation of the objective from
which the problem originates, i.e., the just estimation or accurate evaluation of this
objective. Such consideration is primary because appreciation of this objective
involves, as necessary concomitants, a grasp of the salient features of the existing
situation (to be maintained or changed) and a recognition of the incentive.

Correct appreciation of this objective, in its relationship to the further effect to be
produced, is thus the principal consideration in reaching an understanding of the
appropriate effect desired. It is, to repeat, through an understanding of this factor and
of the factors of relative fighting strength that the commander establishes the basis
for the solution of his problem. (See Section I of Chapter VI, page 146).

The Solution of a Military Problem. When the commander has thus obtained
an understanding of the basis of his problem, the actual procedure of solution is
undertaken through the consideration of the factors involved in their influence on the
various plans for the attainment of the appropriate effect desired, as thus established.
The best plan, selected and embodied in outline in the decision, can then be further
developed, if necessary, into a general plan for the commander's force and, finally,
into a detailed plan, as the solution of the problem. (See page 73)

The Major Components of a Military Problem. Each plan considered by the
commander will involve (page 72) two major considerations: namely—an effect to
be produced and the action required to produce it; or, in military terms, a correct
military objective (or objectives) and effective operations for its attainment. The
selection of correct military objectives and the determination of effective operations
for their attainment are therefore the two major components of a military problem,
because they are the principal considerations on which depends the soundness of
military decision. To meet these requirements is a prime function of command, one
which demands professional judgment of the highest order.

The major components of a military problem are of course intimately connected,
because a purposeful action, accomplished, is equivalent to an objective, attained.
Furthermore, the attainment of an objective involves the accomplishment of
effective operations.

Because of the importance of the subject, the relationship between these two
major components deserves very careful analysis. As has been observed (page 79),
the action to be taken depends, in the first instance, on the effect to be produced.
Therefore, the objective is, as compared to the action to attain it, the paramount
matter. Moreover, there is necessarily included, in the procedure of selecting
a correct objective, a consideration as to whether the action to that end will be
feasible and as to whether the consequences involved will be acceptable on the
basis of the costs which will be exacted. If, then, the objective has been correctly
selected in any situation, this procedure will have included, as a necessary
incidental, the determination also, in the proper detail, of the operations required
for its attainment.
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Of the two major components involved in the selection of the best plan, the
primary relates, therefore, to correct objectives. Accordingly, this consideration is
most aptly expressed in terms of the "selection" of objectives. The "determination”
of necessary operations is a proper expression of the procedure therein involved,
because this procedure, though also involving a major component of the problem is
dependent on the primary consideration of objectives.

Avalid guide for practical use during the process of solving military problems
will therefore provide a basis, primarily, for the selection of correct objectives.
However, the procedure for such selection, though requiring consideration of the
action involved in attaining objectives, will seldom call for a complete analysis of
such operations. Therefore, it is also desirable, for the solution of military problems,
to provide a valid guide for the determination of effective operations, in detail. This
guide may be used on occasions when, the correct objective having been selected, the
only remaining problem is to work out the detailed operations involved.

The Fundamental Military Principle, developed in the preceding chapter, has
been formulated to fulfill the requirements described in the preceding paragraph.
Through the exhaustive analysis of the elements involved, there has been provided,
in the form of a single fundamental principle, a valid guide for the selection of correct
military objectives and for the due determination of effective operations for their
attainment.

In the present chapter, the abstract application of the Principle is discussed
in terms of fundamental considerations. Section II of the chapter deals with the
selection of objectives; this subject, in more specific terms, is later expanded
in Chapter VI. Section III of the present chapter deals with the determination of
operations; this subject, in more specific terms, is expanded in Chapter VII. The
present chapter affords a treatment applicable to military problems of any nature.
Later expansion is applicable, more especially, to naval problems.

This arrangement of the subject matter has been adopted for two reasons. First,
discussion of fundamental considerations, thus taken up at the present point,
immediately follows the formulation of the principle (in Chapter III). Furthermore, a
fundamental treatment, prior to Chapters VI and VII, permits maximum brevity in
the discussion, therein. The commander, having mastered the fundamentals dealt
with here, can later follow the detailed procedure with minimum distraction due to
reference to the preceding discussion.

Essential Elements Involved. As previously stated, the problems of war differ
from those of other human activities with respect, only (page 84), to the specialized
character of the factors that enter.

The final outcome is dependent (page 62) on ability to isolate, occupy, or otherwise
control the territory of the enemy. The sea, though it supplements the resources of
land areas, is destitute of many essential requirements of man, and affords no basis,
alone, for the secure development of human activities. Land is the natural habitat of
man. The sea provides routes of communication between land areas. The air affords
routes of communication over both land and sea.
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These facts inject into military operations certain factors peculiar to movement
of military forces by land, sea, and air (page 103). There are also involved the
specialized demands of a technique for the imposition of and the resistance to
physical violence. In addition there appear those factors related to the psychology of
human reactions to armed conflict.

In any situation involving opposing armed forces, the problem, as in any human
activity (page 79), is, from the standpoint of each opponent, a matter of maintaining
existing conditions or of bringing about a change. The method employed, if the
action is to be effective, will follow lines calculated to shape the ensuing progressive
changes in circumstances toward the attainment of the end in view. The action to be
taken will be ineffective if it does not support the calculated line of endeavor, i.e., if
it is not suitable or adequate forcibly to shape the course of events either toward the
creation of a desired new and more favorable situation, or the maintenance of the
original conditions.

The analysis of the principal components of a military problem—i.e., the military
objectives and the military operations appropriate to the effort for their attainment—
therefore requires a study of such objectives and operations in terms, respectively,
of a favorable military situation (page 85) and of a favorably progressing military
operation (page 86). As has been observed, the salient features of such a situation or
operation are, from the abstract viewpoint, identical, as are also the factors which
determine the character of such features (page 86). As a covering word for such
features and factors, alike, the term "elements" appears especially suitable, inasmuch
as it properly comprises the constituent parts of any subject, as well as the factors
which may pertain thereto.

Accordingly, the analysis, following, of the procedure for selection of correct
military objectives is made in terms of the essential elements of a favorable
military situation. For like reasons, the analysis of the procedure for determining
the character of the detailed operations required is made in terms of the essential
elements of a favorably progressing military operation. (For these elements, see the
salient features and the factors cited in the Fundamental Military Principle, page 87.)

Il. SELECTION OF CORRECT MILITARY OBJECTIVES
Nature of Military Objectives. In the previous discussion (page 84), the military
objective has been defined as the end toward which action is being, or is to be,
directed. As such it has been noted as an objective in mind. The tangible focus of
effort, the physical objective toward which the action is directed, has been observed
to be an objective in space. The physical objective is always an object, be it only a
geographical point, while the objective, being a mental concept, is a situation to be
created or maintained.

The term "objective" requires circumspection, not only in the manner of its
expression (see page 97), but in its use. The latter is true because the purport
of the objective under consideration will vary with the viewpoint of the echelon
concerned. For instance, the proper visualization of an objective, as an "effect
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desired" (page 71), calls for a correct answer to the question, "Who desires this
effect to be produced?" (See page 59).

Avariety of viewpoints is thus a natural characteristic of the chain of command
(pages 64-65), whose functioning creates what may be called a "chain of objectives".

Necessary exceptions aside, the commander expects to receive, from his
immediate superior, an assigned objective, which that superior thus enjoins the
commander to attain. The commander, in turn, through the use of the natural mental
processes already explained, decides on an objective, for the general effort of his own
force, to attain the objective assigned by his immediate superior.

As a subordinate, a commander to whom an objective has been assigned is
responsible to his immediate superior for its attainment. The commander may,
however, also occupy the position of an immediate superior to one or more
commanders on the next lower echelon. In such capacity, he may assign objectives to
these immediate subordinates. By attaining such an assigned objective, each of these
subordinates thus contributes to the success of the complete effort planned by his
immediate superior, to the extent represented by his own assigned share of the effort.

A commander can scarcely expect to receive in full the intelligent support of
his subordinate commanders, unless he makes clear to them the character of his
own planned effort. It is customary, therefore, when assigning an objective to a
subordinate, also to inform him of the purpose which its attainment is intended
to further. Stated differently, a commander, when imposing upon an immediate
subordinate an effect which he is to produce, informs him, at the same time, of the
nature of the military result which he, the immediate superior, has determined to
bring about.

This is the part of wisdom, not merely of choice. It acquaints the immediate
subordinate with the objective of the immediate superior and thus enables the former
to comprehend wherein the attainment of his own assigned objective is expected to
contribute to the attainment of the effect desired by his superior.

Since the attainment of the assigned objectives will represent the consummation
of the general plan of the immediate superior, the purpose of each of these
assignments is to assist in the attainment of the objective announced, for his entire
force, by the immediate superior (see also page 65).

From the viewpoint of the subordinate, the objective thus assigned by the
immediate superior becomes the appropriate effect desired, essential to the
determination of the accomplishment which the former is to effect by his own
effort. On occasion, also, the full scope of the appropriate effect desired may require
consideration of the objectives of higher echelons in the chain of command, so far as
such objectives may be known or deduced.

The responsibility of the immediate superior, in the matter of ensuring that his
immediate subordinates understand the purpose of their assigned objectives, is
in no respect less than that which falls upon these subordinates in the execution
of their own assignments. By failing to provide subordinate commanders, through
whatever methods, with a knowledge not only of the details of his plan but of the
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general objective which their integrated effort is calculated to attain, the superior
may actually subject his undertaking to the risk of failure.

The decision as to the general plan (page 90) for the attainment of his assigned
objective provides the commander with an objective which he himself has originated.
With the plan for the attainment of his general objective clearly fixed in mind, the
commander may now proceed to the selection of one or more objectives of a specific
nature, the integrated attainment of which will ensure the attainment of his assigned
objective. The instructions which he may then give, severally, to his immediate
subordinates in a detailed plan of operations, thus indicate to the latter their assigned
objectives. (See also page 73)

The source of the incentive (page 90) has an intimate connection with the assigned
objective. Furthermore, whatever the origin of the incentive, the ability to select
correct objectives is an essential element in the mental equipment of the commander.

For example, if the incentive arises by reason of a directive received from higher
authority, such directive will presumably assign an objective, specific or inferred.
The commander to whom such an objective is assigned is responsible for a correct
understanding of all the implications involved, including the relationship between
the assigned objective and the general objective of the next higher commander,
which represents the purpose of the assigned objective. On occasion it will also
be necessary for the commander to consider the relationships involved with the
further objectives of the higher command (page 94). Again, without any suggestion
of cavilling at orders received, the commander may also find occasion to examine,
with care, the implications of his assigned objective, because of his responsibility
for taking correct action in the premises (page 67).

If the incentive arises from a decision previously made by the commander,
it follows that such decision will have embodied an objective, selected by the
commander himself.

If the incentive arises because of the demands of the situation, the commander is
responsible for recognition of the necessity for action and for the correct selection
of an appropriate objective, to be adopted by him as a basis for his own action as if it
were assigned by higher authority.

An assigned objective having been established with respect to the basis for
his problem, the commander is always responsible for the correct selection of
an objective to serve as the end in view for the general, integrated action of his
subordinate commanders.

Once such an objective has been selected, the commander is further responsible
for selecting, on the basis provided thereby, correct objectives to be assigned to his
subordinate commanders.

For various practical reasons, therefore, the responsibility of the commander
requires of him the ability to select correct objectives. On the basis of classification
with respect to the authority making the selection, analysis will demonstrate the
existence of two types of objectives.

These two types of objectives are (see page 79 as to effects and further effects),
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namely, (1) the assigned objective (page 93) ordinarily indicated by higher authority,
exceptionally determined by the commander for himself, and (2) the objective
typically selected by the commander, himself, as the end in view for the integrated
effort of his subordinates. It will be noted that in the latter category there will

fall, not only the general objective referred to immediately above, but numerous
other objectives for whose attainment provision may be needed during the actual
prosecution of the effort or in anticipation thereof.

Procedure for Selection of Correct Military Objectives. The Fundamental
Military Principle (page 87), properly applied, is the basis for the selection of any or
all of such objectives. The procedure involves the direct application of the corollary
Principle of the Correct Military Objective.

According to this principle, the selection of a correct military objective depends
on due consideration of the salient features noted, i.e., correct physical objectives,
advantageous relative positions, proper apportionment of fighting strength, and
provision for adequate freedom of action. These features, discussed in greater
detail hereafter (in this chapter), are determined by factors cited in the Principle
(pages 87-89).

The first factor being the appropriate effect desired, a correct military objective
is selected, in the first instance, by reference to the requirement of suitability
as to this factor. This appropriate effect desired may be indicated by the higher
command (page 90), or may be determined by the commander himself as
hereinafter explained (page 96).

When the appropriate effect desired has been established, the next consideration
is, "What physical objective (or objectives) can be found, action with relation to which
will, if successful, attain this effect?"

For example, if the appropriate effect desired were the "reduction of enemy
battleship strength" in a certain area, then an enemy battleship appearing therein
would manifestly be a correct physical objective. A suitable action with relation
thereto would be "to destroy the enemy battleship", in which case the objective
involved in the action would be "the destruction of the enemy battleship".

Any lesser accomplishment, such as infliction of damage on the enemy battleship,
or its repulse, or its diversion elsewhere, would also be suitable to the appropriate
effect desired, though not in the same degree. Each such visualized accomplishment,
suitable to the appropriate effect desired, may properly be considered as a tentatively
selected objective.

An objective having been tentatively selected on the basis of the appropriate effect
desired, its final selection will naturally depend, as indicated in the Principle, on the
feasibility of the effort involved in the attainment of each such objective, and on the
acceptability of the consequences as to costs.

In investigating such feasibility, account is taken of the relative fighting strength.
With relation to the enemy battleship, for example (see above), the commander would
consider the means available to him and the means opposed (including the enemy
battleship and any supporting forces), as influenced by the characteristics of the theater.
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This investigation will include, necessarily, a sufficient analysis of the salient
features of the operation required to attain each objective. Such features include the
nature of the physical objectives (the battleship and any other forces, for instance),
the possibilities of relative position, the problems involved in apportioning the forces
on either side, and the proper considerations as to freedom of action.

A similar study with respect to the acceptability of the consequences to be
expected, as to the costs involved in the operation, will provide a basis for a
conclusion as to that factor.

If the attainment of an objective is found to be infeasible, or feasible only at the
expense of unacceptable consequences, the proposed objective will naturally be
rejected, and some other objective will be considered (page 82).

The objective finally adopted as the best will be that which, all things considered,
is best adapted to the requirements of suitability, feasibility, and acceptability, as
outlined in the Fundamental Military Principle.

The Appropriate Effect Desired, as the Basis for the Objective. As will be
appreciated from the foregoing discussion, the first factor in the selection of a correct
objective is the "appropriate effect desired". The evaluation of this factor is not always
easy, for reasons which will be explained.

The procedure (as indicated by the Principle of the Appropriate Effect to be
Desired—page 82) is the same as for the selection of an objective. This identity
of procedure is natural, because the appropriate effect desired, used as a basis
for selecting the commander's general objective, itself involves the appreciation
of an objective. The latter is, in fact, one of the "chain of objectives" previously
mentioned (page 93).

Under conventional conditions this objective is selected by higher authority, and
is assigned to the commander in his instructions from the next higher echelon (page
93). The objective so indicated will of course, under sound procedure, have been
selected by higher authority on the basis embodied in the Fundamental Military
Principle.

When an established chain of command (page 64) is in effective operation, the
path to the appropriate effect desired will therefore normally be indicated through
an assigned objective, by the immediate superior. This assignment, however, or
the failure to receive such an indication, does not relieve the commander from the
responsibility for taking correct action on his own initiative. Such necessity may
arise should he find, in the exercise of a sound discretion, that his instructions need
modification or alteration, or even that it is necessary for him to depart from his
instructions under circumstances of great emergency (pages 67-68).

Furthermore, the objective may be adopted by (rather than assigned to) the
commander concerned, on his own initiative, in order to meet the demands of
a situation (page 95) as to which the higher command has not yet had time or
opportunity to act.

Moreover, even when an objective is assigned by higher authority in the usual
course, it may be expressed in such terms as to require examination in order to
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enable the commander to appreciate it (page 90), as to its bearing on his operations.
In fact, studious analysis may be necessary for this purpose.

For example, if the objective so indicated does not specify a clearly-defined goal,
the commander will need to make a thorough study in order to appreciate the full
implications intended. He may find it necessary to analyze his immediate superior's
instructions pertaining to the entire force of which his command is a part, and to
consider, also, the objectives indicated for other commanders, on his own echelon,
who also belong to that force.

On occasion, also, higher authority may acquaint the commander with the general
plan adopted by the superior, and may order action—such as movement in a certain
direction or to a certain locality—without assigning a more definite objective. Should it
happen in emergency that later developments prevent higher authority from making
such an assignment, the commander may find himself under the necessity of selecting,
for himself, an appropriate objective, to be adopted by him as if it were assigned.

Should the commander find that his instructions do not clearly indicate an
objective, or should he find that the one indicated is not applicable under the
circumstances of the case, he will select an appropriate objective for his own
guidance as if it were assigned by higher authority. He will make such selection
through use of the same procedure already described herein as applicable to the
selection of an objective of any sort. In such case he puts himselfin his superior's
place, in order to arrive at a reasoned conclusion such as the higher commander, if
apprised of the circumstances, would desire to adopt. Circumstances permitting,
the commander will of course communicate with higher authority, and will make
constructive representations. (See page 67)

The appropriate effect desired, as the first factor to be applied in selecting such
an objective, will naturally involve the objective indicated in the general plan for
the immediate superior's entire force. This general plan is normally announced by
the superior for the guidance of the commander and of other commanders on the
same echelon. If, however, this further objective is not known to the commander,
he will endeavor to obtain a proper point of reference. To this end, he will use his
knowledge of the objective assigned to his immediate superior, or of the further
intentions of the higher command with respect to the conduct of the operations, or
of the campaign, or of the war.

The provisions for the formulation of plans and orders (Chapters VII and VIII) take
account of the fact that the commander may require definite information as to the
objectives of higher echelons. In organizations where a state of mutual understanding
has been well established, the commander will rarely be without some guidance in
the premises (see also page 82), by reason of the chain of objectives indicated in plans
and orders of the higher command (page 93).

From the viewpoint of the commander, this relationship among objectives presents
to him a series, from the present or immediate objective to others more distant in
time. Thus there may be one or more intermediate objectives, leading away from the
immediate one to the ultimate objective, so far as the concern of the moment is involved.
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This relationship of immediate, intermediate, and ultimate objectives may
also exist in situations where the commander, operating on his own initiative and
responsibility, determines such a chain of objectives for himself.

Such a situation frequently arises in a campaign or a major operation, and is
normal, also, as to minor operations (see page 99, as to physical objectives).

As already observed, the relationship of objective and further objective is the
criterion for distinguishing between strategical and tactical considerations, from the
viewpoint of the commander concerned (pages 62 and 63).

What has been noted in the foregoing as to the objective (singular) is also
applicable to situations where such an objective involves two or more objectives
collectively considered.

I1l. DETERMINATION OF EFFECTIVE MILITARY OPERATIONS

As noted with respect to the Fundamental Military Principle (page 87), the effort
required for the attainment of a military objective involves military operations
(page 85), whose salient features are listed in the Principle. These features,
including physical objectives, relative positions, apportionment of fighting
strength, and freedom of action, will now be discussed to indicate how they are
correctly determined by the factors, also cited in the Principle, pertaining to
suitability, feasibility, and acceptability. Such determination is accomplished
through application of the corollary Principle of Effective Military Operations
(page 89).

Physical Objectives

Fundamental Considerations. An operation, however splendidly conceived and
faultlessly executed, involves waste of effort if directed with relation to wrong
physical objectives.

Since a physical objective constitutes the tangible focus of effort (page 93) toward
the attainment of the effect desired, its correct determination is of paramount
importance both before and during the prosecution of operations.

As has been demonstrated (page 96), the consideration of possible physical
objectives (in space) is essential to the selection of suitable objectives (in mind).
Moreover, action with reference to one or more physical objectives is the necessary
basis for determining the feasibility and acceptability of a plan.

Military objectives can be achieved only through the application of power, actually
or by threat (page 62), with reference to physical objectives.

The determination of correct physical objectives is followed, if more than one
such objective is found, by the selection of the one or more which are best adapted
to the requirements of the situation. The procedure for determination and for
selection is a matter for painstaking mental effort, based on the considerations now
to be presented.

The term "military objective" is frequently used in military literature to
distinguish physical objectives which are combatant in character from those which
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are noncombatant. The considerations which follow are applicable to physical
objectives of all categories.

Procedure for Determination and Selection of Correct Physical Objectives.In a
particular set of circumstances, the field wherein correct physical objectives may be
found and the best selected, is that of an existent or probable theater of action.

The determination of a physical objective, when correct, initially satisfies the
requirement of suitability with respect to the nature of the objective,—this being, in
such case, the appropriate effect desired (page 80). Physical objectives not suitable,
with relation to the objective to be attained, are manifestly incorrect physical points
of orientation with respect to the operations involved in the effort to attain such an
objective.

It may be found, however, that the selection of a single physical objective will
not fulfill this requirement. A commander may find it necessary to direct his effort
simultaneously, or in succession, with relation to more than one physical objective.

When a succession of physical objectives has to be dealt with, the selection will
necessarily include such a series. Such a case might occur where a campaign has
been found necessary in the form of successive stages as essential features. The
visualized termination of each successive stage may be marked by the successful
application of effort with respect to one or more physical objectives. Such a series
of physical objectives may frequently also occur in operations on a smaller scale;
even in very minor actions such a succession of efforts is normal. (See page 98, as to
objectives.)

The choice as to the specific nature of physical objectives will extend, for example,
from the enemy's organized forces as a whole to the physical body of an individual
combatant. Within this range will be included all manner of physical elements
of enemy fighting strength, singly and in combination, such as troops, ships,
geographical points, lines and areas, fortifications, bases, and supplies.

The physical objective may take the form of a fixed geographical position, the
occupation of which, because of its inherent advantages, may be, for example, an
essential preliminary to further progress. The position may, for instance, be merely a
point in the ocean (page 93), a rendezvous beyond which, although its occupation may
be uncontested, it has been deemed unwise to proceed without further information or
additional strength.

The physical objective, therefore, does not always take the form of some element
of the enemy fighting strength; not infrequently, the occupation of a correct physical
objective may be uncontested by the enemy. However, intervening armed forces of the
enemy may constitute the physical objective for application of successful effort before a
further physical objective may be dealt with. The possibility of enemy opposition may,
therefore, place the selection of one or more physical objectives on an indeterminable
basis at the time of the original solution of the problem. This may require a commander
to defer his choice until the situation has become more fully developed.

For example, his objective may be the occupation of a certain harbor, preliminary
to the establishment of a base. The harbor is then a correct physical objective,
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perhaps the only physical objective which need be dealt with, if there are no other
obstacles to prevent or interrupt the operation. Armed forces of the enemy may,
however, stand as an obstacle to the undisputed occupation of the harbor and,
therefore, to the attainment of the objective. In such case they become, for the time
being, the correct physical objective.

While the armed forces of the enemy may frequently present appropriate physical
objectives, this is not always the case (see above). It is true that, in war, the armed
forces of the enemy, until they can no longer offer effective resistance, prevent the full
attainment of the objective of the State. Accordingly, from the broad viewpoint, they
may constitute the legitimate and proper physical objective of the opposing armed
forces. Armed forces of the enemy which are present in opposition to any projected
operations are likely to offer proper physical objectives.

These facts, however, do not restrict a commander, in his choice of a physical
objective, to the armed forces of the enemy. Nor do these considerations require
him to search for and destroy the enemy forces before directing his effort toward
the attainment of an objective under circumstances where the enemy is seen to be
incapable of presenting effective opposition.

The correct physical objective may change several times during the course of
an operation. This is particularly to be expected in a naval tactical engagement of
considerable scope. While the enemy fleet, as a whole, may properly be considered in
such a case to be the physical objective, the component parts of each fleet, the types
of vessels and their combinations, may, from time to time, find in their opponents
avariety of physical objectives, the particular identity of which can scarcely be
predicted with assurance. It is here that the importance of the correct selection of
physical objectives stands out in bold relief.

Infliction of loss on enemy forces, or support of own forces hard pressed, may
always seem tempting immediate objectives in war. However, there may be occasions
when disengagement or refusal to engage an enemy force, even though it be of
manifestly inferior strength, may be appropriate to the attainment of the end in view.
Necessity for speed or secrecy, or other demands, may make the required operations
unacceptable. (See page 114 as to the offensive and the defensive.)

Land, as the natural habitat of man (page 92), is always the principal store-house
of his indispensable resources, as well as the primary scene of his activities. Naval
operations, therefore, have always in view the eventual maintenance or creation
of a favorable military situation in critical land areas. From this fundamental
viewpoint, the eventual physical objective of military operations is always a land
objective.

The suitability of a physical objective having been determined, the next
consideration is the feasibility (page 80) of taking such action, with relation thereto,
as will, if successful, attain the objective in mind. Feasibility is determined by
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evaluation of the factors of means available and opposed, as influenced by the
characteristics of the theater, in order to assess relative fighting strength (see page
96). In connection with the effort involved with relation to any physical objective,
questions of feasibility may make it desirable or necessary to visualize the detailed
operations which arise from considerations of relative position, of apportionment of
fighting strength, and of provision for freedom of action.

Of particular interest with respect to such operations, it is noted that the
premature disclosure of a selected physical objective is a military error. By
appearing, however, to operate against more than one physical objective, a
commander may lead the enemy to overstrain his resources in the effort to protect
them all. Thus the commander may reduce the resistance to be encountered
in dealing with what have already, or may finally, become the selected physical
objectives. Feints in several directions may even divert all of the enemy's effective
defense from the vital points (see also page 109).

After the suitability of a physical objective has been established, as well as the
feasibility of the contemplated action with relation thereto, such action is next
considered from the standpoint of acceptability with reference to the consequences
as to costs. The specific factors involved in acceptability as to consequences have
previously been mentioned (page 80).

When the requirements of suitability, feasibility, and acceptability have been
satisfied, the locality, the opposing force, or other subject of consideration may be
regarded as a correct physical objective.

When more than one correct physical objective has been determined and a choice
isindicated, such selection will also be founded on the foregoing requirements.

No doctrine, no advance instructions, can replace the responsible judgment of
a commander as to his correct physical objectives. On occasion, higher authority
may request recommendations (see page 89, as to opinions) with respect to such
objectives. The duty of a commander to depart from his instructions under certain
conditions, and the grave responsibility which he thereby assumes, have also been
referred to (page 68).

Relative Positions

Fundamental Considerations. The relative positions occupied or susceptible of
occupancy by armed forces are matters which demand constant and intelligent
attention before and during hostilities. Being fruitful sources of advantage or
disadvantage, such relative positions assume primary importance where enemy
forces are concerned, and are scarcely of less importance from the standpoint of
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the correct apportionment of the subdivisions of one's own forces, and from the
viewpoint of their freedom of action.

During periods of actual tactical contact, the successful delivery of the decisive
thrust against selected physical objectives is greatly furthered by the occupancy and
maintenance of advantageous relative positions.

The fundamental significance of relative position lies in the fact that position is
the basis of movement, for movement is merely a change of position. Speed is the
rate at which movement takes place. The particular factors to be reckoned with are,
therefore, time and space. In skillful utilization of these elements lies the successful
employment of relative position in the creation or maintenance of a favorable military
situation, whether the movement be by land, sea, or air (page 92).

The necessity for movement may be an important consideration in determining
possible or likely theaters of operations. Where transportation between two or more
positions within a certain area is essential to the successful conduct of a war, the
area which includes the routes between these positions, or a portion of such routes,
becomes at once a possible or likely theater. Such an area may be normally within
the control of one or the other of the belligerents, or the control may be in dispute.
Certain of the positions themselves may belong to neither of the belligerents. The
areaitself may be a land area, or a sea area, or a combination of the two. It may be an
area which borders upon the sea, or an island area. In any case, the air is a common
characteristic.

The movement of a force is properly regarded, not as an even flow, but as a series
of steps from one position to another. The movement may or may not be continuous.
Pauses are usual, their occurrence and duration being a matter dependent upon
circumstances and calling for the exercise of sound professional judgment.
Intermediate positions may be utilized, successively, so as to facilitate occupancy
of the final position which is the goal of that phase of operations (page 99). This
procedure often effects an ultimate saving of time. In many cases, other advantages
also may accrue.

The foregoing considerations are applicable to changes of position whether in
the direction of the enemy, toward a flank, or to the rear. Flanking maneuvers and
retrograde movements, both sometimes profitably employed to decoy the enemy, may
frequently be utilized to gain advantageous relative position. The proper objective of
each is the maintenance of a favorable situation, or the alteration of an unfavorable
one, either locally or with reference to the larger phases of operations, through
measures involving apportionment of fighting strength, or obtaining advantages
of position, or retaining or gaining freedom of action. Combinations of forward,
flanking, or retrograde movements are frequent in war, the skillful combination of
the offensive and the defensive (see page 114) being no less applicable to the problem
of relative position than to the other elements of a favorable military operation.

Procedure for Determination and Selection of Advantageous Relative Positions.
Since the various positions to be occupied become physical objectives for the
time being, their proper determination and selection are governed by the same
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considerations which apply to physical objectives (see page 99 and following).

Thus, it becomes necessary to consider, first, as to suitability, whether the position,
once gained, will permit the attainment of the appropriate effect desired.

Secondly, consideration is required as to feasibility. Are the available means
adequate to gain or to maintain such position? In answering this question, due regard
is paid to opposing means and to the characteristics of the theater.

Finally, there is to be considered, as to acceptability, whether the consequences as
to costs, in terms of relative fighting strength, will be such, if the position is gained or
maintained, as to permit the attainment of the objective. The possible effect of these
consequences on future action, whether the attempt succeeds or fails, may be vitally
significant.

With regard to suitability, the factor of the appropriate effect desired calls for
special consideration of the requirements with a view to future action. This is true
because of the relationship which naturally exists between successive positions (page
103) if changes of location from one to another are to be integrated into movement
calculated to accomplish the effect desired. Each position, itself for the time being a
physical objective, offers certain advantages or involves certain disadvantages with
relation to a further physical objective. The position of the latter, in turn, presents
possibilities (or denies them) with respect to future movement. The influence of
considerations with respect to time (in addition to those noted above with regard
to space) is also a factor whose importance increases when urgency is a matter of
immediate concern.

With regard to feasibility, the technical capabilities and limitations of the armed
forces (page 108) are, of course, among the principal factors. These capabilities and
limitations are respectively promoted and imposed primarily by considerations
peculiar to the particular medium of movement involved.

With specific regard to the areas within which military operations may suitably
be undertaken, the fundamental distinctions created by recognized political
sovereignty require attention. That part of the surface of the earth which comprises
itsland area is recognized as the property or the charge of one or another of the
sovereign states, although in certain cases the title may be in dispute. The air above
anation's territorial domain is generally understood to be part of that domain.

The point to be observed is that there are no land areas which belong equally to all
nations. Accordingly; because of the factor of neutral sovereignty, both land and air
forces of belligerent States may be under the necessity of following indirect routes to
their physical objectives.

In the case of the sea, however, all those portions of the earth's surface which are
covered by water (exclusive only of the recognized territorial waters of the several
nations), i.e., the high seas, are presumably common property. The same applies to
the air above the sea.
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These considerations, and the fact that the surface of the sea is a broad plane,
permit open sea areas to be traversed by a variety of routes to an extent not
applicable in the case of land areas and the air above them. In addition, the fact that
technological developments have been such as to permit movement, not only on
the surface of the sea and through the air above but also beneath the surface, gives
distinctive characteristics to the sea when considered as a theater of operations.

The surface of the sea has, from the earliest days to the present, provided roads
over which human beings in greatest numbers and the resources of the world
in greatest weight and volume can be transported in single carriers. From the
standpoint of any belligerent it is imperative that, during war, these roads be kept
open to the extent demanded by the needs of the State. It is equally imperative that an
enemy be deprived of the advantage which their use might otherwise afford. In both
cases localized (even though temporary) control, not only of the surface but of the
water beneath and the air above, may be essential. It is pertinent, also, to note at this
point the interest of neutrals, or of unneutral nonbelligerent Powers, in keeping open
the trade routes via the high seas. Such interest may constitute an important factor in
the calculations of a belligerent State.

Considerations of maximum capacity for speed represent the utmost possibilities
with respect to movements (i.e., change of positions) (page 103) in a given medium
within a given time limit. A knowledge of maximum speed potentialities, one's own
and those of the enemy, is required if changes in position are intelligently to be made.
A knowledge of the variety of conditions, controllable and otherwise, which affect or
preclude the employment of maximum speed, is likewise a requisite. Poor material
condition, inadequate training, and incorrect methods of operation are preventable
or correctable. The limitations on speed which are imposed by logistics, and by
natural obstacles such as the hydrography, the climate, the wind, the weather, and
the state of the sea, are susceptible of greatest possible adjustment to circumstances
only by the exercise of foresight and judgment. All these conditions indicate the close
relationship that exists between relative position and freedom of action (page 110).

The same observations apply to considerations of maximum capacity for
endurance, the ability to operate without necessity for replenishment from an
outside source. Radius of action is decreased or increased accordingly with resultant
restrictions, or otherwise, on freedom of action.

With respect to the freedom of action of armed forces, also a consideration
in relation to feasibility, the logistics of a military operation, of whatever scope,
constitutes a problem which begins when the plan is in process of formulation. This
problem ends only when the necessity for sustaining the movement, and for retaining
the position gained, no longer exists.

Ships and other means of conveyance, surface, subsurface, and air, are incapable
of providing the necessities of life and the implements of warfare beyond the capacity
built into them. Operations which extend beyond the limits of such capacity must
cease unless replenishment and support, possible only from other sources, are
provided. The logistics problem may be so difficult as to cause rejection of a course
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of action involving distant operations. From the standpoint of supply, military
movements by land, sea, and air are, therefore, vitally associated with positions on
land and with their relation to the area of operations (see also page 101).

The same observations apply in larger scope to the State itself, which, because
of economic vulnerability with respect to certain essential raw materials, may
be compelled to seek support from outside sources lest supplies on hand become
exhausted. In all cases, great importance attaches to the geographical location of
sources of supply in their relation to a required point of delivery and to the routes
which lie between.

It follows that enemy sources of supply may be suitable physical objectives (see
page 99). Their destruction or capture, or the severance of the enemy's lines of
communication with them, may seriously restrict his freedom of action.

From the standpoint of the relative position of its features, and apart from their
inherent military value, the characteristics of the theater of military operations may
exert an important influence upon the shaping of events. Each characteristic merits
consideration as a potential means of facilitating or obstructing movement. Some
localities may have been developed as repair, supply, or air bases. Others may be
sources of essential raw materials. Certain points may be heavily fortified. Island
formations may be valuable to either opponent, or to both, because of the capacity
and security of their harbors, the character of their terrain, or their positions relative
to each other. The inherent military value of the several features of the theater may
be enhanced or vitiated by the relative position which each occupies with respect to
other features, and with reference to the location of the armed forces involved.

So-called "strategic points", historically significant in connection with military
operations, derive their importance by reason of their relative position with reference
to routes of movement.

The possibilities of utilizing or of changing the characteristics of a theater of
operations, to assist, hamper, or deny movement, are governed by considerations
previously discussed (see the Principle of the Proper Physical Conditions to be
established in the Field of Action—page 83).

In planning the creation or maintenance of a favorable military situation from
the standpoint of relative position, there may, therefore, profitably be included an
examination into:

(@) The relation which may exist between the geographical location of the

subdivisions of one's own forces and

(1) Those of the enemy,

(2) Geographical areas under one's own control, and positions within those
areas,

(3) Geographical areas not under one's own control, and positions within those
areas,

(4) Areas coveted or in dispute,

(5) Fixed actual and potential repair and operating bases and sources of supply
and replenishment, own and enemy, controlled or otherwise.
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(b) The relation existing among the geographical locations listed immediately
above, including the effect of possible changes in control.
() The bearing of the sun and moon, and the direction of the wind and sea.
(d) The length and vulnerability of possible lines of communication.
(e) Thetime and distance, and resulting relative speeds, involved in movements
necessary to change or to maintain an existing relation.
(f) The measures incident to adequate freedom of action.
A more detailed analysis of the factors influencing relative position is made in Section
I-B of the Estimate Form (Chapter VI).

In connection with the factor of consequences as to costs, the requirement as to
acceptability is a weighing of expected gains and of reasonably anticipated losses, a
balancing of the one against the other, with due attention to the demands of future
action, (see page 103).

Military movement normally involves an inescapable expenditure of military
resources. The characteristics of the theater, alone, will exact their due toll, even if
no enemy be present. In the presence of the enemy, such expenditures may increase
with great rapidity. The fundamental consideration here is whether the resultant
losses are disproportionate to the gains.

