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The effect of split commands was detrirnental (0 infonnat:on distibution in both warfare eras. The
case studies in both warfare eras demonstrated hat that «he way a force 15 0 ganized can have a
significant effect on how and when inf omma.ion 15 sent througnout the force i both warfare eras,
a traditional nierarchical siruc ure with a single commande ia charge was moie cfl ecive in
operationaliaing its information chan a stucture with more than one commander. In both the
Nagoleomc era and dunng Wor.d War I, when information was not disseminated in a timely
manner, or 10 the .ommande; s who most acedes it, the chances of a military defeat weie ‘ncreased
This defeat took many forms. a blunder into an enemy rap, missing a preCiods opporwnity, ot
be'ng cutmaneuvered or overwnel ved by an unknown enemy force. tor example, in the Coaliton
force Napoleon teced i « the Aust.chitz campaign ul ima e command was spli. between the
Austrian and Russian emperors, though each used experienced field commanders (Oen. Mack for
the Austrians, Gen. Kutuzov for the Russians). The split command caused serious problems in
dissemination of infonnation. First, the two armies were operating on different calendars (the
Rassan Gregonan calendar was two weels behind that of the Austrians). and thus the Russians did
not arrive when the Aus nans tho ght they would Second, the Russians were notnotified of the
degree of the Austrian defes. at JIn untl cemnants of that armny happened o reach the Russian
forces as they deployed forward. Had the Russians known sooner of (e Ausuian debacle, they
probably would nothave moved as far wesiward (a8 move intended 10 support the Austrians) and
wouid have instead forced the French to move to them thus stretching stil) further the extended
French lines of communications. There were also language problems between the two {orces
which affected their performance on the day of the bacle. The actual batile plans were not
solidified undl late in the evening (he night before, afer which they had w be transcribed and
delivered to the vanous commanders. This led to much confusion, and som. unit commanders did
not receive their orders uniil after the batule had begun. Another exampie is the French at
Waterloo, where Napoleon created a split command structure, instructing his two wing
commanders (Ney on the left and Grouchy on the nght) tat they had comp:ete autonomy over
their forces and vould not be countennanded by anyone other than himself, and tea only o he was
actually present with them on the batilefield. This commaad s ructure had dire implications for the
flow of information. At Quatre Bras, Ney did notmove 'n force quickly e wough to take the cridcal
crossroads, despite Napoleon's intent that they be wken. Napoleon assumed they had been tacen,
and Ney neglected 10 report back to hiro thatihey had not. On tne righs wing, Grouchy was
instructed to destroy the Prussian force, bud did not press the attack wnen he saw them retreating.
Napoleon behieved Grouchy was pursuing the Prussians. and that he no longer had 1o worry about
themn reappearing on the batlefield. These problems are similar to those of split cormnmand
saucture dunng World War I, such as n the case of the Battie of Savo Island where it created
such impediments to communications that MacArthur could not properly suppon Nimitz, the
landing at the island was not properly supported by the carrier force, and warning of the attack was
not passed on 10 other forces in the region once contact with the enemy was made.

The results of these cases studies leads us to of fer a new hypothesis. We believe that the
hypotheses we have developed can be applied 10 any warf are era in history and be supported
equally well. They constitute universal laws of warfare that, with few except ons, can be
demonstrated by any nistoncal case study and will continue to apply equally welf into the future.
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The French also used deception to gain access to the city of Vienna after the
destruction of the Austrians at Ulm. Murat, after arriving at the city gates, lied
to the soldiers there, telling them to let him and his men in, as an annistice had
been signed. Although weary, the Austrians complied. allowing the French
troops into the city. This proved to be a fatal and embarrassing judgment on
the part of the Austrians.

The Battle of Austerlitz itself was won by Napoleon's skillful deception of the
enemy, allowing him to entice them into action under false pretenses.
Realizing that he was in a vulnerable position, far from home and isolated,
Napoleon knew that he had to get the Coalition to act on his terms before
reinforcements could arrive. To achieve this, Napoleon deceived the Austrians
and Russians into believing that the Grande Armee was much weaker and
smaller than they actually were by doing the following: 1) he abandoned the
Pratzen Heights, allowing the Austrians and Russians to think that be had
made a fatal blunder, and that they were now in a far superior position. 2)
Once having ensured that the Coalition was going to take the bait and actually
attack, Napoleon set about ensuring that they would attack when and where he
wanted. As per his CONOPS, be denuded his right flank to entice the enemy
to attack there, freeing up his other forces to attack the weakened and
otherwise commuitted Coalition forces. 3) To achieve this, Napoleon hid two
divisions in the floor of the valley, covered by fog. The Coalition had no idea
that they were there, and thus were not hesitant to commit the bulk of their
forces to the southern edge.

