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			Desert Jayhawk: 
Forming Teams and Getting in Place to Fight

			General (Ret) Frederick M. Franks, US Army

			I wrote this study in three parts to cover the full range of the VII Corps operations in Desert Storm, a five division armored corps offensive operation. The first part covers command considerations and actions in transforming a razor sharp North Atlantic Treaty Organization (NATO) Cold War Corps to an offensive maneuver corps with different units in a totally different set of conditions. This part also covers getting from one continent to another with the strategic lift of the day and placing units so they were ready to attack as a corps. The second part covers planning activities and early combat actions that set us to attack as a corps according to the Third Army plan, only to have that plan changed to attack a day early. This part also discusses how large units must be able to constantly adapt to seize the initiative and keep it until victory. The third part deals with the major VII Corps offensive maneuver of a five division armored corps. It includes command on the move, supporting moves and attacks, decisions, adjustments, key initiatives and battles, and maneuvering the corps to attack into the flank, front, and rear of Republican Guard Forces Command (RGFC) and to sustain that attack momentum until victory and the liberation of Kuwait.

		

	
		
			Forming Teams and Getting in Place to Fight

			Any US commander of a large combat formation alerted to go to war must face geographic reality. A quick look at US military history will confirm that units at the beginning of any conflict were normally out of position when the conflict began. They were either on the wrong continent or in the wrong place on the right continent. They had to make big strategic moves to go somewhere and fight for our objectives. This is not because of lack of foresight, but a geographic reality because most US land forces are stationed in the Continental United States (CONUS). It might have been that our forces were forward stationed in a deterrent posture and the threat did not begin operations there, but somewhere we have few or no troops (e.g., 1990, 1992, 1995, 2001, 2003). A look to the future confirms this is an ongoing reality. Thus, US Army forces have to adapt rapidly from their current mission, change mission focus to the new reality, plus they have to depend on air and sealift to get where they need to be. Further, they may have to fight their way into a contested area from land or sea in coordination with other services. This strategic reality needs as much critical thinking as what those land forces will do after they get there. Confronting this reality is very much a part of being combat ready.

			Large formations might also have to confront the reality that they are not properly configured. They don’t have the right combination of units: combat, combat support, and combat service support to conduct this new mission. They will have to form a new team, sometimes considerably different from current alignments, plus reconfigure training to align with the new mission. I believe training to overcome these realities is very much part of being combat ready, especially in large combat formations.

			Both of these strategic realities confronted us in VII Corps. The first reality confronting VII Corps during Desert Shield and Desert Storm in 1990-1991 was the one caused by our geographic positioning. While halfway to the Mideast, we were still at the mercy of airlift and sealift to get us all the way there.

			Although not often examined in detail, at that time VII Corps was very much a NATO corps. We were part of a NATO coalition with all the standard operating procedures (SOPs), terminology, air-ground procedures, and host-nation support needed to make that operation a success. We were a tactical corps, but also part of a larger strategic operation that had both tactical and strategic nuclear weapons.

			We were not a contingency corps by doctrine, operational focus, or mindset. Years and years of study, conferences, and war games had produced a General Defense Plan (GDP) of almost mathematical precision. We had discussed it in detail and rehearsed it. It was the subject of terrain walks over anticipated actions on the actual ground in all kinds of weather. It gave us a defensive posture. I used to joke that we could even discuss for a long time moving a particular phase line in the well-debated plan line five kilometers. It was defensive in plan and tactics and very tightly controlled without much freedom of maneuver. I think we suffered from a “defensive hangover” caused by the mathematical precision and obsessive control of the NATO GDP. It was all necessary to win that first battle if the Cold War went hot, but it was mind conditioning and culture forming. Yet, in a positive sense, it also let us operate for a long time in a coalition. As one senior German officer remarked to me “NATO is a school for coalition warfare.” Such was the reality facing US Army forces in Germany as Iraqi forces of Saddam Hussein invaded Kuwait in August 1990.

			In the summer of 1989 the US Army in Germany remained in their Cold War configuration. A year later, with the opening of the Iron Curtain, that configuration began to change as units and garrisons were marked for inactivation or reassignment to the CONUS. For over 40 years, US Army forces in Germany were tailored to fight a war as part of a multi-nation coalition to defend NATO territory against a numerically superior Warsaw Pact that had an offensive doctrine attacking in echelons to wear down or rupture the defense of NATO. But with the collapse of communism in Eastern Europe it was a time of historical transitioning.