Avoidance of movement is frequently the correct decision, because movement,
if it offers no advantages, is scarcely justifiable even if it entails no material loss.
Movement, merely for the sake of moving, is not a profitable military operation.
However, the conduct of military operations without major movement is a concept
inherently defensive (page 114), even apathetic, whose outcome, against an energetic
enemy, can rarely be other than defeat. In the execution of advantageous movement
to achieve correct military objectives, the competent commander is always ready to
accept the losses which are inseparable from his gains.

The foregoing considerations as to advantageous relative positions are applicable,
not only in the realm of the commander's decisions as to his own action, but also to his
judgments rendered when higher authority calls for recommendations (see page 89).

Apportionment of Fighting Strength
Fundamental Considerations. The assignment of a task may be expected to carry
with it availability of fighting strength deemed adequate by higher authority for
accomplishment of the operation involved.

In appropriate instances, the higher command may call for recommendations as
to the amount and character of the means deemed adequate by the subordinate for
performance of the task with which he is, or is to be, charged (page 89).
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In any case, means having been made available, it remains for a commander to
whom an objective has been assigned to apportion these available resources in such
manner as to provide the requisite strength at points likely to be decisive, without
unduly weakening other points. In effect, he is charged with a practical adjustment of
means to ends. This responsibility is discharged by the effective utilization of means
and prevention of waste nicely balanced through full consideration of all essential
elements of a favorable military operation. The procedure involved has been
indicated (see the corollary Principle for the determination of the Proper Means to be
Made Available—page 83).

The relation between the strength to be brought to bear in dealing with a selected
physical objective, the tactical concern of the moment, and that necessary to the
attainment of the strategical aim (see pages 62 and 63), constitutes a fundamental
consideration in effecting such a balance.

In making a correct apportionment, there will be involved not only the physical
elements of fighting strength, but the mental and moral as well. With respect
to mental and moral factors, the capabilities of particular commanders and
organizations may be an important factor in apportioning forces to tasks. In the
physical field, numbers and types occupy a prominent position, each however,
requiring consideration from the standpoint of the existing situation.

Thus, forces composed of appropriate types and suitably equipped and trained
may exercise greater effect than numerically larger forces not so well adjusted to the
requirements of the situation. On the other hand, numerical considerations become
predominant under conditions otherwise substantially equal.

These considerations, viewed in the light of the relationship of naval operations
toland areas (page 105), indicate the importance which may attach to immediate
availability, with a naval force, in addition to its own air strength, of a proper
complement of land forces (with appropriate air strength) which are organized,
equipped, and trained for amphibious operations.

The same considerations point also to the vital importance of due provision, with
respect to the armed forces of a State, for joint operations involving concerted action
onland, by sea, or in the air.

In connection with the capabilities of particular commanders (page 107), it will be
appreciated how important it is, more especially in amphibious or joint operations,
for responsible officers to have a correct understanding of the powers and limitations
of the several types of military forces involved, be their primary medium of
movement the land, the sea, or the air.

Factors of dispersion and concentration are also involved in apportionment of
fighting strength.

While undue dispersion may result in lack of adequate fighting strength where
required, a certain degree of dispersion may be necessary to meet the demands of
movement and of freedom of action. Serious errors in this regard, however, may
result in inability to furnish support where needed, and in consequent punishment or
isolation of one or more valuable detachments.
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In distant operations some dispersion is required to safeguard long lines of
communication. The requirements for this purpose may sometimes be so great that,
unless the total available strength is adequate, a due apportionment to the guarding
of long lines of communication may so weaken the main force as to prevent the
attainment of the objective. (See also page 105)

Proper dispersion is, therefore, a requirement to be met, while undue dispersion
is to be avoided. But realization is also necessary, in this connection, that there is an
equal danger in over-concentration. An undue concentration of means at any point
may subject such a force to unnecessary loss. Another disadvantage may be lack of
adequate fighting strength elsewhere.

Accordingly, axiomatic advice that it is unwise to divide a total force, while
containing a sound element of caution, is misleading and inadequate, for division is
often necessary or desirable. To be adequate, a maxim or rule relating to division of
force should indicate when, and in what measure, such division may or may not be
necessary or desirable. (See also page 75)

Similarly inadequate, however true as a generality, is the statement that the
requirements of effective warfare are met by bringing superiority to bear at the decisive
time and place. Such an injunction is of little assistance in solving practical problems as
to the appropriate degree of superiority, and as to the proper time and place.

In like manner, any rule is faulty which advises a commander to seek the solution
of his problems by always bringing to bear his elements of strength against the hostile
elements of weakness. It may be found, on occasion, that it is necessary or desirable
to act with strength against strength.

But it is equally faulty to maintain that action, to be effective, seeks always to deal
with the enemy by first destroying his elements of strength. Even when the strongest
opposition cannot be defeated by direct action of this nature, success may still be
possible by first disposing of elements of weakness. When the stronger elements
of a hostile combination cannot be defeated without undue loss, yet cannot stand
without the weaker, consideration may well be given to an apportionment of fighting
strength on the basis of seeking a decision against the latter. The defeat of a relatively
small force at a distance from the area where the main forces are concentrated in
opposition, may hasten the attainment of the ultimate objective.

The main effort, where the greater force is employed, may be identical with the
effort contributing most directly to the final result. This identity, however, does not
always exist, and the decisive influence is frequently exerted by a relatively small
force, sometimes at a distance from the principal area of action.

Diversions (see also as to feints, page 102) are not likely to be profitable unless
constituting a sufficient threat, or unless offering apparent advantages to the enemy
which he feels that he cannot forego. Success will attend justified diversions if they
lead the enemy to reapportion his fighting strength to meet the threat, either because
he expects repetitions (see page 112, as to raids), or because the area involved may
become a new theater of action, or for other pertinent reasons.

Means which are inadequate for the attainment of an objective if used in one effort
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may sometimes be rendered adequate by utilizing them in a series of successive
impulses. Similarly, the effect of employing means otherwise adequate may be
intensified by the delivery of attacks in waves.

Procedure for Determining Proper Apportionment. The fundamental
considerations outlined above as to apportionment of fighting strength have
application both to the offensive and the defensive (see also discussion on page 114).
Asto all of these considerations, the solution for the particular situation is to be found
only through an analysis of the factors applying to the particular problem.

Thus, the first consideration relates to suitability, and requires that the
apportionment of means be suitable both as to type and as to amount, in order to
produce the appropriate effect desired in view of the means opposed and of the
influence of the characteristics of the theater. The fundamentals involved, applicable
in all human activities (see the Principle of the Proper Means to be Made Available—
page 83), are the factors cited above. These are also, of course, indicated in the
Fundamental Military Principle.

The correct apportionment may also be influenced by any military changes
to be effected in the characteristics of the theater (as indicated in the Principle of
Proper Physical Conditions to be Established—page 83). Thus, the establishment
of a well defended base may operate, properly, to reduce the requirements for
apportionment of a force for a particular duty in that locality. Similarly, the proper
use of fortifications, obstacles, demolitions, and routes by land, sea, and air, as well
as facilities for exchange of information and orders, all operate to increase fighting
strength relative to that of the enemy.

The next consideration, that of feasibility, takes account of the type and of the
amount of means that can be apportioned in view of the means available.

In connection with the foregoing there will be appropriate requirements for the
operation as a whole and for its component operations. All of these requirements may
call for analysis of the relative positions to be utilized, with reference to the selected
physical objectives, and of the requirements for adequate freedom of action.

Finally, the requirement of acceptability as to the factor of consequences will call
for consideration of the results of the allotments of forces to particular tasks. This
is necessary in order to arrive at reasonable conclusions as to the military costs
involved either in event of the success of the effort or in event of its failure, and with
respect, more especially, to the effects on future action.

The attainment of the objective, however suitable as to the effect desired, may
be found, on the basis of due study, to be infeasible or to involve unacceptable
consequences. The inescapable conclusion is then that an increase in relative fighting
strength is required or that another objective, feasible of attainment and acceptable
with respect to consequences, is necessarily to be adopted (see page 96-97).

Freedom of Action

Fundamental Considerations. In providing for proper apportionment of fighting
strength, a commander may attain the end in view by increasing the physical, mental,
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or moral elements of his own strength, relative to the enemy's, or by decreasing the
enemy's strength through imposing restrictions on hostile freedom of action.

Freedom of action will enable a commander to prosecute his plan in spite of
restrictive influences. That enemy interference will, to a greater or less extent,
impose restrictions on freedom of action is to be expected. Restrictions may
also be imposed by physical conditions existing in the theater of operations, and
by deficiencies and omissions which are within the field of responsibility of the
commander to correct.

Even with fighting strength adequate to overcome enemy opposition and physical
handicaps, deficiencies and omissions within a commander's own field may become
effective checks to further progress unless avoided through the exercise of foresight.
To this end, it is desirable to consider certain possibilities which are likely to promote
freedom of action if properly exploited, and to restrict it if neglected.

To a considerable extent, a commander has within his own control the degree of
influence which his force will exert in the creation or the maintenance of a favorable
military situation. The power applied by a military force is determined not only by the
fighting strength of its component commands, but also by the degree of coordination
of their several efforts in the attainment of the objective (see also page 65). Whatever
the inability of the commander to influence the other aspects of a situation, the ability
of his command to act unitedly is a matter largely in his hands.

When time permits, subordinate commanders, apprised of contemplated tasks
in general terms, may be called upon to submit recommendations as to the detailed
instructions to be issued them, as well (page 107) as to the means to be allotted for
the purpose. By this procedure, individual initiative (page 67) is fostered and the
higher command enabled to utilize the first-hand knowledge and experience gained
on lower echelons without, however, divesting the higher command of any of its
responsibility.

The command system may provide for unified action through unity of command
or through cooperation resulting from mutual understanding. On the assumption
that commanders are competent and that communications are adequate, unity of
command is the more reliable method. However, it cannot be obtained everywhere
and at all times, because of the necessary decentralization of the command system in
areas distant from the commander. In such areas, unity of effort may sometimes be
assured by provision for local unity of command. At other times, unity of effort may
depend entirely on cooperation between adjacent commands within the same area.
(Seepage 65)

Organization (see page 65), the mechanism of command, is most effective when,
through the establishment of authority commensurate with responsibility (page 65)
and through the assignment of tasks to commanders with appropriate capabilities
(see also page 107), the highest possible degree of unity of command is attained.

The command organization and mutual understanding are of primary importance
as methods of ensuring maximum power with available fighting strength, and of
affording consequent maximum contribution to freedom of action.
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Deficiencies in technical training are capable of imposing grave restrictions
upon freedom of action. Material equipment, even though it may represent the acme
of perfection in design and construction, will not surely function unless skillfully
operated and maintained. Even though mobility and endurance be otherwise
assured, the capacity which they represent is not susceptible of effective employment
unless the methods of movement, i.e., of effecting change in relative position (page
102), are intelligently planned and are developed to a point which assures facility of
operation when in the hands of skilled personnel.

Tactical training, not omitting that required for joint operations (page 108), is
one of the vital factors of fighting strength, with respect, more especially, to its
contributions to freedom of action.

A state of high and stable morale (page 62), founded upon sound discipline, is an
invaluable characteristic of fighting strength. An understanding of the human being
is therefore an important feature of the science of war.

Discipline, in its basic meaning, is the treatment suitable to a disciple. The
objective of discipline is therefore the creation and maintenance of the spirit of
willingness to follow where the commander leads. The exercise of leadership
is not restricted, however, to those occasions when the commander can be
physically present. The exigencies of war and the requirements of control prevent
the commander from being always, personally, in the forefront of action. These
restrictions as to considerations of space however, impose no limitations on
leadership in terms of time.

The influence of the competent commander is a factor always acting to shape the
situation according to his will (page 93), though the necessities of the moment may
compel his presence elsewhere. The ability to create and maintain a faithful following
who will execute the commander's will wherever he may be (page 67) is, accordingly,
a primary attribute of command.

With this objective in mind, the true disciplinarian runs no risk of confusing
harshness with the exercise of justice. He understands the difference between
an overbearing arrogance, arising from unconscious ignorance, and the pride
which springs from a justified self-respect. He appreciates the distinction between
mere stubbornness, which would alienate his followers, and the necessary
firmness which binds the bonds between the leader and the led. He realizes that
comradeship, without presumptuous familiarity, is the firmest foundation for
mutual loyalty (page 66). He knows that kindness and consideration, without
suggestion of pampering, will not be mistaken for weakness by any subordinate
worthy of the name.

Military subordination, which implies a proud obedience without trace of
servility, is the essential basis for the development of the qualities of command. It
is an old adage that, to know how to command, one must know how to obey. In the
profession of arms, every man is at once a leader and a follower; the uncertainties of
war may suddenly confront any individual, even on the lowest echelon, with the call
to exercise command.
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The requirements of sound discipline are thus the correct basis for all training. By
proper training of his command, by instilling in it a spirit of resolute determination
and by otherwise fostering its morale, and by weakening the morale of the enemy,

a commander may increase his own fighting strength and reduce that of the
opposition. When a command is inured to the ill effects of fear, despondency, lack
of confidence, and other weakening influences, it may more effectually employ
measures calculated to upset the morale of the enemy.

In connection with these measures, surprise, when judiciously conceived and
successfully employed, may be a most potent factor. Surprise (see page 76) is the
injection of the unexpected for the purpose of creating an unfavorable military
situation for the enemy. Its effect is particularly telling when it results in disruption of
enemy plans, and thus promotes the execution of one's own.

The raid, an offensive measure swiftly executed, often by surprise, and followed
by a withdrawal, may be a valuable operation when employed to attain objectives
within its capacity. The collection of information, the destruction of important
enemy equipment or supplies, the neutralization of enemy positions, the severing of
physical means of communication and transport, and the like, are suitable objectives.
The attritional effect of repeated raids may be very great. Skillfully executed raids
frequently produce panic among the populace and thus, by political pressure, cause
achange in the existing apportionment of fighting strength to the extent of upsetting
military plans in other theaters. This is particularly likely to occur when there is fear,
justified or otherwise, of repetition (see page 109).

However, because a raid necessarily includes a withdrawal and cannot, therefore,
accomplish the occupation of territory (see page 92), it can have only indirect bearing,
however important, upon the final outcome of the hostilities against a strong and
competent enemy. Like other forms of surprise, the raid, injudiciously employed, may
serve only to disclose one's presence, and thus to betray more important future plans.
If the raid fails to attain its objective, it may even strengthen enemy morale.

The form which surprise may take is not confined to the stratagem, the ruse, or the
sudden appearance. Any unexpected display of novel methods or of fighting strength,
moral, mental, or physical, the last-named sometimes assuming the character of
new and especially effective weapons or equipment, is included in the category of
surprise. The potential value of such methods or weapons is, however, reduced or
even completely vitiated by the leakage of advance information concerning them, not
only as to their details, but as to the fact of their existence.

Other conditions remaining unchanged, an offensive surprise measure is
therefore more likely to be effective when the opponent has not been given time to
prepare a defense against it. On the other hand, where there is knowledge that an
opponent or possible opponent is taking steps of a new or unusual nature and no
adequate defense is prepared, the equivalent of surprise has been granted him.

Security measures are necessary in order to minimize or prevent surprise, or to
defeat other efforts aimed at disruption of plans. Protection brings security; its basic
objective is the conservation of fighting strength for future employment. Primarily
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requiring the maintenance of secrecy and the exercise of vigilance and foresight,
security may be furthered by efficient scouting, by appropriate dispositions and
formations within the command, and by the use of protective detachments and of
various types of works in the sphere of engineering. Previous discussion (pages
106 and 109), with respect to relative position and to the apportionment of fighting
strength, has indicated how, through fortification and related measures, the
commander may increase relative fighting strength and thereby promote his own
freedom of action while restricting that of the enemy.

A commander will be hampered in maintaining his fighting strength at its
maximum unless he has arranged for, and has at his disposal, adequate logistics
support. Because of its intimate relationship to mobility and endurance, such
support is an essential to freedom of action. Logistics support requires provision
for procurement and replenishment of supplies, for evacuation, proper disposition,
and replacement of ineffective personnel, and for material maintenance. Freedom of
action is restricted beyond those limits to which logistics support can be extended.
(See page 105)

The initiative is of paramount importance in ensuring freedom of action. If the
initiative is seized and maintained with adequate strength, the enemy can only
conform; he cannot lead. If initiative is lost, freedom of action is restricted in like
measure.

The offensive, properly employed, is a method of seizing the initiative, and of
regaining it iflost. Even though there be an actual numerical superiority in fighting
strength, an offensive will, however, seldom assume practical form unless founded on
an offensive mental attitude, which ever seeks the favorable and suitable opportunity
to strike. Completely to abandon the offensive state of mind is to forswear victory.

Whether physically on the defensive or the offensive, the competent commander is
always engaged in a mental and moral attack upon the will of the enemy commander
(see page 62). By effective attack upon the hostile will, the commander disintegrates
the enemy's plan, i.e., the enemy's reasoned decision, as well as the detailed
procedure on which the enemy relies to carry this decision into effect.

It does not follow that offensive action is possible or even desirable under all
circumstances. Even with superior strength the most skillful commander will
scarcely be able, always, to apportion forces in such manner as everywhere to permit
the assumption of the offensive. Without adequately superior strength, it may be
necessary to adopt the defensive for considerable periods. If the offensive mental
attitude is retained, together with fixed determination to take offensive measures as
soon as appropriate to do so, the calculated and deliberate adoption of the defensive,
for the proper length of time, may best promote the ultimate attainment of the
objective. It is of the utmost importance, however, that a static defensive be not
adopted as a settled procedure (see page 106) beyond the time necessary to prepare
for an effective offensive.

Both the offensive and the defensive have their places in an operation whose
broad character is primarily either defensive or offensive. In operations which
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involve movement over a considerable distance, a combination of the offensive and
the defensive is usually found necessary (see also references to distant operations
on pages 105 and 113). Though the movement itself be offensive, the ensurance of
freedom of action may require both defensive measures and tactically offensive
action. The enemy, primarily on the defensive, may be expected to seize every
opportunity to employ the offensive.

Thus, a judicious combination of the offensive and the defensive has been found to
be sound procedure (see also page 103), provided that the general defensive is always
viewed as a basis for the inauguration, at the proper moment, of the offensive. The
methods employed during the period of the defensive are best calculated to promote
freedom of action if they are designed to facilitate a ready assumption of the offensive
as soon as conditions favorable to the offensive have been created.

Familiarity with the physical characteristics of the actual and possible theaters
of operations, and accurate intelligence of the strength, distribution, and activities
of enemy forces likely to be encountered, are of primary importance in the
promotion of freedom of action. Additions to this store of knowledge may be made
by a continuous interpretation and dissemination of new information collected,
analyzed, and evaluated by persistent effort. Of equal importance is the denial of
information to the enemy.

In connection with counter-information measures (see page 152), the scrutiny
of information of a military nature intended for popular consumption demands the
exercise of sound professional judgment prior to publication. A resourceful enemy
is ever alert to evaluate and turn to his own advantage all available information,
including that ostensibly innocuous.

As to all of the foregoing considerations, a fund of professional knowledge,
previously acquired through study, or experience, or both, and coupled with a
sound concept of war, is the best basis for devising suitable, feasible, and acceptable
measures for freedom of action.

With a given fighting strength, the ensurance of freedom of action, within the field
of responsibility of a commander, requires consideration of such matters as:

(a) Efficient provisions for exercise of command,

(b) Effective training,

(c) Astate of high and stable morale, founded on

(d) sound discipline,

(e) The offensive spirit,

(f) The initiative,

(g) Surprise,

(h) Security,

(i) Adequate logistics support,

(j) Adequate intelligence and counter-intelligence.

A more detailed analysis of such factors is provided hereafter (Chapter VI, as to
Section I-B of the Estimate Form). With proper provision made in these respects, the
commander will be better able to deal with those restrictions on freedom of action
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imposed by the enemy and by adverse geographical conditions. With respect to
restrictions that in a particular situation may be due to the latter cause, it will at once
be appreciated how greatly freedom of action may depend on the selection of correct
physical objectives, on utilization of advantageous relative positions, and on an
effective apportionment of fighting strength.

Each measure, or each operation, for freedom of action, if it is to meet the
requirements of suitability, feasibility, and acceptability, will be planned on the
basis of the foregoing considerations and will take account, also, of the inherent
requirements of that measure, or operation, for freedom of action for itself.

On occasion, higher authority may request the recommendations of the
commander (see page 89, as to opinions) with reference to provision for freedom of
action. Such recommendations will properly be based on the elements considered in
the preceding discussion.

IV. SUMMARY

All these considerations involve the proper evaluation of the factors applicable
(page 75) to the particular problem. Each objective, prior to its selection, and
each operation, prior to its adoption, will require examination of its suitability
with regard to the appropriate effect desired; of its feasibility with respect to the
action contemplated as to physical objectives, relative positions, the concurrent
apportionment of fighting strength, and freedom of action; and, finally, of its
acceptability with reference to consequences as to costs.
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CHAPTERYV
FOUR STEPS IN THE SOLUTION OF A MILITARY PROBLEM

Chapter V discusses the four steps in the application of mental effort to the successful
attainment of a military objective. Emphasis is placed on such matters as: the
Estimate of the Situation in basic problems, together with certain details as to tasks,
the mission, courses of action, and the Decision; the formulation of detailed plans,
including subsidiary plans; directives; the Running Estimate of the Situation; and the
use of Forms in the solution of problems.

In Chapter Il it has been brought to notice that every problem, regardless of its type
and scope, has its source in a perplexity created by an apparent difficulty inherent in
a situation. Where there is a sufficient incentive to change or maintain the situation,
the problem is one which requires solution. (See page 71)

A situation may be actual or assumed. In broad outline, an actual military situation
is always likely to present a picture of opposing organizations of human beings, each
possessed of fighting strength and disposed in a locality or localities which constitute
relative positions with reference to each other.

This picture may be expected to assume various aspects as action progresses (see
page 86). The concern of the commander is to control the unfolding of the original
situation, to the end that he may attain the effect he desires (page 112). (See also
ChapterIX.)

The incentive to solve a problem is provided by a realization, on the part of the
individual concerned, of a need to make provision for the attainment of an objective.
In the ease of a military problem, such incentive may result (1) from a directive issued
by higher authority, usually in the form of an assigned task, or (2) from the fact that a
decision already reached by the commander has introduced further problems, or (3)
from a recognition of the demands of the situation. (See page 90)

An objective is best attained by the successful application of properly directed
effort. There is thus an essential and continuing relationship between the incentive
to solve a problem, and the task which assigns the objective (or objectives) and thus
motivates the procedure necessary for the attainment of the objective(s) so assigned
(page 95).

Such a task may, therefore, be referred to as the motivating task.

The natural mental processes which normal human beings employ in solving
their problems of business, public affairs, or even personal matters, have been
previously described as the natural processes for employment in the solution of
military problems (see Chapter II). In adapting these natural processes to military
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requirements (page 90), the only difference imposed is that of studied insistence that
the factors peculiar to the conduct of war, as recognized in the Fundamental Military
Principle (page 87), receive thorough analytical treatment from the professional
viewpoint.

The same observations apply when the field of military operations is restricted
to that which primarily concerns the naval branch of the military profession. No
fundamental difference in the solution of problems is introduced thereby. The
only variations in the application of the Fundamental Military Principle are those
due to the fact that the sea provides the theater of naval operations with distinctive
characteristics (see page 104).

The Approach to the Solution

Studies of the subject indicate that the successful attainment of an assigned military
objective involves the application of mental effort in four distinct steps (see page 58),
in fixed sequence, as follows:

(1) The selection, by the commander, of a correct objective (or objectives) by
achieving which he may attain his assigned objective(s). Such selection
includes the determination, in proper detail, of the action required.

(2) The resolution of the required action into detailed military operations.

(3) The formulation of a directive, or directives, with the intention of immediately
inaugurating planned action.

(4) The supervision of the planned action.

In the chapters which follow, the fundamental procedure distinctive of each of
these steps will be treated separately and in the sequence shown. The sequence of
the steps is fixed because of the consequential nature of the relationship among
the procedures distinctive of the several steps. The complete solution of a problem
involves, necessarily, all four steps. Each step deals with a distinctive type of problem,
or problems, pertaining to an aspect of the comprehensive problem whose solution
requires all four steps. No step after the first can properly be undertaken unless the
included problems involved in the preceding steps have been solved.

It does not follow that the completion of one step necessarily requires that the next
step be undertaken immediately. It will be seen, for instance, that the first two steps
are concerned with planning, the latter two more especially with execution. It is not
always necessary that a plan be executed; it may be drawn up as a precautionary
measure.

It is possible, therefore, that the first step only may be taken; i.e., that the
procedure for the attainment of a particular assigned objective may be determined
for the sole purpose of making provision against a contingency, at that particular
time merely an obscure probability. Or, as may frequently be the case during peace,
the procedure may terminate, for the time being, with the completion of the second
step. In such cases, certain of the necessary military operations are worked out in
the desired detail as a provision against future possibilities, are listed, and filed for
reference as needed.
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Parts Il and III, which follow, deal primarily with the solution of those problems of
the naval commander which require familiarity with the entire process, i.e., all of the
four steps given above.

For simplicity of presentation, the procedure is described throughout from the
mental standpoint of the same commander. The arrangement of subject matter
conforms to this basis. The several types of problems, classified according to the
source of the incentive (page 116), are discussed in connection with the appropriate
step. When a problem typical of a previous step arises during the process, the
sequence of steps is interrupted thereby, but is resumed by a mental return, on the
part of the commander, to the proper earlier step.

The First Step

The mental procedure distinctive of the first step (more fully discussed in Chapter VI)
deals with the usual case where a commander becomes acquainted with the nature
of his assigned objective through receipt of a directive from his immediate superior,
ordinarily in the form of an assigned task or assigned tasks. In the discussion of the
first step, this most likely type of problem is chosen for description, i.e., the one where
the motivating task (see page 117) comes directly from the immediate superior.

For purposes of reference, this problem may conveniently be termed a basic
problem. In such a case the original situation which gives character to the problem
may be similarly referred to as the basic situation. The full solution of a basic problem
always involves a basic estimate of the situation, a basic Decision, a basic plan of
operations, and one or more basic directives. It may, as will be shown, also require
certain additional directives.

The military Estimate of the Situation, based on the natural mental processes
(pages 71 and 90), is introduced in the first step. The reason for making such an
Estimate is to provide a basis for a plan to accomplish the assigned task. The Estimate
constitutes a systematic procedure for selection of a correct objective (or objectives),
suitable to the appropriate effect desired, feasible of attainment, and acceptable as to
the consequences involved in its achievement. The selection of such an objective or
objectives involves, incidentally (see page 90), the determination, in the proper detail,
of the action required.

This estimate procedure is founded on the Fundamental Military Principle (page
87). The procedure is the same as previously indicated for the correct selection of
objectives (Section II of Chapter IV).

On the basis of a summary of the situation, a recognition of the incentive, and
an appreciation of the assigned objective(s) (page 116), the estimate of a basic
problem enables the commander to obtain, first, an understanding of (page 90)
the appropriate effect desired. As a result of this procedure, he can then correctly
formulate his mission (discussed hereinafter).

For the further understanding of all details pertaining to the situation (page 90),
the estimate next determines relative fighting strength through a survey of the
means available and opposed, as influenced by the characteristics of the theater.
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With the basis for solution of the problem thus established, the actual solution
(page 90), conforming to the system indicated in the Fundamental Military Principle,
starts with consideration of pertinent methods of procedure, as tentative solutions of
the problem. These take the form of military operations, each denominated a course
of action (discussed in detail hereinafter). Each such course embodies, specifically or
inferentially, an objective to be achieved for the attainment of the appropriate effect
desired. Each course also indicates, in proper detail, the action to be taken. Every
pertinent course of action is tested to determine whether it meets the requirements
of suitability as to the appropriate effect desired, of feasibility on the basis of relative
fighting strength, and of acceptability with respect to the consequences as to costs.

Enemy courses of action are subjected to the same treatment.

Each course of action which passes the tests is compared with each retained
enemy course, after which those courses of action not rejected on this basis are
compared with each other. The best is then selected and embodied in the Decision.

The Decision, accordingly, expresses a general plan of action (or provides a basis
therefor), including the commander's general objective (page 94) for the attainment
of the assigned objective. The Decision also indicates, in proper detail, the action to
be taken.

The estimate procedure is applicable not only to the problem of the first step,
viewed as a whole, but also to the numerous included problems. These present
themselves during the procedure of solution, and call for "estimates within the
estimate".

For example, the proper nature of the objective embodied in the assigned task
(discussed hereinafter), if not clear in the directive received, may be determined by
the use of the natural mental processes. This is done through the application of the
Fundamental Military Principle, as previously described (page 96).

Similarly, the solution of the included problems as to the salient features of the
operations involved (correct physical objectives, etc.) can be arrived at through
the same processes. The procedure is that indicated previously (in Section III of
Chapter IV).

The estimate procedure may, however, be somewhat varied, as to details, in
accordance with the nature of the problem. Such adaptation is applicable, for
example, as to the special features which distinguish certain types of strategical and
tactical problems.

Every military situation has both strategical and tactical aspects (see discussion
of strategy and tactics, pages 62 and 63). The character of the effort to be exerted at
a particular time, and the nature of the objectives to be attained, may be governed
chiefly by strategical, or chiefly by tactical, considerations. This fact may affect details
in the estimate of the situation, e.g., as to the weight to be given various factors.

The essential difference between strategy and tactics has been shown to lie in
the end in view. It follows, then, that estimates of broad strategical situations and
oflocalized tactical situations tend to differ from each other. The former lead to
decisions as to such matters, among others, as whether a battle shall be fought. The
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latter lead to decisions, among others, as to the comprehensive tactical methods to be
followed in furtherance of strategical aims. Certain distinctions of method as to such
estimates are noted hereinafter with respect to the analysis of fighting strength and
with reference to courses of action.

Tasks. The assignment of tasks to subordinates is an essential function of the
chain of command, applicable to all of the echelons of command, from the highest to
the lowest (page 65). On the lowest echelons, such as that of a gun's crew or a fireroom
watch, operations thus prescribed involve numerous small specialized tasks, each
requiring the performance of a simplified routine by a few trained men. Although
earlier training in the performance of such tasks is calculated to remove the necessity
of solving the problems of the lowest echelons in the four studied steps stated above, it
is only when the same methods of logical thought have previously been applied to the
solution of these problems that this state of affairs can be brought about.

Properly conceived, each assigned task indicates, either specifically or
inferentially, an objective (or objectives). The relationships existing among the
echelons of command, with reference to objectives, have previously been noted. (See
page 93) These relationships, because a correctly conceived task specifies or infers
an objective, are equally applicable as to such tasks.

The manner of expressing tasks calls for special comment (see also page 97, as to
expressing objectives).

The commander may find in the expression of his task a statement, only, of the
action required. For example, the order "Proceed toward the enemy battle line"
involves movement, indicating merely a change in relative position. No provision
appears as to a future condition or state of affairs.

Again, the task may be expressed as an order to "Attack the enemy battle line."

In this case, the enemy battle line is the physical objective, but no specific future
condition to result from the attack is indicated. Here the action and the physical
objective are given, but the objective is left to be inferred.

If the commander can ascertain, from the directives he receives, his task
expressed in terms of accomplishment, he may be able to visualize the action, the
physical objective, and the condition to be created. The order "Destroy the enemy
battleship" (indicating, as the objective, "the destruction of the enemy battleship"),
results, when successfully completed, in a new condition which is the objective of the
action against the physical objective.

Accordingly, a task expressed in such terms of accomplishment conveys precise
information as to the objective; yet such an expression of the task does not prevent
freedom of action, with opportunity for exercise of initiative. The commander who is
assigned such a task can clearly visualize the results demanded of him, and may feel
atliberty to employ any one or all of the methods at his disposal.

However, it is not always possible or even desirable to express tasks in terms of
accomplishment.

For example, where the future situation cannot be adequately visualized, either
because of the doubtful values of certain factors or because of possible changes
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in circumstances, it may be impracticable to assign a definite task in terms of
accomplishment.

Under such conditions, and sometimes for other proper reasons, it may be
desirable to afford a trusted and competent subordinate a corresponding measure of
freedom of action. In such a case, the indication of the commander's general objective
for his entire force, together with a directive for action along a certain general line,
without prescription of a definite objective, may be especially appropriate to the
situation. Such is the frequent usage in the issue, for example, of directives of the type
known as letters of instruction (Chapter VIII).

Again, where immediate response is desired, and where the objective may be
understood by implication, the task may be better expressed in terms of action, rather
than of accomplishment. This is frequently the case where the task is assigned by
word of mouth, by memorandum, or by signal. In the last-named instance, the signal,
when it constitutes a command fully understood by previous usage or experience,
may convey a practically instantaneous comprehension of the objective. In many
such instances, however, an inferred objective will require more analysis.

The expression of the task in terms of action is frequently desirable, more
especially during an engagement, when tactical considerations are uppermost. Under
such circumstances, two or more objectives may be suitable to the appropriate effect
desired, but their degree of suitability, and the influence of the factors pertaining
to feasibility and acceptability, may vary rapidly with the course of events. In such
conditions, an order such as "Attack" without indicating a specific physical objective,
may be best calculated to attain desired results, for the reason, more especially, that it
affords the subordinate a proper freedom of action.

In many cases, the instructions received by a commander will set forth more
than one task, often of varying importance. The proper bearing of such a double or
multiple task upon his future action is set forth, together with other relevant matters,
in the discussion of the mission, which follows.

On occasion, a higher commander, in assigning a task, may elect to specify, also,
the course of action to be pursued by a subordinate for the attainment of the assigned
objective: for example—

"Deny enemy bases in area ABCD by capturing X Island".

Here the task is to deny the enemy the use of available bases in the area described;
in addition, the higher commander has specified that this be accomplished by the
adoption of a predetermined course of action (page 123), expressed in the words
"by capturing X Island." Higher authority has in this case made the subordinate's
estimate of the situation for him, and has thus arrived at the decision which the
subordinate would ordinarily reach for himself.

Such procedure may be deemed advisable under certain circumstances: for
example, when time is pressing; when a close control of the situation is an important
factor; when the qualifications of the subordinate are unknown, as yet doubtful, or
known to be inadequate for the operation in hand; or, for various other reasons which
may suggest themselves according to the nature of the problem.
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Occasionally, higher authority, for similar reasons, may also prescribe the action
to be taken, in considerable detail. Examples occur during operations of unusual
complexity, or when the personnel factors call for special care in coordination of the
action.

Sometimes, higher authority, instead of announcing both the task and the
predetermined course of action, may indicate only the latter; in the example given
above, the higher commander would then direct, "Capture X Island". The directive
might also include, in some detail, the action to be taken to this end.

Procedure such as noted in the foregoing examples involves certain special
considerations from the viewpoint of the subordinate. These considerations are
discussed hereafter (page 130).

The Mission. In our naval service an assigned task, coupled with its purpose, is
known as a mission. As explained previously (page 93), the purpose indicates the
larger aim which is to be served by the execution of the task. The task indicates the
assigned objective, i.e., what is to be accomplished; the purpose, the further objective
to be served thereby.

The word mission is a derivative of the Latin verb, "to send". Its use implies the
act of sending someone, or of being sent, as an agent for some special duty, a duty
imposed by one in authority. Although an individual, free to do so, may select his own
mission, and thereby send himself on a special duty, this is not usually the case where
an effective military chain of command exists. Normally the sending authority is the
immediate superior; the agent, the immediate subordinate.

The mission, once assigned, does not change until it has been accomplished or
until it has been modified or revoked by higher authority, usually the immediate
superior by whom it was assigned.

As previously explained in this connection, the designation of a purpose, linked
with a task, is an essential element of a mission as treated herein. It is essential to
unity of effort that the purpose of the mission of a commander be common with that
of other commanders of the same echelon who are to participate in the effort enjoined
by their superior's directives. Directives expressed in the Order Form (page 141 and
Chapter VIII) facilitate clear recognition of this purpose, which appears in the general
plan of action prescribed in the second paragraph of that form. The commander may
consider the relationship thus:

My assigned task is to be accomplished for the purpose of carrying out my
designated part of my immediate superior's general plan.

Itis customary to simplify the foregoing to the statement that the mission is:

(Task) (statement of the assigned task),

(Purpose) in order to assist in the successful execution of (statement of the
superior's general plan).

The words "assist in", etc., may frequently be understood and therefore omitted.

The foregoing expression of a mission affords, as later explained (Chapter VI),

a method for clear visualization of the effect desired by higher authority. (See
alsopage 120)
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All of his assigned tasks which materially influence the commander's Decision
(hereinafter discussed) are properly included in his mission; other tasks, naturally,
may be omitted in this connection. In the case of a double or multiple task (page 122),
all the tasks may be related to a single purpose, or the included tasks may each, or in
certain combinations, be linked separately to appropriate purposes.