Booz+Allen & Hanulton Inc. Proprictary

Page 33

3)DJJIDIDIDIIIIIDIIIIDIIDIDIDIDIDID))

JJ)J)JJJIII))





































ccccceceoccccccocccccccrccccccrccrcrccccccccecccer c







Thus, the Coalition never considered that the French would recover from the
initial attack or be capablie of taking the Pratzen Heights from them.

. 4) The old-fashioned regimental style of the armies of the Coalition was no
match to the mobile and quick corps structure of the Grande Armee. They
traveled and maneuvered in huge masses, making them slow and cumbersome,
and unable to maneuver with any ease on the battlefield. They were unable to
take advantage of terrain, and were not able to defend against the mobile corps
that Napoleon sent against them.
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DBK:

DBK followed almost the same pattemn as the DBA line. It was initially high,

. as Napoleon was aware of the majority of the plans of the Coalition due to the
information he was receiving from his spy in the Austrian headquarters,
Schulmeister.

DBK dropped at Ulm, as Napoleon had guessed incorrectly the Austrian's
actions. He assumed the they would have already withdrawn southeast toward
more defensible river lines, maneuvered his forces accordingly. The Austrians
had not detected his forces therefore remaining at Utm, which caused the
Grande Armee to march past themn. Napoleon quickly realized his mistake,
doubled back to Ulm, and surrounded the enemy, forcing them to surrender.

DBK rose again after the battle at Ulm, and remained high up until the Battle
of Austerlitz. Napoleon and the Grande Arnnee were pursuing the French and
the surviving Austrians eastward - knowing that they were withdrawing in
order to attemnpt to meet up with reinforcements.

During the actual battle at Austerlitz, DBK rose to above high. when it climbs
above high. Napoleon was successful in orchestrating the movements of the
battle, therefore predetermining what the future actions of the enemy were to

be.
BuozrAllen & Hamilton Inc. Propactary
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. DBK (alls off as Napoleon is unable to determine new Coalition efforts to concentrate on
him at Waterloo. Napoleon looses all DBK as he is no longer aware of the exact intent of the
Coalition forces. In particular, he is unable to comprehend that the Prussian forces have not
fallen back along their national LOCs, that they have established new LOCs with their Anglo-
Allied partners, and that they intend to concentrate on him with the Anglo-Allies.
DBA falis as Coalition forces withdraw and rises again with contact during last
engagements. Again, physical contact with the enemy at Waterloo and Wavre raises DBA
(though imperfect awareness of Grouchy's forces at Wavre keeps it from rising higher), and
finally falls off as the French are defeated.
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(I} Situational awareness {the types and quantity of information availabie)
impacts the commander’s ability to gain, maintain, or negate the initiative.

The term situational awareness {SA) for the purpose of this study represents the full
complemen of inf ormation «he cornmander has regarding both friendly and enerny forces at
the criica deciston points To that end, we mustnote that our use of SA does not place
any quslifiers on the umeliness, quality, or accuracy of the information. SA simply
connotes that the commanders had sufficient information to conduct a military action.,

In Jhus analytic effon, SA incorporated the categones of informaton that comprise
Who. Numnber of umts, umt designauon, unit performance history, wentity of
commander, nature of comumand structure.
What Stetus, readiness, and capability of untts.
Wher: Locaton of friendly and enemy units, supply hines and key logistics nodes,
direction of approach
wWhen: All relaed me data conceming timelines or upcoming operauons.
How. Docuine, method of advance
Why: Intent.

To clann situational awareness, a commander requires suffictent data to be able 1o 1ake the
imtiative or biuntthe enerny’s nitiative  The information requirernents to accomplish this
will vary depending upon the crcumstances of each battle, but 1t typically requires
information from the majority of the cawcgones, Hf not all s, For example, sinply
knowing which enemy unit is beading toa theater is nadequate if one cannot antiapale
when they will arrive, where they are going, or what operations tney will undertake upon
amval However, there are cases where just one or two pieces of iuf ormation armnount to a
suffic’'ent levelof awareness to act decisively. For example. when information lends
msight on the enemny's intent and the cucumstances make his batilespace objeciives
obvious this enables the commander to take action to contest the operation

Cases that woutd support this hypothesis include thase where a cornmander has situational
awareness and 1s able to order and exccute a response, whether 1t is a movement of forces
to defend against an enerny movement or simply generaung a higher alert status
Conversely, the hypotheses inplies .hat a commander without situational awareness, ¢ven
the limited definition used 1n this study, will not be capable of acting 10 a meaningful way
until a rmumrmnurn level of situslional awareness 15 achieved. The two circumnstances under
which this hypotheses would be refuted are rare but do have hustoncal precedent. They are:
a commander who has situational awareness and is unable or unwilling to act, and a

commander without the requisite ievelof situational awareness who nonetheless conducts
military operations.

