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information elements within the orders formats are used to infer
information requirements. Thirdly, modern group dynamics theory
for organizational performance is assessed and the corresponding
information elements required to perform group tasks are
determined. The study concludes with a comprehensive evaluation
of the form and content of the operations order format together
with a qualitative assessment of its sufficiency to command and
control forces. Finally, the study proposes several
modifications to the current operations order format format that
are intended to improve its utility. . B}

The analysis indicates that the form of the current
operations order format does not facilitate the understanding of
the plan by its receivers. Additionally, the contents dictated
by the current orders format neither reflects the realities of
the postulated operational environment nor the emphasis on
command in the command and control doctrine espoused in FM 100-5.
The current orders format also superficlally treats several
critical functions required to accomplish group performance
objectives and does not adequately separate information

pertaining to the subordinate’'s problem space with his task
environment.

The study brings to the surface several possibilities for
improving the order. The development of a situation paragraph
that combines the related elements of friendly, enemy, and
terrain information to establish the problem or opportunity would
greatly assist in defining the task environment. The sequencing
of information beginning with the commander’s intent, followed by
the mission and then the situation wouid also improve the

communication of the plan to subordinates. Additionally, the
sequencing of guidance, by priority and purpose, which refers to
the subordinate’s problem space would also aid in the

communication of the plan. Finally, the study recommends that
the format include a separate paragraph which addresses possible

contingencies {in order to stimulate their formulation and
dissemination.
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ABSTRACT

THE STANDARD OPERATIONS ORDER FORMAT: Is Its Current Form and
Content Sufficient for Command and Control? by Major Edward J.
Filiberti, USA, 81 pages.

This study assesses the sufficiency of the current operations
order format through an examination of its form and content.
First, the study uses current communications and cognitive theory
to evaluate the form of the operations order. These theories are
used to relate the sequencing of information elements in the
order with the receipt and understanding of the information by
the receivers. Next, the study determines what information
elements are required to be communicated in the orders format.
The anajysis considers three factors that influence the contents
of the order. First, current command and control (C?) theory and
doctrine are considered and their influence on the orders content
determined. Secondly, an historical anailysis of the evoliution of

the operation order format is conducted. The emerging elements
within the various orders formats are then used to infer the
information requirements of the current format. Thirdly, modern

group dynamics theory for organizational performance is assessed
and the corresponding information elements required to perform
group tasks are determined. The study concludes with a
comprehensive evaluation of the form and content ot the
operations order format together with a qualitative assessment of
its sufficiency to command and control forces. Finally, the
study proposes several modifications to the current operations
order format that are intended to improve its utility.

The analysis indicates that the form of the current
operations order format does not facilitate the understanding ot
the plan by its receivers. Additionally, the contents dictated
by the current orders format neither reflects the realities of
the postulated operational environment nor the emphasis on
command in the command and control doctrine espoused in FM 100-5,
The current orders format also superficially treats several
critical functions required to accomplish group performance
objectives and does not adequately separate information
pertaining to the subordinate’s problem space with his task
environment.
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The study brings to the surface several possibilities for
improving the order. The development of a situation paragraph
that combines the related elements of friendly, enemy, and
terrain information to establish the problem or opportunity would
greatly assist in defining the task environment. The sequencing
of information beginning with the commander’s intent, tollowed by
the mission and then the situation would also improve the
communication of the plan to subordinates. Additionally, the
sequencing of guidance, by priority and purpose, which refers to
the subordinate’s problem space would also aid in the
communication of the pian. Finailly, the study recommends that
the format include a separate paragraph which addresses possibie
contingencies in order to stimulate their formulation and
dissemination.
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I. INTRODUCTION

The combat order constitutes the primary instrument used by a
commander to translate his decision Into action.!

Dr. Lother Rendulic, Generaloberst a.D., 1947

Command and Control (C?) has long been regarded as a key
element in the conduct of battles and wars. Based upon the

expected nature of combat, the available equipment and, in some

- = =

cases, societal inf luences, armies develop C?2 doctrine which

prescribes the preferred method of command and control. From the
doctrine organizations are formed, equipment procured, systems
developed, and techniques and procedures implemented. If the

doctrine is sound, command is effective, control is efficient and

communication 1is assured. Within this system resides our
operations order format. It 1is one of the mechanisms which
connect the prescribed doctrine with field execution. The
operations order itself is the link between C? doctrine and
effective operations, between caoncept and plan, between thought
and guidance and between mind and matter. lts purposes are to
communicate the plan of the commander, to insure all essential

information 1is included, to establish a uniform procedure of
issuing guidance, and to facilitate quick reference during the
course of operations. "The ideal is that the action of troops

shall never be delayed by the absence of orders."?