Survey of Factors of Fighting Strength. The feasibility and acceptability of action
for the attainment of an objective are dependent (see the Fundamental Military
Principle—page 87) on the factors of fighting strength. Fighting strength (page 84) is
derived from the means available and opposed, as influenced by the characteristics
of the theater of operations. A survey of these factors, in proper detail according to the
nature of the problem, is therefore a necessary phase in the process of its solution.
Such a survey completes the basis for the study of courses of action.

Courses of Action. The estimate process naturally takes account (page 117) of
methods for attaining the objective indicated in the assigned task. The military
profession has, from time to time, applied a variety of terms to designate such
methods. Terms so used include, among others, "plans open to us" (or "to the enemy"),
"lines of action", and "courses of action". The last-noted, having been standard in our
naval service for many years, is the term used in this discussion.

Each course of action is thus a plan of military operations for the attainment of the
assigned objective, and each thus indicates (page 85) "an act or a series of acts" which
may be undertaken to that end. Until a final selection is made for embodiment in the
Decision, each course of action is a tentative solution of the problem. For the reason
given below, a course of action, while under consideration as a tentative solution of
the problem, is also correctly conceived as indicating an objective and, in proper
detail, the action for its attainment.

When embodied in the Decision, the adopted course of action or combination
of courses becomes the commander's general plan (or the basis thereof) for the
employment of his force; such a general plan will naturally indicate the commander's
general objective (page 94) and, in proper detail, the action to be taken for its
attainment (page 90).

The objective may be specifically stated or may be inferred (see page 119; also
page 120 for the corresponding discussion of the expression of tasks); but, in any
event, clear thinking demands that the objective be definitely envisaged. There is a
manifest advantage in such definite envisaging of the objectives involved in courses
of action. Suitability as to the appropriate effect desired—the first requirement in the
selection of a correct objective (page 96)—is much more readily tested on this basis.
The practical bearing of this fact becomes apparent during the early stages (Chapter
VI) of the process of solving military problems.

Frequent examples of naval courses of action include (see page 127):

(1) "To destroy the enemy force." Here the objective, "destruction of the enemy
force", is specifically indicated.

(2) "To divert the enemy force." Here also the objective, in this case "diversion of
the enemy force", is specifically indicated.
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(3) "To evade the enemy." Here again the objective, "evasion of the enemy", is
specifically indicated.

(4) "To cover friendly and neutral trade." Here the objective, "protection of friendly
and neutral trade by the utilization of advantageous covering positions", is
more or less inferred.

(5) "To escort trade." Here the objective, "protection of trade by escorting it in
convoys", is more or less inferred.

(6) "To patrol the trade routes." Here the objective, e.g., "protection of trade by
patrolling the trade routes", is inferred.

(7) "Toraid." Here the objective, e.g., "infliction of loss and damage by raiding", is
inferred.

In the foregoing instances, the action to be taken is indicated in general terms. The
extent to which the action may properly be indicated depends on the nature of the
problem and is necessarily left to the judgment of the commander. Two possibilities,
between which there may be various intermediate cases, are as follows:

(@) To destroy the enemy force by simultaneous attacks on the escort and convoy.

(b) To destroy the enemy force by an attack with the main force on the escort,
following this immediately by an attack on the convoy with a flanking force before the
convoy can scatter so widely as to make ineffective the pursuit of any of its units.

For a further application, it will be noted that the national policies referred to early
in this discussion (page 61) are national courses of action, considered and adopted as
methods of attaining national objectives.

The expression "courses of action", in the sense of a plan considered or adopted
as a solution of the problem, has the defect that it appears to emphasize the action,
rather than the paramount component, i.e., the objective. So long as this fact is borne
in mind, the limitations of the term "courses of action" need not operate to influence,
adversely, the solution of the problem.

As noted above, the commander brings to mind courses of action by the mental
act of "envisaging', i.e., "viewing with the mind's eye or conceptionally”, "seeing as a
mental image", bringing fully and distinctively to view. How is this done?

Although the time available for the process depends on the particular problem,
the process itselfis the same for all. During the clarification of the problem, the
commander will have entertained certain ideas,—ideas as to such matters as the
existing situation, the desired new situation, the possible physical objectives, the
relative positions and movements of the forces involved, and related matters. His
training and experience cause these ideas to evoke others, which are associated in
his mind with problems of the past,—in particular, with the bearing of such ideas on
the outcome of those problems.

This process of thinking, if it is to be effective as well as reflective, requires mental
access to certain sources of ideas. These sources may lie in the study of history, or in
the wealth of doctrine and instructions gathered into official manuals and into other
professional writings, or in the commander's own practical experience. Logicians
who have investigated this natural process point out that suggested solutions are
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the resurrection of ideas from past experience. Good thinking demands access to a
large storehouse of ideas connected in various and flexible ways. The best available
knowledge is the main source from which reflective thinking obtains relevant and
promising suggestions for a solution.

By such resort to analogy, the commander utilizes the accumulations of past
experience. Sometimes he finds that the courses of action thus suggested are
exactly suitable as tentative solutions for his problem. In other instances, of course,
only parts of the present situation are found to be analogous to those previously
encountered. Even then, however, the similarity of the facts may be helpful in
providing suggestions. Guidance based on limited or partial similarity has been
demonstrated to be better than purely intuitive thinking.

The commander cannot be content, however, to depend wholly on the guidance of
the past. Sometimes, moreover, he may not be able to obtain suggestions by analogy.
New suggestions, ideas not drawn from past experience, are very desirable; they are
possible, also, in the sense that the result of the analysis of past experience may be
reassembled, in imagination, in novel ways. New courses of action, overlooked in the
past, may be contrived. Original combinations, not previously entertained, may be
devised. Readiness to employ the novel and the new, as well as to utilize the old, is a
prime qualification for command.

Reflective thinking of this nature requires adequate knowledge of the capabilities
of weapons, so that new possibilities may be perceived as to coordination in their use.
While analogy looks backward to find applicable lessons, the search for novelty seeks
suggestions from potentialities not heretofore utilized.

The development of the full possibilities of new weapons is an important source of
forward thinking. Such thinking constantly integrates the current developments in
war. The competent commander does not wait for history to be made; he makes it.

Familiarity with experimentation, research, and new performance is also a fruitful
source of suggestions. When used, this method results in advance demands by the
armed forces for new weapons not yet supplied.

Closely allied to analogy is the application of ordered and classified knowledge
as to the nature of warfare. Aware of the effects which can be brought about by the
weapons at his disposal, the commander identifies his objective with one or more of
these effects.

The application of ordered and classified knowledge of naval warfare starts,
naturally, with a consideration of its objectives, and proceeds thereafter to the study
of the various classes of operations which may be utilized to this end. Naval effort has
as its objective the keeping open of sea communications (see page 104). Command
of the sea exists for one belligerent when he possesses and can exercise the ability to
move surface traffic, while also being able to prevent the enemy from doing so.

Naval warfare, therefore, logically includes operations for the purpose of gaining,
maintaining, or disputing command of sea areas, especially under conditions where
freedom of movement and the keeping open of sea communications are of vital
importance.
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Such operations may be classified under the headings:

(1) For securing command of sea areas,

(2) In sea areas not under command, and

(3) In sea areas under command.

On the basis of this classification, specific operations, broadly considered,
appear to be limited in number. As to classification (1), applicable operations are: to
destroy the enemy naval forces, to contain them, or to divert them. For (2), applicable
operations are: to raid, to make war against enemy trade, to attack or defend naval
lines of communication, and to conduct amphibious warfare requiring overseas
movement. For (3), applicable operations are: to blockade trade, to defend own coastal
and critical areas, to safeguard expeditions against enemy territory, and to carry out
offensive operations against enemy coastal objectives.

Manifestly, each such operation, broadly viewed, may be considered, in an
estimate of the situation, as a course of action. Each such course of action (or
operation) will involve, if developed into a more or less complete plan of action,
numerous detailed operations which constitute parts of the whole. (See page 85)

There can be no rigid line of demarcation, always applicable, between courses of
action and the more detailed operations pertaining thereto. For example, "to raid"
may be, in one instance, an operation of such a character, from the viewpoint of the
commander, as to be envisaged, correlatively with "to destroy", as one of his courses
of action. Yet, in another problem, a raid may be visualized, properly, as a detailed
operation pertaining, in a subordinate capacity, to a more comprehensive operation
envisaged as a course of action "to destroy".

Similarly, what is a broad course of action from the viewpoint of one echelon in
the chain of command, may be correctly viewed, on a higher echelon, as a detailed
operation. Operations assigned in tasks imposed by higher authority become
the basis for the determination of courses of action on the next lower echelon, a
procedure which continues throughout the chain of command until specialized, on
the lowest echelons, in the form of a simplified routine (see page 120).

While the list of courses of action given above is made up from the viewpoint
of broad strategical problems, a similar list can be assembled for other problems.
For example, the order, "Destroy enemy naval forces", if taken as the motivating
task of a tactical estimate, will be the basis for certain courses of action,
constituting, when complete (see below), a well-recognized general plan for a
naval battle. This plan will in turn call for various detailed operations on the part
of the several subdivisions of the force under the commander who makes the
estimate (see page 129).

As a tentative solution of the problem a course of action may be complete or partial,
i.e., it may, if carried out, provide for the complete attainment of the objective; or, such
complete attainment may require a combination of several of the courses of action
under study.

The exclusive consideration of courses of action of the complete type possesses the
advantage of minimizing the total number of solutions under study. This simplifies
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the procedure of analysis and of comparing courses of action with each other,
because of the relatively small number of courses to be tested and to be compared.

However, it is frequently difficult, and sometimes impossible, to visualize complete
courses of action, especially during the early stages of the estimate. Sometimes the
initial visualization of partial courses and their eventual combination into a complete
solution will be found necessary.

Therefore, either or both of the foregoing systems of formulating courses of action
may be found appropriate, according to individual preference and the nature of the
particular problem.

Individuals, comparable with respect to knowledge, appear to vary greatly in their
ability to produce the appropriate suggestion, as to courses of action, at the right time.
The reason for this phenomenon is not altogether clear, but it is known that thinking
seems to be limited not merely by the range of knowledge, but by whatever part of it
becomes available when needed. This point invites attention to another procedure
which is open to the commander with respect to stimulating reflective thinking.

This procedure recognizes the fact that, when two or more minds attack a problem,
together, the combined effort often increases the applied mental power. This fact is
universally recognized, for example, in the utilization of staff assistance (page 65).

Inherent and acquired ability have unquestionably much to do with the
possibilities of visualizing single courses of action with respect to their completeness
as to attainment of the objective. One method of visualization seems to be the mental
picturization of more or less detailed operations, followed by their combination,
through rapid synthesis, into complete courses of action.

An example of this method would occur where several rather specific operations
were visualized, involving seizure of certain localities as a defensive measure. If it
were then observed that the objective in each such case was "denial to the enemy
of a particular naval-base site in the area ABCD", an appropriate expression of a
comprehensive course of action would be "to deny the enemy naval-base sites in the
area ABCD".

Another method of visualizing appropriate courses of action seems to involve
initial recognition, in the first instance, of such courses as broad and comprehensive
general plans, without first visualizing and combining their details. This method
appears to be more usual after considerable experience or training. It is therefore
possible that this second method is merely a practiced development of the first, the
process of synthesis being so rapidly accomplished that it becomes subconscious.

The nature of the particular problem has also an unquestioned bearing on
this subject. In instances where no single course of action can be found which is
adequately expressive of complete attainment of the objective, the final selection of
amethod of attaining the objective will necessarily be through a combination of the
courses of action under study (page 127).

For example, if the assigned task were to "protect trade in sea area ABCD", the extent
of the area, together with its geographical position relative to locations from which
enemy attacks could be launched, might not be such as to permit the attainment of the
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objective by a single course of action such as "to escort trade in convoys" or "to patrol
the trade routes". Both of these courses of action might be necessary, and, in addition,
perhaps, the further course "to cover focal points M and N".

Each of these courses of action has, as its objective, the establishment of a
protected area or areas, stationary or moving, for the safe passage of merchant
vessels. However, for purposes of expressing the course of action involved, the
contemplated procedure is in this case better indicated by a combination expressed
in terms of action, the objective being inferred as a matter of mutual understanding.
The less particularized expression of the course of action in terms of the objective
would, in this instance, convey a less definite idea of the procedure under
consideration.

Similar considerations pertain frequently to naval problems, more especially
to those involving naval engagements of considerable scope. The solution of such
a problem takes, typically, the form of an operation consisting, not of a single "act",
but of "a series of acts", i.e., of a number of stages or phases of battle, each being a
preparation for the one following, until the final stage provides for the attainment of
the assigned objective.

For example, a first consideration might be "to reduce enemy carrier aircraft
strength by" certain pertinent operations. A second consideration might be "to
reduce enemy battle-line speed by" certain operations in order to force the enemy to
accept battle. A third might be "to reduce enemy battle-line speed, life, and hitting
power by gunfire" within certain range bands, in order to exploit own strength and
enemy weakness at those ranges. A fourth might be "to continue reduction of enemy
battle-line strength by gunfire, closing to" such a range as is suitable to that end.
Finally, a fifth consideration might be "to inflict conclusive damage on enemy battle-
line with torpedoes". All of the foregoing partial courses (other possibilities having
been studied and discarded) might then be combined into one operation as the
selected course of action "in order to destroy the enemy battleship strength",—such
destruction being the assigned objective.

The degree of detail in which a course of action may be visualized for purposes
of the estimate will vary with the same factors, i.e., personal facility and the nature
of the problem. Practice in the solution of problems appears to develop such facility
that entire plans can be visualized as courses of action, each plan reasonably
complete as to details with reference to physical objectives, relative positions,
apportionment of fighting strength, and provision for freedom of action. However,
itis rarely, if ever, necessary to visualize courses of action minutely in an estimate
of a basic problem; the extent to which they are viewed mentally, as detailed plans,
need only be such as to fulfill the requirements of the particular problem (see
Section I of Chapter IV).

The statement of a course of action, for purposes of the estimate, will naturally be
along broad and comprehensive lines, although some important matters of detail
(relatively speaking) may be added if this is found desirable as the estimate proceeds.
It is with these considerations in mind that the standard practice has been developed
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of formulating courses of action, while under study as tentative solutions of the
problem, in broad terms, appropriate to general plans of action.

The commander may find, on occasion, what appears, on first examination, to
be an exception to the rule, herein treated as valid, that a course of action, correctly
conceived, always contains the two elements (1) objective, specific or inferred, and
(2) action for its attainment. However, apparent exceptions to this principle are due
to special conditions which, on proper analysis, reveal no actual exceptions. Certain
examples, now to be discussed, demonstrate this fact.

For instance, when the higher commander deems such procedure advisable (page
122), he may make his subordinate's estimate of the situation, as well as his own, and
may accordingly indicate both a task and a predetermined course of action for the
subordinate to pursue: for example:

"Deny enemy base sites in area ABCD by capturing X Island."

In such a case the higher commander has indicated the predetermined course
of action in the words "by capturing X Island". This expression indicates a specific
objective, the capture of X Island. The expression also indicates, though not in any
detail, the action to be taken, i.e., it specifies "capture", rather than "occupation",
"isolation", or some other form of control (page 62). Any further development of the
action is left for the subordinate to determine. The procedure to be followed by the
subordinate commander in solving such a problem is described hereafter (page 134)
in the discussion of the analysis of courses of action. In any event, it is manifest that
there is here no exception to the rule that a course of action, correctly conceived,
contains the two elements of objective and action for its attainment.

A further example may occur when the higher commander, instead of indicating
both the task and the predetermined course of action, indicates only the latter (page
122), by directing "Capture X Island". Once the subordinate has recognized this
directive as containing a predetermined course of action, but not a normal task, he
realizes that the objective so indicated would ordinarily be left for him to select. He
also realizes that the action to be taken for its attainment is left for him to determine,
in further detail.

In this case, then, what is really a predetermined course of action appears in the
guise of a task. When the commander, receiving the directive, has recognized this
fact, he proceeds in the manner hereafter indicated (page 135) in the discussion of
the analysis of courses of action.

In any event, it is manifest that here, also, there is no exception to the rule that
a course of action, correctly conceived, contains the two elements of objective and
action for its attainment.

In such a case as the foregoing, how does the commander recognize that the
apparent task is really a predetermined course of action? He could easily go astray
because the directive, until analyzed, appears to contain a normal task. The directive
indicates an objective, thereby resembling a task. The directive will usually indicate,
at least in some degree, the action which the subordinate is to take. Hence, so far
as superficial appearance is concerned, the subordinate commander may easily
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mistake the predetermined course of action for a normal task. However, he discovers
the difference when he endeavors to find courses of action which are appropriate to
this apparent task.

The commander will then discover that, while he can visualize actions whose
accomplishment will attain the objective indicated in the apparent task, he cannot
visualize any objective completely suitable to the case (page 127), intermediate
between the assigned objective and the indicated action. He can state the assigned
objective in other words and adopt such a statement as an expression of his general
objective, but the two objectives, the one he selects and the assigned one, will really
be identical.

This inability to visualize an objective of the commander's own selection, suitable
to the case, is inevitable, because higher authority has already done this for him.

He may find it advisable to develop further the action needed for the attainment of
the indicated objective. On occasion this, also, will have been predetermined by the
higher commander.

The foregoing considerations have been given special emphasis and deserve
careful study, because an appreciation of these facts is necessary to a true
understanding of the nature of correctly conceived courses of action.

Analysis and Selection of Courses of Action. After one or more courses of action
have been determined as tentative solutions of his problem, the commander will be
confronted with the necessity of deciding upon that course of action, or combination
of courses of action, which will best attain the assigned objective, i.e., be the best
way out of the seeming difficulty. The analysis, in each case, will settle suitability on
the basis of the appropriate effect desired, feasibility on the basis of relative fighting
strength as established by a survey of means available and opposed, influenced by the
characteristics of the theater, and acceptability on the basis of consequences as to costs.

In connection with these considerations, the detailed operations involved in each
course will be analyzed so far as may be necessary (page 129) and with respect to
correct physical objectives, advantageous relative positions, proper apportionment
of fighting strength, and adequate freedom of action (see the Fundamental Military
Principle—page 87). A selection shown to be best, from the standpoint of suitability,
feasibility, and acceptability of the consequences, will be adopted as the decision.

The tests of courses of action to determine whether they fulfill the requirements of
suitability, of feasibility, and of acceptability as to consequences take account of the
usual included determinants as listed and explained below. The list is not rigid, and
the commander, according to the nature of his problem, may desire to omit certain of
the items or to include any other considerations which may be applicable.

With respect to suitability, the commander considers the following:

(1) General. The test for suitability (see also page 80) calls for conformity as to
both the nature and the scope of the motivating task. With respect to conformity in
nature, the test leads to a conclusion as to whether the course of action, if carried
out successfully, will or will not contribute to the accomplishment of the task. As to
scope, the test leads to a conclusion as to whether the course of action, if carried out
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successfully, will or will not accomplish the task in full; and, if not in full, to what
extent. The factor of urgency is also considered here.

It is frequently possible for the commander, merely by concentrating his thought
on this particular perplexity, to conclude at once that the course of action is suitable.
In other cases, a considerable amount of study may be needed. This analytical
study consists in breaking down the course of action into its component parts, i.e.,
the detailed operations which naturally grow out of it. This procedure is similar to
that described later (Chapter VII), with respect to formulating a plan, but during the
basic estimate the procedure, when utilized, is for a different reason—solely that of
assisting in the analysis.

(2) Details, (a) Conformity as to nature. Will the course of action, if successfully
carried out, contribute, at least in some degree, to the accomplishment of the task? If
not, such a course is rejected. Courses that do contribute, however, are not rejected
until the possibilities of combination have been examined, later.

(b) Completeness. If the course of action is successfully carried out, will it
accomplish in full the motivating task? If not, how much will it contribute towards
such accomplishment? With what other courses of action can it be combined,
to accomplish the motivating task in full? With what others can it be combined
to accomplish the motivating task in part, and in such case how nearly does the
combination contribute to full accomplishment?

This examination may lead to combinations of certain partial solutions.

(c) Desirability as to Urgency. The commander now considers the element of
time. Complete accomplishment of the motivating task within his own theater
may come too late to meet the requirements of the common effort of the entire
force. Synchronization with the action of other task-group commanders may be so
important that timing becomes vital. As to this consideration, two courses of action,
equally competent, may differ greatly in their qualification relating to urgency; one
may be found highly desirable and the other completely unsatisfactory.

As to feasibility, the commander considers the following:

(1) General. The test for feasibility (see page 80) is concerned with whether the
course of action is practicable. Has it reasonable chances of success under the
particular circumstances? Are the difficulties surmountable? Is it easily practicable,
practicable with some difficulty, or very difficult?

The commander, if he concludes that the course of action is not a practicable one,
rejects it from further consideration in the estimate of the situation. However, care
is taken at this point not to dismiss, abruptly, courses of action which may later be
combined advantageously with one or more others.

Here, again, as noted for the suitability test, the commander may sometimes
profitably analyze the course of action by breaking it down into more detailed
operations.

As aresult of the tests discussed above, the commander is able to make a list of
courses of action upon which his confirmed judgment has bestowed the qualities of
suitability and feasibility.
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He is also able to take stock to see how many of the solutions are complete, how
many are incomplete, and in the latter case to what extent they constitute partial
solutions. It is, of course, desirable to have as many complete solutions as possible,
and at this point it may be possible to merge two or more incomplete solutions into
a single course of action which better fulfills the test of suitability. The commander
can also take stock, similarly, of the degree of feasibility, already referred to, as to the
retained courses of action.

(2) Details, (a) Prospects of Success. Here the several courses of action are
considered relatively, with respect to the chance of success in each. In the rating of
courses on this basis, the commander excludes consideration of losses except as they
may influence success or failure. He notes, however, his considered expectations as
tolosses. Losses may appear to be so great that success is doubtful. Certain courses
of action may be particularly vulnerable to enemy opposition because of the types of
weapons involved or because of favorable enemy positions. Choice of such a course
would permit the enemy an initial advantage.

(b) Facility of Execution. This subject has to do with the relative ease or difficulty
of carrying out the several courses of action. On the basis of the existing situation,
each course of action may be compared with all the others to determine their relative
merits with regard to the facility of execution. Consideration is given to the action
involved against the several physical objectives; to the movements needed in making
new dispositions; to the relative adequacy of the forces as to numbers and types of
weapons; and to the measures required for freedom of action.

Areview of the previous discussion of these elements (Chapter IV) may be very
helpful in connection with this comparison. As to freedom of action, for example,
the commander may ask himself which course is best from the standpoint of
using the initiative to advantage; and which course of action lends itself best to the
advantageous use of surprise. As the commander reflects on these matters, other
similar questions may be suggested.

(c) Utilization of Own Strength and Exploitation of Enemy Weakness. In his original
visualization of each course of action, the commander has naturally considered
how to utilize his own strength to best advantage, and how best to exploit enemy
weakness. In fact, especially in a detailed tactical estimate, these considerations may
have been predominant in envisaging the courses of action. A careful evaluation of
the merits of each course of action in this respect is accordingly necessary before a
choice is made.

With regard to acceptability of consequences as to costs, the commander considers
the following:

(1) General. The process of putting a course of action to proof as a tentative solution
of the problem remains incomplete until the course has been tested to determine its
consequences as to costs, so far as these can be visualized in advance. The process
involves an evaluation of the diminution in total advantage which will result in the
event of failure, and a comparison of gains with losses in the event of success. The
situation to be expected, if the course of action is carried out, is visualized in order to
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determine the future effect on the creation or maintenance of an ultimately favorable
military situation.

In testing each course of action for acceptability as to its consequences (page 80),
the commander considers the cost of success, the cost of failure, and the possible
gain and loss in perspective with the united effort as a whole. Questions which he may
pose include: If the course of action is successful, will the costs be so prohibitive as
to adversely affect the successful accomplishment of the further effort? If a tactical
situation is under consideration, will the costs prevent the accomplishment of the
strategical aim? If the course of action fails, what will be its effect? Will it cause the
entire plan to fail? Will its failure affect, for example, the national morale?

If the command—and ultimately the State—can afford the losses and other
disadvantages which will be incurred as a result of either the success or the failure of
the contemplated effort, a course of action may be considered as acceptable from the
standpoint of consequences as to costs.

As previously noted with respect to suitability, it may be desirable to consider,
with regard to consequences, the detailed operations which may be involved in each
course of action.

Courses of action involving excessive consequences as to costs are rejected.
Notation is made of the relative degree of acceptability, with respect to consequences
as to costs, of those courses of action which are retained.

(2) Details. (@) The Results of Success and of Failure. Each course of action is
examined to visualize the situation which would be brought about for the commander
and for the enemy in case of success or of failure. The relative possibilities of
recovery toward a more favorable situation are weighed. This consideration involves
relative risks, for it may be that a certain course, otherwise satisfactory, might entail
intolerable conditions should failure ensue.

The costs are measured in terms of fighting strength. It has to be considered
whether the sacrifices involved are worth the gains which will follow; whether the
objectives if attained will be sufficiently valuable when the need of fighting strength
to accomplish further aims is considered.

(b) Comparison of gains and costs. When costs are found to be in excess of the
over-all gains, this fact may be the basis for rejecting any courses of action which are
less desirable than others. However, retention of a course found to be costly may be
justified for sound reasons.

When, as in the example given previously (page 130), the commander receives a
directive such as "Deny enemy base sites in the area ABCD by capturing X Island", he
carries through his estimate of the situation in the usual manner. He notes, however,
that the capture of X Island has been indicated as a predetermined course of action.
He makes a proper survey of the factors of relative fighting strength. He considers
all pertinent courses of action. He goes through this procedure in order to reach
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an understanding of all the elements of his problem. He wishes to understand the
necessary background. He realizes the importance of a grasp of the considerations
which have led higher authority to arrive at the predetermined course of action.

By carrying through the usual estimate procedure, including the analysis of all
pertinent courses of action, he assists himself to arrive at a proper concept of the
action to be taken to capture X island. In this way he establishes a sound basis for
formulating a detailed plan (in the second step), for inaugurating planned action (in
the third step), and for supervising this action (in the fourth step). He also establishes
a basis for any constructive representations which he finds it advisable to make to
higher authority (page 67).

In another example previously given (page 130), the higher commander indicates
only the predetermined course of action (by a directive "Capture X Island") and omits
the statement of the true underlying task. The subordinate, on discovering this fact,
deduces the underlying task and carries through the estimate procedure, modified,
as explained for the previous example. In addition to the merits as previously stated,
this method has a further advantage. The deduction of the underlying task enables
the commander to judge whether any advisable or necessary deviation or departure
from the predetermined course of action (page 67) involves merely a variation from
the letter of his instructions or, more important, from their spirit.

For instance, the directive, as in the case previously discussed, may have been
"Capture X Island". The higher commander when issuing this order, may have stated
his own general plan to be "This force will protect the base at A." The commander, on
receipt of this directive, then deduces his true task. This is "Deny enemy bases in area
ABCD" ("by capturing X Island"—a predetermined course of action), the purpose of
the mission being "in order to protect the base at A".

Now it may be found that the enemy, unconcerned as to X Island, is moving to
reinforce Y Island and to use it as a base to attack the base at A. The commander then
properly decides to capture Y Island, instead of X Island. By his identification of the
predetermined course of action as such, and by his correct deduction of the true
underlying task, the commander has established a sound basis for the solution of his
problem. He can now, with confidence, defer or abandon the capture of X Island, and
can devote his efforts to the capture of Y Island. His confidence is justified because he
knows his decision to be in accordance with the spirit of his instructions.

Naturally, if the higher commander directed, "This force will protect the base
at A—", and added, later in his directive, "Deny enemy base sites in area ABCD by
capturing X Island", the subordinate commander's deductions would have been
made more easily.

The full play of the reasoning power is called for in the process of visualizing
courses of action and of selecting the best. This process is the crux of the first step.
Here the knowledge of the relationship between cause and effect is applied. Here,
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also, the commander is brought fully to realize that, to reach a sound decision, there
is arequirement for a studied development of each stage by which the human mind
passes from recognition of a necessity for action to the ultimate conviction as to the
best course to pursue.

As essential background for the utilization of his intellectual powers in this
process, the commander requires knowledge of the capabilities and limitations of
the technique of his profession and of the weapons of his calling. To the necessary
knowledge gained through his own experience, either in actual warfare or in
peacetime exercises simulating this experience, he adds the equally essential
familiarity with the science of war, and with the lessons to be drawn from historical
instances of success and failure. In effect, it is here brought home to him that, on
a fundamental basis of earnest thought, mental ability, character, knowledge, and
experience, finally rests the soundness of decision (see page 222).

The Decision. The word "decision" has the primary meaning of a conclusion. A
decision (conclusion) is essential as a starting point for further procedure. Sound
decision is the essential preliminary to wise planning and effective action.

The range within which military decisions may fall extends from the
instantaneous resolve to meet an emergency, to the conditional intentions of a distant
future. Within this range will be found many decisions which the commander is
necessarily called upon to reach during the four steps toward the attainment of an
assigned objective.

The course of action, or the combination of courses, as finally selected by the
commander upon the termination of the first step, represents his conclusion as to
his outlined plan for the attainment of his assigned objective. This conclusion will
indicate, specifically or inferentially, his general objective, as selected by himself,
and—in proper detail—the action required for its attainment. (See pages 123 and 129).
The conclusion is thus his Decision, which provides the general plan, or the basis
therefor, from which he will, in the second step, develop a detailed plan of operations
for his force.

Mlustration of the foregoing process may profitably be initiated with respect to
the highest echelon involved in the case of a State. The primary national objective of
organized government (Chapter I, page 61) is the ensurance of envisaged prosperity
and of essential security for the social system which is the fundamental basis of
the community. This aim, as embodied in basic policy (see page 62), is the objective
visualized by the people of the State, or by its policy-forming elements, in the capacity
of an organized government.

For the maintenance of the condition represented in this policy, or for the creation
of such a condition not already existing, an appropriate task of the State, as the
political embodiment of the national will, might be to maintain or establish friendly
(at least, not hostile) governments and social systems in those key localities of the
world whence, otherwise, effective threats may arise.

The national mission (the mission of the State) then becomes:—

(Task) To maintain or establish friendly (at least, not hostile) governments and
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social systems In those key localities of the world whence, otherwise, effective threats
may arise,

(Purpose) in order to ensure envisaged prosperity and essential security for the
social system which is the fundamental basis of the community.

A national estimate of the situation, by the highest authority of the State, to
determine the effect to be attained for the accomplishment of the foregoing mission,
takes account of the possibilities of accomplishment through psychological, political,
economic, or military pressure, or by combinations thereof. As a result of this
accounting, the State adopts a national Decision which indicates the best way of
accomplishing its mission.

To carry out this Decision, each of the primary subdivisions of the State's
organization is assigned a specific task or tasks, whose total effect is designed to
achieve the result embodied in the national Decision. The task of each such primary
subdivision is linked to a purpose which is the attainment of the objective indicated
in the national Decision.

In like manner, each organization of the national armed forces is governed in its
action by a task assigned to it as a result of a Decision made by the proper authority
on the next higher echelon. Each commander is thus provided with a mission which
consists of an assigned task and of a purpose as indicated by the general objective
decided upon by his immediate superior.

The Second Step

The second step, that of resolving the required action into detailed military
operations, may now be undertaken unless the Decision reached in the first step

is intended for future reference only. During the second step the commander, if he
carries the procedure through to its logical end, visualizes his proposed operations
as tasks, in order to ensure their proper formulation. He may, if it is his intent to issue
a directive or directives for the execution of his plan of operation, or a part thereof,
arrange his procedure so as to facilitate the third step.

The common characteristic of problems of the second step is that they deal with
matters pertaining to the support of the action decided upon in the first step, and
that they are properly problems for the commander who made that Decision, and not
for his subordinates, to solve. Such problems are appropriately termed subsidiary
problems. Their full solution involves subsidiary estimates, subsidiary decisions,
and, not infrequently, distinct subsidiary plans and subsidiary directives.

Each detailed operation derived, during the second step, from the outlined plan
of operations (as embodied in the basic Decision) is determined upon the basis of an
estimate procedure essentially similar to the basic estimate. There is thus a series
of subsidiary estimates for this purpose. Such estimates tend to be abbreviated and
informal, since the necessary data, and often much of the consideration as to the
subsidiary courses of action, may be available from the basic estimate.

Unless the detailed operations are of such a character as to require development
into subsidiary plans as a basis for subsidiary directives, such operations are merely
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embodied, in the form of tasks or otherwise as may be appropriate, in the basic plan.
In the excepted cases, where subsidiary plans, in detailed form, are necessary or
desirable, such a plan may be the result of a more formal and specialized subsidiary
estimate.

Chapter VII is devoted to a discussion of the second step.

The problem involved in the first step has been conveniently termed the basic
problem because it is directly concerned with the attainment of the assigned
objective (page 118). The solution of the basic problem in the first step, and of its
corollary in the second step, completes the planning stage.

The Third Step

The third step consists of the formulation, and—if appropriate—the issue, of the

directives which convey to the subordinate the will and intent of the commander. From

the mental standpoint, the third step begins when the commander forms the intent

of immediately promulgating his directives for the execution of the planned action.

Whether or not the third step is partially combined with the second, its problem is a

separate one. Its complete solution inaugurates the action planned in the second step.
The third step is discussed and developed in Chapter VIII.

The Fourth Step
The fourth step, which calls for mental effort in the solution of the problem of
supervising the action, requires a constant, close observation of the unfolding of
the original situation. The procedure employed is customarily termed The Running
Estimate of the Situation. Only an alert commander can invariably determine
whether the situation is unfolding along the lines desired by him, as promulgated
in the directives of the third step. In effect, the commander, after action is begun,
considers the changing situation as a variable in the problem presented for his
solution by the original (basic) situation. With the march of events, he is, therefore,
constantly critical to detect whether variations from the original situation are
in accordance with his design or whether these variations have introduced new
incentives which demand modification or alteration of his plan, or its complete
abandonment.

The fourth step is discussed and developed in Chapter IX.

Sequence of Events in the Four Steps

When all of the elements of the entire procedure of the four steps are present, they

take, from the viewpoint of the same commander throughout, the following form:
(1) First step: The commander, confronted with a strategical situation (page 120),

makes a strategical estimate and comes to a strategical Decision. The problem, the

estimate, and the Decision are basic.
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(2) Second step: The commander now is confronted with a particular problem, one
proceeding from his basic problem and involving the details of a plan of execution
to carry out the Decision reached in the first step; this problem consists, itself, of
numerous other problems of detail, which require solution by the commander
himself. The basic Decision has embodied an outlined plan, strategical in nature, for
an operation to accomplish the motivating task of the first step. This plan requires
resolution into the detailed operations necessary for its full accomplishment.

Each such detailed operation, as part of the outlined plan embodied in the
strategical Decision, calls for a proper estimate. Though usually not formal in nature,
more especially if the necessary data can be found in the basic estimate, such
estimates are fundamentally the same as for the basic problem. The assembly of such
detailed operations results in the formulation of a basic plan.

At this point, additional problems may present themselves, these being frequently
tactical in nature. Such, for example, may be sortie plans, approach plans, and Battle
Plans. Other specialized plans (training, intelligence, logistics, etc.) may be needed. The
data essential for the solution of such problems are more detailed than for the usual
strategical basic problem. In some instances, such subsidiary plans may be developed
directly from the basic Decision by procedures distinctive of the second step. In other
instances, solution may require an additional subsidiary estimate, along the lines
typical of the first step. These subsidiary estimates lead to subsidiary decisions, which
in turn require to be resolved into the necessary detailed operations.

(3) Third step: In the third step, the directives, if the basic problem was strategical
in nature, will be of a strategical character. However, if subsidiary tactical problems
were also involved, tactical directives will frequently be included. Logistics directives
and other specialized instructions may also be a feature.

(4) Fourth step: The supervision of the planned action, in the fourth step, may
involve a new strategical problem, perhaps several. In such event each new basic
problem will initiate a new series of problems, with corresponding directives, as
described above. Changes in strategical plans may be called for. If no strategical
changes are involved, there may nevertheless be introduced one or more new tactical
or logistics problems, with corresponding changes in the subsequent procedure.

The fourth step may, however, merely involve changes in supporting plans (tactical,
logistics, etc.), with resultant changes in the directives involved. Finally, the fourth
step may involve changes, for clarification, in the directives formulated in the third
step.

Variations in the foregoing procedure are frequent. The most usual is perhaps the
case where the commander, receiving a tactical (instead of a strategical) mission, solves
such a tactical problem as a basic problem in the first step; resolves his Decision into
detailed tactical operations in the second step; issues a tactical directive or directives in
the third step; and supervises his planned tactical action in the fourth step.

Phraseology as to "Course of Action", "Operation", and "Task". It is important
to avoid the possibility of becoming confused because each of the terms "a course

of action", "an operation", and "a task", is correctly visualized as "an act or a series
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of acts". In the first step, the selected course of action (see page 135) indicates the

"act or series of acts" decided upon as representing, in general terms, an effort for
attainment of a specified objective and is therefore stated as a comprehensive method
of attaining that objective. The Decision thus adopts this course of action as a general
plan of operations, or as a basis therefor.

