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ABSTRACT
This thesis explores the nature and dynamics of risks faced by political leaders
and military commanders in the conduct of military operations. It develops a
systematic approach to analyzing and an effective strategy for minimizing exposure
to risks in military operations.
This thesis describes a military operation's aggregate risk as the sum of two

components: the risk of military failure and the risk of political failure. Each

component is shown to be usefully as a cost-weig| p ility and

the significant variables affecting the costs of failure and the probability of failure

are examined. Based on this | framework, a ical model is

formulated that illustrates the fluctuations in an operation's political, military and
aggregate risk as a function of the amount of control delegated by the political
leader to the military commander. Analysis of this model leads to a useful approach
for enhancing the success of military operations: command and control
arrangements that reflect the optimal delegation of control minimize the operation's
aggregate risk and, therefore, increase the likelihood of operational success. The
thesis concludes by testing this strategy of risk minimization in two historical case

studies and in a hypothetical application to a commando-type special operation.
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EXECUTIVE SUMMARY

This thesis explores the nature and dynamics of risks faced by political leaders and
military commanders in the conduct of military operations. It develops a systematic
approach to analyzing and an effective strategy for minimizing exposure to risk in military
operations.

The political and military risks associated with a military operation often serve as
powerful catalysts that trigger a struggle between the political leader and the military
commander for control over the operation. Political risks increase the desire for control by
the political leader who wants to ensure the tactical objectives and means are consistent with

the existing political requirements. Military risks, on the other hand, increase the desire for

control by the military he seeks maxi in order to effectively
conduct the battle and respond to contingencies. The end result is the command and control
dilemma: each leader is driven by his perception of risks to struggle for increased control
over the operation. The model developed in this thesis provides a conceptual framework for
analyzing the risks faced by each leader and these risks' relationship with one another.

The thesis shows that an operation's overall risk, or aggregate risk, is the sum of two
components: the risk of military failure and the risk of political failure. The elements of
these risks, the "cost of failure” and the "probability of failure," are examined in detail and
the significant factors that affect each are deduced. A mathematical model is then formulated
that provides a mechanism for observing the variations in an operation's military, political
and aggregate risk as a function of the delegation of control. Analysis of this risk model
yields an effective strategy for managing the command and control dilemma.

In every military operation, a command structure is instituted for the execution of the

tactical plan and the control of military units; the i ofa

between the political leader and military commander implies the delegation of some degree
of autonomous decision-making authority. The risk model allows the political leader and

military commander to shift their focus from minimizing component risk through a struggle



for control to minimizi risk through an optimization of control. The

of command and control arrangements that reflect the optimum level of delegation, as
determined by the risk model, results in the minimum possible exposure to overall risk and
improves the likelihood of a successful military operation.

Applications to historical cases illustrate the risk model's explanatory power. The

first case study de the of ized control when the political
situation permits a high level of delegation to the military commander. In Operation
URGENT FURY, the military risks dominated the political risks; the decentralized approach
to command and control that was exercised effectively reduced the aggregate risk and
granted the military commander the flexibility required to handle the military risks.
Operation EL DORADO CANYON, on the other hand, illustrates the necessity for
centralized control when the political risks dominate the military risks. This operation's risk
of political failure coupled with the relatively low risk of military failure required the

political leader retain a high level of control to minimize aggregate risk and provide the

by the political

The usefulness of the risk model is not limited to explaining risk. An application of
the model to a hypothetical special operation demonstrates its role as a predictive tool.
Analysis of the aggregate risk solution for a generic commando operation reveals that the

optimal and control involves that delegate slightly less

than half of the control from the political leader to the military commander.

In addition to a strategy of risk minimization, analysis of the risk model also yields
a set of general precepts for the management of risk in military operations. Obviously, the
minimization of aggregate risk is the most effective means of enhancing mission success.
A useful secondary goal, however, is to "lower" the whole aggregate risk curve. Any

individual action that lowers either the component military or political risk curve will result



in a lower aggregate risk regardless of the level of delegation. As a result, the following

precepts can be derived from the model developed in this thesis:

Ensure the force is prepared for the operation's tactical environment.