Case Studies -- Suppori

Austerlitz

£rench —Support: Napoleon had high situational awareness and was able to 1niate
his anacks and mamipulate the elernems of the batllespace 10 conduct rmililary acuon.
From the outset of the carnpaign, Napoleon was receiving highly detailed
mnformation from his spy service, which included Schulmeister in the Austnian
hcadquarters. [n addition, such sources as the newspapers 10 the region (which
reponted on die Austnan foce movernents) and the French cavalry screen (which
helped locate enerny forces) provided continuous upadates on enemny force locations.
This allowed Napoeon to plan and execote strateg res that took advanage of enemny
force dispositions.

Booz Allen & Hamalvon Inc, Propnelary Page 2
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Austerlitz

Coglinor--Support. Atboth LUllm and Austerlitz, the Coaliton had sufficient
situational awareness to conduct military actions. At Ulm. they had information on
the French avenue of advance, some information on French force dispositions, had
intercepted some of the French battle orders, and had gained some information from
contact with the enemy. With this, they developed an interpretation of French
intent. This put them in a position whete 1hey felt they could engage the enemy (in
this case, ordering an attack against Napolkeons lines of communications). At
Austerlitz, the Coalition believed it had all the information it needed to take the
initiatave and attack Napoleon's weak right wing.

Jena-Auerstadt

French--Suppori- Napoleon had good situational awareness and was able to nitiate his
attacks and manipulate the elements of the battlespace to conduct military action. Before the
conflict began, he had conducted analyses of the enemy’s bkely CONCPS and
deployability  His reconnaissance missions, both by engineers and his cavalry screen,
provided him with information on the best approaches to the theater and the movements of
thee emy’s forces. Intercepted mail gave him tnsights into the confusion that embroiled
the enemy's keadership, and his peisonal observations guided him to attack at Jena.

Jena-Auerstadt

Prussians--Suppori in the Converse: The Prussians lacked sufficient information to engage
the enemy under any circumstances except when they were under unexpected attack (i.e.,
defensive). Althoughthey were moving their forces. they were doing so withoat
information on the enemy and without an overall operational plan. When they received
information (Muffling’s reconnaissance mission and the defeats at Hof and Saalfeld) that
French force movements had alieady made that plan obsolete, they decided upon retreat.
The information received, however, was too vague to constitute situational awareness
because it did not provide information fulfilling the categories that compose situational
awateness. When the Pruassians were unexpectedly attacked on October 14, they had no
idea of the size of the foroes they faced or who was in command.

Waterloo

French --Suppori. The French had sufficient information to initiate military operations.
Napoleon's cavalry screen, reconnaissance engineers, spies and local inhabitants provided
him with information on the enemy’s force dispositions, their commanders, and the
locations of therr lines of communications 1hs information, combined with his
undersianding of the enemy commande:s’ sty.e of warfare, was sufficient to guide
Napoleon’s course of action

Waterloo

Coalition--Suppaort .. The Coalition ultimately gathered sufficient information  conduci
military operations. In the early phases of the campaign it was ignorant of the enemy force
dispositions and intent. However, through two deseriions (one of which provided them
with the right wing CONOPS), the information from Wellington's spy (Col. Grant), and
contact with the enemy, they were able to develop a picture of the battlefield and French
intent. Based upon this informasion, they concentrated their forces to counter Napoleon's
plan to divide the Coalition.

Booz-Allcn & Huradion Jnc. Propnetary Page 3




(I} Timely nformation drives the decision cycle and alters the
OPTEMPO.

When commanders possess umely miormation, they are able to alter the pace of batt e.
With supenornformation gathening and processing networks, commanders can operate
within the enemy’s OODA loop' and gain a tme advantage — 1n Major Robe 1 Leonhard’s
phrase, commander ale able to tum the lime Nank.’ Operations of this son effectively
preempt enemy act ons and allow comunanders tothwart enemy operations before they
bocome a threat In addsson, this sor of nformation dominance means that one can imtiate
and execute actions before the other side can respond,

A supporting case would feature a commander who uses timely inf ormanon to successfully
adjust thesr OPTEMPO. Conversely this hypothesis is confirmed when commanders with
poor mformation move slowly and hesitantly, or when they are forced to make rash
decisions n responsc o a senes of enemy moves they did not anticipa.c. The hypothesis is
refuted when commanders are able and willing to make bold and rapd decisions despite a
lach of umely information or when commanders hesilale despite tmely evidence of
exploitable enemy weaknesses,