In the second step, the required action is developed to place it upon a practical,
workable basis as a detailed plan to be executed. The "act or series of acts"
represented by the selected "course of action" has now become a detailed "act or
series of acts". As such, it is now susceptible of being assigned, in whole or in part,
to subordinate commanders as "tasks". The cycle within that particular echelon is
completed when the tasks are thus assigned. The commander has thereby charged
his immediate subordinates with the commission of specific "acts or series of acts".

Each such subordinate commander necessarily decides on the best method of
accomplishing his assigned task, i.e., on the course of action (act or series of acts)
which will best accomplish the effort required of him. The procedure (for each
commander on that echelon) thus begins anew until an echelon is reached where the
character of the required action has already been determined as a matter of routine
(see page 120).

The Use of a Form in the Solution of Problems

The natural mental processes (see page 71) are employed in all of the four steps. The
processes, in each step, require modification to an extent dependent upon the factors
to be evaluated.

A form has been adopted for the application of the mental processes in the first
step. This form, long known to the military profession as The outline of The Estimate
of The Situation (see Appendix), sets forth in a logical manner and order the several
considerations likely to influence the selection of correct military objectives in
problems of wide, as well as of lesser, scope. The use of this form is conducive to
uniformity of reasoning. It centers the attention upon essentials, in order to ensure
that no material factor bearing on the solution of the problem is overlooked. It guides
thought along a specific path and, through the influence of suggestion, deliberately
increases the expenditure of mental effort.

The procedure indicated in the form contributes to the Decision reached as a result
of an Estimate of the Situation, only to the extent that it provides an outline for, and
encouragement of, systematic analysis and reasoning.

To prove successful in stimulating rather than stifling creative thought, flexibility
is a characteristic of any form capable of application in such dissimilar circumstances
as may be presented by the varying scope of military problems. The Estimate Form
is such a flexible guide. If a commander, in solving a problem, feels the need of
greater flexibility, he may, of course, modify or adapt the form to his particular needs.
In so doing, however, he bears in mind that departure from orderly processes of
reasoning, on which the form is based, tends, through possible neglect of fundamental
considerations, to lead to the omission of essential features of the analysis.
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On the other hand, a rigid following of the form may frequently cause much
repetition. This may be avoided, unless desired for emphasis or other appropriate
reasons, by reference back to preceding portions of the estimate. It is also to be
noted, however, that the Estimate Form is adapted to a progressive procedure. Very
frequently the earlier consideration of some aspect of the problem can later be
expanded both in scope and in proper detail by reason of additional information
which has become available during the intervening stages of the procedure.

The distinction between certain strategical and tactical problems (page 120)
may introduce variations in the handling of the Estimate Form, and may affect the
weight to be given the various factors. The use of the Estimate Form, as described in
Chapter VI, applies in full to problems which embrace the complete scope of broad
strategical concepts. It is suitable also for problems of limited scope, for which certain
modifications or abbreviations are required. When applied to problems of a detailed
tactical nature, the emphasis on the factors of fighting strength is somewhat different
from that for strategical problems. For certain subsidiary problems (page 137), the
Form may be closely applicable or may require considerable adaptation. In no case is
it difficult to modify the Form to suit the requirements of the problem.

An estimate of a relatively broad strategical situation may normally be reduced
to writing, because time is usually available. On the other hand, an estimate of a
localized tactical situation frequently requires almost instantaneous decision.
Except in the preparation of plans to meet contingencies, such an estimate can rarely
be given the elaborate form frequent in estimates of situations which are broadly
strategical in nature. When such tactical plans are prepared well in advance of
the event, the commander bases the estimate upon various assumptions as to the
circumstances of a probable situation.

The written solution of tactical situations under various assumptions is a valuable
feature of training to this end.

During the second step, i.e., the resolution of the action, as embodied in the
Decision, into the detailed operations required, the method considered most
helpful is to arrange the procedure on the basis of the salient features of a military
operation (page 86 and Section III of Chapter IV). This procedure facilitates not only
the determination of the necessary operations, but also the later formulation of
directives.

The second step, like the first, makes use of the estimate procedure. This is
inevitable, in view of the fact that the mental processes are identical (page 137) for the
solution of the problem of both steps.

The application of the estimate procedure to the second step may be tested, aside
from the logic of the theory involved, by careful analysis of examples. For instance,
if the basic Decision was to determine the location of enemy forces in the area ABCD,
this becomes the basis for a plan embodying the best method of determining the
location of such enemy forces (an operation, or a series of operations). One method
of procedure (course of action) to achieve this objective may be to search the area by
aircraft; another may involve a search by cruisers; another by destroyers; another
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by submarines; etc. The operation or operations finally determined upon may be
any one of these, or a combination of two or more of them, perhaps of all of them. The
fundamental procedure leading to this conclusion is identical with that of the basic
estimate.

There are a number of possible variations of the fundamental mental processes
applicable to the second step, according to the facility and the preference of the
commander. Practice seems to develop such facility (see also page 128) that entire
plans, each properly integrated with respect to physical objectives, relative positions,
apportionment of fighting strength, and freedom of action, may be visualized
separately from each other.

At the other extreme, the elementary procedure is to utilize these salient features
of such a plan, successively, to suggest detailed operations. The features after the first
are then used either to adapt or to complete the operations suggested by preceding
features, or to suggest new operations. This elementary procedure, being the simpler
and more methodical of the two, is the one explained hereafter (Chapter VII).

However, there are various possibilities as to procedures intermediate between
these extremes. One such procedure would visualize operations primarily on the
basis of correct physical objectives, adapting and completing such operations by
reference to the other features; the procedure would then utilize relative positions,
etc., to suggest additional operations, which in turn may be similarly adapted or
completed. The commander is of course at liberty to use the procedure best suited
to his own working methods and to the particular situation; naturally, he bears full
responsibility for any errors due to a faulty choice of procedure.

From the standpoint of the exercise of mental power in the solution of military
problems, the second step may be taken to include the assembly of the commander's
conclusions in the form of directives. The third step begins, however (page 138), when
the commander forms the intent of immediately promulgating such directives.

The third step makes use of the Order Form. In our naval service, this form
is applicable, with certain modifications, to all written directives pertaining to
operations other than routine. The subject matter is presented in a logical sequence
which experience has shown to be effective. The Order Form assists in the solution
of the problem by providing a comprehensive vehicle with which all echelons are
familiar.

In the fourth step, i.e., the supervision of the planned action, the prime essential
is the maintenance by the commander of a Running Estimate (page 138). For this
purpose there is a definite technique of which the Estimate Form provides the basis,
and by means of which the solution of this important problem is aided.

Conclusion As To the Approach to the Solution of Military Problems
The foregoing considerations indicate that planned attainment of a military objective
requires the application of mental effort in four distinct steps.

The sequence of the four steps necessarily is fixed because of the consequential
relationship among the problems typical of the several steps. The mission, in the first
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step, furnishes the nature of the appropriate effect desired. Until modified or revoked
by higher authority, it clearly remains the governing influence throughout the entire
range of mental effort which, in conjunction with the moral and physical effort, is
calculated to result finally in the attainment of the assigned objective.

The procedure involved, being natural and universal, is fundamentally the same
even in those tactical situations where the commander performs all of the steps
in almost instantaneous succession. The Estimate Form, as presented herein, is
adaptable to military problems of any nature. The systematic approach represented
in the Form is subject to adaptation by the competent commander—provided that the
essentials are preserved—in any manner appropriate to his personal preference and
to the nature of his particular problem.

The essentials of the military Estimate of the Situation, as a specialized use of the
natural mental processes, are inherent in the proper application of the Fundamental
Military Principle (see page 119). The Estimate Form merely provides a more detailed
guide for the use of the Principle. Facility in the use of the Principle will enable the
competent commander, once he has formed a proper understanding of the basis for
solution of a problem, to solve the problem correctly without reference to the Estimate
Form. Reference to the Form may be necessary in problems of broad scope, in order
to ensure a complete survey of factors of fighting strength. Time, in such cases,
is usually available for purposes of a detailed study. Subject to this exception, the
Principle, alone, may be used effectively as a basis for sound military decision,—a fact
of particular significance where time (page 73) is an element of immediate concern.

That this procedure may be successfully and repeatedly applied in the fast-moving
events of the decisive tactical engagement is, more particularly, the goal of mental
preparation for the exercise of command.
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PART Il

THE EXERCISE OF PROFESSIONAL JUDGMENT IN PLANNING

CHAPTER VI

THE SELECTION OF A CORRECT OBJECTIVE

(Including the Determination, in Proper Detail, of the Action Required for its
Attainment)

The First Step—The Solution of a Basic Problem (The Estimate of the Situation)
The type of problem distinctive of the first step, now to be discussed, is a basic
problem. It is the most likely type when an organized chain of command is in
effective operation, the incentive for solution being derived from a directive issued by
higher authority (Chapter V).

The problem of the first step is described by the question, "What objective should I
select, and what action (in outline) should I take for its attainment, in order to achieve
the objective assigned to me by higher authority?"

The procedure for solution of the type of problem distinctive of the first step
is that already indicated as applicable to all military problems, i.e., a specialized
employment of the natural mental processes (Chapter II) through the application
of the Fundamental Military Principle. The studied application of the Principle is
assisted through the Estimate Form which provides a more detailed guide.

The fundamentals of the Estimate Form have already been discussed (Chapter
V). Except for emphasis, or to afford a basis for further detailed discussion, the basic
matters previously dealt with are not repeated in the present chapter. It is therefore
advisable, before studying the details applicable to the first step, to make an adequate
review of the pertinent portions of the preceding chapter. With the necessary
background thus provided, the Estimate Form can be followed with a minimum of
distraction caused by reference to related subjects.

For special emphasis, it is repeated here (see also page 140) that the Estimate
Form is a flexible guide. The commander is of course at liberty to vary the procedure
according to his particular needs and the nature of his problem; however, he will bear

145



Evergisto de Vergara

in mind that errors of commission or of omission arising by reason of departure from
the essential features of the procedure may disrupt orderly reasoning.

The Estimate Form is divided into sections and sub-sections, each of which
presents a subject for consideration. The Form follows, sequentially, the salient
features of the natural mental process described in Chapter II. It will be seen, from
an examination of the section headings listed below, that Section I has to do with
establishing the basis for solution of the problem; Sections II, III, and IV relate to the
actual process of solution through consideration of various courses of action; while
Section V states the conclusion reached.

I. Establishment of the Basis for Solution of the Problem.

II. Determination of Suitable, Feasible, and Acceptable Courses of Action.

III. Examination into the Capabilities of the Enemy.

IV. Selection of the Best Course of Action.

V. The Decision.

A tabular form inserted in the Appendix lists the foregoing headings and their
principal subdivisions within the Estimate Form. For convenience, the appended
Form also includes page references to the discussion in this chapter.

SECTION |
ESTABLISHMENT OF THE BASIS FOR SOLUTION OF THE PROBLEM
As noted in the Fundamental Military Principle, each objective, prior to its selection,
and each operation, prior to its adoption, requires examination from the standpoint
of suitability, feasibility, and acceptability. Suitability involves the factor of the
appropriate effect desired; feasibility involves the factors of the means available
and opposed, as influenced by the characteristics of the theater; and acceptability
involves the factor of the consequences as to costs.

In order to establish a sound basis for the solution of a military problem, one which
will permit the tests for suitability, feasibility, and acceptability (see pages 131-134) to
be intelligently applied, it is necessary that the factors involved be studied.

A. The Appropriate Effect Desired.

The appropriate effect desired, the first factor listed, is the goal toward which the
commander is working. He is enabled to form an understanding of this essential
aspect of his problem through (1) a grasp of the salient features of the situation, (2)
arecognition of the incentive to solution, and (3) an appreciation of the assigned
objective. He expresses this understanding by (4) formulating the mission.

The sequence in which the commander takes up these considerations is a matter
for his own choice. Usually, directives from higher authority (see Chapter VIII as to the
Order Form) give him, first, information as to the situation; thereafter, such directives
assign him a task (or tasks) involving one or more assigned objectives. For this
reason, the sequence so indicated is the one utilized here.

(1) Summary of the Situation. Before the commander can decide whether he
wishes to maintain the existing situation or to change it, he requires a mental picture
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of its salient features. On beginning the Estimate, the available information is
therefore briefly summarized. The picture presented here will show in broad outline
(page 116) the opposing forces as disposed in localities which constitute relative
positions with reference to each other. Details are reserved for Section I-B of the
Estimate.

The appropriate data are noted on the chart, and study of the chart goes hand in
hand with the development of the Estimate.

The summary of the situation may include statements as to present activities
of own and enemy forces. It may recite significant occurrences. It does not
attempt to compare or to deduce; such processes are deferred until Section I-B.

The commander extracts, from the information furnished by higher authority,
such data as are pertinent to his own problem. He includes these data in his own
summary, supplementing them by information from other sources, to the extent
deemed advisable. In the exercise of judgment as to the content of his summary, the
commander is influenced by the fact that the summary is the point of departure for
visualizing the appropriate effect desired.

(2) Recognition of the Incentive. In basic problems (the type now under
discussion, see page 145), the commander finds his incentive in directives received
from higher authority. Under the procedure of the Estimate, a notation of that fact,
with a citation of the directive(s), is all that is required to indicate that the commander
has formed a proper recognition of his incentive.

(3) Appreciation of the Assigned Objective. A correct understanding of the nature
and of the involvements of the assigned objective is, naturally, an essential to the
establishment of the basis for the solution of a problem of the first step.

At this stage of the Estimate the commander cannot, however, expect always
toreach a final conclusion as to this matter. He will have opportunity for further
consideration, later, in Section II. It will be realized that, after intervening portions of
the Estimate have been worked out, the commander will be in a position to examine
the assigned objective again, and to make a more thorough analysis.

In a basic problem, the commander is assigned his objective by higher authority,
usually in the form of an assigned task. Although, as stated on page 120, such task
may be expressed by one of various methods, a properly conceived task always
indicates, either specifically or inferentially, an objective (or objectives).

Whatever method of expression may have been employed by higher authority, the
commander will facilitate his appreciation of the assigned objective if he now sets
down his assigned task, scrutinizes it carefully, and then makes note of the objective
which is either specifically or inferentially indicated by that task. (See pages 96-98).

The commander's basis for solving the problem is not complete, however, with
merely a statement of his own objective. Full visualization of the effect desired is
not obtained until the commander appreciates not only the result which he, himself,
isrequired to accomplish, but also the next further result which is expected to
eventuate as, at least in part, an effect of his accomplishment. His goal, as an "effect
desired", includes not only the effect desired of him by higher authority, but also the
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effect which his immediate superior desires to be accomplished by that superior's
entire force.

Occasionally, full appreciation of the commander's objective will require, also,
consideration of the further effects desired by yet higher successive echelons.

The natural requirement is that the goal be so clearly defined as to obviate
any material doubt as to the implications involved in the commander's assigned
objective. When the goal has been thus defined, there results a linking of effect and
further effect, of objective and further objective,—in short, of task and purpose,—the
importance of which has previously been emphasized (page 93).

In making notation of this further objective for the solution of problems typical of
the first step, the commander normally sets down the general plan of his immediate
superior for the employment of the latter's entire force. When the linking of objective
to objective, echelon by echelon, has involved no complication, the immediate
superior's general plan will be a sufficient indication of the purpose for which the
commander is to carry out his task.

(4) Formulation of the Mission.

The linking of the commander's assigned task to the general plan of his immediate
superior permits the commander to formulate his mission (page 123). His assigned
task becomes the task of his mission; his superior's general plan becomes the
purpose of his mission. In this manner he crystallizes into a clear statement the part
of the common effort which he is to carry out, indicating the assigned objective he is
himself to attain, as well as the further objective to whose attainment his effort is to
contribute.

In establishing the basis for solution of his problem with respect to suitability,
the commander may have considered his assigned objective before studying his
situation. If so, he may now desire to modify his earlier statement of that objective,
before incorporating it in the formulation of his mission, to the end that a more clear-
cut and concise expression may be obtained.

The relationship (restated from page 123 for emphasis) is expressed in the
following;

My assigned task is to be accomplished for the purpose of carrying out my
designated part of my superior's general plan.

This formula is customarily simplified to the following:

(Task) (statement of the assigned task),

(Purpose) in order to assist in the successful execution of (statement of the
superior's general plan).

The words "assist in the successful execution of" may frequently be understood
and therefore omitted.

The mission, thus formulated, clearly indicates the appropriate effect desired,
i.e., the factor which establishes the basis for the solution of the problem from the
standpoint of suitability.
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B. Relative Fighting Strength.

Asindicated in the Fundamental Military Principle, the second and third
requirements for a sound solution of the problem are feasibility of accomplishment
and acceptability of the consequences as to costs.

Both requirements have to do with the factors of relative fighting strength. Fighting
strength is derived from the means available as influenced by the characteristics of
the theater. Relative fighting strength is determined by a weighing of these factors
against the means opposed, as influenced also by the characteristics of the theater.

These are the factors, then, which are next studied in the Estimate. They are
studied in order to complete the establishment of the basis for the solution of the
problem.

The factor of consequences, as listed in the Fundamental Military Principle, is
related to the factors pertinent to feasibility. This is true because consequences
are assessed, in the Estimate, on the basis of the envisaged results of proposed
actions. These results are necessarily predicated on the grounds established by
consideration of the factors of relative fighting strength. The study of relative
fighting strength thus provides not only a sound basis for the determination, later,
of the feasibility of courses of action, but also of their acceptability with respect to
consequences as to costs.

Particular emphasis is placed on the conclusion as to relative fighting strength,
to the end that specific advantages may be ascertained. Such a study is primarily
concerned with information:—its collection, its analysis, its evaluation, and its
interpretation so as to convert it into military (naval) intelligence (page 115), with
aview to its use by the commander in the solution of his problem. Information
as to forces present and as to their positions is of course prerequisite to a clear
comprehension of the possibilities as to physical objectives, as to relative positions, as
to apportionment of fighting strength, and as to freedom of action.

The commander may choose whether he shall, in his estimate, first consider
the means available and opposed, or reverse the order and give priority to the
characteristics of the theater. In a particular situation, the significance of these
characteristics is frequently determined by the capabilities and limitations of the
means available and opposed. For this reason, these means are first discussed in this
treatment, which thereafter includes the analysis of the characteristics of the theater.

The capabilities and limitations of the means, and the significance of the
characteristics of the theater, may be expressed in terms of certain specific factors
(page 75). Each of these factors may influence, or be influenced by, any or all of the
others. Situations occur in which certain factors exert little or no influence. Yet, in
other situations, these same factors have a paramount effect.

The classification of factors utilized in the following treatment is applicable to most
military problems.
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Alist of pertinent factors, to be of real use in the solution of problems, is required,
first, to be complete, so that no factor will be overlooked, and, second, to be simple, so
that, as far as practicable, all similar data may be discussed under one heading.

With respect to the factors set forth in succeeding pages, the solution of a
particular problem may call for a different listing.

Such listing may involve, in some cases, the contraction or the omission of certain
of the headings.

In other cases, an expansion will be necessary or desirable under certain
headings, in considerably greater detail than shown here. For example, Section I-B of
a National Estimate may involve reference to several volumes of printed books or of
similar data, while, even in ordinary strategical situations, numerous charts, books of
sailing directions, and other compilations may require study. Where such references
are not standard and generally available, they may be appended, preferably in
condensed form.

The proper listing of pertinent factors will depend on the nature of the problem.

(1) Survey of the Means Available and Opposed.

The application of power, actually or by threat, is dependent on the ability of the
human and material components of fighting strength to develop energy and to exert
effort for purposes of combat (page 62). These components, as ranged on one side
or the other, constitute the means available and opposed. (See page 80). Analysis

of these means requires a classification of the various factors which influence the
situation.

For a broad strategical estimate made by the State, economic and political factors
require intensive study; physical objectives, relative position, apportionment of
fighting strength, and freedom of action are all involved in such a survey.

For a strategical estimate made by a high military commander, these factors
frequently enter to a lesser extent. Such a commander is concerned only with the effect
which these factors will have on the operations projected for the particular theater
involved in his problem. From his point of view, the economic and political factors often
have little bearing on the elements of a favorable military situation. In such a case,
the commander concentrates in this section on the factors more directly relating to
the armed forces; his important considerations deal with such matters as numerical
strength, types of weapons, disposition, and factors as to freedom of action.

For strategical estimates of lesser scope, the commander further restricts his
study accordingly.

In detailed tactical estimates the commander requires an exhaustive
comprehension of the fighting capabilities of his own and the enemy armed forces,
because his selection of physical objectives and his use of relative position are affected
by such considerations. This is manifestly true for studied tactical estimates made
in advance to meet contingencies, but its import is not always fully understood in its
bearing on the unfolding situation after the battle begins. At that time, the most precise
knowledge is called for, under the then rapidly changing conditions. (Chapter IX.)
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In the Form treated herein, those matters particularly applicable to broad
estimates are included under "general factors". These are followed by the factors
more directly applicable to the armed forces.

(a) General Factors.

(i) Political Factors. The prosecution of the war is directly influenced by such
internal conditions as the strength of the national government and its capacity for
unified effort, the moulding and maintaining of a firm public opinion in support of
war aims, the neutralization of subversive propaganda, and the degree to which the
government can make available necessary resources, both domestic and foreign.

External relations modify the conduct of war, always affecting broad estimates
of the employment of national forces. The wartime factors which influence these
relations include the effect of the clash between foreign opinion and national
policy, the national bias of interested neutrals and of unneutral non-belligerent
governments, and the normal attitude of such neutrals and non-belligerents toward
each belligerent. The diplomatic skill of the opposing governments and the ability of
propaganda to sway public opinion abroad may well determine the manner in which
neutrality will be enforced.

Alliances, including those that are known and those that are secret, directly
influence an estimate. When a war of any importance breaks out in any part of
the world, all States are affected to some degree. One may have an alliance which,
though not requiring active participation in the war, will call for collaboration with
the efforts of a belligerent. Another alliance may require active participation, while
still another State may attempt to maintain strict neutrality. Every State remaining
at peace will thus be in a status ranging from that of a non-belligerent, with more
or less close ties to one of the contestants, to a position of strict impartiality. The
estimate of the international situation becomes more complex as the magnitude of
the war increases. A correct appreciation of the status of each State concerned is of
firstimportance in any broad estimate of the conduct of war.

(ii) Economic Factors. The capacity, organization, and mobilization of industry
influence the rapidity and adequacy with which material is prepared for, and supplied
to, the armed forces. The acceptance by the civilian population of sacrifices, caused
by the diversion to war uses of the productive capacity of industry, will have a direct
bearing upon the industrial capacity of that State.

The ability and willingness to finance the war effort, which includes the ability
to tax, to float internal loans, and to create foreign credits, may well determine the
extent and duration of the national capability for war.

The dependence of a nation upon the continuation of foreign trade, including the
necessity of obtaining new markets and new sources of supply, affects its strength.
No State yet has complete autarchy. Thus, there is the necessity of obtaining from
foreign sources certain of the raw materials which are indispensable to the war effort.
As each belligerent may endeavor to deny sources of raw materials to the other, a
portion of the fighting power may be required for trade protection.

(iii) Psychological Factors. The maintenance of a stable morale (page 112) at a high
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level is a primary concern. Such stability inures the nation or command against the
full effects of surprise, fear, disappointment, despondency, and other weakening
moral influences, while at the same time taking full advantage of those influences
which strengthen the moral fiber of a people.

Training and experience influence morale, playing a part difficult to overestimate.
They provide a basis for evaluating discipline. A study of the history of the State may
prove valuable in estimating the present condition in this respect; a nation or command
which may be classed as a veteran has an advantage over a beginner at the art of war.

Another important factor relates to the existence of the skills necessary for the
production and use of the material means of war. The control of skilled personnel is a
psychological consideration of great importance.

Unity of effort, or the lack of it, especially between management and labor, may be
one of the most important factors of the estimate.

Special attention is desirable as to national inventiveness and versatility in the
production of new and surprising means of war or in development of methods that in
any way contribute to a successful war effort.

Racial or national characteristics may affect the estimates of morale and training.
Reactions of various races or groups to the conditions of war have been sufficiently
recorded, on the basis of past performance, to prove of some value. Service traditions
may furnish clues for correct evaluation of psychological factors.

While only the physical elements of fighting strength are susceptible of quantitative
comparison, failure to take account of mental and moral factors may involve serious
error. Nevertheless, in many situations, such factors remain relatively indeterminate
until subjected to test. Inferences may be drawn, and deductions made, on a basis
of peace-time observation and of historical precedent. In these, racial and national
characteristics may figure prominently. History, however, has taught that, in a
conflict between modern industrial and military nations, it is unwise to entertain
any assumption other than that of moral equality until such time as the conflict has
demonstrated the existence of a difference, and the degree thereof, or unless prior
experience, observation, and acquaintance unquestionably warrant otherwise.

(iv) Information and counter-information measures. Operations of war are
tremendously affected by the information which each belligerent possesses of the
others. It is therefore of vital importance to weigh the efficiency of the belligerents in
the employment of means of obtaining, denying, and utilizing information.

There may appropriately be considered present, probable, or possible use or non-
use of indirect methods such as: study of press, captured documents, and material;
reports from other friendly units; interrogation of prisoners of war, deserters,
inhabitants, and escaped or exchanged prisoners; radio direction-finding; efficiency
of cryptography; interception of enemy radio, telegraph, telephone, and mail
communications; espionage; censorship; propaganda; efficiency of communications
systems, ashore and afloat, which include all means of interchange of thought. In this
connection it will be recalled that information, however accurate and appropriate, is
useless if it cannot be conveyed in time.
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The direct methods of obtaining information are military operations intended for
that purpose, such as observation, reconnaissance, scouting, trailing.

Counter-information measures are no less important than those pertaining to
collection of information. Such measures include all provisions for secrecy, such
as censorship, counter-espionage, cryptography, control of own communications,
security of documents, camouflage, and applicable tactical operations.

(b) Factors More Directly Applicable to Armed Forces,

(i) Vessels, including aircraft. The numbers and characteristics, of the ships and
aircraft of the various nations of the world are known with less and less accuracy
from the time when war becomes a probability. The information available is given
intense and comparative scrutiny, under the specific headings of the factors of the
Estimate Form as later enumerated.

(ii) Land forces, including land-based aviation. Important facts concerning the land
forces of the enemy, including his land-based aviation, will be known, probably, to a
lesser extent than in the case of the naval forces. The value of a comparison—naval,
land, or air—may depend upon whether the intelligence service has improved the
accuracy of these data, maintained them up to date, and collected accurate additional
information.

(iii) Personnel. The status of enemy personnel as to the sufficiency of numbers
effectively to man all implements, as to training, morale, skill, stamina, and willingness
to accept the supreme sacrifice, can seldom be accurately known. Unless there is
positive information to the contrary, the wise commander will assume in this respect
that the status of the personnel available to his opponent is at least equal to that of his
own command. Full consideration will be given to all known facts concerning own
personnel, to the end that its worth in any proposed situation may be properly evaluated.

The basic discussion of the psychological factors (page 151) is applicable here as
to the respective armed forces. Personal characteristics of commanders, so far as
known, deserve full study, since they have an important bearing on relative fighting
strength. The military value of the various units and forces is a similar consideration.
The present attitude and past actions of enemy commanders and of their commands,
and the factor of racial, national, and service characteristics, may furnish clues for
correct evaluation in this connection.

(iv) Material. The material characteristics of the commander's own implements of
war are generally known to him. The characteristics of enemy material can only be
estimated from such data as have become available, but are not to be underestimated.

Material characteristics embrace armament, life, and mobility.

Armament relates to the caliber and number of guns, and to other weapons
such as torpedoes, mines, depth-charges and aircraft (with their own weapons).

It also includes chemical agents and other instrumentalities, together with the
types, potentialities as to range, and the number or amount of each available, both
for immediate use and as replacements. Ammunition supply is a factor here. In
the evaluation of foreign armaments, sufficient data are often available to make a
reasonable estimate, but care is desirable not to underestimate.
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Life is the ability to withstand punishment; it is expressed in terms of standards
which can be clearly visualized. For a vessel, life is the ability to absorb damage while
carrying out its assigned task. In the absence of definite factual data, evaluation of the
life of foreign vessels will sometimes prove difficult. Here, again, an underestimate is
dangerous.

Mobility is capability of movement. It is compounded of the elements of speed,
radius, and the ability to operate under imposed conditions of weather, visibility,
hydrography, and other possible obstacles to certain and free movement. Mobility
is one of the most important factors pertaining directly to relative position, to
apportionment of fighting strength, and to freedom of action. Closely related factors
are the organization, disposition, and methods of operation of the enemy, and of own
forces. Accurate knowledge of these factors, before an operation, greatly enhances
the possibilities of dealing effectively with the enemy.

The condition of the implements of war embraces such factors as the efficiency
of motive machinery, the integrity of underwater compartments and other material
construction, and physical endurance. The last applies not only to material, but
also to living beings, and involves the ability to withstand the wasting effects of
operations, whether due to fatigue, hardship, disease, worry, wounds, or other
causes. Here again, it is obvious that the commander will often have only an
imperfect idea of the condition of the enemy in this respect. His experience will
lead him to form an accurate estimate of his own condition. Definitely, unless he has
positive information to the contrary, he assumes that the condition of the enemy is
no worse or better than his own. (See also the psychological factors, page 151 and
the personnel factor, page 152).

(v) Logistics support is of primary concern to the commander. In the naval service, this
is particularly true of the strategical estimate. While the factor may also have some
bearing on a tactical estimate, logistics support will rarely change sufficiently, during
anaval battle, to affect the outcome. This support exercises a dominant influence
upon the fighting power of armed forces. It is concerned with the availability,
adequacy, and supply of the following:

Material: items such as fuel, ammunition, weapons, aircraft, food, clothing, spare
parts, repair materials, animals, and general supplies.

Personnel: military and civilian; number and quality of replacements.

Facilities: factors such as bases; manufacture and repair facilities, afloat and
ashore; shelter; sanitation; hospitalization; recreation; transportation; education;
counter-espionage; counter-propaganda.

The limitation imposed upon operations by logistics represents the final limit of a
commander's plan of action.

(2) Survey of the Characteristics of the Theater of Operations.

The characteristics of the theater of operations exert an influence, always important,
sometimes paramount, upon the possibility of attaining the objective, and upon the
strategical and tactical operations that may be employed.
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At this point in his estimate the commander utilizes his charts, intelligence reports,
and hydrographic publications to make a factual study of the theater. This study is
not for the purpose, at this time, of drawing any conclusions as to possible courses
of action, but to furnish data which will assist in consideration of later sections of the
estimate. The study may be made under several important headings, as follows:

(@) Hydrography. A study of the hydrography will determine the depth of water,
the existence of shoals, the presence of unusual currents, the rise and fall of the
tides, the availability of channels, and other pertinent features. These are recorded
for later use.

Shallow water may permit mining or may prevent the operation of submarines.
On the other hand, the ability to mine in shallow water may be curtailed by strong
currents or by the rise and fall of the tide. Again, the depth of water, the strength
of currents, and the range of the tide may determine the feasibility of netting the
entrance to a port or base. In a tactical action, advantage may be taken of shoals to
limit the freedom of action of the enemy, without, however, interfering with that of
one's own forces.

(b) Topography. The topography of the area is also frequently of interest to the
naval commander. In actions close to the shore, the character of the coast may play
an important role. A high bluff, combined with considerations as to light, may create a
very definite advantage or disadvantage in a naval tactical situation.

Topography may be a most important consideration in determining what bases
are to be used. The commander makes note of the topography of the various possible
bases; later in his estimate, the natural features lending assistance to the defense of
the various sites may play an important part in the selection of bases.

The use of channels may depend upon the topography of the bordering land.
Questions arise as to whether such land can be seized and held, or, if in friendly
hands, whether it can afford adequate protection to the channel.

In any landing operation, the topography of the area to be occupied may be the
controlling factor.

(c) Weather. The seasonal weather in the theater will have a direct bearing upon
operations. The use of aircraft, the employment of light forces, the habitability of
ships over long periods, the use of smoke, the range at which a gun action may be
fought, the effect of spray and gases,—these considerations are but some of the
matters which will be affected by weather.

The possession of, and the position of, meteorological stations within the theater
are of growing importance in the successful planning of coordinated air, submarine,
and surface operations.

(d) Daylight and Dark Periods. It may be well under this heading to put in
tabular form the times of sunrise, sunset, moonrise, moonset, the phases of the
moon, and the duration of morning and evening twilight. When, for example, the
commander is considering night destroyer attacks, the operation of submarines,
or the type of protective screens he desires to use, he may profitably refer to these
tabulations.
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(e) Relative Location and Distance. No part of the study of the characteristics of the
theater is of greater importance than that pertaining to relative location and distance.
At this point it may be found advantageous to place in tabular form the distances
between the important positions within the geographical area of the theater. This
study furnishes knowledge as to the availability of certain localities for use in support
of, or in cooperation with, forces at other localities, and as to distances in relation to
steaming capabilities of the various units which make up the commander's force.

(f) Lines of Transportation and Supply. The usual sea routes which pass through
the theater are an important subject of study; also, particular focal points, defiles,
and restricted waters which are, or may prove to be, critical areas with respect to
own or enemy forces. Other items are the significant routes from home or enemy
territory, i.e., the lines of communication, the terminal points, and the flanking
positions along these lines.

(g) Facilities and Fortifications. The facilities for the support, upkeep, and repair
of the units of the commander's forces and of the opposing force, as well as the
fortifications existing within the area, may require consideration. Other features
which may render a port or base of value, or which may indicate a possible necessity
of denying it to the enemy, also merit attention.

(h) Communications. In strategical estimates, more particularly in broad ones
covering large theaters, study of communications involves not only those means
under the commander's control, but also his relation to the system of regional and
national communications operated by his government. Examination is made into the
established physical stations; such examination includes radio, cables, and perhaps
land wires.

In tactical estimates the means of communication which affect the engagement
are more directly those under the control of the commander. An examination
into the organization of the means to meet conditions prevailing in the theater is
appropriate here.

Another aspect of communications is that of maintaining all forms against
enemy interference. The importance of this feature in planning may not safely
be overlooked, and careful study is indicated to provide for guaranteeing
communications during action. The characteristics of the theater, as they relate to
this feature, are considered here.

For the same reason, consideration of interference with enemy communications
isincluded, so far as significance attaches to them with respect to the theater of
operations.

This portion of the Estimate Form varies greatly with the type of problem under
consideration. However, in all estimates, this is the place where the commander
searches the theater for factors affecting communications for the particular problem.

With the completion of this subsection of the estimate, the commander has
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assembled and placed in workable form the information to which he expects to refer
in the succeeding parts of the estimate.

(3) Conclusions as to Relative Fighting Strength.

Having surveyed the means available and opposed, as well as the characteristics

of the theater of operations, the commander will find it useful to summarize the
pertinent information available, in order that the strength and weakness of own and
enemy forces can be readily visualized and compared. Thus the existing advantages
and disadvantages are made apparent, and conclusions are drawn as to relative
fighting strength.

A satisfactory procedure is to place strength and weakness factors in parallel
columns for own and enemy forces. From careful consideration of the facts so far
determined in Section I-B, there are extracted and expressed briefly the pertinent
strength and weakness factors.

It is usually easier to determine all the strength and weakness factors in detailed
tactical estimates than in broad strategical estimates.

The former deal in relatively more factual terms, with definite comparisons such
as with respect to maximum speeds, numbers and caliber of guns, numbers and
types of aircraft, numbers and types of torpedoes, and other such items which give
the factual basis for comparison.

In broad strategical estimates, this factual basis is present, e.g., as to distances,
radii of ships, geographical locations of forces, and the like. But other factors may
not be so definite, especially as regards enemy forces. For example, it will often
be difficult for the commander to say that the enemy's logistics problem is easier
or more difficult than his own, unless he has a good idea of the amount of fuel,
ammunition, and stores available to the enemy within the time limits involved.

The evaluation of training, spirit, health, and courage of personnel is, as previously
noted, relatively easy to determine for own forces, but more or less of a conjecture in
regard to the enemy.

The value of the entries in the parallel columns at this point of the estimate will
depend upon the skill of the commander in judging the factual data contained in
all of the known factors of strength and weakness. The proper entries to be made
will depend upon circumstances. In one estimate, for example, the anti-aircraft
armament available to a carrier group will be of vital importance. In another estimate
of the same carrier group, anti-aircraft defense will be of no importance because
no enemy aircraft can be employed in the situation being estimated. Again, in a
local tactical situation, if the ships involved have just been fueled, the economical
steaming radius may be of no immediate importance. And while the total amount of
high-test gasoline which can be produced in a State in the coming year may be vital to
a broad strategical estimate involving war against trade, that information may be of
little use in a tactical estimate of a localized, fleeting situation.