The orders format emerged due to the operational requirement

for standard guidance when directing combat operations. The

R E NS g

orders tormat evolution was based primarily upon operational

requirements, repeated use, and continuous adaption through trial
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and error. Unfortunately, changes to the format have been
usually reactive rather than anticipatory as shortfalls are
uncovered and corrective measures taken during the conduct of
operations. Also, the resultant changes wusually reflect the
immediate demands of combat operations rather than a systematic
evaluation of the future operational environment, the
corresponding command and control doctrine and the logical role
of the operations order format within the projected command and
control system. From this background our current operations
order format has emerged. The current form and content of the
operations order format may not be sufficient for communicating
guidance and insuring effective command and efficient control of

AirLand Battle operations.

Within the last 20 years great strides have been made in the
study and analysis of human thought processes, organizational
communications and group dynamics. This monograph will apply the
relevant principles surfaced in these fields to assess the
sufficiency of the orders format. Additionally, the information
requirements 1indicated by projected AirLand Battle command and
control doctrine wil! be compared to the elements of information
represented in the current format. This analysis will be

complemented by a review of the evolution of the orders format

AT N

which will determine the historical operational requirements for
(e
the information elements depicted in the previous formats. The -
”

study will conclude with a critical analysis of the current form

i lee's

and content of the operations order and propose some possible

modifications to the format which are intented to improve its

efficiency and effectiveness.
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Il. SEQUENCING INFORMATION FOR UNDERSTANDING

...the mind Is highly selective about information to which It
attends and that which It uses. The mind remembers some things
of Importance but forgets a great deal! and never even attends to
most of the information it physically receives. ‘*
John D. Steinbruner, 19874

INTRODUCTION

The efficient communication of the operations order (OPGRD)
requires a format that will both assist the formulation of the
concept by its writer and the comprehension of its concept by its

reader. The operations orders issued must be flexible to take

into account the unique nature of each situation yet be detailed

enough to aid the writer in composing an order with all required
information. To accomplish this, the operations order format
must avoid the extremes of specificity or generality. It must

not be so specific as to limit its application to the infinitely
variable situations typical of combat. Conversely, it must not
be 8o general as to obviate the advantages inherent in structured
communications. However, no matter how eloquent, detailed, or
brilliant the intended plan, unless the concept is understood and
remembered by the subordinate leaders, the plan will not Dbe
executed. Thus, the orders format should account for cognitive
processes common to its recelivers so as to facilitate
understanding. To optimize the operations order format, we must
sequence {ts elements so that the mind can quickly and
efficiently assimiiate the guidance necessary to conduct the
envisioned combat operation. The optimization of the form of the
OPORD 1includes an analysis of structure in communications, the

recognition of the dual role of the operations order, the
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consideration of the primacy of information transmitted first and
the integration of information sequencing with the cognitive
processing of the mind. The importance of structured formats to
the communication of concepts is thus dependent upon establishing
basic principles of common cognitive processing which apply to
its receivers.
IMPORTANCE OF STRUCTURE IN THE COMMUNICATION PROCESS
The use of a common structured format to communicate similar

type information has been empirically proven to be an efficient
and effective means of communicating information- 2 Within the
m**i%ary, the emergence and continued use of operations orders in
combat operations also reflects both the need for structured
communications and the important role that the operations order
plays in our current command and control system.

One purpose of peace time training {s to render

technique as nearly automatic as possible, thus leaving

the mind free to solve the always new situations of

recurrent emergencies. In the field of combat orders,

this function 1is served when officers are told in

advance what the substance and form of a combat order

should be in any probable type of action.?
DUA!I. ROLE OF THE OPERATIONS ORDER

The operations order performs two functions in relation to

the receiver. First it presents the solution to the higher

commander’s problem in that it 1identifies the higher units

situation and gives a solution to the problem 1in terms of the

entire wunit’s tasks, purpose and concept of operations. This is
the task environment for the subordinate commander. Secondly, it
confronts the subordinate with his own wunique problem. The

subordinate must determine his portion of the higher wunits

situation, tasks, and concept and develop his unit's purpose,
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tasks, and concept to best accomplish what he's been told to do.
This, in turn, defines the subordinate’s problem space. Although
the problem space will be related to the task environment,
research has indicated that it is important to distinguish the