Ensure the force s prepared for the operation's required military tasks.

Minimize the number of sequential/simultaneous tasks required by the operation.

Keep the operation's desired end-state as simple as possible.

Attempt to minimize variations in the operation's political environment.

Maximize the coupling between the operation’s military objective and its political
objective.

The greater the degree to which these precepts are accomplished during the planning,
preparation and execution of military operations, the lower the overall aggregate risk

exposure and the greater the prospect of mission success.

xi
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1. INTRODUCTION

A. PURPOSE

The purpose of this thesis is to explore the dynamics of risk in military operations.
In the pages that follow, I hope to shed some light on following questions: What are the
underlying sources of the natural tension between political leaders and military commanders
in the execution of military operations? What measures can be taken to ensure that the
objectives of and tactical means employed in any given operation are consistent with that
mission's political and operational requirements? What is the optimum system of control to
ensure successful political-military integration in the execution of military operations?
B. THE COMMAND AND CONTROL DILEMMA

As Clausewitz noted, "war is nothing but the continuation of policy with other

means" (Howard 1984, 225). The success of any military application of force, then, requires

(1) that political objectives are jatel ined and attained, and (2) that military
objectives are appropriately determined and attained. Difficulties in controlling military
operations stem from the fact that separate organizations are normally responsible for
determining and attaining these objectives. In the United States, for instance, the National
Command Authority is responsible for strategic policy while military commanders are
responsible for tactical planning and execution. Organization theory suggests that such

functional specialization gives rise to an inherent command and control dilemma: each

organization will seek i (i.e. control over the military application of
force) in order to minimize its uncertainty. Given that such control is zero-sum, an increase
in one organization's control dictates a decrease in the others. Additionally, the greater the
uncertainty faced, the stronger the desire for autonomous control.
C. RISK AND THE COMMAND AND CONTROL DILEMMA

1 believe that the key to understanding the command and control dilemma can be

found in the concept of risk in military operations. Analytic insight into the dynamics of risk




in military operations provides not only a useful tool for understanding the nature of the
command and control dilemma but also a means for managing its effects.

More so than uncertainty, the political and military risks associated with a military
operation serve as powerful catalysts for the struggle over control. The execution of a
special operation serves as a useful example. The very nature of special operations suggests

that the command and control dilemma will be greatly amplified during the planning and

of such military . The high political risks normally associated with
special operations increase the desire for control by the political leader; he wants to ensure
the tactical objectives and means are consistent with the existing political requirements. The
high military risks, on the other hand, increase the desire for control by the military leader;
he desires maximum autonomy in order to effectively conduct the operation and respond to
contingencies. Thus, each leader is driven by his perception of risks to struggle for increased
control over the operation. The model developed in this thesis provides a conceptual
framework for analyzing the risks faced each leader and their relationship to each other; such
an understanding of the nature and dynamics of risk in military operations is essential to
managing the command and control dilemma.

In every military operation, a command structure is instituted for the execution of

the plan and the control of the military units; the i ofa

between the political leader and military commander implies the delegation of some degree
of autonomous decision-making authority. In general, the risks faced by the political leader
and military commander are inversely related to their respective levels of control. The
challenge is to minimize an operation's aggregate risk (political risk and military risk) by
optimizing command and control. The risk model developed in this thesis allows one to do
Jjust that.
D. THESIS OVERVIEW

In Chapter I, this thesis develops a conceptual framework for analyzing the risk
dynamics faced by political and military leaders in the conduct of military operations. In the

next two chapters, the causal relationships between the delegation of control and the



fluctuations in an operation's political, military and aggregate risk are identified and
analyzed, and a mathematical model formulated. Two case studies are then used in Chapter
V 1o test the explanatory power of the model: Operation URGENT FURY and Operation EL
DORADO CANYON. In Chapter VI, the usefulness of the model as a predictive tool is

d with a look at its application to special i The thesis with

areview of the strengths and of the model and dations for

research.
E. ANOTE TO THE READER

This thesis is neither research oriented, nor a scholastic attempt to "prove" a
hypothesis. Rather, it is a thesis about ideas, concepts and generalized relationships. Its
primary aim is to develop a method for thinking about risk in military operations. The goal
is to identify important independent variables, deduce their causal relationships and develop
a framework for analyzing risk.