Thus, in determining what factors to evaluate, and in assessing their relative value,
the commander considers only such as can possibly affect the effort to be made in the
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theater under consideration. The summary of strength and weakness factors is, then,
a summary of those factors which the commander considers will affect the character
of his effort. This summary indicates the relative importance of such factors.

A mere list of facts will not serve the purpose. What is needed here is a series of
evaluations and conclusions which may result from a study of the pertinent details.

With the circumstances attending his particular problem clearly in mind, the
commander carefully reviews each of the factors of fighting strength in the theater;
he classes each as either a strength or weakness factor for himself or his opponent,
and enters it in the proper column. A strength factor for one is not necessarily entered
as a weakness factor for the opponent:—what is required is a well-digested summary
of the factors which give to either side an advantage or a disadvantage as compared to
the other.

NOTE

The Estimate procedure has, to this point, established the basis for the solution of
the problem through evaluation of the factors pertaining to the requirements of
suitability, of feasibility, and of acceptability of the consequences as to costs.

On this basis, the commander is ready to consider such courses of action as may be
pertinent. To this end, he has a choice of procedures. He may first consider courses
of action for himself. He may prefer, however, to consider first those which are
applicable to the enemy.

If the commander considers his own courses of action first, this procedure
has an advantage in that it narrows, later, the scope of enemy courses which are
pertinent to his situation. This is true because consideration of enemy courses may
in such a case be restricted to those which give promise of countering, effectively,
his own courses of action.

This procedure may also have a certain psychological advantage, in that the
commander may thereby avoid becoming unduly impressed by the potentialities of
enemy action. Occasionally, prior consideration of enemy courses may tend to put the
commander, unnecessarily, on the mental defensive.

First consideration of his own courses of action is especially appropriate for a
commander whose mission requires him to assume the initiative, particularly when
the relative fighting strength indicates that he can compel enemy action to conform
to his. This is frequently the case when enemy action will chiefly affect details rather
than the general trend of the operations.

These reflections indicate that first consideration of his own courses of action
will very frequently be advantageous to the commander. Such a sequence is
therefore indicated preferentially in the Estimate Form, and next discussed.
However occasions may arise when consideration in the reverse order is preferable.
Sometimes the prior consideration of enemy potentialities has the advantage of
making the commander's estimate more complete with respect to the obstacles
which he is to overcome. Furthermore, when the effectiveness of his future action
is seen to depend chiefly upon what the enemy can do, or when the initiative lies
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manifestly with the enemy, and when the commander's mission requires him
to frustrate enemy action, rather than to assume the initiative himself, the prior
consideration of enemy courses of action may be indicated.

The commander may therefore consider the subject matter of Sections IT and Il in
the order hereinafter followed, or he may reverse that order.

SECTION Il

DETERMINATION OF SUITABLE, FEASIBLE, AND ACCEPTABLE COURSES
OF ACTION

A. Analysis of the Assigned Objective.

In order further to clarify the problem, consideration of the commander's courses
of action may profitably commence with an analysis (page 97) of the assigned
objective. Section I-A contained an appreciation of this objective on the basis of the
salient features of the situation. A close examination is now possible in the light of
the additional information furnished by the full details (Section I-B) as to the means
available and opposed, and as to the characteristics of the theater (page 148).

Accordingly, the mission (page 148), is now again stated, and is restudied. The task
is thoughtfully examined anew, in view of the forces and positions now known. The
purpose is scrutinized with equal care, because it indicates the further end in view
for the common effort. Now, obstacles to success which, in Section I-A, could not fully
be appreciated can be examined against the background afforded by visualization of
the enemy's ability to oppose the attainment of the assigned objective.

This analysis calls for such discussion by the commander as is essential to better
understanding of his assigned objective. Some restatement and repetition may be
desirable as to the subjects already discussed under the appreciation of the assigned
objective. In solving certain types of problems, where simple estimates, only, are
required, there may be no necessity for further treatment. Even in these cases,
however, the commander restates his mission in this subsection, in order to ensure a
clear comprehension of its task and purpose, as a sound basis for his further solution
of the problem.

B. Survey of Courses of Action.

The Fundamental Military Principle (page 87) represents an equation (page 74)
based on five factors: the appropriate effect desired, the means available, the means
opposed, the characteristics of the theater, and the consequences as to costs. Of
these five factors, all but the last (the consequences as to costs) have by this time,

in the course of the estimate, been assigned values as definite as the commander's
information and his study permit.

From this point on, the problem is to evolve tentative solutions (courses of action)
and to test them (page 131), severally, by reference to the factors. The tests as to
suitability and feasibility can now be made with reference to the known factors. The
test as to acceptability of the consequences involves an unknown factor. However, for
each tentative solution of the problem, a value can be assigned for this factor, because
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all five factors are interdependent (page 81 and following), so that the value of any of
them can be set by a study of the others. It is through this procedure that evaluation of
the consequences factor is accomplished (an application of the corollary Principle of
the Acceptable Consequences as to Costs, page 84).

By means of the standard tests, the several tentative solutions are also compared
to each other in the light of envisaged enemy action, so as to enable the commander to
select the best solution.

The commander now, as a result of his reflective thinking as to courses of action,
makes a list of those which he has visualized for himself. There may be one course of
action, or many; ordinarily there are several.

Examples of courses of action have been given in the basic discussion of the
subject (pages 124 and 127). In listing his courses, the commander can add to clarity
of thought and of expression by visualizing the objective embodied in each course
and by envisaging also, the action, expressed in proper detail, for its attainment. This
process is naturally the more important when the objective is inferred rather than
specifically expressed, and when the action involved calls for more description than
can be obtained merely by stating the objective.

For example, the commander may include a course of action such as "to raid
enemy trade in the area EFGH". The objective is here inferred; it is not clearly stated.
The commander may therefore be well advised to add a notation of what the objective
is; indeed, more than one objective may be involved. Objectives thus inferred might
include, when specifically stated, the infliction of damage on enemy trade, the
infliction of damage on enemy combatant forces protecting such trade, the disruption
of enemy supply arrangements, or such others as may be applicable.

This clear visualization is essential to the establishment of the relationship
between the assigned objective and the objective inherent in the course of action
(page 124).If, for instance, the motivating task is to "divert enemy forces to the area
EFGH", the commander may consider the course of action "to raid enemy trade in
area EFGH". By infliction of damage to, and by disruption of, enemy supply (objectives
of his raiding), he expects to accomplish the diversion of enemy forces to the area
EFGH, because the enemy will wish to protect his trade against such raids. The
relationship between the assigned objective and the objective inferred in the course
of action is thus made clear.

With regard to expression of the action to be taken, the commander may properly
desire to be more explicit than by merely saying, for example, "to destroy the enemy".
Here the objective is clear (it is "the destruction of the enemy"), but the expression of
the action is so general that additional description may be needed. Examples of more
explicit statement have been given previously (page 124).

On occasion the higher commander may predetermine the commander's course of
action for the attainment of the objective assigned to the latter. Circumstances under
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which such procedure may be properly applicable, and the effect which it has on the
commander's estimate, have been previously discussed (page 122).

C. Application of Tests for Suitability, Feasibility, and Acceptability.

The courses of action which the commander has envisaged are now subjected to test
(page 131). This essential stage in thought is intended to put the courses of action to
proof as tentative solutions of the problems. The principle here recognized is that
suggestion has no logical nor rightful claim upon action or belief until it has received
adequate confirmation. Such confirmation is, in part, provided by these tests.

The tests applied are for suitability, for feasibility, and for acceptability as to
consequences. Each of these tests is a separate one. Each course of action is formally
subjected to test. When the tests are completed, the courses of action stand classified
in these respects. During these tests, some courses of action may be rejected; such
are then omitted in the final classification.

These formal tests are not to be confused with the preliminary tests already
given by the commander to each course of action as it occurs to mind. Necessarily,
there is such a preliminary test, because the commander does not wish to entertain
inappropriate courses of action. For a competent commander, the mental power to
envisage solutions of a military problem is so much grounded in experience that
appropriate suggestions are most likely to occur; in fact, discriminating thought
with respect to military problems is natural for such a commander. This immediate
discrimination is, however, merely the preliminary test. It prevents setting up
wooden soldiers only to knock them down, but it does not necessarily subject each
suggested solution to a thorough analysis.

The commander may apply the tests to each course of action as it occurs to
his mind. This procedure, however, may be rendered impossible by the fertility
of suggestion; perhaps the commander has thought of several courses of action
practically simultaneously. It is, therefore, often better to apply the tests to all of the
courses of action, in turn, during a separate stage of the process of thinking. This is
the procedure indicated herein, as standard, by the sequence of steps in this section
of the Estimate. The process of testing, itself, may bring to mind those combinations
of courses of action previously referred to (page 127).

The degree of formality characteristic of the tests varies with the nature of the
problem. In a broad strategical estimate, these tests may be searching and extensive;
they may then consume much time. Yet, if the commander, in making a quick
decision of great urgency in actual battle, does not apply the tests, he may adopt
a course of action leading to tragic results. In such circumstances, the competent
commander, under pressure of danger, grasps the whole complex situation without
loss of time. He is not carried away by any chance impressions. He does not overlook
what is significant in the unexpected event. Because he is mentally prepared for the
exercise of command (page 143) he sees things in their true proportions (page 59).
In immediate response, he coolly chooses the same course of action which he would
adopt if he had time for careful deliberation.
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In making the tests, the commander rejects courses of action found unsuitable
in that they will not, if successfully prosecuted, contribute to the attainment of
the objective. He does not, as yet, reject courses of action found to be promising of
only partial accomplishment of the task, because there may be later possibilities of
effecting combinations to this end.

The commander also rejects, at this point, courses of action found to be infeasible
of accomplishment. He is careful, however, not to reject, abruptly, any which may
later be found to be feasible in combination with other courses.

Similarly, the commander now rejects courses of action found to involve excessive
consequences as to costs. Here, again, however, he bears in mind the possibilities of
later combinations.

The commander does not, as yet, make a selection of one course of action in
preference to another. He merely desires to restrict further thought, toward his
Decision, to those which are found, on the basis of the estimate so far, to be suitable,
feasible, and acceptable. He may, however, make a selection to the extent of effecting
proper combinations whose applicability has already been demonstrated.

The commander also takes stock, at this stage of the estimate, of the relative
degree of suitability, feasibility, and acceptability of retained courses, so far as can be
substantiated.

D. Listing Retained Courses of Action.
The foregoing process indicates to the commander the courses of action which may
properly be retained as suitable, as feasible, and as acceptable. He therefore draws
up alist of retained courses and classifies them according to the degree of their
suitability, of their feasibility, and of their acceptability with respect to consequences.
This list does not necessarily represent the final combinations of courses of action;
the incomplete solutions may yet become part of the course of action finally selected.
Also it is not impossible that combinations already made will subsequently be
recombined as a result of further analysis.
It may be apparent to the commander at this time that he does not have, as yet,
any course of action which fulfills the test of suitability as to scope, either originally
or by combination. A later conclusion is made (Section V) as to final combinations to
achieve full scope. This conclusion, however, may point the way, as later observed,
to a Decision adopting an objective short of that which would, if achieved, lead to the
accomplishment of the motivating task.

SECTION 1l

EXAMINATION INTO THE CAPABILITIES OF THE ENEMY

While the commander realizes that the Fundamental Military Principle (page

87) governs the enemy's problem no less than his own, he has to accept more of
hypothesis and conjecture (the so-called "fog of war") in applying the principle to
the enemy's situation. The method of reflective thinking utilized (Section II) for
the commander's own problem calls for certain further safeguards in application
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to the enemy capabilities, since they are of course usually not so well known to the
commander as are his own.

Capabilities, in the meaning applicable herein, indicate actions which the force
concerned, unless forestalled or prevented from taking such actions, has the capacity
to carry out. Such potentialities of the enemy are of course among the vital factors to
be considered in estimating the situation. In his estimate, however, the commander's
interest is not confined to what the enemy will probably do; probabilities are subject
to change, and do not, therefore, cover the whole field of capabilities. The commander
is not exclusively interested in what the enemy may intend to do, or even in what the
enemy may be known, at the time, to intend to do; such intentions are also subject
to change. The commander is interested in everything that the enemy can do which
may materially influence the commander's own courses of action.

In reaching a conclusion as to enemy capabilities, the commander makes an
estimate from the enemy's viewpoint and considers that the enemy commander,
faced with the counterpart of his own situation, is endeavoring to attain objectives in
furtherance of his own mission. Each commander is endeavoring to create for himself
a favorable military situation, and to prevent his opponent from succeeding in the
same intent. The physical objectives for each may be the other's armed forces; certain
positions, sea areas, harbors, or territory may also be likely physical objectives.

In such a parallel building up of plans, it is possible that the opposing forces may
not come, at least for a time, into actual conflict. More especially in the initial stages,
the respective plans may lead to operations in different parts of the theater. Again, the
geographical direction of search may cause the forces to miss contact. Moreover, unless
one commander definitely makes provision to seek out and engage, the two forces, each
on the defensive, may find themselves "shaking fists" at each other across an ocean area.

Notwithstanding this possibility, however, a conclusion, on an insufficient basis,
that the enemy will or will not seek him out and engage him, or that the enemy will
or will not do anything else, may be fraught with the most serious consequences for
the commander. Accordingly, in estimating the enemy's situation, he puts himself
in the enemy's position, while subordinating his own hopes and desires. He credits
the enemy with the possession of good judgment and of the resolution and ability
to apply with skill the fundamentals of effective warfare, subject, naturally, to the
justified conclusions which the commander has drawn (Section I-B) on the basis of
the available factual data as to relative fighting strength.

A. Survey of the Enemy’s Problem.

This portion of the commander's estimate pertains, of course, to the existing
situation as viewed by the enemy. This fact, alone, may inject into the problem certain
factors which differ from those applicable with respect to the commander's view of
his own problem, as determined to this point.

(1) Summary of the Enemy's Situation.
Frequently it may happen that the enemy does not have certain significant
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information. The fact of such lack of information may have been established by the
conclusions drawn as to relative fighting strength (Section I-B). If this be the case,
notation of the fact is made at this point in the commander's estimate of the enemy's
situation. If doubt exists as to the extent and accuracy of the enemy's information, it
will be desirable to credit the enemy with any knowledge which it would be dangerous
for the commander to conclude was not available to his opponent.

In summarizing the enemy's situation, the commander may brief the procedure by
indicating those significant features of his own situation, as summarized in Section
I-A and as particularized in Section I-B, which he does not consider are known to the
enemy. The commander will also indicate here any items of important information as
to which he has only a suggestion or an inkling, but which he considers may be known
in greater detail to the enemy.

(2) Analysis of the Effect Desired by the Enemy.

It may appear on first thought that the best basis for determining the pertinent
enemy courses of action is to make a deduction of the enemy's mission. Sometimes,
undoubtedly, this is the case. However, it is not always possible to deduce the enemy's
mission correctly. If the deduction is incorrect the remainder of the estimate will be
on an unsound basis. If, as may happen, the enemy's plan has been captured, or if, by
some other method, conclusive information has been obtained, it may be possible to
state the enemy's mission. Even then, however, the enemy's mission may sometimes
be changed. It is thus evident that the commander, by restricting his thought,

may frequently fail to consider all of the enemy capabilities which may materially
influence his own course of action.

With this precaution in mind, the commander, at this point in his Estimate,
proceeds to analyze the effect desired by the enemy. The commander intends to use
his deductions, if such use appears to be sound, to narrow the field of consideration as
to enemy courses of action. However, he reminds himself that such restriction will be
dangerous unless it is established on sound grounds.

The first mental act toward determining the effect desired by the enemy is to form
areasoned opinion as to the situation which the enemy wishes to maintain or to
create. The maintenance or creation of this situation, existent or to be brought about,
is an enemy objective.

From earlier association with the enemy, from intelligence of his peacetime
preparations, and from a knowledge of his political and military history, his broad
current policies are generally matters of common report. The motives impelling the
enemy to action may thus be evident. Past or present tendencies of the enemy, along
certain specific lines of endeavor, may be known. These may be corroborated by the
enemy action which has recently occurred.

In military undertakings of major scope the objectives of the enemy are often
difficult of concealment. A survey of the objectives which the enemy has been
pursuing may allow a reasoned opinion to be formed as to the enemy's immediate
objectives,—whether, at least, his future action will be offensive or defensive. The
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importance to be attached by the enemy to certain physical objectives may be
indicated by the broad aims known to exist. Present composition and disposition of
the enemy's forces may betray the effort which he intends. Circumstances, clearly
disadvantageous to the commander's forces, may disclose what his enemy's aim may
be for maintaining or creating a favorable (enemy) military situation.

However scant or incomplete the data from such sources or from others, the
commander seeks to gain, by piecing together, a composite basis of workable value in
arriving at a sound conclusion as to the enemy's future action.

The enemy objective thus visualized may serve as the purpose of the enemy's
mission. The situation thus envisaged may be specific or broad in nature, depending
on the soundness of the deductions. This, in turn, will depend on the extent and
character of the information available.

It may now be possible to deduce a definite task, which when accomplished, will
attain the indicated purpose. However, as previously stated, it is not desirable to be
unduly specific. The commander reflects on the several possibilities which if carried
out will attain the purpose. By being inclusive instead of restrictive in this matter,
he avoids the danger of overlooking enemy capabilities. Moreover, the information
available will not always justify the derivation of a specific task.

By this process of reasoning, the commander may arrive at a studied opinion as to
the enemy's appropriate effect desired. The commander's safeguard is that he has not
been too restrictive or specific. He expects to encompass within his conclusion the
limits of the enemy's objectives and actions, so that his own planned action will not
fail to cover all enemy action which can materially influence the situation.

Situations may be encountered when, in the equation referred to in Section II-B
(page 159), no value can be assigned the factor of the appropriate effect desired
which will constitute a sufficient basis for deducing enemy courses of action. Such
situations are not unusual, especially in problems of lesser scope. In such cases, the
commander is compelled to consider all possible enemy courses of action which
can materially influence his own plan. Therefore, in instances of this nature, it is
apparent that the procedure of giving first consideration to the commander's own
courses of action affords the advantage of (see page 158) narrowing the field as to the
enemy capabilities.

B. Survey of Enemy Capabilities.
If, then (to repeat, because of the importance of the matter), the commander believes
that he has, in the deduced enemy effect desired, a sufficient basis for evolving all
pertinent enemy capabilities, he now proceeds, by the mental process described in
Section II, to list the enemy courses of action which he thinks merit attention. If there
be no adequate basis, the commander will find it desirable to list all enemy courses of
action which can materially affect his own effort.

The survey of fighting strength (Section I-B) has established, through
consideration of the "means available and opposed", and of the "characteristics of
the theater", the limitations of enemy capabilities from the standpoint of feasibility.
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Because, however, so much of the enemy's situation is usually conjectural, it is
important to give the most searching attention to the comparison summary in
Section I-B,—in fact, to consider fully every element of weakness and strength, and of
advantage and disadvantage. Such a study will disclose every possibility which the
enemy might exploit. The commander may thus determine, for example, the enemy
strength which can be moved into positions within time limits that can affect the
commander's courses of action; he can also examine into possibilities of obtaining
information concerning the enemy's moves.

Such a study enables the commander to envisage the enemy operations which
presumably can materially affect his own plans. He may now list the presumed
capabilities of the enemy, in the form of courses of action, for purposes of further
analysis. Naturally, he lists courses which appear to be suitable, feasible, and
acceptable as to consequences, but formal tests are deferred until the next phase of
the estimate.

C. Application of Tests for Suitability, Feasibility, and Acceptability.

Having listed pertinent enemy courses of action as described above, the commander
next tests them for suitability, for feasibility, and for acceptability as to their
consequences.

The procedure is the same as for his own courses of action (Section II). However,
since the enemy's appropriate effect desired, if deducible at all, is often only an
approximation, the test for suitability is usually less rigid or absolute than for the
commander's own courses of action. By the same token, since the enemy's fighting
strength will usually include elements of conjecture and hypothesis, the test for
feasibility may be less reliable than when applied to the commander's own courses. In
fact, if there are any reasonable doubts as to feasibility of an enemy course of action, it
is properly retained for further consideration. The same considerations and the same
safeguard apply with respect to acceptability of the consequences.

D. Listing Retained Enemy Courses of Action.
All enemy courses of action which, after test, are retained for further study are now
listed by the commander.

While it is manifestly of advantage to the commander if the number of enemy
courses can reasonably be reduced to only a few or even to one, it is important that no
material enemy capability be neglected because of undue restriction of the field.

The previous analysis will have indicated, at least, in some cases, the degree of
suitability and feasibility, and will have enabled the commander to form a considered
opinion as to any preference, from the enemy viewpoint, on the basis of consequences
as to costs.

In many instances, therefore, it will be possible to arrange retained enemy courses
in order of priority, i.e., the more likely being listed before the less likely. In case of
doubt, the higher priority is awarded by the commander to enemy courses which are
more dangerous from his (the commander's) point of view.
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In other instances, no priority can properly be indicated.

As aresult of this study, the commander may now be able to combine certain
enemy courses. In any case, he closes this portion of the estimate with a list of them,
classified so far as he finds justifiable, and thus made available for further effective
usein the estimate.

SECTION IV

SELECTION OF THE BEST COURSE OF ACTION

The extent to which detail is desirable in Section IV of the Estimate will vary with the
nature of the problem (page 129). Experience usually demonstrates, however, that
an estimate in only the necessary detail escapes the danger inherent in undue detail
which would tend to befog the main issues. As the commander proceeds with his
estimate, he will recognize the need for additional examination into details, and will
conduct such examination accordingly.

A. Analysis and Comparison of Retained Courses of Action.

The next step in the estimate is the natural one of comparing the commander's
retained courses of action with those of the enemy which have been retained for
further study. This process consists of executing, in imagination, the plan contained
in each of the commander's courses of action, against that in each of the enemy's.
One method is for the Commander to take the initiative with each of his plans and
mentally to push it through with vigor. By this procedure, he concentrates his
thought on the effect to be produced, on the changed situation which that effect will
bring about for the enemy, on the modification in the enemy's effort which will be
caused, on the resulting obstacles which these modifications will create, and on the
provisions which will have to be made to overcome the obstacles.

It will at once be apparent that the commander may have to re-estimate the enemy
situation during this analysis. Such necessity arises because of the changes made
by his own course of action upon the enemy situation. The commander will desire to
reach a studied conclusion as to what counter action the enemy may take when the
nature of the planned action against him becomes evident. This re-estimate of the
situation may be brief, as it is an adjustment of factors which are familiar through
previous examination. Sometimes the re-estimate will have been made mentally,
before reaching this point, and adjustments may already have been made in the
written estimate, in anticipation of this contingency. Sometimes the commander
may find it desirable, after reaching this point, to re-write, at least in part, his original
enemy estimate (Section III). The particular procedure adopted is unimportant; the
important feature is to recognize that such a re-estimate process is normal, and
especially so with reference to this portion of the Estimate.

The foregoing discussion illustrates the point that an examination into enemy
capabilities is not complete if the commander puts himselfin the enemy's
place merely for the purpose of estimating the original situation from the
enemy viewpoint. In addition, the commander examines each of the enemy's
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modified problems which the changed situation, created by the execution of

the commander's plan, has superimposed upon the enemy's original problem.
Thus only can the commander analyze the various ways whereby the enemy may
oppose his own proposed courses of action. Thus only may sound conclusion later
be reached, in the next subsection of the estimate, as to what course of action, or
combination of courses, is the best.

The comparison of plan against plan thus far has been restricted to the method
whereby the commander takes the initiative with each of his own retained courses
of action. Another method is to imagine the enemy as taking the initiative, carrying
through each of his courses against each of the commander's courses. This method
is applicable, for instance, to cases where the enemy is able to initiate action which,
by its nature, would frustrate the execution of any of the commander's courses. The
choice of methods is a matter of judgment on the part of the commander.

It is rarely that courses of action can be compared without resolving each, to some
extent, into the detailed operations which it comprises. However, this analysis is
confined, as previously explained (see page 166), to the details whose consideration
is necessary for purposes of a sound comparison. In some cases there may be need
for study in the greatest detail. Generally, however, the requirement can be met by
considering for each operation the kind of action, the types of weapons, and the
physical objectives.

During the progress of these analyses of the impact of operations upon each other,
there may occur to mind further operations which an alert and awakened enemy may
undertake in opposition; the counter to these operations may also suggest itself.

The use of the chart, with positions and forces plotted, is here frequently essential;
in tactical problems diagrams and tables showing possibilities of position, distance,
speed, maneuver, gun ranges, relative strength in types and weapons are useful.

Through the procedure described above, the commander is afforded further
opportunity to test his courses of action, as to suitability, feasibility, and
acceptability. He can, once more, view each of his courses from the standpoint
of its suitability. The visualized enemy action may introduce considerations, not
previously realized, as to whether certain of his own courses are suitable to the
appropriate effect desired, when results are envisaged on the basis of the possible
opposition. As to feasibility, the analysis permits him to make a further estimate
of the enemy capabilities with respect to obstructing or preventing the desired
outcome of his (the commander's) courses of action. In addition, by visualizing
the pertinent operations involved, he enables himself to evaluate the costs to be
expected.

Should the commander conclude, at this stage, that further consideration of any of
his courses, so far retained, is not justified, he will naturally reject such courses so as
to confine further analysis within narrower limits.
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Should he find, during his analysis, that further combinations should be made
among his retained courses, he makes such combinations and uses them in his
comparison.

However, he defers, until the next subsection, his choice of the course to be
finally selected, or his conclusion that none can justifiably be adopted. The process
of comparison is confined to deduction, rearrangement, and justified rejection,
preliminary to weighing and selecting in the next subsection.

B. Determination of the Best Course of Action.

The commander is now ready to ponder over his retained courses of action as further
analyzed in the light of enemy opposition. All of these courses, if carried out, are
presumably competent, in varying extent, to attain the appropriate effect desired. He
will now examine and consider them with the specific intent of coming to a conclusion
as to which one, or which combination, he will select as the best. The analysis of

each course of action in comparison with each enemy course has made possible a
comparison, to this end, of the commander's retained courses with each other.

At this point, therefore, the commander again assembles his retained courses of
action.

He includes the combinations which the preceding analysis has indicated
belong properly together. He then considers the final tabulation in the light of the
considerations now to be noted.

The conclusive tests are now made for suitability, for feasibility, and for
acceptability as to consequences. Because of the importance of this terminal
analysis, it is desirable that the tests be as precise as possible.

The commander now has, in addition to his list of the retained courses of action,
a summarized comparison of each with the others, under the several pertinent
headings. He next examines this all-inclusive summary, with the intent of selecting
the best course of action.

It may be found that one, or another, or a combination, is best. Again, there is the
possibility of considering, as best, a course of action which, if carried out, will only
complete an initial stage toward the accomplishment of the motivating task.

If the result of the analysis has demonstrated that there is no satisfactory course
of action, this fact is here stated, with a notation as to the reasons for such opinion. In
this case the commander faces a dilemma.

Usually a task imposed on the commander by higher authority will be a carefully
considered assignment of part of the superior's planned effort. The commander
may expect normally to find that his own estimate of the situation will yield courses
of action which, if successfully carried out, will accomplish the task assigned. The
reasoned plan of the superior is a safeguard in this respect.

Nevertheless, realism requires that the commander be fully prepared to meet the
possible dilemma:—When he cannot envisage a course of action for accomplishing
the assigned task, or when, of the several courses of action under consideration, he
finds none satisfactory, what is he to do? (See page 110).
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Under these circumstances the commander reviews his estimate in all its aspects.
By minute re-examination he endeavors to find ways of accomplishing his assigned
task. If he cannot accomplish the task, he seeks for ways whereby he can further such
accomplishment so far as is reasonably feasible. If unable, in any degree, to further
the accomplishment of his task, he endeavors to contribute, so far as he feasibly and
acceptably can, to the accomplishment of the purpose of his mission.

It is to be expected, of course, that, if unable to accomplish his assigned task, the
commander will make constructive representations (page 135) to higher authority.
The latter may then assign additional forces or may otherwise alter the problem,—for
example, by assigning a new task. However, a situation such as described may occur
when the commander is alone in a distant theater or when for other reasons he finds
himself unable to communicate, in time, with higher authority.

In such a situation the commander is under the necessity of determining, for
himself, a task which is suitable, feasible, and acceptable under the circumstances
(page 96).

Itis evident that, at some point in the foregoing procedure, the commander has
been forced to abandon the solution of his basic problem, because he has found
that there is no sound solution. He has not completely abandoned the solution of his
original problem, because he has not yet exhausted all of its possibilities. However,
the solution of the original problem has unquestionably entered a new phase, or step.

The new step presents the commander with a new problem, a phase in the solution
of the original problem; the new problem is related to the abandoned basic problem,
because it arises out of the same situation, which has not changed. The new problem
is, however, differentiated from the basic problem because it is based on a different
incentive. The incentive for the solution of the new problem arises directly out of a
decision made by the commander himself, i.e., his decision that no sound solution for
the basic problem can be found. The new problem is one for the commander himself
to solve, i.e., it cannot properly be delegated to a subordinate for solution, because its
solution is necessary as a basis for the commander's detailed plan. For these reasons
the new problem is, by definition (page 137), a subsidiary problem, of the type
distinctive of the second step.

At what point in the solution of the original problem does the commander abandon
the basic problem and proceed with the solution of the new, subsidiary problem
which has arisen as described? There are various possible answers, all with a basis of
reason, to this question.

From the standpoint of theoretical precision, it might be said that the basic
problem is abandoned when the conclusion is reached that its motivating task cannot
be accomplished. It might also be said that the basic problem is abandoned when
the conclusion is reached that the commander can in no way contribute toward the
accomplishment of the motivating task.

Practical experience indicates, however, that the basic estimate can profitably
be utilized until the conclusion is reached that no contribution can be made to the
purpose of the mission. At this point a new estimate, subsidiary to the basic estimate,
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necessarily begins. This view is confirmed, theoretically, by the fact that, at this
point in the procedure, a radical change occurs with respect to the appropriate effect
desired. In such circumstances, the commander concludes that he cannot contribute,
in any degree, to the accomplishment of his immediate superior's general plan.

The incentive for the solution of the subsidiary problem will therefore arise, on the
basis thus adopted, when the commander has concluded that he cannot contribute
to the accomplishment of his basic mission, and that he is under the necessity of
evolving a new mission for himself. His basic Decision (see discussion, hereafter, of
Section V of the Estimate Form) will reflect this conclusion and will thereby afford
him a basis for the solution of his subsidiary problem.

Problems of the foregoing nature, where the commander justifiably departs
from his instructions, are not unusual during the first step. However, they are
scarcely typical of that step so long as an organized chain of command is in effective
operation. In the more usual case, the commander, at this point in his estimate,
makes note of his selected course of action. Whether he selects a single course or a
combination, the selection is thereafter known as the best course of action (singular).

SECTION YV

THE DECISION

In the final section of the Estimate the commander is concerned with a decision as to
the selection of an objective or objectives determined by himself, for the attainment
of the appropriate effect desired. This decision also indicates, in proper detail, the
action to be taken for the attainment of the commander's selected objective. The
decision reached at this point becomes the commander's general plan of action

or provides the basis therefor. It is accordingly so important that when it has been
formally stated in a basic problem it is thenceforth known as the Decision.

The Statement of the Decision. Frequently the statement of the Decision may
be merely a restatement of the best course of action. Such phraseology is often
adequate, provided, naturally, that the selected course of action has been, itself,
correctly expressed (page 129). Sometimes, however, the commander may desire,
at this point in his estimate, to develop such expression more fully. He may at
this point develop his selected course into a general plan, or he may defer this
development to the second step.

In any event the commander now scrutinizes his selected course of action to
ensure that its expression conveys exactly the meaning which he has in mind.

He bears in mind, also, that his Decision will settle the pattern of his future action.
If the selected objective is inferred, rather than specifically stated, the commander
will then ensure that the inference, with all its vital implications, is plain.

As to the statement of the action required to achieve this objective, the commander
realizes that the pattern laid down by the Decision is merely a shape or general
outline. The details will be introduced later. The Decision covers the general outline
of the action contemplated for the entire force.

If, for example, only a part of the commander's force is to act, while the remainder
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is to remain inactive, the Decision will cover not only the kind of activity but also

the extent of the inactivity. However, for convenience in stating the Decision, such
inactivity may be inferred, rather than expressly stated, so long as the meaning is
made clear. Thus, if the force, except for a raiding task group, is to remain inactive for
the time being, the Decision may properly be "to raid enemy communications in the
area — with a task group consisting of —", so long as the commander is satisfied
that the implication is clear, under the circumstances, that the remainder of his force
is toremain inactive.

The commander may properly include brief summarizing remarks as to the
methods, broadly viewed, whereby he intends to take action. However, he introduces
such detail only to the extent that he feels amplification is needed, either for his own
benefit or for the assistance of others who may use his estimate.

Deductions or inferences which the commander wishes to note may, at this point,
be included with the Decision as corollaries (see next page).

Where combinations of courses of action have been made in selecting the best
course, the meaning can sometimes be improved at this point by modification of the
previous wording.

When, as previously discussed (page 171), the commander has concluded that he
cannot feasibly or acceptably adopt any course of action which will accomplish his
task, contribute in any measure to its accomplishment, or even contribute in any
degree to the accomplishment of the purpose of his mission, he records that fact in
his Decision. His study of the problem will by this time, however, have given him the
necessary data for a conclusion as to what his new mission should be. He therefore
closes his basic estimate with a Decision, coupled with a purpose therefor, (see
below), which will serve as a new mission, i.e., as an appropriate effect desired. This
provides a basis for his solution of a subsidiary problem whose incentive is derived
from this Decision.

Of course, if the commander has had time and opportunity to represent his
situation on this basis to higher authority, and has received a new task therefrom, the
new task, coupled with the purpose also indicated by higher authority, will provide
the mission for the solution of a new basic problem.

The Purpose of the Decision. The purpose of the Decision is identical with
the motivating task,—provided, of course, that the Decision, if carried out, will
accomplish that task in full. When stated, the purpose is usually connected with the
Decision by the words "in order to".

If the commander has concluded that he will take action by stages, the Decision
may cover only the first stage. In all cases where the Decision will only partially
accomplish the motivating task, appropriate words to link the Decision to its purpose
may be such as "to assist in" or "preparatory to".

The statement of this purpose, in connection with the Decision, is frequently
helpful and is sometimes necessary in making clear the exact relationship between
the Decision and the motivating task. In the next planning step, where the detailed
operations are determined, this purpose is an important guide because each detailed
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operation is expected to contribute to the accomplishment, not only of the Decision,
but also of the motivating task.

Corollaries to the Decision. The Decision may involve certain deductions or
inferences, either delimiting or amplifying its nature. The commander may find
it desirable to make note of these matters in connection with his Decision. He may
later wish to use these notes when formulating his plan. Since these matters relate
to deductions or inferences which naturally follow as results of the Decision they are
properly referred to as "corollaries" to the Decision.

The nature of such corollaries may best be shown by an example. It is supposed,
for instance, that the commander has made the Decision "to guard the Eastern
Caribbean barrier against enemy penetration". During the course of his estimate
of the situation, he has come to the conclusion that his operations to carry out this
Decision will extend into the area limited by Port X on the north, and Port Y on the
south. This conclusion is a deduction, which immediately assumes importance
when the Decision is made. The commander states this deduced conclusion here,
in connection with the Decision, for future guidance in resolving the Decision into
detailed operations, as well as for later use in his directives to limit the action of his
subordinates.

No particular form is specified for such corollaries. It is satisfactory to list them as
Corollary I, Corollary II, etc. They do not constitute a part of the Decision.

Relation of the Decision to the Detailed Plan and Directives. The Decision is the
basis for the commander's plan of action for his entire force. This plan is promulgated
in one or more directives. The Decision, as it appears in the Estimate, is not yet the
concern of subordinate commanders. It does not become their concern until it is used
in directives. As incorporated in the commander's detailed plan and in his directives,
the Decision, whether further developed or not, constitutes the commander's general
plan and is referred to in those terms.

The Decision, as it appears in the Estimate, is not bound by any rigid specifications
as to form. Later (Chapter VII), when the commander prepares for the inauguration of
planned action by the formulation and issue of directives, he assumes the obligation
of conveying the substance of his Decision to his subordinates in clear language. At
that time he will again have to subject its expression to scrutiny, and may find that he
has to make modifications solely for clarification.

173






El Principio Militar Fundamental (PMF) de la Marina de Estados Unidos (1942) y su Influencia en el Planeamiento Operacional Argentino

CHAPTER VII

THE RESOLUTION OF THE REQUIRED ACTION INTO DETAILED
OPERATIONS

(The Second Step—The Solution of Subsidiary Problems)

The problem of the second step may be stated in question form as follows: "What
action should I take for the attainment of my objective as selected in the first step?"

For convenience a tabular form, inserted in the appendix, page 225, gives page
references to the principal subdivisions of this Chapter.