two Iin communicating information.*

Related to the separation of the problem space from the task
environment 1s the phenomenon of sub-conscious information
processing. "A great deal of information processing is conducted
apparently prior to and certainly independent of conscious
direction and that in this activity the mind routinely performs
logical operations of considerable power."s This cognitive
process may account for a certain degree of misinterpretation of
combat orders and may create cognitive dissonance within the

receiver when confounding his problem space with the task

environment. This occurs when the subordinate is presented the
problem space of the higher commander, e.g., the enemy and
friendly situation. At this time, the subordinate commander may

consciously and/or subconsciously develop his own unique solution
to the higher commander’'s problem. Thus, the subcrdinate
commander may develop a set of ‘asks and concept to the higher
commander’'s problem wh::h may be contradictory or inconsistent
with the actual solutionrn developed and being communicated by the
higher commander. The subordinate commander’s mind then tends to
reject information or guidance that is inconsistent with his own
preconceived solution. The result may be misinterpretation,
cognitive dissonance or a convolution ot the subordinate's actuai
problem space with the higher's problem space. This problem of

identification and information processing relates to the actual
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functioning of the mind in developing solutions and understanding
directed concepts.

PRIMACY OF INFORMATION TRANSMITTED AND THE COGNITIVE PROCESS

e N -

The ideal sequencing of Information would correspond exactly

—~

to how and in what order the mind processes the information in

-

constructing its vision of the task environment and in 1its

S
o~

'y

logical operations in developing a solution to the problem space.

P

Research in cognitive psychology has led to a number of
generalizations about behavior. Perhaps the maost
important generalization is that the active processing
of information 1{is a serial process that occurs in a
memory of limited capacity, duration, and abllity to
place information in more permanent storage.
Consequently, people appear to keep the information
processing demands of complex problem-solving tasks

EE S e

? within the bounds of their limited cognitive capacity B
K by utilizing heuristics that are highly adaptive to the X
0 demands of the task.* N
: An important aspect of the serial processing of information ;
; is the influence of order. Generally, information presented ;
1 first has primacy over subsequent elements of information.” In ?
: the Dyer et al/. study of 54 squads, statements at the beginning of :
;' the platoon operations order were more likely to be remembered E
, than statements in the middle, or at the end by the squad ;
: leaders. An examination of the statements recalled by the squad 7
i leader by subject matter experts indicated that those that were -
E remembered were not those that were the most important to the ;
! operation but those that were sequenced first.® Additionally the
4 mind tends to take elements of information sequentially and E‘
: append additional elements of information in accordance with a
their relationship with the first. "In this sense the goal of ’3
all thinking is the attaining of unity."® ::
’
3
5 'w
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The cognitive activity of information processing has also
been compared to the receipt and understanding of words and
sentences. Numerous authors have inferred cognitive processes
through a study of speech patterns and interpretations.!'® Alan
and Litman conducted a micro analysis of the domain of discourse
to arrive at a logical model of the communications process. From
their analysis, inferences as to the optimum sequencing of
information c¢an be determined. Using a simplified framework for
planning and action reasoning, they describe techniques which
allow receivers to receive and understand communicated sentences,
sentence fragments, indirect speech and superfluous information.
Their theory proposes that communication 1is enharced by the
knowledge of the sender’s overall goals or plan. Thus, knowledge
of the sender’s goals allows the receiver to relate following
information, albeit fragmented, indirect or superfluous, to the
overall sender’s communication goal and thus allow for improved
understanding and effective communications.?®! This sequencing of
information also corresponds to the emerging writting styles in
both the military and private business to place "the bottom 1line
up front" in all correspondence.!? Thus, this theory would infer
that written communications formats be sequenced with the overall
goals or strategy as the beginning element of the format.
CONCLUSIONS

The above findings appear to have several implications for
the operations order format. First is that, if possible, the
task environment information should be separated from the problem
space. For instance, beginning of the operations order with the

situation paragraph and then following with the mission and
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concept of operations may combine the problem space with the
task environment. As previously indicated, the presentation of
the situation first may also cause either sub-conscious or
conscious processing of the wrong problem and result in cognitive

dissonance by subordinate commanders.