Case Studies -- Support

Austerlitz

French-Suppore: Napokeon received very bmely inf ormation throughout the campaign,
and he changed tus OFTEMPO baseu on this information  As 500 as he ganed
information that the Austrians and Russians were forming a coalition agamst him, he
deployed hus forces against the Austrians at such arapd rate that he outpaced the
messengers the Austrian sp'es had sent (0 wam their leaders. While he did not know the
fu.enemy foroe disposthons as he approached the Adgstnans, he d'd gather that informaton
enroute and was able to adjust us plans and OFPTEMPO to comer and envelop Gen. Mack
and force hus surrender. At Austerlitz his mformatwon on the enemy force dispostions and
tus understanding of the enemy’s hkely course of acuon was very high. He was able to
draw he Coalition into a trap, increasing his QP TEMPO o strike them atthe most
advantageous Lime.

Austerlitz

Coalition--Supporr: The Coahtion had informavon tmely enocugh to change their
OPTEMPO At Ulm, they nnew of the French advance via their cavalry screen to the
north, had mercepted Ney's orders, and were aware of the locations of the French sines of
communications Based on this, they increased their OFTEMPO by ordering an attack to
the north to cut off those communications. However, ar this tme reponts of the defeat of
d" Aspre force mdicated ther situation was more dire than they had thought Based on this
information, OFTEMPO was again changed; part of the force escaped tothe north, while
Mack forufied Ulm to fightthe French as hey approached.

At Austerliz, the Coalivon used tmely mformation to temper ther OFTEMPO They had
witnessed Napoleon's apparent fear of them and his apparent intent to remain on the
defensive, and knew that hus nght wing was weak. Based on this inf ormation, they
increased their OPTEMPO by launching the attack, moving their forces from the Pratzen
Heights against the right wing near Telniwz.

' Col Boyd. USAF, (Het)
IMAJ Robert Leonhard, USA, Fighting By Minuies, Praeger Westport, Connecticut, 1994
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Jena-Auerstadt

French Support: Timely informauon allowed Napoleon inciease his OPTEMPO at cnitical
times during the campaign. Timely information on the locawons of the enemy ma.n forces
{via areconnassance officer who had spied behind enemy lines) aliowed Napeleon's
forcesto quickly move through the rugged terrain of the Thuringian Forest with little risk
of enemy attack. He was then able 1o utilize inf ormanion from his cavalry screen,
indigenous informants, and intercepted mail to quickly close in on the enemy. His persona
observatons of the battlefield at Jena led him to mass his forces there and launch the attack.

Jena-Auerstadt

Prussuins--Supporst in the Converse: The Prussians lacked umely mfoimation about the
enemy force dispasitions This led them to have too high an QPTEMPO at certain times
and 100 low an OPTEMPQ atotherumes. In many instances, they increased or decreased
their OPTEMPO baseu on constantly changing orders from the Council of War, which was
making decisions despite having no informstion on enemy locations. Most of the campaign
was a series of movemenis without any strategic or operaional drection Capt. Muttling's
reconnaissance mission eventually alened the Pryssians to the danger they faced, and 1t was
based upon this imformation and the losses at Hof and Saalf eld that the order to retreat was
given. However, this mformation was not at all timely, the OPTEMPO of the rear guard
ass'gned to protect che retreal was not at all ready for the battle they would face, and the
retreat of the main army was directed mto the guns of Davout's force. Thus, this case
should be considered to prove the hypothesis in the converse. The Prussians had untimely
information which caused them to move slowly and heswtantly (at tomes erratically), and
forced them into battle i response to enemy actions they did not anticipate.

Waterloo

French--Support in the Converse: Dunng the movement to batile, French QPTEMPQ was
determined by the umely infonnation Napoleon received Once the battle was underway,
Napoleon received infrequent reports regarding the actions of his w ng commanders Ney
did not take Quatre Bras as expected, and Grouchy did not pursue the Prusstans as
expected However, because Napoleon was not aware of these developments (did not
receive imely mformaton regarding them) he was unable to mcrease French QFTEMPO
accordingly, instead pursuing his preconceived plan as he had constructed it in hs mind,
rather than how 1t was developng in the field.

Waterloo

Coahtion--Support  Omnce the battle had begun, tmely inf ornation allowed hem 1o increase
their OFTEMPO 10 therr advantage The amely mformation from the two desertions,
Wellington's spy and contact with the enemy allowed the Coaliion to defend against the
French attack perform a strategic withd awal, and concentrate their forces aganst
Napoleon

Root Allen & Hamilton Inc. Pioprieiary Page 5




(Il1I}) Accurate and timely information allows the commander ts manipulate
and exploit the battlespace {force, time, space) to create force advantages.