Having arrived at his basic Decision, the commander, if he wishes to put it into
effect, will proceed to formulate a plan of action which can be cast into the forms of
directives for execution. In making such a plan, he provides for operations in the
detail proper for his situation. He thereby expands the general plan, indicated in or
developed from his basic Decision, into a complete plan which can readily be placed
in the Order Form (Chapter VIII) as a directive or directives for the guidance of his
subordinates.

The procedure involved in formulating such a detailed plan of action has been
described previously in general terms (Chapter V). The method of determining the
salient features of the operations required has also been discussed (in Section III of
Chapter IV). Therefore, these matters are not repeated at this point.

The problems distinctive of this procedure (the second step, as described in
Chapter V) are subsidiary problems, in the sense that the incentive for their solution
arises by reason of a decision already made by the commander, i.e., the basic
Decision, and because they are problems which the commander recognizes are to be
solved by himself and not by his subordinates.

Assumptions. The commander's plan has been derived from an estimate of the
situation based on the best information available to him. Complete and accurate
information is frequently lacking; hence, many military plans consider contingencies
which, to make a plan possible, have been accepted in the estimate as assumptions.

The word assumption, when used to denote a basis for a plan, signifies "the taking
of something for granted". It does not mean a conjecture, guess, or probability. The
proposed action, resulting from a decision made under an assumption, is designed
to be taken only upon the disclosure of the truth of the assumption. The fact that the
assumption upon which the plan is based may prove false indicates the advisability of
developing several plans based upon various sets of assumptions.

It would be erroneous to believe that all contingencies can be foreseen, and to be
content with a particular set of plans, all of which may prove to be wrong. It is not to
be expected that a plan based upon assumptions will, in all respects, be suitable for
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use in an actual situation. For example, it will seldom occur that an elaborate Battle
Plan, based upon assumptions as to the various types, dispositions, and strengths
of forces present, the weather conditions, and the intent of the enemy, can be used
without changes.

On the other hand, a plan for the sortie of a fleet from a harbor under assumptions
that high visibility exists, that airplanes can operate, and that hostile submarines
will be the only force in opposition, may frequently be found entirely applicable to the
actual situation, or so nearly so as to require only slight modification. It is possible so
to standardize such plans that only minor variables need be indicated when the plan
is to be used.

The visualization of valid and useful assumptions frequently makes the most
serious demands on professional knowledge and judgment.

Alternative Plans. The word "alternative" is generally applied to contingent
plans intended to accomplish a common task, but developed from varying sets of
assumptions. "A choice between several" is the meaning of the word as here used.
When such choice becomes necessary in a situation not yet clarified, that plan will
be selected which has been derived from the set of assumptions considered by the
commander as most likely to be correct. The selected plan is usually called the plan or
the "accepted plan', and the other plans, coming from other less likely but still possible
sets of assumptions, are called Alternative Plan No. 1, Alternative Plan No. 2, etc.

Naval tactical situations particularly lend themselves to the drawing up of
alternative plans in advance. There are numerous general categories of such tactical
plans. Among these the Battle Plan is of paramount concern. Others include plans for
sortie, entrance, defense while cruising, etc. In each category, alternative plans may
be developed, based on various sets of assumptions.

Alternative plans evolved in advance of detailed information may be found useful as a
general basis for action. Circumstances may prove to be different from those previously
visualized. The correct procedure is to keep the plans up to date, testing them, by the
latest information, in a Running Estimate (Chapter IX). The commander will thus have a
foundation for sound decision in the circumstances which actually arise.

Still another use of alternative plans merits consideration. Early coordinated
action during actual operations may be demanded although neither time nor the
information available has permitted a detailed estimate. If the commander has
drawn up, in advance, plans based on assumptions as to conditions that conceivably
might exist, he will be better able to appreciate the situations which actually arise. He
can thus direct the necessary action with more rapidity and understanding than if
completely unprepared because of lack of planning. If he informs his subordinates of
his proposed action under certain assumed conditions, he will facilitate cooperation,
because better mutual understanding will exist. The advance alternative plans here
discussed are not necessarily confined to problems confronting a commander during
actual war operations. They may profitably be drawn up in peace, and may be the
basis of training exercises.
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Application of the Essential Elements of a Favorable Military Operation

In the solution of the problems distinctive of the second step, the commander starts
with a consideration of the salient features of a favorably progressing military
operation. This procedure is appropriate because any series of these problems,
considered as a whole, pertains to the single problem of determining the most
effective operation, or series of operations, for carrying his basic Decision into
effect. If the action contemplated in the basic Decision is of such a nature as to call
for successive included efforts in more than one stage, the commander limits his
consideration, should he find such restriction advisable on sound grounds, to the
operation or operations included in the first stage.

On this basis, the commander considers, first, the feature of correct physical
objectives. He has first to determine what his correct physical objectives will be.

This determination may or may not present a perplexity. Frequently, the
procedure of the first step (Chapter VI) will have plainly indicated one or more,
perhaps all, of the physical objectives involved. In some cases, also, the basic
Decision will have plainly pointed out the action to be taken, and with respect
to what physical objectives. In these instances, the commander may, with little
further analysis or none, set down the operations which he considers necessary or
desirable with respect to these physical objectives.

In other cases, however, the action indicated in the Decision, though plainly
indicating the commander's intent—that is, his calculated line of endeavor—may
not have designated the numerous physical objectives as to which his effort is to
be exerted. For example, the Decision "to interrupt enemy trade on the southern
maritime routes" is quite clear, but what are the numerous exertions of force
required, and with relation to what physical objectives? Immediately there is a
perplexity. Guided by the analysis made in his previous estimate of the situation,
the commander now determines what the physical objectives are, action as to
which will contribute to the accomplishment of the effort. The sum total of the
actions taken against these physical objectives is properly equivalent to the
accomplishment of the action indicated in his Decision. He may not be able at
this time to determine all of the correct physical objectives, but he can determine
certain correct ones (for the method, see Section III of Chapter IV).

The correct physical objectives having been determined, so far as can be done at
this time, the commander studies each thoroughly, developing the possibilities of
certain effective actions (operations) with reference thereto. For instance, in the case
of a commander who has been ordered to "interrupt enemy trade on the southern
maritime routes", he might develop one operation "to bomb enemy facilities at Port
X", and another "to capture or destroy enemy shipping along trade routes" (with an
indication of the routes involved).

The operations thus developed are now listed in a definite sequence, in order
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to provide a proper basis for the further procedure. The commander may find it
desirable to state them in their order of importance. Sometimes, however, it may be
found advantageous to list the operations in chronological sequence, i.e., in the order
of their execution. This point is further discussed hereafter (pages 183 and 201). The
commander is at liberty, of course, to use either method according to its helpfulness
in enabling him to visualize the elements of his problem.

The commander now considers the second feature: advantageous relative
positions. He may already occupy an advantageous geographical location or locations
(seepages 106 (bottom) and 106 (top)), or he may desire to improve his positions in
certain respects. An advantageous position might be between the enemy and his
base, in order to deny it to him. Another advantageous position might be to windward
of the enemy, for the purpose of making a destroyer attack under the protection of a
smoke screen.

The commander now reconsiders, from the viewpoint of "advantageous relative
positions", the operations deduced with respect to "correct physical objectives". As
aresult of this reconsideration, he may find that certain of these operations may be
retained without change, whereas others may require modification.

Suppose, for example, that two of the operations listed are those noted above, viz:

"To bomb enemy facilities at Port X", and

"To capture or destroy enemy shipping along trade routes between the —
parallels of north latitude and the —— meridians of west longitude."

From the viewpoint of relative position, it may appear that the first operation is not
affected seriously, if at all. Therefore, this operation may be left unchanged. However,
the second operation may be definitely affected by relative position, because the best
method of interrupting enemy trade may be to employ raiding forces in focal areas.
Therefore this operation might be altered to the form, "to capture or destroy enemy
trade by raiding focal areas" (with a designation of the areas).

The commander's study is now likely to suggest operations which were not
apparent when the analysis was confined to the correct physical objectives,
alone. New physical objectives may appear to require attention. If so, all such new
operations are added to the list compiled.

The commander may now study his list of operations, compiled to this point,
from the standpoint of the third feature, proper apportionment of fighting strength.
However, if the commander considers such apportionment now, his subsequent
study of the fourth element—"adequate freedom of action"—may develop a need for
further operations which will in turn call for a re-analysis as to his apportionment of
fighting strength. Therefore, for purposes of this discussion, it is assumed that the
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commander now defers consideration of such apportionment, and that he proceeds at
this point to study measures for ensuring adequate freedom of action.

This study requires consideration of such matters as training, morale, surprise,
secrecy, cooperation, intelligence, logistics, and provisions (communications,
location of the commander, and the like) for effective exercise of command. (See page
115). The commander exercises his judgment as to the degree of detail in which such
matters should be treated, according to the nature of his problems.

If any such subject—for example, communications—involves the development of a
subsidiary plan (page 185), the measures noted in connection with the formulation
of the basic plan may be stated along broad lines, such as: "To provide for effective
communications." Any specific matters of considerable importance may also be
included,—for example, as to secrecy with respect to the use of communications.
Other details may then be deferred until the commander takes up the necessary
subsidiary plan. Otherwise, all pertinent operations in connection with these
measures are naturally noted at this point.

Certain of these measures for freedom of action are now to be discussed in some
detail because of their important bearing on basic plans.

In certain operations contemplated by the commander, there may be a
requirement for additional training, sometimes of a special nature. This may be
true, for instance, if an operation involves the landing of an expeditionary force.
Conditions permitting, the commander will naturally desire to make provision for
training exercises. If time or other conditions do not permit necessary training,
he may find it desirable to modify his plans accordingly. The salient features of a
subsidiary training problem are discussed hereafter (page 191), and may well be
considered at this point in developing the basic plan.

The commander may already have noted, in considering operations suggested by
his previous study of the situation, a need for certain action as to security, secrecy,
and intelligence. Any additional operations of this nature, not previously noted, may
well be incorporated at this point.

Security of his own plan, and secrecy therefor, are important considerations
with reference to intelligence activities. The requirements as to intelligence
and counter-intelligence features are primary considerations as to any plan.

Such considerations involve the collection of information and its conversion
into intelligence. The hampering of enemy intelligence activities is a related
consideration.

The collection of useful information, and its denial to the enemy, call for a definite
plan. When information has been collected, it is subjected to the processes (page
149) of analysis, evaluation, interpretation, and dissemination. Collection, to be
consistently effective, calls for specific directives to, or requests on, the appropriate
collecting agencies. Analysis determines the source of the information and the
circumstances under which it was obtained. Evaluation determines its degree of
reliability. Interpretation consists of drawing conclusions; when information thus
takes the form of facts (so far as they can be ascertained) and of sound conclusions
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drawn therefrom, it becomes military (naval) intelligence. It is then disseminated to
those concerned and is used in the solution of the commander's own problems.

The basis for collection of such data is the determination of the essential elements
of information desired by the commander. The notation of these essential elements,
for later incorporation in his directive(s), naturally constitutes a primary feature
of his basic plan. The essential elements of information are frequently formulated
as questions—e.g., Will the enemy do this? Is the enemy doing that? What are the
principal topographic features of Y Island, with respect to so and so?

These questions cover the essential matters of perplexity as to enemy courses
of action and as to the characteristics of the theater. Each enemy course of action,
for example, may provide the basis for a question; or, if the scope of the problem
has narrowed sufficiently, such question may deal with one of the enemy's possible
operations, related to a course of action which he may be pursuing or is known to be
pursuing.

On the basis of the essential elements of information, the commander provides
for proper reconnaissance activities by the several collecting agencies under
his command, or for appropriate requests to be made by him on other collecting
agencies. A sound plan will always make adequate provision for such measures.

These subjects are treated in more detail in the later discussion (page 192) of
intelligence problems.

In connection with freedom of action, the commander will also make adequate
provision for logistics support. In its unrestricted sense, the term "logistics" relates
to the supply and movement of a military force, and to such related matters as
the disposition and replacement of ineffective personnel. Logistics measures, as
comprehended in the development of the basic plan, exclude movement primarily of
a strategical or tactical nature, but include movement related primarily to supply and
similar matters. This requirement gives rise to the necessity for logistics measures
which may further call for operations such as to provide fuel oil and supplies at
rendezvous X and Y, and tender facilities at port D. An incidental requirement will
relate to movements of train ships. Hence, the commander formulates these, also, and
includes them in his list of operations for later assignment as logistics tasks. (Page 183).
Fuel oil may likewise be required at Port D, but if the commander knows that ample fuel
oilis in store there, no operation to cover this feature is required of him.

The solution of logistics problems is further discussed hereafter (page 194).

The commander has now, it may be presumed, evolved all of the operations that
his analysis tells him are appropriate with respect to correct physical objectives,
advantageous relative positions, and freedom of action. Therefore, he now studies
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all of these operations from the viewpoint of the remaining element—proper
apportionment of fighting strength. This consideration involves, initially, a
determination of what forces will be necessary to carry out the operations listed.
The commander thereby determines the requirements, as to forces, for each such
operation.

For example, the operation "to locate an enemy force" may require the use of
several types of naval vessels and aircraft. The commander determines what method
of search is best for the purposes of this specific operation; thereafter, he determines
what forces are necessary to conduct the search. The procedure has previously been
indicated (in the Principle of the Proper Means to be Made Available—page 83).

In this study the commander will often find it necessary to divide some of the more
extensive operations into component parts, suitable for later assignment as tasks
for subordinates. Fundamentally, there is no difference between an operation and a
task, except that the latter includes also the idea of imposing on another person, or
assigning to him, a definite amount of work or duty (page 120). At this stage, then, the
commander deals with components suitable for performance by available weapons,
in the usual units, or combinations of units, in which they are effective. Of course,
when an operation meets this requirement without subdivision into components, it
need not be subdivided.

These component parts are not yet actually tasks, because the commander
does not plan to assign them at this time to any one for execution. However, the
components are visualized as clearly, and are formulated as definitely, as is possible
at this point. The requirement is that they be acts that available forces can perform.

The method of breaking down an operation into component parts is one of
analysis and deduction. Having visualized the manner whereby the operation
can contribute to the accomplishment of the effort, the commander has now to
determine the means to be employed to this end. Experience and knowledge tell
him what numbers and types of ships, aircraft, and other weapons, if properly
employed, will attain the effect desired.

Each component part will indicate both the action and the physical objectives of
the action. For each component, the commander estimates what forces are required.
He knows the extent of the armed forces available, and he can, if his total force is
adequate, adjust matters to allow each component a force capable of carrying it out.

For example, a component operation might call for a search by destroyers, but the
commander might find that his destroyers were in such poor relative position as to
prevent them from reaching the point of origin in time. Therefore he would be unable
to conduct the search by using destroyers alone. He might now consider a search by
aircraft. A study of this proposal might indicate that it could be carried out in part
by aircraft, but that available aircraft were inadequate to carry it out in its entirety.
In such event, consideration would be in order of the possibility of conducting this
search by use of other forces also, e.g., submarines and cruisers.

In case the commander believes an indicated operation to be infeasible, he first
restudies that operation to see whether he can modify it, without adversely affecting
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the accomplishment of the effort. He may even find that he can eliminate it by
including its essential features in some other operation.

If the commander finds that his forces are inadequate for the accomplishment of
an effort in one stage, but that they are adequate for its accomplishment in successive
stages, he may draw a conclusion as to which of the operations he can carry out
first. On this basis, he may proceed with the formulation of tasks to include these
operations, leaving the remainder to a future time (see page 99).

It may be that all operations set down cannot be accomplished by the forces
available, but that they will be possible of accomplishment if other forces are
provided. This knowledge, of the sum total of forces required for the action
indicated in the Decision, is an essential. It is only by such a searching inquiry
that the commander ensures that the operations resolved from the Decision will
result in a full solution of his problem. Usually the forces available will be found
adequate, because the superior who provided them gave consideration, on his part,
to the requirements. However, if the forces available are not deemed adequate, the
commander either modifies the operations, or restricts them, or subdivides them
into parts for performance in succession by stages. In any such case, conditions
permitting, he makes constructive representations, together with a report of the
facts, to his superior (see page 135).

Testing for Suitability, Feasibility, and Acceptability.

Each of the operations finally deemed necessary or desirable is now tested as to its
suitability, its feasibility, and its acceptability as to consequences. The considerations
involved have been explained previously (Section IIT of Chapter IV) and are therefore
not repeated here.

The testing process will eliminate those operations found not suitable, feasible, or
acceptable.

In addition, the tests may lead to the elimination of operations which, while both
suitable and feasible, do not contribute enough toward the accomplishment of the
effort to warrant their retention. For example, among the operations listed might be
one to capture X island and one to capture Y island, both suitable and feasible. The
commander, having analyzed these proposals, might conclude that the capture of
Y island would not constitute a sufficient contribution to warrant its adoption as an
operation at this time. Therefore, he might omit this operation, or he might defer it to
alater stage.

A feasible operation may similarly be rejected or deferred out of preference for
another which can more readily be accomplished.

The tests may also reveal important facts as to the relative consequences with
respect to costs. For example, two operations might both be acceptable as to
this factor, but one might be less acceptable than the other. Accordingly, the less
acceptable operation might be omitted, or might be deferred for the time being.

Upon the completion of the tests, all operations retained are listed for further
development.
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The Formulation of Tasks

The correct resolution of the Decision into the detailed operations required is further
ensured by the visualization of these operations as tasks. Tasks so formulated (page
180), become a basis for the preparation of directives.

To prepare a plan as a basis for directives, or for use as such, the commander
first finds it desirable to formulate and assemble the various tasks. The tasks are
formulated as a result of his study of (1) those operations which do not require to be
broken down, and which may now be rewritten as tasks, and of (2) the component
parts of the more extensive operations (See page 180, bottom).

Each of the tasks, as now listed, is tested for suitability, for feasibility, and for
acceptability with respect to the consequences as to costs. In view of the fact that the
operations have all been thoroughly tested, this process now becomes not a formal
analysis but merely a check.

The Organization of Task Forces and Task Groups

The commander now classifies the tasks on the basis of their suitability for
accomplishment by appropriate task forces or subdivisions thereof, i.e., task
groups. In so doing he endeavors to avoid forming any more classifications than are
necessary for the accomplishment of the full effort.

Note: In the remainder of this work, the term Task Group, except as may otherwise be
indicated, will be understood in the inclusive sense of either "task force" or "task group".
Tasks are assigned to task groups on the basis of such factors as the nature and

geographical location of physical objectives, the existing disposition of the several
units, their capabilities, and their freedom of action. The last-named may be the
determinant, and, because of the importance of such considerations, tasks which
would otherwise fall to one group might be assigned to another. Features influencing
a change might include lack of training of the personnel available in the first group, or
the special qualifications of a particular commander, or a justified desire to adhere to
a previously determined permanent task organization.

Logistics tasks, i.e., those requiring operations for placing logistics measures in
effect, require the same careful consideration as do combat tasks. (See page 180).

Certain tasks apply to all of the task groups, or pertain to the general conduct of
the common effort. Among such may be provision for security, for unity among the
subdivisions, and for intelligence activities (page 179). In order to avoid repetition,
these tasks are assembled in one group.

The commander analyzes the requirements of fighting strength for each task
group. He then, from the means available to him, assigns the necessary strength to
each group, making adjustment between the theoretical requirements and the actual
strength available.

He is familiar with the types of vessels and aircraft constituting his command, and
with their military characteristics; with the capabilities and cooperative qualities
of his commanders; with the degree of training of his various units; and with the
geographical location of physical objectives. He recognizes that each task requires
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adequate strength for its accomplishment. Because these requirements have been
thoroughly considered during the study of the effective apportionment of fighting
strength, he is able to make adjustments as necessary.

The commander now fully organizes each classification of tasks and its
corresponding task group by naming the task group (or task force), by making
notation of its composition and of the rank and name of its commander, and then
by listing the tasks of each group. The principal task (or tasks) may be listed first,
the other tasks following in the order of their importance. If preferred, the sequence
of tasks may be chronological. Also, either major or minor tasks may be listed
chronologically. (See pages 177 and 201).

If the chronological sequence of tasks is utilized, that fact, in order to avoid
confusion, is clearly indicated.

Thus organized, the whole plan can be transferred almost bodily into the Order
Form (Chapter VIII).

Application of the Fundamental Military Principle to the Determination of
Objectives Embodied in Tasks

In formulating tasks for the several task groups, the commander has now visualized,
for each such group, an objective (or objectives) for the subordinate to attain. In
selecting these objectives, the commander has placed himself, mentally, in the
subordinate's situation, visualizing the problem which the subordinate is to solve. On
this basis the commander has apportioned the strength needed for the attainment of
the objectives assigned to his subordinates. This procedure, of evident importance,
is frequently one of considerable difficulty, because a higher commander, lacking
detailed information of the situation which may confront a subordinate cannot
always anticipate all the obstacles to the latter's success.

In formulating tasks, and in apportioning strength, by the procedure already
described, the commander has applied the Fundamental Military Principle. Now,
to ensure the practical adjustment of means to ends (page 107), the commander
reviews the process in the light of that Principle, so that he may be assured that he
has selected a correct objective (or objectives) for each subordinate. By using the tests
indicated in the Principle, the commander confirms the suitability of each objective
so selected, satisfies himself of its feasibility of attainment, and assures himself that
the costs involved will be acceptable. If these requirements cannot be so satisfied,
necessary adjustments are in order.

These tests may frequently be of a routine nature, by reason of the previous
painstaking tests of the several operations involved. However, such final tests
cannot be omitted without incurring the danger of selecting incorrect objectives for
subordinates to attain.

The Assembly of Measures for Freedom of Action

Having completed the classification of his tasks, the commander next assembles the
measures determined upon as necessary for ensuring adequate freedom of action.
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When the subject matter is not too bulky, these measures are incorporated in their
proper place in the basic plan. Otherwise, instructions as to these matters will be
issued as annexes.

The various measures are assembled under the classification shown below:

(@) Measures required for security, for cooperation, and for intelligence activities.

(b) Measures for logistics support. These cover provision for procurement
and replenishment of supplies, disposition and replacement of ineffective
personnel, satisfactory material maintenance, sanitation, battle casualties, and
the like.

(c) Measures for the exercise of command. These include provision for
communications, location of rendezvous, zone time to be used, and the location
of the commander.

This classification corresponds to that used in the Order Form (page 202).
Experience has indicated that such a classification facilitates the transmission of
instructions to subordinate commanders.

If desired, the material which will be required to be incorporated in paragraph (1) of
the Order Form (see pages 200, 201, 222 and 224) may be also assembled at this point.

The Preparation of Subsidiary Plans

As previously noted (page 137), certain subsidiary problems require the preparation
of subsidiary plans to be included with the directive as annexes. In broad strategical
estimates, the solution of such subsidiary problems involves a vast amount of mental
effort; even in restricted estimates, these problems may require most intensive
thought. It is therefore appropriate at this point to discuss, in some detail, the nature
of these subsidiary problems.

During the solution of his basic problem and later, during the process of evolving
his basic plan, the commander may become aware of the need for further action of
a supporting nature with respect to his basic mission, distinct from that which he
intends to assign as tasks to subordinate commanders. If the nature of this action
involves perplexity, he will be confronted with new problems to be solved. When he
recognizes that such problems exist and are to be solved by himself, this awareness is
arecognition of the incentive.

For example, one of these problems may involve a battle in which the entire force
will participate, or perhaps a sortie requiring coordination of the several subdivisions
of his force. Others will be concerned with measures recognized as necessary for
ensuring freedom of action.

These problems give rise to the subsidiary plans previously referred to (page 137).
They are not necessarily subsidiary in importance; even the Battle Plan, the basis
for the culmination of tactical effort, may result from the solution of a subsidiary
problem. The word "subsidiary", as here used, merely indicates that the problem has
its origin in the commander's own Decision.

When the incentive is thus recognized during the solution of the basic problem
or during the second step, the commander solves these new problems, and includes
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their solutions as a part of the directives prepared for the carrying out of the basic
plan. As will be seen later (Chapter VIII), there is a prescribed place for such solutions
in the usual form in which directives are issued. Often, however, because of extent
and bulk, these solutions are included with the directives as annexes.

The commander will desire to provide for all contingencies, but he can rarely,
during the planning stage, see completely into the future, so as to foretell all
pertinent events which may befall. During the unfolding of events, therefore,
unforeseen subsidiary problems will probably arise. Whether visualized during
planning, or encountered during the execution of the plan, these problems have the
same relationship with the basic problem. Reference is later made (Chapter IX) to
subsidiary problems which arise during the action.

Subsidiary problems, according to their nature in each case, may be solved by the
procedure distinctive of the first step or by that distinctive of the second. In many
instances either may be applicable, the choice being a matter of convenience.

Battle Plans, for example, can demonstrably be formulated by the use of either
procedure. Thus, a Decision "to destroy the enemy in a daylight fleet engagement"
may be used as the basis for an Estimate of the Situation, by the procedure
distinctive of the first step, in order to reach a decision as to the plan, in outline,
for the contemplated engagement. However, the same result can also be attained
through the procedure distinctive of the second step, with the basic Decision as the
point of departure.

A solution also can be reached by a method which is, in effect, intermediate
between the procedures of the first and second steps. For example, the basic (broad
strategical) Decision noted above can be taken, in a detailed tactical Estimate, as
the only suitable, feasible, and acceptable course of action. Then, in Section IV of the
Estimate, a study of the more detailed operations involved can be developed into an
outlined plan for the battle. Thus, a single course of action, expanded to include the
outlined plan so developed, can then be adopted as the decision and can in turn be
expanded by second-step methods into a detailed tactical plan.

On the grounds of simplicity, the procedure distinctive of the second step is
preferable, when it is applicable to the particular problem. Therefore, when a
subsidiary plan is to be developed directly from a basic Decision, this is frequently
the better procedure. This comment is applicable not only to battle plans but also to
other subsidiary plans such as sortie plans, entrance plans, and logistics plans. The
commander may find it necessary, however, to expand the study of fighting strength
made in Section I-B of the basic estimate, in order to obtain the detailed data needed
for formulating the subsidiary plan.

In spite of the relative simplicity of the second-step method, cases occur where the
procedure of the first step is nevertheless preferable. For example, a basic Decision
making provision for a major campaign, divided into stages of some scope, may
involve, as part of one of these stages, an operation to capture an island. Such an
operation may itself require a considerable effort on the part of the whole force; yet
the operation may be so specialized or localized, or both, with reference to the entire
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effort contemplated in the basic Decision, that the solution of this subsidiary problem
can best be accomplished through the procedure distinctive of the first step.

The commander will therefore necessarily be the judge, in each case, as to the
particular procedure to be adopted.

There are wide variations in the requirements of the Estimate Form, when used for
the solution of subsidiary problems. This is natural because these problems vary widely
in nature. They include, on the one hand, problems dealing directly with the conflict
of armed forces, for which the Form is especially designed. On the other hand, these
problems include those dealing with the factors related to freedom of action. To be
suitable for this purpose, the Form requires modification in varying degrees. Certain
examples are included in the latter part of this chapter (page 191 and following).

The application of the procedure of the first step to the solution of such subsidiary
problems requires provision for deriving, in each case, a (subsidiary) mission
appropriate to the problem. Of the two elements of the mission, the (subsidiary)
purpose is first determined, because the (subsidiary) task will necessarily be suitable to
the (subsidiary) purpose. These elements of the (subsidiary) mission may be obtained
from one or more of the operations into which the basic Decision has been resolved.
They may also be obtained from a preceding subsidiary problem, already solved.

In illustration of the preceding, discussion is first centered on a strategical
problem of usual type, involving a subsidiary tactical problem calling for the detailed
employment of weapons in a naval engagement. Other illustrations will deal with
subsidiary problems relating to particular aspects of freedom of action.

In the first example it is supposed that the commander has already solved a basic
problem of broad strategical scope, and has arrived at a Decision which contemplates
an engagement. A further logical act of planning is now to develop a Battle Plan.

Such development involves the solution of a subsidiary problem. In this case the
commander is supposed to have found it desirable to solve this subsidiary problem by
the procedure distinctive of the first step.

In this problem, the situation summarized is an imaginary one. It may eventuate
either through the natural future developments of the situation existing at the time
of the solution of the basic problem, or it may confront the commander during the
execution of the plans derived from the Decision of that (basic) problem. The Battle Plan
finally to be formulated will be for use under the conditions assumed in this situation.

The commander will desire to draw up a Battle Plan as a provision for the situation
which he believes most likely to eventuate. However, as he cannot be certain that
this situation will occur, he may also desire to assume other situations, i.e., prepare
in advance for other contingencies. It is then necessary for him to solve several
problems, each differing from the others in the assumptions (page 174) as to the
form the situation may take. The summary of the situation therefore requires a brief
statement of the conditions which are assumed. In addition, such parts of the basic
problem may be included as are deemed pertinent to the new problem in hand.

In his new problem the purpose of the (subsidiary) mission may readily be
obtained from the basic problem. Suppose the assigned task, motivating the
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estimate of the basic problem, to have been to "prevent enemy convoy from reaching
destination". This, the motivating task of the basic problem, then becomes a suitable
(subsidiary) purpose for the mission of the subsidiary problem.

For the mission of the subsidiary problem, a motivating task, suitable to the
purpose thus determined, will be found in the Decision of the basic problem. Suppose
the Decision in this case to have been "to destroy the enemy convoy". The task thus
determined for the subsidiary problem becomes an assigned task in the sense that
it is assigned by the commander to himself, instead of to a subordinate; however,
itis also an assigned task in the sense that it has been indirectly assigned by the
immediate superior, because it has been derived, in the basic estimate, from the
motivating task which was directly assigned by the superior.

The two elements, of task and purpose, when linked together, enable the
commander to visualize the appropriate effect desired, as the basis for his subsidiary
estimate,—a procedure identical with that followed in a basic estimate. As in the
latter, the commander can now formulate his subsidiary mission, as:—

(Task) To destroy the enemy convoy,

(Purpose) in order to prevent it from reaching its destination.

The mission of the subsidiary problem is thus seen to be identical with the basic
Decision linked to the purpose of that Decision.

However, this is not always the case. A subsidiary problem may merely involve
the execution by the commander, i.e., under his own immediate direction, of a
designated part of his general plan. Or, such a problem may involve execution, by the
commander, of one or more of the detailed operations for the accomplishment of his
general plan or of a part thereof. The commander may also find it necessary to solve
numerous subsidiary problems of relatively restricted scope pertaining either to his
general plan or to a part thereof or to the detailed operations involved.

In some of these cases the purpose of the subsidiary mission may be readily
apparent. In others, its nature may become clear only after the application of
considerable mental effort. In every case the determination of a proper (subsidiary)
purpose involves visualization of a situation which the commander desires to bring
about or to maintain. The (subsidiary) task, appropriate to the (subsidiary) purpose,
will always necessarily be suitable to the latter. This task is then the motivating task
for the solution of the particular subsidiary problem in hand. This will be the case
whether the commander makes a simple mental solution or produces a more complex
one in which the formal written estimate of the situation is employed. In the former
instance, the brevity of the mental process tends to obscure this fact.

An example might occur in a situation where the commander has received an
order to "Protect the base at A". It is then supposed that, after estimating the situation,
he has reached the Decision "to deny the enemy the use of base sites within effective
bombing range of A", the purpose of the Decision being, of course, "in order to protect
the base at A". The action required might then be undertaken in two stages. The first
stage might be confined to the area ABCD. If, then, all available base sites in this area,
except Y island, were already securely in friendly hands, the commander would find
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it necessary to make provision for an operation to deny the use of this island to the
enemy. If this operation is of such a nature that the commander desires to execute
it under his own direct control, instead of assigning it to a subordinate, it presents a
subsidiary problem which the commander, himself, has to solve.

The commander has now determined the necessity of solving a subsidiary problem
relating to the accomplishment of a designated part of his general plan. He has also
determined the necessity of solving another subsidiary problem presented by an
operation pertaining to the first stage of the accomplishment of his general plan.

Each subsidiary problem requires an estimate of the situation although "the
brevity of the mental process tends to obscure this fact" (page 188).

In making his basic estimate, the commander may have discovered the need for
these subsidiary estimates. In this case, he may have included them in his estimate,
as "estimates within the estimate" (page 120), in his analysis of the operations
involved in the various courses of action which he considered. For instance, his basic
Decision may have included the capture of Y island, and he may have covered this
feature by a corollary to that Decision, as follows:

Corollary: As a first stage, to deny the enemy the use of available base sites in the
area ABCD, by capturing Y island.

However, the commander may not discover the desirability or need of solving
these subsidiary problems until the second step, when resolving the basic Decision
into the detailed operations required. In this case, he might make due provision
at that time for the operations involved in the subsidiary problems. The mental
procedure would be the same in either event.

The commander may find, however, that he prefers to make a separate, subsidiary
estimate with respect to the determination of the stages of his operation, including
the details as to the performance of the first stage. In this case he finds a proper
mission for his subsidiary estimate in the basic Decision, linked to its purpose. This
mission would be as follows:—

(Task) To deny the enemy the use of base sites within effective bombing range of A,

(Purpose) in order to protect the base at A.

During the subsidiary estimate the commander may discover, in his study of the
area ABCD, the necessity for an operation to deny Y island to the enemy, and may even
go so far, in this study, as to decide on the capture of this island. The decision, settling
on this area as the scene of the first stage of his effort, may then include provision for
the capture of the island, as follows:

Decision: To deny the enemy the use of base sites in the area ABCD as a first stage
toward denying him the use of all base sites within effective bombing range of the
baseat A.

Corollary: To capture Y island.

However, the commander may not take up the matter of denying Y island,
specifically, to enemy use until he studies the detailed operations required for the
accomplishment of the action involved in his first stage. In such event, he may make
provision for the capture of the island in his subsidiary plan for the execution of
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the first stage. He may find, on the other hand, that he prefers to make a separate,
subsidiary estimate as to this feature. If so, the mission for this subsidiary estimate
would be identical with the decision (less the corollary, but plus the purpose of the
estimate), i.e.,—

(Task) To deny the enemy the use of base sites within effective bombing range of
the area ABCD as a first stage

(Purpose) toward denying him the use of all base sites within effective bombing
range of the base at A.

During this estimate the commander considers the various courses of action
whereby he can deny to the enemy all bases in the area of the first stage. Concluding
that Y island is the only base site not securely in friendly hands, and that the best
method of denying it to the enemy is to capture it himself, he reaches a decision as
follows:

Decision: To capture Y island, in order to deny to the enemy the use of the only
available base site in the area ABCD.

In each of the foregoing cases, the commander is said to have "deduced" the
mission for his subsidiary problem. As has been demonstrated, the process of
deduction is merely the application of the natural mental processes through the
use of the estimate of the situation. Whether the estimate is formal or informal,
detailed or brief, written or mental, is immaterial; in any case, the estimate results
in a decision which provides, with its purpose, a proper mission for the succeeding
problem which has been presented by solution of its predecessors.

In logical sequence, from problem to problem, the procedure outlined in the
preceding discussion enables the commander to derive a correct mission for the
problem involving the capture of Y Island. Clear visualization of such a subsidiary
mission is frequently of great importance, and may be difficult unless the procedure
has been carefully traced from each problem to the next. In this particular example,
if the commander finds that the capture of Y Island is of such a specialized and
localized nature (page 186) as to call for a formal estimate (as may frequently be
the case in capturing a well-defended island base), he will be especially desirious of
deriving a correct (subsidiary) mission as a basis for this estimate. In this instance a
correct mission would be:—

(Task) To capture Y Island,

(Purpose) in order to deny to the enemy the use of the only available base site in the
area ABCD.

This mission is identical with the decision, linked to its purpose, of the preceding
subsidiary problem.

Subsidiary problems relating to training (page 179), when solved by the procedure
distinctive of the first step, involve estimates of the situation very similar to those
explained previously (Chapter VI).
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Section I-A of such a training estimate will include a summary of the salient
features of the existing situation, from the strategical or tactical viewpoint, together
with a statement of the salient features of the operations to be carried out for which
the projected training is designed. The incentive will be found in a previous decision
calling for the operations which require the training to be given. The assigned
objective will be the making of adequate provision for training appropriate to the
projected operations. The (subsidiary) mission will be:—

(Task) to provide appropriate training,

(Purpose) in order to contribute to freedom of action during the operations
contemplated. (In each particular case the operations contemplated will be
indicated by proper phraseology in the mission or by reference to the preceding
summary of the situation.)

Section I-B of a training estimate will take account of the training factors cited
in the Estimate Form (Chapter VI) for a basic problem, but will specify details with
respect to both own and enemy forces. This section will also cover existing facilities
for training, as well as the characteristics of the theater which have now or may have a
bearing on the training to be given.

Section IT will discuss the various possible procedures for affording the
appropriate training.

Section IIT will deal with any measures which may be adopted by the enemy
(through actual attack, through propaganda, or any other methods) to hinder or
prevent the desired training.