Secondly, the primacy of information presented first should
require that the most important elements be listed first in the
format. Since the enemy situation is so transitory and has such
a high degree of uncertainty, it should not be the first item in
the format. Current literature, argues that the commander's
intent 1ig the most important aspect of operational plans. The
commander’s intent is either explicitly described in a separate
paragraph of the standard format or it is inferred in the current
mission and execution paragraphs.!3 1t is clear that any of the
three paragraphs (commander’s intent, mission, or concept of
operations) is more important than the current situation

paragraph and thus should precede it in the orders format.

Finally, the inferential nature of the cognitive process
would also indicate that the broad goals and objectives as
described in the commander’s intent and/or mission paragraphs
should precede all other elements of information. All
information following these paragraph become relevant because of
their influence on the attainment of the goals or objectives. In
Section Three, | will continue the application of these
principles when examining current C? doctrine and the evolution

of the operations order.
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I1l. THE CONTENTS OF THE OPERATIONS ORDER :¢
)
In any sort of society...somebody has to give the orders. Orders af
have to be carried out. But whenever it is possible, it 1Is a b
very good thing to explain why an order is given, why things are X
done a certain way...Let the man see a bit further along the :
chain In which he is a link.* \
Fieid Marshal Sir William Slim 2
INTRODUCT 10N i
A separate though related issue to the form of the operations "
]
order is its content. The form of the operations order concerns 3
X
o
itself with establishing the optimum sequence of information to ;f
insure both wunderstanding and remembering. The content of the ﬁF
l.q
operations order examines what minimum information is required in aﬁ
(
order for the subordinate receivers to accomplish their given )
missions. We have seen that the content of orders also assists %n
in the cognition of the plan through the inclusion of goals and &
I
objectives at the beginning of the order. Clearly this is the :i
starting point for further analysis as to the minimum intformation Ry
N
¢
requirements that should be included in +the orders format. .
&
*
LN
The contents of the operations order are dictated by the "o
¥
operational requirements indicated in the current command and 3
Y
control doctrine and the critical elements of guidance necessary g'
-\ !
for group performance. Perhaps the most profound yet complex :J
]
influence is made by current command and control doctrine. N
LS
’,-
(Appendix B proposes the definition of C2 that will be used for ?‘
the analysis of our current C? doctrine) C? doctrine is itself a &C
function of many complex and interrelated factors. Scund doctrine '\\
-,' :
must be developed based upon applicable theoretical principles as ;~:
I',‘ A
well as a clear vision of the projected op2rational environment. $~
;
This section will develop a theoretical basis for developing a oK
vision of the operational environment and determine the ::
Ny
N
)
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corresponding C? doctrine expected to succeed in the environment.
Using the C? doctrine as a basis, a comprehensive analysis of the
information requirements of the operations order will then be
conducted examining relevant group dynamics theory, historical
requirements and subjective assessments of past and current

military experts. Establishing the minimum essential information

requirements for the conduct of military operations will dictate
the paragraph headings of the operations order format. For the
operations order to be a guide for the sender as well as the
receiver, its paragraph headings should make provisions for

including the minimum essential information needed to direct
combat operations.
COMMAND AND CONTROL DOCTRINE

Doctrine provides the linkage between theory and practice.
Theory establishes a body of principles by which the conduct of
war can be explained. It is derived through a logical analysis
of cause and effect relationships in past and present conflicts.
Theory is used to estimate the nature of future war. The vision
of future war then becomes the basis for the development of
relevant doctrine which, in turn, prescribes the optimum method

for conducting future war. The resultant doctrine specifies force

design, materiel! acquisition, professional education, and
individual and wunit training. From doctrine evolve specific
techniques, standard operating procedures, and all the mechanics
by which armies conduct war. The operations order is at the
bottom of this chain. It is a procedure, a technique for