Building upon the second hypothesis, the presence of umely and accurare informanon
aliows commanders to gain maximum advantage from avalable forces. Commanders can
also use their forces more efficiently s'nce accurate informaton allows them 1o avand
redundant assignments and reddce tne logistical requuretments of any given m'ssion while
also reserving forces for other missions.

Supporting cases for this hypothesis feature instances where command decisions make use
of information to achieve a force advamage. Examples of this would be deliberately
targeting a percewved weak point in the enemy lines, maneuvering to caich an opponent off
guard of concentrating forces against crincal nodes. This hypothesis also imphes that
operations designed with good informaton avarlable will be economucal, assigming only as
many forces as necessarily, but avording overkill. The hypothesis is supported in the
converse when poor information leads commanders 1o attack sirong posilions or
nusallocate forces,

By contrast, naccurate information acts as a force divider. Acting on inaccurate
information can induce comsmanders into a number of ill-adwised achons hke attacking an
enemy force where it is the strongest or best defended, or wasung valuable time and
resources against non-critical targets Inaddition, when commanders have inaccurate
nformation, they are more likely to either over-allocate or under-allocate resources for a
specific task. They are more prone to assign either 100 many or too few umits to any given
task leading to adverse force ratios somewhere Ln the battlespace

Case Studies — Support

Austeriitz

Freach-Support in the Comverse: Napoleon was able to use imely and accurate
nformauon to create force multiplier throughout the campaign. First, he was able o
engage the opposing coalition before their forces could combine so that he could face the
Austnan and Russian farces separately, thus making better use of his smaller forces.
Second, at the batte of Austerliz, he was able to use very imely and accurate inf ortnation
todraw his enemy nto a trap where his smaller foree could envelop the Russians and foree
their capitulation. He had leamed of the enemy force dispositions during “negotiations ’
with them that were actually just excuses for us officers 10 reconnouter the enemy 1ear.
Napoleon also knew his deception campaign had had the intended eff ect when he observed
the enemy fowces marching from the Pratzen Heights to attack his intentionally weakened
right wing. This inf ormanon, which was both very imely and accurate, allowed him to
mold the baulespace such that he could envelop the enemy force wath his smaller force, a
clear case of a force multiplier.

Austerlitz

Prussians—-Support. Inaccurate inf ormation. based on Napoleon's deception let the
coalition forces to squander their advantage in numbers. They fell for Napoleon’s trap,
abandoning the sirategic Pratzen Heights to amack the French night wing. They did not
know that Davout was advancing to bolster the weak wing nor that Soult’s two divisions
were 10 position to rewake the Pratzen Hetghts. This led them to move their forces into a
highly vulnerable positton where their advantage in numbers was wasted, and the smaller
French force was able toenvelopand defeat them,

Jena-Auerstadt
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French--Support in the Converse. Although Napoleon maintained timely and accurate
infornation through most of the campaign, he was acting on inaccurate nforination the day
of the battles at Jena and Auerstadt, and thus was unable to create a farce multiplier. His
infornation up until thar point was timnely and accurate enough for hom to deploy and move
his forces to the battlefield, narrow in on the enemy, cutflank him and attack at the most
advantageous ttme and place Napoleon had the initiative and drove the battle. However,
because of the critical musjudgment on his part (the inaccurate assessment that the Prussian
man army was located at Jena when in fact it was moving toward Auerstadt) caused him w
focus his main force against Hohenlohe's rear guard while sending only two corps to
Auerstadt {which he assumed would act only (o cut off the enemy retreat) to face the main
Prussian army twice its size. This was not an efficient use of the forces available, and thus
cannot be considered a force multipher,

Jena-Auerstadt

Prussians -Support in the Converse The lack of nmely and accurate mnformation p evented
the Prussian fromcreating a force mulupher. Because they did not know, at any point
during the cammpaign, the accurate locations or the intent of the enemy, they were unable to
deploy their forces effectively. Before contact with the French, the Pruss an forces were
dispersed over a wide front and not with'ni supportting distance of each other. Two of their
advance guards were destroyed by the French without any Prussian units being able 1o
come to their assistance  When the decision was made to retreat, they dd nou realize
Napoleon’s advance over the Landgrafenberg of fered them their best opporiunity to deal
him a defeat. And the battles occurred on the 14th, the cear guard did not i ealize 1t was
facing the French main army, while the main army did not (eakze it was facing a flank
guard. In nesther case were the Prussians able touse their forces effectively toaeate a
force multiplier.