			One huge factor helped us rapidly adjust. We were trained to a razor’s edge of combat readiness. To be sure, that razor’s edge had come from being totally focused on our Cold War mission. Our training focus followed from these war missions and organizational configurations. Training was mission essential task-list based, drawn from those skills needed to execute our doctrine and mission in the NATO campaign. There was no consideration of going anywhere else to fight other than the well-rehearsed general defense plan over well-known Central European terrain. VII Corps was not expeditionary nor a contingency corps. There was neither thought nor plans to go anywhere else. Generation after generation of US Army Soldiers and leaders came to Germany to join units and train to fight and win against an echeloned Warsaw Pact attack from the east. Training was done in a NATO coalition context. Even though heavily influenced by US doctrine, NATO published its own doctrine that member nations, including the US, had to comply with. This included air-ground operations.

			Over time a rapid alert system was put into place. This were messages triggered by the daily iron curtain border patrols to test how long notification would take (Handicap Black), or monthly no-notice pre-dawn alerts to exercise units’ ability to recall personnel, upload equipment on vehicles, and move out to general defense locations in two hours (Lariat Advance). Ammunition, war essential spare parts, and other equipment remained uploaded on vehicles at all times to include vehicles being “topped off” or with full fuel tanks in motor pools. Our mission was to be trained and be ready to fight and win right where we were stationed. During winter months when the ground was frozen and often snow covered, NATO units, to include US units, conducted division-size opposing force maneuvers in what were termed maneuver rights areas. Increasing restrictions over the years began to confine these exercises to minimal cross-country maneuver and thin out the density of heavy vehicles.

			As with most of my generation I had personally served in US Army Europe (USAREUR) multiple times. Starting in 1960 as a brand new lieutenant in the 11th ACR along the West German/Czech border until now as a lieutenant general commanding VII Corps. Service was a generational calling for my family as for many others. Our daughter was born in Germany the year the Berlin Wall went up and her son was born in Germany the year the Wall came down in 1989. He is now an Army captain, USMA Class 2012.

			In short, the US Army had a non-commissioned officer (NCO) and officer leadership developed since Vietnam raised with an ethos of being trained and ready, of winning the first battle of the next war, of training as you expect to fight, and of battle focused training. Our then Army Chief of Staff, General Carl Vuono was a fierce advocate of being trained and ready. The leaders, Soldiers, and units from small to large were arguably the best equipped and trained force the US Army ever had in the field.

			From tank crew to corps we were ready to fight; ready to fight and win in that NATO war plan. After the Wall came down we were not waiting to be issued new mission scenarios but had invented some imaginative ones for ourselves. We just did not know it was going to be in the Middle East, in the desert, in a major offensive against the Iraqis.

			I recall watching Armed Forces Network (AFN) television on Columbus Day weekend in 1989.  I had been a corps commander for three months and I am seeing, all of a sudden, people coming from the East to West, at the border town of Hof. Of course Hof is right there in a key spot, in our own VII Corps sector, manned by the 2d Armored Cavalry Regiment. So, I called my G3 at the time, Colonel (P) Ric Shinseki, and said we ought to go up there and meet with the regimental commander, Colonel Don Holder, and see this for ourselves. We flew on up in our fixed wing C-12, met Don, transferred to his helicopter and got a view from the air, then a closer one on the ground. We got to see that with our own eyes. It was stunning. I never thought I would witness anything like that in my lifetime. Naturally I started thinking, what is the significance of all this?

			As we drove around the town of Hof it was wonderful to see the excitement in both adults and children, doing little things like buying fresh vegetables (bananas and oranges had great appeal). We witnessed people of all ages experiencing freedom for the first time. It was profoundly inspiring and moving, and a tribute to the members of our armed forces across the generations, together with NATO, whose service and sacrifice enabled all that. Later I would be told that people would say they knew they were free when they saw American Soldiers. It must have been in a small way what our World War II Soldiers experienced as they liberated town after town and country after country. I remember seeing a little girl standing in-between her parents who were in the front seats of their Trabant, driving down the streets of Hof and the excitement in her face and that of her parents. I said, now that generation is really going to benefit from all this.

			So you start thinking bigger thoughts beyond that inspiring scene of freedom. That is your duty. That was our duty to absorb this as best we could and figure out through critical thinking what this meant for us as Soldiers and leaders. What about our operational missions and training besides the obvious joy of freedom and lifting of the Iron Curtain?