implementing command and control doctrine within the postuiated

operational environment according to the controlling principles
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of the applicable theory. Successful execution of operations is ;
dependent upon a connection between sound technigues, reliable E<
doctrine, and an accurate vision of future war derived from L
applicable theory. Thus, to analyze the contents of the 2
operations order requires first the establishment of the :;
applicable theory, vision of the operational environment and y
command and control doctrine. :
COMMAND AND CONTROL THEORY E'
The wutility of developing an applicable command and control "
theory is to discover the operative principle(s) of war that will éi
both reflect the nature of future conflict and provide the basis ;
for the formulation of applicable C?2 doctrine. The operative i;
principle of C? theory that is used in this monograph is: 5 
The greater the predictability of the operational :'
environment, the more important is control/ in achieving &'
tactical and operational success. Conversely, the )
greater the uncertainty of the operational environment, ﬁi
the greater the importance 1is command 1in achieving >
success. Both command and control must be present, to a {
certain degree, to enable a force to achieve success. y
This principle is fully developed in Appendix C and connects L
iCS
the vision of future war with the corresponding C? doctrine that E
will prescribe the basic contents of the operations order. E%
.
VISION OF THE OPERATIONAL ENVIRONMENT b
The vision of the operational environment must take into l;
consideration numerous factors and influences. Just a few of ]
these include: the expected combatants, the political and &
strategic goals and objectives, the type, number and amount of E
means (forces) employed, the duration and intensity of the ii
conflict, the impact of technology, innovations in doctrine and i\
tactics, and the training proficiency and readiness of the E
'ﬂ
¥
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forces. The following vision of the future operational
environment will assume that the conflict will be against the
USSR in a mid to high intensity war fought in muitiple theaters
of operations. This specifies most of the above listed
inf luences, others will be highlighted in the analyses of C?
doctrine. Although this conflict may be the least likely it also

1is the highest risk and thus should dictate the primary doctrine

of the US Arnmy. Finally, the analysis will focus on the
influence that many of the above listed factors have on the
predictability or uncertainty of the operational environment.

Expected uncertainty is the critical parameter in the previously
postulated principle of C? theory and 1is key to the eventual
establishment of a relevant C? doctrine.

The wvision of the future battlefield and the corresponding
required C2 doctrine have been the subject of several recent
innovative studies as well as the object of the Army’s field
manuals. A vision of the future battlefield is provided 1in FM
100-5, OQOperations, when it describes the high and mid-intensity
battlefields as "likely to be chaotic, intense, and highly
destructive. They will probably extend across a wider space of
air, land and sea than previously experienced."? FM 100-5 goes on
to list several important features of the AirLand battiefield
that will influence operations. Some of these include’:

(1) The highly mobile, highly lethal combat forces will cause
the battiefield to be noni/inear in character. The speed of modern
forces together with the lethality of supporting arms will make
the intermingling of forces inevitable.

(2) The lethality and accuracy of supporting systems will
allow for the concentration of enormous combat power at decisive

points.

(3) The range and detection <capability of modern sensors

12
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together with modern communications will provide the commander ;
with timely information on enemy deep locations and activities. .
This will allow the commander to attack enemy forces with J
missiles, MLRS, +tube artillery, fixed-wing aircraft, attack ’
helicopters, SOF, and nonlethal means such as electronic jamming g
and deception. (However, this same capability allows the enemy C}
to attack our own maneuver, communjications and sensing systems a
deep. The result is likely to be an extension of the non-linear A
battlefield to even greater depths and a compounding ot NS
confusion, chaos and uncertainty.) .
(4) The employment of Nuclear, Biological and Chemical (NBC) g
weapons will further increase the destructiveness, increase the »:»
tempo, cause severe psychological stress and contribute to making }.
the future battlefield chaotic and unpredictable. A
(5) Command and control will be Increasingly difficult due to !:
the fluid nature of the battlefield. Communications will be "
frequently interrupted by enemy actions at critical times causing Q
units to fight while wunable to communicate with higher ;\9
headquarters and adjacent units. This will require subordinate w:‘
leaders to act on their own initiative within the framework of s
the commander’s intent {n order to achieve success. g,
Major John T Nelson, in his monograph on the adoption of :ﬁ
Auftragstaktik, uses FM 100-5, experiences from the National E
Training Center (NTC), and a collection of views from theorists %
and other writers to come up with a similar view of the ;:
-~
\ \
’
operational environment. He states that: "Fluid situations, ,Q‘
’-A
fleeting opportunities, and chaotic conditions will require rapid =y
decision-making under conditions of great uncertainty. ;{
Furthermore, speed will often demand a conscious sacrifice of w3
precision."* He concludes with a recommendation for the formal .\
-
KN
adoption of an Auftragstaktik-like approach in command and -Q
Cal
~
o
control dectrine. 3
f&
Similarly, Major Stephen E. Runals, in his monograph on the !2
sufficiency of current army command and control doctrine, :i
highlights the nature of the modern battlefield and its impact on ﬁy
doctrine and procedures: ’
RS
The fundamental nature of high intensity warfare will f
always entail a high degree of uncertainty and chaos. A Q
o~
LY
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