Waterloo

French--Support in the Converse: Inaccurate and unumely inf ormation, primarily doe to
breakdowns in command and control ultimately caused Napoleon to aliocate his forces
ineffectively so that he could not create a force advantage  Alhough the French were able
to create a force multip “erin thesr attack at Chaderui, their momentum was soon dissipated.
In the opemng phase of Quate Bras, the lack of accurate and umely information keft
Marshal Ney to make his own detennmations about whether or not to attack  This was not
Napoleon’s inteni. Napoleon wanted Ney to take the crossroads; Ney held back instead,
and d d not seek out infornation on his own regarding the true enemy force dispositions
Because of this lack of information, the opportunity to use a kocal force advantage was
squandered. When Napoleon shifted his weight to focus on the Anglo-Alles. his lack of
nfonnation agam led to similar resuits  Marshal Grouchy., the right wing commander,
believed the Prussian foroes were retreating along their national lines of commumcations,
asexpected. Because he believed that they were doing this, he did not seek out further
informatiun on Prussian force movements, This maccurate information led him to be
complacent, and he did not pursue the Prussians as Napoleon had expected. These two
breakdowns i infonnation tmehines and accuracy, due primarily to falures in command
and control, ied to poar tactical executions which prevented «he create of a Fiench force
multiplier, ceding the battle to the coahtion.

Waterloo

Coulition- Support in the Conerse The ack of timely and accurate infonnation prevented
the Coalihon from creaung a force muluplier. At the beginning of the campaign, the
coalition forces knew very little about the enemy force locations, and were dispersed.
Wellington was almost completely ignorant of the French force locations and intent as
demonstrated by the fact that he and his officers were at aball the evening of the first
French attack at Charleroi. The Prussians were equally surprised by the French attack
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(IV) Commander’s prioritization of the sources and mechanisms of
information, based upon their past experiences, personality, and doctrine,
affects a hattle’s decisions and outcomes.

Rather than assessing the various qualities of the critical mformation, this hypothess seeks
to assess how commanders pooritize the sources and mechamsms through which the
information flows o thermn. The case studies provided numerous examples where certain
commanders chose to interpret the information they receved quite differently than might be
reasonably expected. Similarly # became clear that in addition to mterpretation, the
commanders priontzed the informauon quite differently, based on the presence of certan
identifiable pre-existing cognitive constructs. These constructs originate froma variety of
experiences which help shape a commander's beliefs and priorities

The first contnbuting factor to these pre-existing cogmtive constructs is the doctrine to
which the commander 15 committed to carmymng out. A force’s doctrme predetermines the
conduct of cetam rmussions, Typically, the doctmine is in place and well understood by the
commanders of those particular units well in advance of the start of hostilties. Doctrine
also mforms what knd of mformaton is most critical to that unit's ability to operate al
maximum effectiveness, and which sources are the most reliable or capable of providing
the weal types of that mformation.

Another contributing factor (o a pre-exisung weighting of these information sources and
mechanisms 1s a commander’s previous expenences. [f a pamicular source has consistently
provided nformnauon that has had a positive effect on the outcome of the battle, the
commander will grow to trust that source. Similarly, if acommander consistently was
musled by a particular source or mechamsm, he will over time choose to ignote or at the
least place the mformation at a very low peionity. Past experience from personal contact
with the enemy also influences pniortization  This can apply to a number of dif ferent
vartables that we use to judge an enemy’s intentions. For example, there may be an enemy
commander whose tendencies, no matter their specifics, become known and therefore can
help predict his next move, Such observations canalso hold for the nawre of the enemy as
a whole, m that thar doctrine, strategie and operational objectives, and tactical prochvities
can be understood as patterns begin to emnerge over the course of the conflict. For mstance,
the Japanese penchant far launching complex pincer operations became 50 well known that
US commanders began to expect them even when there was evidence that they were not
being attempted

The Minal major factor in the pricutization of mformation 1s the personality of the
commanders themselves, a factor that will conunue to play an integral part in the processmg
of mf ormation as Jong as humans remain a part of to the decision loop. This factor has the
odd disuncrion of being the hardest point to assess yet the easiest (0 recognize, History is
replete with examples of generals making the right decision without anything resemblng
situaaonal awareness, instead acting appropriately through the power of their own miltary
genius.

Case Studies ~ Support

Austerlitz

Codition--Suppart: The coabtion commanders at Austerhiz mierpreted the information they
gathered through the preconcepuions they had developed about Napokeon's likely course of
action They believed Napoleon was concentrat ng in the north, expecting the coal tion
attack there, and neglecung his right flank. Napoleon fed this misconception by appeanng
frighwvened and weak, and by retreaung from die Pratzen Heights  This convinced the
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coalition Icaders that they wereright n their preconceptions, and led them to act
acoordingly.