Section IV will be devoted to the selection of the best training procedure.

Section V will state the decision as to the essentials of the training to be given
and as to the method of giving the training. The decision will be in such detail as to
constitute a general plan, or a proper basis therefor, from which a detailed plan may
be developed.

A detailed training plan, developed from the foregoing decision, will assemble
the necessary information and assumptions, will state the general plan for training,
and will prescribe the appropriate training tasks. It will also include any proper
coordinating measures, make provision for the logistics of the training plan, and
finally provide for the exercise of command and for supervision over the training.

A training plan may be briefed by annexing appropriate documents,—e.g., a
program and a schedule. The commander will ordinarily issue a schedule for
training to be given under his own supervision; he will usually issue a program
for training to be given by his subordinates, who will in turn prepare their own
schedules.

Subsidiary problems involving intelligence (page 179), when solved by the
procedure distinctive of the first step, call for an intelligence estimate along the lines
indicated, in general, in Chapter VI.
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Section I-A of the Estimate will include a summary of the salient features of the
present situation and of the contemplated strategical and tactical operations. The
incentive, to be found in a previous decision of the commander, will be noted. The
assigned objective will be the making of provision for adequate intelligence of the
enemy and of the theater of operations. The mission will be:—

(Task) To make provision for adequate intelligence of the enemy and of the theater
of operations,

(Purpose) in order to contribute to freedom of action in the operations
contemplated.

Section I-B of the intelligence estimate will take account of the factors as to
intelligence and as to related matters which are noted in the Estimate Form (Chapter
VI) for a basic estimate.

Section IT will consider the possible procedures for obtaining information, i.e., for
its collection, including reports from collecting agencies.

Section ITIT will consider the capabilities of the enemy as to counter-intelligence
measures.

Section IV will compare the various procedures open for the collection of
information and for reports thereof.

Section V will include a decision as to the essential elements of information
desired. The decision will be in sufficient detail to serve as a general plan (or a basis
therefor), to be developed into a detailed plan for obtaining information and for
converting it into intelligence.

A detailed intelligence plan will include appropriate information and
assumptions. It will state the general plan for obtaining intelligence. This statement
will include the essential elements of information desired. The plan will include
appropriate tasks for information-collecting agencies, with times and destinations
for reports of information. The task for each collecting agency will be based on
the general plan (above); such task will also be synchronized with the projected
operations prescribed for such agency in current Operation Orders (Chapter VIII).
The agency's inherent capabilities—its limitations as well as its powers—will be
given due consideration. Requests to be made on collecting agencies not under the
commander's control will be noted in the information (as to own forces) given in the
plan (see above).

Logistics arrangements will include, for example, provisions for handling
prisoners of war, the disposition of captured documents and other materials, and
the supply of maps, charts, and photographs. Counter intelligence measures will
be specified where applicable. These include such matters as censorship, press
relations, camouflage, and propaganda. Finally, the plan will include provision for the
rendition of routine and special reports, for special charts (or maps) accompanying or
pertinent to such reports, and for any intelligence conferences.

The essential elements of information desired are frequently stated in question
form. Each question deals with an enemy course of action or with one or more of the
enemy operations pertaining to such a course (page 179).
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The tasks assigned to collecting agencies, or the requests made on collecting
agencies not under the commander's control, will call for information (negative, if
desired, as well as positive) as to specific indications of the enemy's action—past,
present, or intended—and of the characteristics of the theater as related thereto. The
indications to be sought for and reported are carefully determined by the commander
in expectation that information obtained as to such matters will enable him to draw
conclusions which will answer the questions posed by the essential elements of
information.

For example, essential elements of information, with corresponding indications,
may be as follows:

Essential Elements Indications

1. Will the enemy patrol a. Presence or absence of enemy forces
the trade route from A to (number and types of vessels) between
B? meridians—and—, as far north as—and

as far south as—.

b. Times enemy forces observed in area
noted.

c. Apparent activity of enemy forces so
noted.

2. Will the enemy cover a. Presence or absence of enemy forces
focal points M and N? (numbers and types of vessels) in (a
specified area or areas).

b. Times enemy forces observed in areas
noted in a, above.

c. Apparent activity of enemy so noted.

d. Has M or N been prepared as a naval
base; an air base for seaplanes, for land
planes? Is M or N readily accessible
to enemy battleships? What are
the characteristics of the available
entrances to sheltered anchorages? (Etc.)

Another type of subsidiary problem which may call for a separate subsidiary
plan relates to logistics (page 180). This problem is particularly applicable to the
planning stage, because the contingencies which it involves can, to a considerable
degree, be foreseen. In this case the situation which the commander usually desires
to bring about is adequate freedom of action with respect to supply and related
matters. He wishes to solve this problem so completely during the present step that
alogistics plan, concurrently executed with his basic plan, will require minimum
subsequent attention.
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Alogistics estimate by the procedure distinctive of the first step will include
in Section I-A a summary of the pertinent features of the existing strategical and
tactical situation, and of contemplated strategical and tactical operations. It will
also include a statement of the salient features of the existing logistics situation.
The incentive, to be found in a previous decision of the commander, will be noted.
The assigned objective will be the making of adequate provision for logistics
support. The mission will be:—

(Task) to make provision for adequate logistics support,

(Purpose) in order to contribute to freedom of action in the operations
contemplated. (In each particular case the operations contemplated will be indicated
by proper phraseology in the mission or by reference to the summary of the
situation).

Section I-B of the estimate will take account of the logistics factors cited in the
Estimate Form (Chapter VI) for a basic estimate, but will specify details to the further
extent necessary.

Section IT will discuss the various possible procedures for affording appropriate
logistics support of the various categories.

Section IIT will discuss enemy actions to hamper or prevent adequate logistics
support.

Section IV will deal with selection of the best logistics procedure.

Section V will state the decision as to the essential elements of the logistics support
to be afforded, in such detail as will constitute a general plan (or a proper basis
therefor) from which a detailed plan can be developed.

A detailed logistics plan, developed from the foregoing estimate, will assemble the
necessary information and assumptions. It will state the general plan for logistics
support. It will then provide for appropriate action as to each type of logistics
support, or will state proper tasks for the several subdivisions of the force concerned
therewith. It will include, also, any coordinating measures. It will, finally, make
provision for exercise of command with reference to logistics support, as well as for
any necessary or desirable time elements and similar considerations.

From all of the foregoing discussions it is apparent that the numerous possible
subsidiary problems are all related to the basic problem either directly or through an
intervening subsidiary problem. The nature of this relationship is seen through the
(subsidiary) purpose, determined for the particular (subsidiary) task; therefore, the
understanding of the problem involves a statement or visualization of the (subsidiary)
purpose in each case.
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PART llI

THE EXERCISE OF PROFESSIONAL JUDGMENT
IN THE EXECUTION OF THE PLAN

CHAPTER VIl

THE INAUGURATION OF THE PLANNED ACTION

(The Third Step—The Formulation and Issue of Directives)

In the discussion which now follows, it is demonstrated that, if the second step
(Chapter VII) has been carried through completely, the formulation of directives
requires only the completion of details of the Order Form, which is explained. The
various types of naval plans and directives are also described.

Scope of the Third Step. As previously stated (in Chapter V, on page 138), the
inauguration of the planned action (the third step) begins when the commander
forms the intention of immediately promulgating, as one or more directives, his
solution of the problem represented by the second step. The third step ends at the
moment when the problem becomes one of supervising the planned action in the
course of its execution.

Military Plans and Military Directives. A plan is a proposed scheme, procedure,
or method of action for the attainment of an objective. It is one of the essential links
between decision and action.

Adirective, in the general sense, initiates or governs conduct or procedure. It is
the means by which one's will or intent is made known to others. Sometimes the word
is employed as a synonym for "order"; at others, it carries the significance of various
instructions ranging from the simple to the complex; at still others, it denotes a plan
formulated to be placed in effect in a particular contingency or when so directed. In
all cases, a directive, to be suitable as a guide for others, has as its origin a plan.

The words plan and directive are used herein as follows:—A plan may exist
only in the mind. Even if formulated and set down in writing, it may receive
no distribution. A plan continues to be exclusively a plan so long as it concerns
the originating commander alone, and it never loses its identity as a proposed
procedure or method of action. When, however, the commander forms the intent of
promulgating the plan immediately, the plan becomes also a directive. At this point,
as noted in the preceding paragraph ("Scope of the Third Step"), the execution
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phase begins, from the standpoint of the exercise of mental power, with the
inauguration of the planned action.

A directive may therefore be (1) an order effective upon receipt, in which case
it may be an order placing in effect a plan already issued; or a directive may be
(2) a formulated plan which the commander intends to issue immediately to his
subordinates.

Accordingly, certain written instruments prepared under the designation of plans
are also included under the classification of directives. In the use of these terms
hereinafter, the distinction between a plan viewed as a basis for a directive, and a
plan intended to be promulgated as a directive, will be indicated in the context.

Whether written or mental, the complete plan will cover the scope of the Decision,
and will be the commander's method of procedure for his future conduct of
operations. A commander may, or may not, formulate his complete plan in writing,
or embody it in a formal directive which will provide for the execution, in full, of the
Decision of his estimate. He may find that his plan divides into several parts, and
he may make separate provision for the execution of each of these parts. While the
integrity of a plan depends upon the soundness of its essential details, the plan is
properly formulated as a directive or directives projected in detail, only so far into
the future as the commander's estimate of the situation assures him of reasonable
freedom of action (see page 100).

Where the commander divides his plan into parts for separate accomplishment,
he will naturally exercise care that each part is, in itself, the suitable basis for a
complete and homogeneous plan. Successful execution of all these plans results in
the complete accomplishment of his Decision.

Directives required to further the success of a particular operation may be issued
without awaiting formulation of the entire plan. Parts of the plan may be transmitted
as fragmentary directives to guide the action of subordinates in instantaneous or
early execution. Such cases are far more frequent than are those in which a formal
written plan, to guide either the operations in their entirety or a part thereof, is
prepared and distributed as a directive. Effective action by the subordinate is thus
not delayed by the absence of complete written directives.

The commander, more especially during war, may be the only individual who
is conversant with the entire plan. He may consider that the necessity for secrecy
is paramount, or that there are features to whose details he is unwilling to commit
himself until the situation is clearer. However, he may usually expect to disclose its
scope and general features to his immediate superior, and the plan in its entirety to
his next junior; or, in the interests of mutual understanding, to all his subordinates of
the next lower echelon or even to his entire command. The scope of the plan also may
be a determining factor. If the plan covers an entire campaign or an extended series
of operations, its dissemination is less likely and less general than if it is concerned
with only a minor operation.

During peace, in exercises simulating war, the complete plan is frequently given
circulation for purposes of training.
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Subsidiary Plans. Subsidiary plans, discussed in Chapter VII (page 185), are
frequently issued as annexes to the Operation Plan (page 204) which carries into
effect the basic Decision. The commander will be the judge as to whether alternative
subsidiary plans are necessary or desirable under the circumstances.

Essentials of Military Directives.

General. By the issue of directives, a commander communicates to his subordinates

his plans or such parts of them as he desires. Directives may be oral or written, or

may be transmitted by despatch.

Whether a directive is to be effective upon receipt, or under specified conditions, or
at a specific time, or upon further instructions from the commander, will be evident
from its nature, or will be prescribed in the body of the directive itself.

The manner of determining the details of a plan has been discussed in Chapter VII.
The matter contained therein is pertinent to the preparation of a plan that is not to be
issued as a directive as well as to one that is to be so issued.

The various categories of directives customarily employed in our naval service,
and standard forms for these, are described hereinafter.

The essentials of a military directive which is designed to govern the execution of a
plan are:

(@) That it indicate the general plan for the common effort of the entire force.

(b) That it organize the force with a view to the effective accomplishment of this plan.

(c) That it assign tasks to the subdivisions of the force, such that the
accomplishment of these tasks will result in the accomplishment of the plan
adopted for the entire force.

(d) That it make appropriate provision for coordination among subdivisions, for
logistics support, and for the collection of information and the dissemination
of intelligence, that it state the conditions under which the plan is to become
effective; and that it indicate the location of the commander during the period of
execution.

Some of these essentials may have found their expression in previous instructions,
or may be unnecessary because of the state of mutual understanding. On the other
hand, the directive may include annexes in the form of alternative and subsidiary
plans, letters of instructions (page 198), and other material designed to be of
assistance in the intelligent accomplishment of the assigned task.

Inissuing a directive, whether written or oral, except such a fragmentary order as
has previously been described (page 196), a commander has the following definite
responsibilities:

(@) To ensure that subordinates understand the situation,—therefore, to give them
pertinent available information.

(b) To set forth clearly the general plan to be carried out by his entire force, as well as
the tasks to be accomplished by each subdivision of his force.

(c) To provide each of these subdivisions with adequate means to accomplish its
assigned task.
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(d) To allow subordinate commanders appropriate discretion within the limits of
their assigned tasks, without, however, sacrifice of the necessary coordination.

He will also bear in mind that a directive will best convey his will and intent and
will be most easily understood by his subordinates if it is clear, brief, and positive.

Clarity demands the use of precise expressions susceptible of only the desired
interpretation. Normally, the affirmative form is preferable to the negative. The
importance of clarity has been summed up in the saying, "An order which can be
misunderstood will be misunderstood". If misunderstandings arise on the part of
trained subordinates the chief fault often lies with the person who issued the directive.

Brevity calls for the omission of superfluous words and of unnecessary details.
Short sentences are ordinarily more easily and rapidly understood than longer ones.
Brevity, however, is never to be sought at the expense of clarity. The attainment of
brevity often requires considerable expenditure of effort and of time. But time is not
to be sacrificed in the interests of obtaining brevity in directives, when the proper
emphasis should rather be on initiating early action.

Positiveness of expression suggests the superior's fixity of purpose, with
consequent inspiration to subordinates to prosecute their tasks with determination.
The use of indefinite and weakening expressions leads to suspicion of vacillation and
indecision. Such expressions tend to impose upon subordinates the responsibilities
which belong to and are fully accepted by a resolute superior.

Restatement of the Decision for Use in the Directive

Except where special considerations exist to the contrary, it will be found that the
expression of the Decision for use in a directive will most clearly indicate the intent
of the commander if stated in terms of the objective to be attained by his force (i.e., of
the situation to be created or maintained) and of the outlined action for its attainment
(page 135). Such expression is usually possible in problems of broad strategical
scope (page 123). In other cases difficulty may be encountered. For instance, in
tactical problems dealing with the detailed employment of weapons, the action may
necessarily be couched in the terms of a series of acts (see page 129).

No precise form is prescribed; thoughts clearly expressed are more important than
form. It is customary to begin with "This force (or group) will", and then state with brevity
the Decision as (and if) modified, adding the motivating task which is the purpose of the
Decision. The motivating task is connected with the preceding statement by words such
as "in order to", "to assistin", or "preparatory to", as the case may be.

Since his original expression of the Decision in the first step (Chapter VI), the
commander has studied the operations required to carry it out. He therefore has
gained a knowledge, which he did not then have, of how his action is to be carried out.
He may now be able to compile a brief of these operations, applicable to all of them
and therefore informative to all subordinate commanders. He may be able to say how,
or even where and when, the effort of his force will be exerted.

As an illustration, if his Decision is "to destroy enemy battle-line strength", his
operations might be described "by gun action at long range during high visibility".
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Should the commander, solely for the purpose of making his intent clearer to his
subordinate commanders, now decide to include the latter phrase in the re-wording
of his Decision, he may do so at this point.

It may sometimes be necessary to restate the Decision for another reason. It will be
recalled that the commander is frequently obliged to recognize that he cannot carry
out all of these operations, and that he therefore decides to issue a directive to carry out
certain ones selected for the first stage (page 182). In such a case, he may not now be able
to use the full Decision as originally determined. In that event he couches the Decision in
terms of the partial accomplishment inherent in the operations to be undertaken.

Standard Forms for Plans and Directives

Form. Experience has shown that military directives usually give best results if

cast in a standard form well known alike to originator and recipient. Such a form
tends to prevent the omission of relevant features, and to minimize error and
misunderstanding. However, a commander may find that lack of opportunity to
facilitate mutual understanding by personal conference requires that one or more
subordinates receive instructions in greater detail than a standard form seems to
permit. A letter of instructions may then be appropriate. The commander himselfis
the best judge as to the application of a form to his needs of the moment, and as to the
necessity for adherence to form in whatever particular.

Useful as form is, it is important to keep in mind that it is the servant and not the
master.

The standard form in use in our naval service, long known as the Order Form, is
applicable, with certain modifications, to all written plans and directives.

The Order Form will now be described in detail from the standpoint of its general
application to all classes of directives, including the commander's written plan,
whether or not promulgated as a directive.

The Order Form. Because of established usage, and for other reasons noted
hereinafter, it is desirable that certain clerical details be handled as follows:

(@) To minimize errors, all numerals are spelled out, except paragraph numbers and
those in the heading.

(b) For emphasis, and to minimize errors, all geographical names and names of
vessels are spelled entirely with capitals.

(c) To standardize arrangement and facilitate reading, a narrow left-hand margin
is left abreast the heading and the task organization, and a wider margin is left
abreast the paragraphs.

(d) For the same reasons, the main paragraph numbers are indented in the wider
margin.

(e) For emphasis, the task-force or task-group titles of the task organization, wherever
occurring, are underlined.

The sequence in which the subject matter is presented is a logical arrangement
which experience has shown to be effective. Since every item has a definite place in
the form, formulation is simplified, and ready reference is facilitated.
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In a written directive, the prescribed paragraph numbering is always followed,
even if no text is inserted after a number. This practice serves as a check against
accidental omission, and as confirmatory evidence that omissions are intentional.
For example, if there is no new information to be disseminated, the paragraph
number "1" is written in its proper place, followed by the words "No further
information".

When the subject matter to be presented under any one paragraph is voluminous,
it may be broken up into a number of subparagraphs. Except in paragraph 3, these
subparagraphs are unlettered.

The Heading contains:

In the upper right-hand corner in the following sequence:

(@) The title of the issuing officer's command, such as NORTHERN SCOUTS, or
ADVANCED FORCE, etc., preceded by the titles, in proper order within the chain
of command, of all superior echelons or of such higher echelons as will ensure
adequate identification.

(b) The name of the flagship, as U.S.S. AUGUSTA, Flagship.

(c) The place of issue: for example, NEWPORT, R.I., or, At Sea, Lat. 34°-40' N., Long.
162°-20'W.

(d) The time of issue: that is, the month, day, year, and hour; for example, July 12,
1935;1100.

In the upper left-hand corner in the following sequence:

(e) The file notations and classification: SECRET or CONFIDENTIAL, the classification
being underlined and spelled with capitals. This classification is repeated on
succeeding pages,

(f) The type and serial number of the directive, such as Operation Plan No. 5, the
words Operation Plan being underlined. This is repeated on succeeding pages.

The Body. The task organization, which consists of a tabular enumeration of
task forces or task groups, the composition of each, and the rank and name of its
commander, is the beginning of the body of the directive. It is customary to omit the
name of the issuing officer from any task force or task group commanded by him.
Any unit included in a force named in the task organization is, by virtue of that fact,
directed to act under the command of the commander of the specified force.

When so desired for additional ready identification, task forces and their subdivisions
may be numbered. In our naval service, systematic methods for such numerical
designation are indicated from time to time by proper authority. Numerals for this
purpose are entered in the task organization to the left of the title of each appropriate
task force or subdivision thereof. The numerals may be placed in parentheses.

The directive is addressed for action solely to the commanders of the task forces or
task groups listed in the task organization.

Train vessels assigned exclusively to particular combatant task forces are listed
among the units of those forces in the task organization. If the directive is to be used
for assigning tasks involving strategical or tactical movement directly to the Train,
or to any Train units, such units are grouped together to form a separate task force.
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If instructions to the Train are to be issued in another directive, the Train need not
appear as a separate force in the task organization. As a matter of general custom, the
Train is usually not included as a task force unless it is to accompany, or act in tactical
concert with, some one or more of the combatant task forces listed.

Each task force named in this table, together with its numerical designation, is
preceded by a separate letter, (a), (b), (c), etc., and its assigned task is set forth in a
similarly lettered subparagraph in paragraph 3.

Paragraph 1 is the information paragraph. It contains such available
information of enemy and own forces as is necessary for subordinates to
understand the situation and to cooperate efficiently. Paragraph 1 contains no
part of the tasks assigned by the commander. Information of the enemy and that
of own forces, and assumptions where pertinent, are usually set forth in separate
unlettered subparagraphs.

When deemed advisable, unless secrecy or other considerations forbid, paragraph
1 may include statements of the general plans of various higher echelons in the chain
of command. A statement of the general plan of the next higher commander will
frequently be included. For the same reasons, the commander will often include in
this paragraph a statement of his own assigned task, unless, of course, this point is
adequately covered in the statement of his general plan in paragraph 2. Inclusion
of such matters may enable subordinates to gain a clearer visualization of the
relationships existing among the several objectives envisaged by the higher command.

To promote cooperation, paragraph 1 may also state the principal tasks of
coordinate forces of the commander's own echelon; for like reasons, the principal
tasks of other task forces of the command not listed in the task organization may
be included. Where the immediate superior has prescribed particular methods to
other forces for cooperation and security, these may also be set forth as a matter of
information. (See page 184)

In this paragraph, distinction is drawn between information which is based
upon established facts, and that of merely probable accuracy. The latter is not to be
confused with assumptions which, in Operation Plans, are accepted as a basis. (See
page 174)

When writing their own information paragraphs, subordinate commanders do not
necessarily copy verbatim the information contained in the order of their superior.
Good procedure calls for them to digest that information, select what is essential,
and present it with any additional information considered necessary. Care is taken to
include necessary information of coordinate task forces.

Paragraph 2 states the general plan of the complete force under the command of
the officer who issued the directive. If several directives are issued for carrying out
a single, complete plan (see, for example, discussion of fragmentary orders, page
196), then paragraph 2 is usually the same in all of them. The amount of detail given
in this paragraph is sufficient to ensure a clear comprehension by the subordinates
as to what is to be accomplished by the force as a whole. It is customary to begin with
the words, "This force will", followed by a statement of the general plan and, unless
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secrecy or other considerations forbid, by the purpose of the effort embodied therein.
(See Restatement of the Decision, page 198).

Paragraph 3 assigns individual tasks to all of the task forces listed in the task
organization. This paragraph is divided into as many subparagraphs, (a), (b), (c), etc.,
as there are task forces enumerated in the task organization. Each subparagraph
commences with the designating letter in parentheses, followed by the title of the task
force, underlined.

Normally the tasks for each task force are stated in order of their importance. If
preferred, however, the sequence of tasks may be chronological, i.e., in the order of
their execution. Each method has certain advantages, according to the nature of the
situation. Where the chronological sequence is utilized, that fact is clearly indicated,
in order to avoid confusion. (See also page 183). After the statement of the tasks, these
subparagraphs conclude with such detailed instructions as are necessary.

In cases where the entire force is listed in the task organization, the proper
formulation of tasks requires that the accomplishment of all the tasks of paragraph
3 resultin the accomplishment of the general plan set forth for the entire force
in paragraph 2. On the other hand, where several directives are issued, each
to a different part of the force, with a paragraph 2 common to all, then the
accomplishment of the tasks of all of the paragraphs 3, of the several directives is
properly equivalent to the accomplishment of the general plan prescribed in the
common paragraph 2.

Where two or more task forces have identical task assignments, only the common
subparagraph need be written after the title of the task forces concerned, thus:

(@) Submarine Detachment,
(b) Air Patrol, (assignment of the common task or tasks).

If the Train has been included as a separate force of the task organization, it will be
given its tasks as to tactical and strategical movement in a separate subparagraph of
paragraph 3.

In order to avoid repetition, task assignments and instructions which apply to all
task forces, or which pertain to the general conduct of the operation, are embodied
in a final subparagraph, designated as 3(x). It is particularly necessary that there
beincluded in this subparagraph the measures (e.g., as to cooperation, security,
intelligence, and the like) pertaining to freedom of action and applicable to the force
as a whole. Any tasks or instructions applicable to individual task forces, only, will
have been included in the appropriate earlier subparagraph(s) (i.e., 3 (a), (b), (c), etc.).
To avoid repetition in these subparagraphs, coordinating instructions applying
to more than one task force may also be included, when convenient to do so, in
paragraph 3 (x).

Paragraph 3 (x) of Operation Plans and Battle Plans prescribes, in addition to other
applicable matters, the time and/or manner of placing the plan in effect.

Paragraph 4 is the logistics paragraph. It sets forth the availability of services and
supplies, and describes and gives effect to the general plan for the logistics support of
the operation. If the information and instructions as to logistics are long and detailed,
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they may be embodied in a separate logistics plan, which is referred to in paragraph
4, and is attached as an annex.

Paragraph 4 is not used for assigning tasks as to movement, either for the Train or
for any other subdivision of the force.

Paragraph 5 is the command paragraph. It contains instructions considered
necessary for the control of the command during the operation, such as the plan of
communications, zone time to be used, rendezvous, and location of the commander.
Paragraph 5 completes the body.

The Ending consists of the signature, the list of annexes, the distribution, and the
authentication, as noted below:

The Signature of the commander issuing the directive, with his rank and
command title, is placed at the end, for example: John Doe, Vice Admiral,
Commander Northern Scouts.

Annexes consist of amplifying instructions which are so extensive as to make
them undesirable for inclusion in the directive itself. They contain detailed
instructions, in written form or in the form of charts or sketches. Separate
Communications, Logistics, Sortie, Movement, Cruising, Intelligence, Scouting,
Screening, Approach and Deployment Plans may be, and frequently are,
disseminated as annexes to a directive. Alternative Plans may also be annexed.

Annexes are referred to in the appropriate paragraph of the body of the directive,
and are listed and serially lettered in capitals at the end near the left-hand margin,
immediately below the body and the signature, and above the distribution.

The Distribution indicates to whom the directive will be transmitted and the
medium of transmission. The recording of this distribution in the directive is
essential for the information of all concerned.

Standard distribution may be indicated, as Distribution I, II, etc.

Authentication. Unless signed by the issuing officer, each copy of the directive
distributed is authenticated by the signature, rank, and designation of the Flag
Secretary, with the addition of the seal whenever possible.

Campaign Plans. Campaign Plans (see page 204), when communicated to officers
on the highest echelons, are usually, in the Order Form, modified as follows:

Heading. No change.

Task Organization. Not usually used.

Paragraph 1. In addition to the information to be furnished, a statement is given of
the assumptions (page 174) forming the basis of the plan.

Paragraph 2. No change.

Paragraph 3. This shows the stages into which the campaign has been divided;
the several operations which will be undertaken in each stage, and the order of their
accomplishment; and usually the forces to be made available for the first stage.

Paragraph 4. No change.

Paragraph 5. No change.

If it be found desirable, however, to employ a letter of instructions instead of a
formal directive, this may be done. In this case the letter sets forth the essential
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features of the subject matter as above described for the Order Form.

Sample Outline Form. For convenient reference, the outline form of an Operation Plan
is appended (see page 222). The Operation Order follows the same form, the essential
difference being that the Operation Order makes no provision for assumptions, and is
effective upon receipt unless otherwise provided in the body of the Order.

Types of Naval Directives
Naval directives in common use are: War Plans, Campaign Plans, Operation Plans,
Operation Orders, Battle Plans, and Battle Orders.

Basic War Plans designate operating forces, assign broad strategical tasks to these
forces, and, where required, delimit theaters of operations. These plans also assign
duties to the supporting services such as naval communications, etc. Requirements
as to logistics plans are also included. Accepted usage designates, as Contributory
Plans, the subsidiary plans which are prepared in support of Basic War Plans.

Campaign Plans. A campaign, as initially visualized, is a clearly defined major
stage of a war. A campaign, after it has passed into history, sometimes bears the
name of a leader, or a seasonal or geographical designation. It may consist of a single
operation, or of successive or concurrent operations. The operations of a campaign
have properly a definite objective, the attainment or abandonment of which marks
the end of the campaign. (See also page 85, as to operations.)

A Campaign Plan indicates what might be called the "schedule of strategy" which
the commander intends to employ to attain his ultimate objective for the campaign.
Such a plan usually sets forth the stages into which he proposes to divide the
campaign, shows their sequence, and outlines:

(@) The general plan for the entire campaign.

(b) The general plan involved in each stage and the order of accomplishment, so far
as the commander has been able to project his action into the future, and usually,

(c) The forces to be made available for the first stage. The Campaign Plan
is primarily for the guidance of the commander himself. When necessary for
information or approval, it is forwarded to higher authority. To provide the necessary
background, it may sometimes be furnished to the principal subordinates. In any
case, the interests of secrecy demand that its distribution be extremely limited.

Operation Plans. An Operation Plan may cover projected operations, or may be
contingent upon the occurrence of a particular event, or combination of events.

It may be issued in advance of the event. It is placed in effect at a specified time

or by special order, as prescribed in the body of the plan itself. It provides for

either a single operation, or for a connected series of operations to be carried out
simultaneously or in successive steps. It is prepared for dissemination to task-force
commanders.

Usually, an Operation Plan covers more complex operations than does an
Operation Order, and projects operations over a greater time and space. It allows
more latitude to subordinate commanders, and provides for less direct supervision
by the issuing officer. It has typically the distinguishing feature of including, in
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paragraph 1, the assumptions upon which the plan is based.

To provide for eventualities under varying sets of assumptions, the commander
may formulate several alternative Operation Plans (see pages 174 and 175).

Operation Orders. An Operation Order deals with an actual situation, usually
of limited scope, in which the commander considers that he possesses sufficient
reliable information to warrant an expectation that certain specific operations can
beinitiated and carried through to completion as ordered. The Operation Order does
not include assumptions and, unless it contains a proviso to the contrary, is effective
upon receipt.

Under the conditions obtaining in modern warfare, there are few occasions where
the Operation Plan will not accomplish the full purpose of the Operation Order. The
use of the Operation Plan removes the undesirable feature of imposing possible
restriction on the latitude allowed the subordinate without, in any degree, lessening
the authority of the commander.

Battle Plans. A Battle Plan sets forth methods for the coordinated employment
of forces during battle. If prepared in advance, it usually is based on certain
assumptions which are clearly stated in the plan.

Battle Plans may merely include provisions for a particular combat, or they may
include provisions for a connected series of separate or coordinate engagements,
possibly culminating in a general action, and all directed toward the early attainment
of a specified tactical objective. Such combats may range in scope from engagements
between small forces to engagements between entire fleets.

Battle Orders are generally limited to the despatches required to place a Battle Plan
in effect, and to direct such changes in plan, or to initiate such detailed operations, as
may be necessary during the progress of battle.
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CHAPTER IX
THE SUPERVISION OF THE PLANNED ACTION
(The Fourth Step)

The discussion in Chapter IX invites attention to the special considerations which
influence the supervision of the planned action. The Running Estimate, which
employs the procedure typical of the fourth step, is described in detail.

Nature of Discussion. As explained previously (Foreword, page 59), the vast and
important subject of the execution of the plan is treated herein, as to details, chiefly
from the standpoint of the mental effort.

After the commander has issued a directive placing a plan in effect, it is his
responsibility to supervise the execution of the planned action. Through the
collection, analysis, evaluation, and interpretation of new information (page 179),
he will be able to maintain a grasp of present progress and of future possibilities.
He will correct deficiencies and errors in the plan and in its execution. He will guide
the direction of effort toward the attainment of the objective. He will ensure that
his forces conform their movement in correct relation to the physical objectives
and to each other. He will reapportion strength to meet new conditions, through
comparison of his accrued losses with respect to those he has anticipated. He will
take appropriate measures for freedom of action.

If anew plan is needed, the commander will evolve one and adopt it. If the old plan
requires changes as to its larger aspects, he will make such changes. Otherwise,
he will modify details of his plan as the situation may demand, always, however,
endeavoring to retain the integrity of the larger aspects. He will issue additional
directives as may be required from time to time.

Goal of Planning. The function of planning (Part II, preceding) is to afford
a proper basis for effective execution. Effective action, therefore, is the goal of
planning.

Otherwise, planning is aimless, except as a mental exercise. Such mental exercise,
though it be with no thought of specific application in the realm of action, has
nevertheless the same fundamental aim as if the planning were so intended. The aim
of such mental exercise is the inculcation of habits of thought which will provide a
sound basis for effective action.

Importance of Execution. Sound planning is, as explained in previous chapters,
the best basis for consistently effective action. Yet, important as planning is, the
effective outcome of plans depends upon their execution.

While an unsound plan affords no firm basis for successful action, recognition has
long been accorded to the companion fact that a perfect plan, poorly executed, may
not provide as firm a foundation for success as a reasonably good plan, carried out
with resolution.

No plan, moreover, can be confidently expected to anticipate all eventualities.
Notwithstanding every effort to foresee all possibilities, unexpected changes are to
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be regarded as normal. This fact emphasizes the importance of effective supervision
of the planned action.

The importance of such supervision reaches its maximum during actual
hostilities; then (page 59) the necessity for alert supervision creates an accentuated
demand for the intelligent application of mental power to the solution of military
problems. Professional judgment then assumes supreme importance because vital
issues may hinge upon the decisions reached during the development of the action.

Conditions in War. Standards of performance in peacetime exercises cannot be
a conclusive guide as to what may be expected under the conditions of war. In the
conduct of hostilities against a strong and determined enemy, men and materiel do
not always function at their best. Commanders undergo extreme strains. Orders
are often misinterpreted or go astray. Men, and the machines which they operate,
frequently give less effective service than under the conditions of peace.

In war, mistakes are normal; errors are usual; information is seldom complete,
often inaccurate, and frequently misleading. Success is won, not by personnel and
materiel in prime condition, but by the debris of an organization worn by the strain
of campaign and shaken by the shock of battle. The objective is attained, in war,
under conditions which often impose extreme disadvantages. It is in the light of these
facts that the commander expects to shape his course during the supervision of the
planned action.

The Incentive. During the supervision of the action, problems calling for decision
may derive their incentive, as already noted (page 116) either from a directive issued
by superior authority, or by reason of a Decision which the commander himself
has already made, or because of a recognition, by the commander concerned, of an
incentive originating from the demands of the situation.

In the event that the incentive appears in the form of a new task assigned by a
higher echelon, the commander's problem may become, relatively, simple. In such a
case he is relieved of the necessity of recognizing for himself that the time is ripe for
anew decision. This fact, however, in no wise alters his fundamental responsibility
for taking action, or for abstaining therefrom, in accordance with the actual demands
of the situation (page 67) in the event that the assigned task requires modification
or alteration, or, further, in the event that circumstances even call for a departure
from his instructions. Should modification, alteration, or departure be in order,
the commander is responsible for recognition of the fact that the demands of the
situation have introduced further problems.

Such recognition, therefore, irrespective of whether higher authority has issued
instructions covering the new situation, constitutes an incentive to take action. No
commander is justified in taking wrong action, or in taking none, merely because no
instructions have been received. The ability to recognize the fact that the situation
presents a new problem is therefore a primary qualification for command.

Recognition of New Problems. The supervision of the planned action, as the
fourth step (see Chapter V) of the exercise of mental effort in the solution of military
problems, therefore constitutes in itself a problem, in that it involves fundamentally
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the ability to recognize the existence of new situations which present new problems
for solution. To recognize such new problems requires a constant, close observation
of the unfolding of the original situation.

Only an alert commander can invariably determine whether the situation is
unfolding along the lines which he desires and as promulgated in the directives
formulated in the third step (see Chapter V and Chapter VIII). In effect, the commander,
after action has begun, considers the changing situation as a variable in the problem
presented by the original situation. With the march of events he is, therefore, constantly
critical to detect whether variations in the original situation are in accordance with his
design or whether these variations demand a departure from his plan.

Nature of Readjustments Required. If variations in the original situation are in
accordance with his design, the commander has the assurance that all goes well, and
that the unfolding of the situation is following his intent. However, if this is not the
case, changed circumstances may demand recognition of the fact that a new problem
has presented itself. In this event a new incentive, arising from the demands of the
situation, calls for the solution of the new problem by the procedure distinctive of the
first step (Chapter VI).

Should directives of higher authority introduce a new incentive, the commander
solves such a new problem, also, by employing the procedure distinctive of the first step.

On the other hand, the commander may find that the changed situation motivates
merely a modification of his previously determined operations and of his directives
already in force. In other words, while his basic problem (Chapters V and VI) may
remain the same, need may arise for certain deviations from the decisions arrived at
in the first and second steps of its solution. Should this be the case, each such problem
will require solution by a return to the procedures described (Chapter VII) with
reference to the second step.

In the event of a demonstrated need, not for any change of plan, but for a
clarification of directives, the procedure involved is that distinctive of the third step
(Chapter VIII).

The commander may not safely view the succession of events with complacency,
even though the situation appears to be unfolding according to plan. Perhaps
the enemy may be purposely lessening his opposition, in order to prepare for the
launching of an offensive elsewhere. As the situation unfolds, everything is viewed
with intelligent suspicion.