In my review of the literature on command and control and decision theory in
warfare, I found a vacuum on the topic of risk. This thesis is my modest attempt to fill this

void. Ido not pretend to have found "the answer," but rather, offer this thesis as an initial

attempt toward increased ing. If this thesis sti dditional thinking about
the concept of risk in military operations and its relationship with command and control, then
1 shall think my efforts worthwhile.






1I. CONCEPTUALIZING RISK: AN ANALYTIC FRAMEWORK

The purpose of this chapter is to introduce an analytic framework for conceptualizing

risk in military operations. In the formulation of any model, a balance must be struck

between specificity and ity, between ity and simplicity. An emphasis on

modeling as accurately as possible leads to frameworks in which "the resulting modeled
world appears as complex (and thus mystifying) as the concrete world it models."
Excessively simple models, on the other hand, are likely to overlook important variables and

causal rel

such ights can lead to a mi: ing of the
modeled phenomenon. A good model, therefore, carefully balances complexity and
simplicity, and serves as "an abstract tool of understanding,” not an attempt "to reconstruct
concrete reality in all its nuances and complexities." (Eckstein 1980, 162)

The framework developed in this chapter provides just such a "balanced" model. It
identifies the primary components of risk in military operations, the key factors that
influence these components, and the general ways in which all elements of the framework
relate to one another. Because the execution of military operations on the modern battlefield
is indeed a complicated undertaking and the risks faced by political leaders and military
commanders are difficult to assess, the approach taken in this chapter is somewhat abstract
and relies on generalizations to simplify the complex nature of combat. It includes, however,
a sufficient level of detail to permit a methodical examination of risk in military operations.
An assessment of the limitations imposed by the framework's simplifications and their
implications on the usefulness on the model will be made in the concluding section.

Al RISK IN MILITARY OPERATIONS

1. Military Operations and Failure

"War is nothing but the continuation of policy with other means.” As Clausewitz
noted over two centuries ago, the essence of warfare is political; operations in war are simply

a military tool to achieve a political end. This view of warfare is central to the framework



presented here. For the purposes of this thesis, a military operation is defined as the tactical
application of force employed by a state in the pursuit of specific military objectives that
contribute to the attainment of an overall political objective. A graphical representation of
this definition is presented in Figure 1. A simplified concept of the "chain of command” is
used in this framework and consists of a political leader concerned with the success of the

overall military operation, a military d with the i of the

military objective, and the military units employed to execute the application of force.

Miliary. Operation

BB

Figure 1. Diagram of Military Operation

The success of any military operation requires (1) that the military objective is
appropriately determined and attained, and (2) that the political objective is appropriately
determined and attained. Each objective is a necessary but not sufficient condition for
success. There are, therefore, two ways in which a military operation can fail: militarily and
politically. A military failure occurs when the political objective of a military operation is
not attained due the failure of the application of force to achieve the military objective. A
political failure occurs when the political objective of a military operation is not attained
even though the application of force successfully achieves the military objective. The
distinction between these types of failure is graphically represented in Figure 2.
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Figure 2. Types of Failure

2. Aggregate Risk in Military Operations

The principal risk associated with a military operation can be conceived of as the risk
of failure. Based on the preceding discussion, the aggregate risk of a military operation can
be viewed as having two components: the risk of military failure and the risk of political

failure. This jonship provides the of the analytic framework and is

illustrated in Figure 3.

3. Conceptualizing Risk in Military Operations

Risk is normally regarded as the possibility of loss or the chance of incurring some
type of liability. In other words, it is usually conceived of in probabilistic terms. In order
to analyze and compare separate components of risk, however, it is essential to look at not
only the relative probabilities but also the relative costs. The risk of any event, therefore, can
be more usefully thought of as the product of (1) the probability of that event occurring, and

(2) the cost associated with the event occurring. Conceiving of risk as a weighted probability


























































































































































































































































































