It should be noted this was not the case at Ulm; Mack believed that the French woutd come
through the Black Forest, but kept seeking infomation on other possible avenues of
approach (via light cavalry arrayed to the north).

Jena-Auerstadt

French - Support: Napoleon had developed preconceptions as to the Prussan’s hkely
course of action and capabilities even before hostiliies erupted. He had conducted studies
which indicated that a threat from King Louis of Holland would be considered credible by
the Prussians (thas drawing their attention away from a sodthern avenue of approach) and
that a Prussian mob hzation would e very slow. As Napoleon gathered funther information
on the Prussians {as his forces moved forward), he began to develop more specific
preconceptions, First, afier the clashes at Hof and Saslfeld. he was convinced the Prussian
main army was at Gera (based on hus beliefs as (o what their best strategy would be) and
<hen again when he assumed the mamn Prussian force was a1 Jena (based o0 his visual
observation of the enemy campfires and his opinion of the enemy’s best strategy).

Jena-Auerstadt

Prussiuns -Supporr. From the outset, the Prussians held preconceived notions of what
Napoleon would do At fus., they assumed he would remain statonary and di.persed in
Austria When it became clear {due 1o Muffling’s reconnasssance mission and the defeats at
Hof and Saalfeldj thar Napoleon had deployed to the theater and was moving along tae
Prussian left flank the Prussians assumed he would continde on a straight line of advance
toward Leipzig. They held th s preconception until after therr defeats at Jena and Auerstagt

Waterloo

French —Support. Napok on priontized his mformation based on his preconceptions He
behieved his tried-and-true central position strategy would allow him to divide and conquer
the enemy forces. With this 1n mind. be sought only supporting information and rejected
information 1o the contrary  He believed the Prussians would retreat along thewr national
lines of communications o response to his attack because he thought they were incapable
of re establishing different lines of communication. This preconception was bolstered by
Grouchy s repon thst tnis was in fact what the Prussians were dong (even though they
were not). However, Napoleon then received informaton from his brother Jerome that
indicated the Prussians were concentrating (o attack Napoleon's flank n conjunction with
the Anglo-Allied operations a1 Waterloo. He repecied this infenmauon because he did not
beheve the Prussans were capable of realigning thewr hines of commumcation

Waterloo

Coalttion--Suppart in the Comerse, Preconceived cognitive constructs played a sigmficant
role i the Coalit'on’s acaons in che Waicdoo campaign. The Coalition did not believe the
French would attack «n the north of France, instead behieving the attack would be n the
south (if at all). Thus was because they did not believe the French could mobihze as
quickly as they did and wn fact beheved that they (the Coaltion) would have the imtiative in
the batte and be able to attack first. Due to this preconception, they sought very little
information that might have disproved these ideas. Preconceived cogmitive constructs also
played a major role late in the campaign  After the imtial French attack which sent the
Pussians into reueat, Blucher insisted dhat his General Staff create new hines of
commumecation (in contravention of their normal operating precedure of falling back on
therr national line s of commumication) so that the Prussian force coudld reconnect wish the
Anglo-Allies. Blucher had given Welington his word that the Prussians would support the
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{V) Split command structures reduce the dissemination of information.

The final hypothesis 1n this study shifis the pnmary focus away from individual
comumanders to the effects of an organizational struciure on the dissemination of
information. The hypothesis imphes that the way a force s orgamized can have a
sigmificant bearing on how and when information 1s sent throughout the force.
Furthermore, it posits Lhat a traditional hierarchical structure with a single commander in
charge will be more effective i operationalizing s informauon than will 3 structure with
more than one commander. This holds true ¢ven if both cases involve the same forces,

performing the same mission type, and even the same personnel 1n the command positions.

One potential problem with a split comumand structure (s that formal mechanisms for
communications are typically absent when more than one command structure 1s involved in
an operation. Because such forces rarely train or operate together, there tends to be a lack
of recognmized methods for communicating.  Another set of problems which anses in the
absence of formal hierarchical relationships is the impact of situations involving personal
dislike ot service prejudices. Simply put, if commanders are not compelled 1o
commumcate with each other, then insome cases they can choose not to take the initiative
and share information with a nval,

The imphcations of this hypothesis are thus fairly clear. When information is not
disseminated n a umely manner, or to the commanders who most need i, the chances of 4
military defeat are increased. This defeat can take many forms: a blunder in1o an enemy

trap. missing a precious opportunity, of being outmaneuvered or overwhelmed by an
unknown enemy force,