Itis also possible that, during the progress of an operation, an unforeseen
opportunity may present itself to take advantage of a new situation and to strike the
enemy a more serious blow than that originally intended.

Unwise caution is to be avoided no less than undue temerity. Where a change
appears, after proper consideration, to be indicated, no hesitancy is justified in
abandoning the original plan. Blind adherence to plan is to be condemned no less
than unwarranted departures from predetermined procedure. Obstinate insistence
on the use of a certain method, to the exclusion of others calculated to attain the same
effect, may jeopardize the success of the effort. Undue emphasis on the particular
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means to be used, and on the manner of their employment, may exact a penalty by
obscuring the objective.

On the other hand, undesirable departures from plan involve a corresponding
penalty, because changes, unless duly justified by the situation, increase the
possibility of failure. Frequency of such changes, to the point of vacillation, is a sure
indication of a lack of aptitude for the exercise of command.

Importance of the Will of the Commander. It is accordingly clear that qualification
for the exercise of command requires the mental capacity to recognize the need for
changes in plan, or for no change. No less essential, however, are the moral qualities
required to carry justified changes into effect, or to resist the pressure of events in
favor of changes not justified by the situation. (See also pages 62 and 112)

Hence the universal importance accorded, by the profession of arms, to the will
of the commander. This is the quality which, together with the mental ability to
understand what is needed, enables the commander to bend events in conformity
with his plan (page 93), or, where such shaping of circumstances is infeasible, to
ensure for his command every possible advantage which can be obtained.

Arecognized defect of certain forms of theoretical problems lies in the fact that
they indicate, themselves, the time when a Decision is needed. In other words, they
fail to vest the commander with responsibility for the decision that the time has come
for a Decision to be made. Hence the great importance, from the viewpoint of timing,
of those problems and exercises which partake more fully of the reality of war. The
successful conduct of war, notwithstanding its demand for utmost mental power, is
founded predominantly on those moral qualities (see pages 62 and 112) which spring
less from the intellect than from the will.

Problems Involving Modifications of the Basic Plan

Relatively minor deviations from decisions reached during the first and second steps
of the solution of a military problem are frequently required during the action phase,
because of incentives arising from the demands of the situation. Such requirements
will not occasion serious dislocation in the predetermined effort of the competent
commander.

However, more momentous situations are also to be expected. These will present
new problems for the commander to solve. Such new problems, so long as they do not
challenge the integrity of the basic plan, will not prevent the competent commander
from proceeding with his predetermined effort if he takes appropriate action in due
time to control the unfolding situation. To maintain such control may call for the
exercise of outstanding qualities of the mind and of the will.

For example, it is assumed that the commander's basic Decision was to destroy an
enemy convoy, the purpose of the Decision being to prevent the convoy from reaching
its destination. Now, it is supposed that, during the supervision of the action planned
for the destruction of the enemy convoy, the commander receives information of a
hostile reinforcement. It is further supposed that this reinforcement, if it joins the
enemy convoy's escort, can jeopardize the success of the basic plan.
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The commander is now confronted with a serious situation which, if not controlled
by action of the right kind, at the right time, and at the right place, may result in
shattering his basic plan. However, if the commander takes action along correct lines
in due time, he can still preserve the integrity of his basic plan and so continue to
control the shaping of the situation.

Having re-examined his solution of his basic problem and found it sound, the
commander finds himself under the necessity of resolving a perplexity as to what to
do about the enemy reinforcement. In this case, he concludes that his proper action
is to prevent the enemy reinforcement from protecting the convoy. This task, self-
assigned because of the demands of the situation, becomes the basis for the mission
of his new problem, the mission being:—

(Task) To prevent the enemy reinforcements from protecting the convoy,

(Purpose) in order to contribute to the eventual destruction of the convoy.

The commander now considers the various courses of action open to him for the
accomplishment of this mission. He also considers the enemy courses of action. He
then considers each of the former in relation to each of the latter. He compares, on this
basis, each of his retained courses of action with the others and so selects the best
course of action. Finally, he arrives, in this manner, by the same process as in a basic
problem (Chapter VI), at a decision as to the best course of action. Should this decision
be to sink the enemy reinforcement, its statement linked to its purpose, would be:—

To destroy the enemy reinforcement, in order to prevent it from protecting the
CONvoy.

Problems Challenging the Integrity of the Basic Plan

During the planned action, a change in the situation may have the effect of
challenging the integrity of the basic plan. The commander is then faced by a problem
calling for the exercise of the highest order of ability. While problems of this type
probably occur with least frequency, they are the most important of those which may
be encountered during the fourth step.

Because such a problem, arising from the demands of a new situation, requires a
re-estimate of the basic situation, the essential procedure is the same as for a basic
problem (Chapter VI), but certain modifications necessarily appear.

Summary of the Situation. While a commander will rarely find himself operating
without instructions, the importance of problems arising when no directive applies
is not lessened by the fact that such problems may infrequently occur. When the
commander is faced with a situation not covered in orders of his superior, action may
be necessary before he can inform higher authority and receive instructions. Usually
this situation will be an emergency. Often it will not allow time for a written estimate.
The fact that such a situation has arisen, and the reasons causing the commander to
conclude that it has arisen, are appropriately included in Section I-A of the Estimate,
under the "Summary of the Situation".

Recognition of the Incentive. The conclusion on the part of the commander that
the situation requires him to make provision for its maintenance, or for a change,
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which in either case calls for a departure from his basic Decision, constitutes a
recognition of his new incentive.

Appreciation of the Objective. Frequently the new incentive will indicate that the
objective embodied in the commander's present task is no longer suitable, but that
the purpose of his mission still applies. By modifying the objective indicated in his
assigned task, but adhering to that in the purpose of his mission, he may be able to
visualize a new objective which will be appropriate to the new circumstances. In this
case the retained purpose assists the commander to select a new objective which he
can confidently adopt as the basis for a new task which he assigns to himself.

If neither the commander's task nor the purpose of his mission apply in the
new situation, the evolution of a proper new objective may be much more difficult.
Under such circumstances the commander, by the use of such information as may
be in his possession, will first endeavor to deduce an objective whose attainment
constitutes a suitable purpose. Such a deduction will be made on the basis of the
larger circumstances of the war, the campaign, or the operation. Having made
this determination, the commander will then deduce a task appropriate to the new
situation and in furtherance of the adopted purpose. (See Chapter IV, page 96)

Formulation of the New Mission. An appropriate new task having been
determined, as well as a proper purpose, the commander is now in a position to
formulate his mission. The procedure to this end is the same as described (Chapter
VI) with respect to the estimate of a basic problem.

Other Items of the Estimate. For such problems of the fourth step, other items of
the Estimate Form require no essential modification of the procedures described
(Chapter VI) as applicable for the first step.

The Further Procedure Applicable to Such Problems of The Fourth Step
After the commander has reached his new decision, the further course of events
may call for the resolution of the required new action into detailed operations
and for the inauguration of a new planned effort. In such case, these procedures
are accomplished through processes essentially similar to, and fortified by the
experience gained in, those distinctive of the second and third steps. (Chapters VII
and VIII, respectively).

The new planned effort having been inaugurated, its supervision continues, in
turn, through the critical observation and the appropriate action described herein as
distinctive of the fourth step.

The Running Estimate of the Situation

The procedure employed in the constant, close observation of the unfolding of the
situation—to the end that justified changes of plan may be initiated, while those
uncalled-for may be avoided—is known as the "Running Estimate of the Situation".
Such an estimate, as indicated by its name, is intended to keep pace with the flow
of events, so that the commander may be assured, at any time, that his concurrent
action will be based on sound decision. To this end, there is a definite technique for
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which the standard Estimate Form provides the basis. This technique is an aid for
solution of the problem involved in the supervision of the planned action.

Aim of the Technique Involved. Any procedure adopted to this end is properly
intended to assist in the supervision of the planned action, but not to restrict the
commander to particular methods. Flexibility is a prime consideration. The ultimate
aim of the technique is (see also page 143) the rapid and successful exercise of
mental effort in the fast-moving events of the tactical engagement. It is under such
conditions, more especially, that effective supervision of the planned action becomes
a problem calling for every facility that can be afforded the commander.

Nature of the Technique. The solution of this problem requires mentally or
in writing according to the particular case, (a) the assembly of information as
to events bearing on the situation, and (b) the organization of this knowledge in
a manner permitting its ready use. Accordingly, it will be found helpful, where
circumstances permit written records to be kept, to provide for (a) a journal (a form
of diary) of events, with a file to support it, and (b) a work sheet to organize applicable
information in proper form for use. The journal affords a basis for the work sheet.
The latter in turn facilitates the procedure, continuous while the action lasts, of
estimating the situation so that a Decision maybe rendered at any time desired.

Where written records are unnecessary or impracticable, the same fundamental
process is nevertheless employed. The fact that the process is then wholly mental,
without extraneous aids, involves no change in the basic character of the essential
procedure.

Journal. The journal, to serve the purpose indicated above, is kept in a form
permitting entry of essential data as to information needed for the Running Estimate.
Such data may include (see the suggested Form, next page) the appropriate heading
of the journal, the entries applicable to each item of pertinent information, and the
authentication with which the journal, for any chosen period, is closed.
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JOURNAL
(Organization, staff subdivision, etc.)
25 10) 1 0 LA
(date and hour)
O e
(date and hour)
PLaCE: vttt
TOR TOD Time Serial From To Incidents, | Action
Dated No. (Action)| Messages, | Taken

Orders, etc.

The heading of the journal is completed by inserting the designation of the
organization and, where appropriate, the staff subdivision concerned, as well as the
date and hour of beginning and closing the journal, and the place (or general area)
where the commander is located.

Each entry includes, where appropriate, a time notation: for example, as to the
occurrence of an incident; the receipt (TOR) or despatch (TOD) of a message; the
receipt or issue of an order. The serial number assigned to the entry is recorded. The
"time dated" is the date and hour of the incident, or, in the case of the message or
order, the date and hour appearing thereon.

Entry of the nature of incidents or of the content of messages and orders, etc., is
made under the heading "Incidents, Messages, Orders, etc."; for example:

Asto anincident:
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Enemy bombed light forces in screen from northward.

As to a message:

Our troops held up on Beach A since 0500 this date.

In the case of a message or order, the source and the action addressee(s) are
recorded in the columns marked "From" and "To (action)" respectively. The content
of the despatch or order then follows. The amount of detail to be included depends
upon the needs of the work sheet (see below) in its capacity as a basis for the running
estimate of the situation. Further details can be ascertained, if needed, by reference
to the journal file.

The action taken ("None" entered, if none is taken) is indicated briefly under that
heading. In the case of the above entry as to the enemy bombing light forces, the
"action taken" might, for example read:

Prepared for torpedo attack.

A single journal may be maintained for the commander concerned; or, if so
desired, separate journals may be kept, for their respective purposes, by the several
principal officers of his staff.

The journal itself and its use are readily adaptable to informal methods of
preparation and maintenance. The Journal Form may be prepared hastily, as needed
or desired. Where appropriate, the Journal Form may be made up in quantity by
printing, multigraphing, or other practicable methods.

Journal File. The file to support the journal is merely an assembly of the records
(messages, records of oral orders, and the like) from which the journal is compiled.
Each item of the file bears a serial number corresponding to that of its entry in the
journal. An ordinary spike-file is frequently adequate for safe-keeping of these
records while in use. When the journal is closed, the corresponding journal-file is
filed with the journal, in accordance with standing instructions or in compliance
with any particular disposition directed by the commander concerned or by higher
authority.

Work Sheet. The usual form of the work sheet follows the form of the estimate of
the situation. A single work sheet may be kept for the commander concerned, or, if
so desired, separate work sheets may be maintained, for their respective purposes,
by the several principal subdivisions of his staff. If a single work sheet is maintained,
entries by the several staff subdivisions may be facilitated by dividing the work sheet
among them, provided that the entire document can always be promptly assembled
for use as needed.

The work sheet, while an important official document, is ordinarily informal
in nature. The various headings, items, or titles (other than the main heading) are
merely copied, ordinarily, from the usual Estimate Form. An example of a work sheet
is as follows (see next page):
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WORK SHEET
(For Running Estimate of the Situation)

(Organization, staff subdivision, etc.)
From: oo
(Date and hour)
0 e
(Date and hour, if pertinent)
Place: ..o

I. Establishment of the Basis for Solution of the Problem.
A. The Appropriate Effect Desired.
(1) Summary of the Situation.
(Note: No other heading would be entered on the first page.)

(2) Recognition of the Incentive.
(Note: No other heading would be entered on the (initial) (second) page.)

(3) Appreciation of the Assigned Objective.

(Note: No other heading would be entered on the (initial) (third) page.)
(4) Formulation of the Mission.

(Note: No other heading would be entered on the (initial) (fourth) page.)

B. (Note: This and subsequent headings are entered in the manner indicated as to
Section I-A, above.)

The remaining necessary headings and subheadings of the Estimate Form would
be entered similarly, in due order, on succeeding pages.

The use of a voluminous work-sheet is facilitated by entering item headings in
anarrow column at the left, and by cutting away unused space below the several
headings in such column, so that all the headings (or the more important ones) can be
seen at a glance. A person using the work-sheet can then readily find any page desired.

The main heading (top, first page) is filled out in the same manner as for the
journal.

The other headings, for subdivisions of the work sheet, are ordinarily transcribed
from the usual Estimate Form, according to the needs for the purpose of the
particular work sheet. Such needs will vary with circumstances. As has also been
noted, the Estimate Form, itself (Chapter VI), varies with the situation. For these
reasons, the work-sheet form is necessarily flexible, and will rarely be prescribed
in detail. Reproduction by printing, etc., will not be so frequent as in the case of
more rigid forms. The work sheet is authenticated only if it is filed (see below), or if
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authentication is desired for other reasons. The work sheet is, in fact, as indicated by
its name, merely a vehicle to facilitate the performance of important mental work.

When the work sheet has served its purpose, it is usually destroyed. It is not,
ordinarily, a permanent record, since such purpose is served by the journal and its
file. When a formal Estimate is made up from the work sheet, such Estimate may
serve the purpose of an additional record. If no formal Estimate is made up for a given
period and the commander desires the corresponding work sheet to be preserved for
record, he may so direct.

Ordinarily, the work sheet is not destroyed or filed (and a new one started) at any
specified time. The work sheet is kept current by marking out old entries no longer
applicable; by inserting new entries; and by inserting fresh pages when old ones have
been filled. The old pages, unless otherwise desired, may be destroyed.

A separate page of the work sheet is ordinarily used for each item under which
entries are to be made. This procedure applies not only to principal headings, but also
to subordinate titles, according to the convenience of the user.

The procedure of devoting a separate page, initially, to each item of the form
enables additional pages to be inserted, where needed. Manifestly, the amount of
space needed for particular items of the form cannot always be foreseen. The entries,
for example, under the "Summary of the Situation", in Section I-A of the Estimate
Form, may require little space or a great deal, depending upon the occurrence of
events and upon the period of time covered by the particular work sheet. The same
considerations are applicable as to other items.

When a work sheet is used as the basis for rendering special reports (e.g., as to
intelligence or operations), its form follows that used for such reports. It is, therefore,
in essence, merely an outline-form, for entry of applicable data.

Procedure as to Entries. When a report, a plan, a dispatch, or other pertinent
item is received, its applicable content may first be entered on the chart (or charts)
maintained by the commander (or by his staff). Thereafter the usual procedure would
be an entry in the journal, followed by a corresponding entry in the work sheet. The
document so received and recorded would then be placed in the journal file. This
procedure is subject to proper variation, as desired. Immediate entry of data on the
chart enables the commander and staff to study the implications of the item, without
waiting for completion of routine clerical work.

Outgoing messages, instructions, etc., after approval or signature by the
commander, are handled by a similar routine. Where applicable, such routine involves
appropriate entry on the chart, in the journal, and in the work sheet. The routine of
entry is preferably based on a copy (or copies), in order to avoid delay in dispatch.

Staff Organization and Functioning. The commander may desire important
documents to be handed to him at once, on receipt. He may, of course, call for them
at any time. He naturally will not, however, permit any unnecessary delay to occur
in the usual routine disposition of such items. The routine exists to assist him, and
its arbitrary disruption, if he has properly defined the essential routine in the first
instance, cannot but work to his disadvantage.
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Few things are more disturbing to the functioning of a staff than undue eccentricity
on the part of the commander or of senior members of the staff. For instance, a personal
habit to be rigorously suppressed—a habit not infrequently in evidence, especially
under strain of active operations—is that of absent-mindedly pocketing documents
needed in the work under way. This subject might, but for limitations of space, be
illustrated by numerous other examples whose homely character may not safely be
permitted to detract from their considered importance to unity of effort.

Where circumstances permit, it is desirable that incoming and outgoing items be
reproduced in quantity sufficient to supply separate copies for the commander and
for the several interested members of his staff.

A competent staff brings to the commander's attention all the items necessary—but
only those necessary—for his proper performance of his duties. Inordinate attention
by the commander to unnecessary detail cannot but tend to distract his attention
from his proper duties.

The importance of smooth and effective functioning of a staff emphasizes the
need for an established, though flexible, procedure. Such procedure, if reasonably
standardized, facilitates unity of action, not only within staffs, but also among the
several commanders, and their staffs, throughout the chain of command.

The same fundamentals apply as to staff organization. If proper functioning of
staffs is generally understood, and if staffs are correctly organized to perform their
functions, the basis for their sound organization will become a matter of general
understanding. Such organization, so understood, becomes a powerful influence in
behalf of unity of effort.

Staff functions—i.e., characteristic activities of staffs—divide fundamentally into
two classifications. These may be referred to, for convenience of terminology, as
"general" and "special".

The latter have to do with the characteristic operations of the command,
rather than of the commander; they therefore relate to such matters as routine
administration and to the technical aspects of movement, of the use of weapons, and
of supply, sanitation, and hospitalization. The administrative, technical, and supply
staff, thus broadly considered, may be said to be concerned with special functions
relating to the operations of the command.

By contrast, the functions of the commander, as such, have to do with the
necessary supervision of these special functions and, more especially, with the
important duty of planning for the future employment of the command. The
supervisory and planning activities may, for purposes of differentiation from the
specialties noted above, be properly described as general functions. They relate more
particularly to the duties performed personally by the commander or, where such
duties become too onerous for performance by one person, by specifically designated
members of his staff.

In our naval service, the higher commanders are provided, where appropriate,
with a chief of staff, who coordinates and supervises the work of the entire staff.
Provision is also made, where the nature and amount of the work to be done calls for
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such assignment, for the detail of additional staff officers to perform the important
general functions mentioned above. Appropriate provision is also made for staff
officers to care for the special functions inherent in the character of the particular
command.

The important general functions referred to are those relating to intelligence
duties, and to operations. Intelligence duties have to do with the collection of
information as to the enemy and the theater of operations, the analysis of this
information, its evaluation, its conversion into intelligence by the process of drawing
conclusions, i.e., by interpretation, and, finally, its dissemination to the command or
to other appropriate destinations (page 161). Intelligence estimates and plans have
been discussed previously (Chapters VII and VIII).

Operations, in the sense in which the term is employed in this connection, relate
to the strategical or tactical activities of the command, as distinguished from routine
functions pertaining to such matters as administration and supply. Operations,
therefore, as a term employed in contradistinction to intelligence activities, refer
more especially to the performance of the commander's own force, while intelligence
functions are oriented more particularly with respect to the activities of the enemy.
Operation plans, which may include subsidiary intelligence plans, have been
discussed previously (Chapters VII and VIII).

Further details in this connection are touched on hereafter with respect to
rendition of reports and estimates.

Reports. The work-sheet facilitates the rendition, at any time, of such special
reports as may be required by higher authority, or by the commander from his staff.
The appropriate staff officer is prepared at all times to render a report, oral or written,
informal or formal, brief or detailed, of the situation of the command and of other
friendly forces, or of the situation with reference to the enemy.

No less important than rendition of reports to the commander and to higher
authority is the duty of the staff, or of the commander if he lacks such staff assistance,
to insure that subordinate commands receive pertinent information at the proper
time. Cooperating friendly forces will also require such information. This need is
sometimes met by the issue of periodical reports or bulletins. However, during the
intervals between such reports, and at all times when such reports are lacking, it is a
primary duty of the commander and staff to ensure that all concerned are informed
as to the situation. The work sheet is a valuable aid for the performance of this duty.

Oral Estimates. When called for by higher authority, or by the commander from
his staff, oral estimates of the situation can be rendered promptly and effectively by
reference to the work sheet. Estimates called for by the commander are presented
by the appropriate staff officers. Presentation is made to the commander or, if so
directed, to the chief of staff, the latter being prepared to render, in turn, an estimate
to the commander. Oral estimates desired by higher authority are made by the
commander, or by the staff officer concerned, at the direction of his commander.

Partial estimates may be called for from time to time as to particular aspects of the
situation.
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In the larger staffs, the work is facilitated if each principal staff officer is prepared
to present his appropriate portion of the estimate. In such case the intelligence officer
deals with matters relating to the enemy; the operations officer deals with those
relating to own forces, etc. The entire staff acts as a team in the presentation of a
well-rounded estimate which will bring all pertinent matters to the attention of the
commander so that he may arrive at a sound decision.

Should the commander call also for recommendations as to the decision or
decisions to be made, the appropriate members of the staff will be prepared to
submit their views. They will be prepared, as well, to answer at any time the calls of
higher authority for information, for the conclusions of the commander, or for his
recommendations. Should the commander have no staff for the performance of the
foregoing functions, such detailed duties devolve upon him personally.

Certain further aspects of estimates of the situation, with reference to the
circumstances obtaining during the supervision of the planned action, are noted
under the discussion of written estimates, which follows.

Written Estimates. The foregoing remarks as to oral estimates are no less
applicable to those submitted in written form, whether formal or informal, partial
or full, brief or detailed. The nature of an estimate, as to these characteristics, will
largely depend on the time element. A long and detailed estimate, often desirable
when time is available, may be wholly impracticable when the press of events
requires rapid decision. The written estimate, even if informal, partial, or brief, would
frequently be out of place in situations where an oral estimate would be adequate or,
if not adequate, would be all that could be accomplished under the circumstances of
the case.

Special Remarks as to Entries

Entries on Charts. Entries on charts are made by the usual conventional signs and
symbols. Colors are employed where appropriate. Information not yet confirmed is
indicated as doubtful; e.g., by a question mark. Special remarks, comments, or other
notations may also be entered, but in such a manner as not to obscure other data on
the chart.

Where operations of land forces are involved, maps are prepared by the methods
prescribed for own land forces. The higher naval staffs, or those of forces specially
designated for such operations, may include army officers who will look after these
matters; marine officers may also be assigned such duties.

Special charts or maps are those prepared for special purposes. A chart (or map)
maintained to show the existing situation is known as a "situation chart" (or map).
Charts (or maps) prepared for particular operations are known as "operations charts"
(or maps).

Entries in Journals. Entries in journals, already referred to, are purely factual.
Such entries may be complete copies of the content of incoming or outgoing
orders or messages. Again, as already indicated (page 215), entries may consist of
condensations of such matters. The oral instructions of the commander are also
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appropriate items for entry, when the matter is of sufficient importance. The journal
may also make note of the movements of the commander, his staff officers, and other
persons. Other pertinent happenings may also be made the subject of entry.

Entries in Work Sheets. Entries in the work sheet, since it is the basis for estimates
of the situation, are both factual and otherwise. All matters entered in the journal are
normally appropriate for notation in the work sheet. Information not yet confirmed
isindicated as doubtful. The work sheet is also the proper place for notation of
matters of conjecture (noted as such) and for other like items related to estimates
of the situation. The various considerations influencing the commander and staff,
with respect to current operations, are proper entries in the work sheet. Its informal
character affords wide latitude as to entries which may be considered worthy of
record in this manner. The underlying consideration is that anything may and should
be entered which will be of value in preparing estimates or rendering the special
reports for which the work sheet is to provide the basis.

A succinct running account of the situation is kept posted to date under the
appropriate heading of the work sheet.

Entry is also made of the incentive which motivates the solution of the problem
presented by the situation. Notation is made as to whether the incentive arises from a
task imposed by higher authority or is derived by the commander from other sources
(see page 208). In either case, the work sheet is the proper place for the entry of such
facts and of the reasons which have led the commander to regard this incentive as
motivating his actions in the situation existing at the time.

Information of the enemy, after receipt from the various collecting agencies (radio,
observers, subordinate forces, etc.), is subject to the usual procedures of analysis,
evaluation, interpretation, and dissemination (page 219). Analysis determines the
source and the circumstances which led to the dispatch of the message. Evaluation
determines its degree of reliability. Interpretation calls for drawing conclusions. The
resulting intelligence is then disseminated to those concerned, either within the
command or elsewhere.

Since information of the enemy does not become intelligence until converted
thereinto by the process of drawing conclusions, this important procedure is recorded
briefly in the work sheet. Such record makes available, for inclusion in estimates or in
reports, the reasons which have formed the basis for such conclusions.

Information of friendly forces, with any deductions drawn therefrom, is similarly
entered in the appropriate portions of the work sheet.

The facts and conclusions as to fighting strength of own and enemy forces are
important entries. The summary of fighting strength includes proper conclusions as
to the relative fighting strength of the opposing forces, own and enemy's.

The work sheet is also the proper document for other entries pertinent to estimates
of the situation: e.g., the determination of own courses of action, the examination into
enemy capabilities, and the selection of own best course of action. The commander's
decisions, as rendered from time to time, are also entered for purposes of temporary
record.
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Summary

The work sheet, therefore, if properly utilized, contains the Running Estimate of

the Situation, and is supported by the journal and the journal file. By the use of the
Running Estimate and its supporting documents, the commander is enabled to keep
himself apprised of the developments of the situation. On this basis he is able to
detect the necessity for any changes in his plan and to arrive promptly at decisions in
accordance with such needs. These decisions become the basis for new or modified
plans and directives, to cause the action of his command to conform to changes in the
situation.

Where the full procedure described in this Chapter is unnecessary or
impracticable, a suitable modification without fundamental change will be found
applicable. The mental process, even if no records are kept in writing, applies to the
supervision of the planned action in every situation.

CONCLUSION
The discussion of "Sound Military Decision" now closes with a brief review of the
application of mental power to the solution of military problems.

Mental power, which includes the ability to arrive at sound solutions of military
problems, is a recognized essential component of fighting strength because (page 69)
it is the source of professional judgment.

The procedure most likely to ensure sound solutions is the studied employment of
anatural mental process, differing in no fundamental respect from that effectively
utilized in all other human activities. The basic mental procedure remains
unchanged, irrespective of the nature of the problem,—be it simple or complex, its
solution instantaneous or slow. The procedure is especially adapted to the needs of
the profession of arms through the use of the Fundamental Military Principle. By
outlining the essential elements involved, this Principle, a valid guide for the solution
of military problems, covers the full scope of the application of mental power as a
recognized component of fighting strength.

It is more especially during the swift-moving action of the tactical engagement
that moral capacity to command, and mental ability to solve military problems,
experience the maximum pressure of events. It is then, also, that the responsibility of
the commander creates an added demand for intelligent application of mental power
because of the vital issues which may hinge upon his decisions. That this pressure be
successfully sustained, and this responsibility effectively discharged, is the goal of
any system of mental training in the profession of arms (page 143).

On a fundamental basis of earnest thought, mental ability, character, knowledge,
and experience, finally rests the soundness of decision.



Evergisto de Vergara

OUTLINE FORM OF AN OPERATION PLAN

TITLES OF THE
SUPERIOR ECHELONS,
TITLE OF THE FORCE,

File Notations NAME OF SHIP, Flagship.

SECRET (or CONFIDENTIAL)

Operation Plan PLACE OF ISSUE,

No. — Date and hour of issue.
TASK ORGANIZATION.

(a) Task Force Title, Rank and name of its commander. Composition of Task Force.

(b) (Similarly enumerate other Task Forces after appropriate letter (b), (c), etc.)

1. Information. Information of enemy and own forces affecting the Plan and needed
by subordinate commanders. If no further information is available, the statement
"No further information" is inserted. Distinction is made between matters of
conjecture and of fact. If desired, indicate the tasks and general objectives of
higher echelons and of coordinate forces of the commander's echelon, and of other
forces of the command, not listed in the Task Organization. If desired, include
general measures prescribed by the immediate superior for cooperation and
security.

Assumptions. Statement of the assumptions upon which the Plan is based.
Assumptions are things taken for granted as the basis for action.

2. The general plan for the whole force actually under the command of the officer
issuing the Plan, and, if desired, the methods of executing it, and its purpose. If
additional matter is needed to convey clearly the will and intent of the commander,
such matter may be added.

3. (a) Title of Task Force (a), followed by a statement of the principal task, other tasks,
and detailed instructions for the particular Task Force. Tasks may be stated, if
preferred, in chronological order. Include directions as to cooperation, security,
and intelligence activities.

(b) Title of Task Force (b), followed by a subparagraph of similar substance and
arrangements as in (a) above.

(x) Instructions that apply to all Task Forces or that pertain to the general conduct of
the operation, including, if desired, coordinating instructions applying to more
than one task force. Include, particularly, measures for cooperation, security, and
intelligence activities. Include statement of the time and/or manner in which the
Operation Plan is to be placed in effect.

4. Broad instructions concerning logistics measures necessary to the operation,
or reference to Logistics Annex, if one has been prepared in connection with the
operation.
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5. Measures necessary to the exercise of command, such as plan of communications,
zone time to be used, rendezvous, and location of Commander during operation.

Signature

Rank

Command

ANNEXES.

A. (Name) NOTE—The Operation

B. do Order (see page 196)
follows this Form except

DISTRIBUTION that it makes no provision

(Authentication) for assumptions, and is

(Seal) effective on receipt unless
otherwise provided in the
body of the Order.
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TABULAR FORMS

TABULAR FORM OF
THE ESTIMATE OF THE SITUATION

Section Page

I. ESTABLISHMENT OF THE BASIS FOR SOLUTION OF THE PROBLEM.

A. The Appropriate Effect Desired 146
(1) Summary of the Situation 146
(2) Recognition of the Incentive 147
(3) Appreciation of the Assigned Objective 147
(4) Formulation of the Mission 148

B. Relative Fighting Strength 149

(To include only such of the following factors as appear to be necessary
background for the later reasoning in Sections II to IV.)

(1) Survey of the Means Available and Opposed 150
*(a) General Factors 151

(i) Political Factors 151

(ii) Economics Factors 151

(iii) Psychological Factors 151

(iv) Information and Counter-Information Measures 152

(b) Factors More Directly Applicable to the Armed Forces 153

(i) Vessels, including Aircraft 153

(ii) Land Forces, including land-based aviation 153

(iii) Personnel 153

(iv) Material 153

(v) Logistics 154

(2) Survey of the Characteristics of the Theater of Operations 154
(@) Hydrography 155

(b) Topography 155

(c) Weather 155

(d) Daylight and Dark Periods 155

(e) Relative Location and Distance 156

(f) Lines of Transportation and Supply 156

(g) Facilities and Fortifications 156

(h) Communications 156

(3) Conclusions as to Relative Fighting Strength 157
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II. DETERMINATION OF SUITABLE, FEASIBLE, AND ACCEPTABLE COURSES
OF ACTION.

A. Analysis of the Assigned Objective 159

B. Survey of Courses of Action 159

C. Application of Tests for Suitability, Feasibility, and Acceptability_ 161

D. Listing Retained Courses of Action 162
III. EXAMINATIONINTO THE CAPABILITIESOFTHEENEMY_ 162
A. Survey of the Enemy's Problem 163

(1) Summary of the Enemy's Situation 162

(2) Analysis of the Effect Desired by the Enemy. 164

B. Survey of Enemy Capabilities 165

C. Application of Tests for Suitability, Feasibility, and Acceptability_ 166

D. Listing Retained Enemy Courses of Action 166
IV. SELECTION OF THE BEST COURSE OF ACTION 167
A. Analysis and Comparison of Retained Courses of Action 167

B. Determination of the Best Course of Action 169

V. THE DECISION 171
* Usually included only in an estimate of broad scope 171

On the reverse side, page 225, will be found a Tabular Form of the Resolution of the
Required Action into Detailed Operations.

CAUTION. This folder is merely a guide, provided in order to facilitate reference to
the subject matter of Chapters VI and VILI. It is not possible to arrive at sound military
decision by its use alone.

TABULAR FORM OF
THE RESOLUTION OF THE REQUIRED ACTION
INTO DETAILED OPERATIONS

Page

1. Assumptions 175
2. Alternative Plans 176
3. Application of the Essential Elements of a Favorable Military Operation_177-182
(@) Correct physical objectives 177-178
(1) Effective action with relation to 178

(b) Advantageous relative positions 179

(c) Freedom of action 179-180
(d) Proper apportionment of fighting strength 180-182
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4. Testing of Operations for Suitability, Feasibility and Acceptability
(@) Listing of retained operations

182
182

5. The Formulation of Tasks

183

(a) Testing of tasks for suitability, feasibility and acceptability
6. The Organization of Task Forces and Task Groups

183
183

(@) Grouping of tasks

183

(b) Assignment of necessary strength

184

(c) Completion of the organization

184

7. Application of the Fundamental Military Principle to the Determination
of Objectives Embodied in Tasks

8. The Assembly of Measures for Freedom of Action

184
184

9. The Assembly of Information

185

10. The Preparation of Subsidiary Plans
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INDEX

A
Acceptable consequences as to costs, principle for determination of 83, 84
Acceptability, application of test for 133, 134, 160, 165,168,182,184
Action,
effective, against correct physical objectives 176
freedom of (See Freedom of Action)
physical conditions prevailing in field of 80
supervision of the 59, 205
Action, courses of, (See Courses of Action)
Annexes to Order Form 202
Application of
essential elements of favorable military operations 176-182
tests for suitability, feasibility, and acceptability 132-134, 160-162, 165,168,182,
184
the Fundamental Military Principle 90-115
Apportionment of fighting strength,
during amphibious operations 108
discussion of 107-110
dispersion and concentration involved in 108, 109
diversion, bearing of, on 109
feasibility and acceptability of 109,110
joint operations 108
numerical considerations 108
procedure for determining proper 109
a salient feature of a military situation (operation) 86, 87
types, training and equipment of forces 108
Appropriate effect desired,
assigned objective becomes 94
as the basis for the objective 96
definition of 72
enemy's 165
operations studied from viewpoint of 180-182
forms part of basis for solution of problem 79
principle for determination of 82
requirements for an understanding of 90
suitability as to 146-147
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Areas,
coveted orin dispute 106
geographical not under one's own control 106
geographical under one's own control 106
no land, belong equally to all nations 104
sea, not under command 127
sea, securing command of 127
sea, under command 127
Armament, material factor of 153
Armed forces,
command of 64
factors more directly applicable to 152
function and character of 62
fundamental objective of 62
initial requisite to effective use of 64
Art of War,
atrue concept of, requirement of 62-63
foundation of 57
Assumptions,
defined and discussed 174, 187
may form basis of Estimate 141
Authentication, order form 203

B
Basic,
decision 119
estimate of the situation 119
problem 118
problems challenging integrity of, plan(s) 210
problems involving modification of, plan(s) 209
situation 119
war plans 204
Basis,
of science of war 57
for solution of problem 71, 72, 79, 90, 146, 158
Battle Plans 185-187, 204
Blind adherence to plan condemned 208
Body of order form 200
Brevity, required in directives 197

Cc

Campaign Plans,
defined 204
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form of 203
Campaigns of Twentieth Century reflect intensity of mental training 57
Capabilities of enemy,
examination into 162-166
examination not complete under certain conditions 167
survey of 165
Cause and effect 58
correct relation between, established by principles 73
natural forces and resultant conditions 71
principles as valid statements of 71
Challenge to integrity of basic plan 210
Characteristics,
commander's personal 152
influence of, on fighting strength 80, 83, 90
of (field) theater of (action) operations 80, 84, 86-87, 90, 96, 106, 154-156
racial or national 152
Clarity,
required in directives 197
Command,
adherence to chain of, essential to mutual understanding 66
chain of 65,97
echelons of 65
mental preparation for 143
paragraph, in order form 202
responsibility and authority inherent in 65
the ideal of 64
training for 64
unity of 111
Commander,
may depart from his instructions 68
may modify or alter assigned task 67
relation of, to subordinates 67
staffofa 65
the personification of command 64
Communication(s),
lines of 108, 126
plans, as an annex 202
provision for 185
study of in strategical and tactical estimates 155-195
Component(s),
human and material, of fighting strength 62
major, of military problems 90-93
mental power, recognized essential, of fighting strength 69, 221
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parts of an operation assigned as tasks 180

Condition(s),

influence of, on resources 72

of armed forces 153, 154

of material 153

in war, peacetime exercises not a conclusive guide to 206
Consequences as to costs, principle for determination of acceptable 84
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attainment of military objective depends on effective 87, 127
determination of effective 99
possible confusion because of phraseology as to 139
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