Case Studies - Suppon

Austerlitz

Coalinon —Suppors | lumate command was split between the Austrian and Russian
emperors, though each used expenenced lidd commanders (Gen Mack for the Austrians,
Gen Kutuzov for the Russians). The split command caused sei10us problems in
dissermination of informaiion. First the two anmes were operating on different calendars
(the Russian Gregonian calendar was two weeks behund that of the Austrians) and thus the
Russians did not arrive when the Austrians thought they would Second, the Russians
were not nolified of the degree of the Austrian defeat at Ulm until remnants of that army
happened to reach the Russian forces as they deployed forward. Had the Russians known
sooner of the Austrian debacle, they probably wouid not have moved as far westward (a
move intended to support the Austrians) and would hav e instead forced the French io move
10 them. and thus strewching siill funherthe exiended French bnes of communications.
There were also language problems between the two forces which affected therr
performance on the day of the battle The actual batde plans were not sobdified until laten
the evening the mght before, after which they had to be transcribed and delivered tothe
various commanders. This Jed to much confusion, and some unit commanders did not
receive their orders until after the battle had begun.

Jena-Auerstadt

Prussians- Support. The Prussian command structure was a split comumand in that it
operated by consensas with several centers of authorty. Brunswick was in formal
command of the enti ¢ force and the mamn body of the army, bui had to gan appioval from
the Council of War The Council of War was a committee thal operated by consensus and
had no qualms about contradicting Brunswick. Brunswick’s sabordinate commanders sat
on the Council of War, giving them the opportunity (which they often took) to undercut
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their commander. Added to the mix, the King himself and his entourage was on the field
of batile. The King's entourage often weighed 1n on decisions, despite the fact tha. they
had no experience or expettise in military matters, and the King reserved the right to veto
any decision or action The confusion that resulied from this arrangement greatly inhibited
the flow of information. First, the requitement for consensus in the Council of War made
all decision making very slow, and no decision was guaranteed final Cld debates were
constantly being reopened, and plans were often changed This meant that orders and
counter orders were flowing simultaneously thiough the command and control system,
creating a great deal of confusion There were also problems with subordinate
commanders operating on the belief that the compromises made to Brunswick’s plan
constituted tacit approval of the their own plans, which they would then impiement This
would place them out of position. In addition, the order< themselves were cumbersome
Because Brunswick had no coips staff, noreven a complete orgamization by divisions, he
often had to write his orders in minute details, describing exactly which battalions and
squadrons were to take which positions or outposts. These orders took a long time to
write, a long time (o distribute. and a long time to read--by which time they were often
obsolele.

Waterloo

French--Support: For the Waterloo campaign. Napoleon created a splitcommand structure,
mstructing his two wing commanders {(Ney on the leftand Grouchy on the right) that they
had complete autonomy over their forees and could not be countermanded by anyone other
than himself, and then only if he was actually present with them on the battiefield. This
command stucture had dire ‘mplications for the flow of inf ormation. At Quatre Bras, Ney
did not move in force to take the critical crossroads, despite Napoleon's intent that they be
taken. Napoleon assumed they had been taken, and Ney neglected to repait back to him
that they had not. On the right wing, Grouchy was instructed to destroy the Prussian
force, but did not press the attack when he saw them retivating. Napoleon believed
Grouchy was pursuing the Prussians, and that he no longer had to wony about them
reappearing on the battlefield.

Waterloo

Coalition-Suppory: The Coalition’s sphit command structure at Waterioo resuited in a
reduction in the dissemination of information, causing delays in their defensive operations.
The coalition was composed of Russian, Austrian, Prussians, and Anglo-Allied forces.
The Supreme Alhied commander (Schwarzenberg) was physicaily located with the
Austnans on the Rhine because they thought this was where the French attack (if any)
would occcur. He was not located where Prussians and Anglo- Allies were located, which
was where the action was. Thus, he did not give a single command during the entire battle
(or even knew it was happening). In effect, thisleft Wellington and Blucher in acting
control. Neither was subordinated 1o each other, and each commanded forces from

dif ferent nanons with distinct command stmactures. This caused several inf ormation
dissermnation problems.

First, the Prussians did not know that Wellington had separate political orders that impacted
on his operational concept: he was instructed to defend at all cost his lines of
communications which included Brussess, Antwerp and Ostend. This led him to act
defensively, which was outof step with what the Prussians expected, leading to
misunderstandings while the Prussians were engaged at Ligny. Second, the split command
requited communications between the two forces 1o be conducted through baisons that
could cross the language barrier. This not only slowed the dissermunation of information it
also caused problems in that the liaison officers sometimes felt the needto actas
diplomats, toning down the sharpness of the wording of the communications so as not to
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