			What it meant to us, an armored corps in Central Europe, was that the world had changed dramatically. And we got to thinking about that. In January 1990 we had a Return of Forces to Germany (REFORGER) type exercise scheduled. The scenario had been planned to be a general defense plan (GDP) type exercise with two opposing corps level units, V and VII, lined up close and facing each other. It was to be a Command Post Exercise (mostly only command posts and leader wheeled vehicles) because of restrictions on large combat vehicles in the German countryside. Our US Army Europe commanding general (CG), General Crosbie Saint, himself a forward thinking armored leader and proponent of mobile armored warfare, quickly changed the scenario from one of lining up against each other like we did in the old GDP war plan, to one where we moved toward each other in a movement to contact. It wasn’t a long movement, perhaps 50-75 kilometers, but it was a movement to contact. So we got our first sense for what the future might call on us to do.

			In VII Corps we later published a training circular talking about this movement to contact over distance and fighting the corps as a corps, not individual fights in GDP defense sectors. In March 1999 we were to be the senior headquarters of the 1st Infantry Division, back at Fort Riley, Kansas, in a computer assisted warfighting exercise. I sent Colonel (P) Shinseki to Fort Riley with instructions to, “Tell Major General Tom Rhame (division commander) we’re going to undo the scenario and we’re going to do it differently.” Thirty days ahead of the Battle Command Training Program (BCTP) Warfighter we changed the scenario completely. To his credit Major General Rhame said okay. So they ripped down the old map sheets and put up the new scenarios and adapted quickly. We ran the exercise and got a lot of benefit both our VII Corps headquarters (HQ) element and Major General Rhame and his leaders. Our senior BCTP mentors, as was custom in those days, were General (R) Dick Cavazos and Lieutenant General (R) Dave Grange.

			We did other things that began to get us out of what I thought was a defensive, restricted movement, set-piece, battle focus. We had to start thinking differently. We didn’t know we were going to go to Saudi Arabia, but we had to start thinking differently. We had to shake ourselves out of that old way of thinking to a mindset that we were going to be doing something different in the future. We did not know exactly what that might be, but we had to get out of that old mindset. Our own military history showed us we sometimes have a hard time getting over history and looking to be ready for the future.

			The best way to do that, in my judgment, is through training scenarios. As a senior commander one of your responsibilities is to see to it that you stay relevant to the times you are in. We had a seismic shift going on then, the beginning of the end of the Cold War and beginning of the end of the Soviet Union. You have to think your way through that; you can’t wait for instructions or orders; until the bureaucracy figures it all out and puts it in memoranda and directives. As a senior commander you have to do some critical thinking about that, with your leadership team, and that’s what we tried to do. General Saint had created that kind of command climate of forward thinking and of mobile armored warfare. Our Army Chief of Staff, General Carl Vuono, was totally committed to staying trained and ready and that ethos permeated our Army.

			So we did that with the 1st Infantry Division and I thought as a team we did it well. It also gave me a good read on all the leaders there. Tom Rhame was the division CG, Brigadier General Bill Carter was the Assistant Division Commander (ADC) for maneuver, Colonel Bert Maggert was the 1st Brigade commander, and Colonel Tony Moreno the 2d Brigade commander. They were leaders I would want to go to war with if it ever came to that. That exercise gave me a sensing for the leadership of the Big Red One, who were in our war plans in the old GDP. Little did I know they would later be in VII Corps during Desert Storm. The professional relationships developed in the crucible of training were invaluable in combat.

			In early summer we had another BCTP with 3d Infantry Division, in Germany, and again VII Corps was the senior headquarters. By this time I had promoted Colonel Shinseki to Brigadier General and he was off to new duties in Italy. I chose Colonel Stan Cherrie, who had just given up command in northern Germany, to be new G-3 and he rapidly become a member of our team. I had known Stan from our days together in the amputee ward at Valley Forge General Hospital and then as our 3/11 commander when I commanded the 11th Armored Cavalry Regiment. We served together at the Command and General Staff College (CGSC) at Fort Leavenworth as well, as had our Chief of Staff Brigadier General John Landry. Professional relationships are invaluable in forming teams. Again, we used a movement to contact scenario. By that time, the Battle Command Training Program was okay with that change, as they had been with 1st Infantry Division, and they quickly adapted, developing an even more challenging scenario. Major General Ron Griffith had just recently assumed command of the 1st Armored Division in VII Corps. He was not scheduled for a BCTP for another year, so he called me up and did what senior leaders do. Train however you can. Anticipate. Be forward thinking. He said, “Do you mind if I kind of shadow the 3ID and their BCTP?” I said of course not. So we had the benefit of that, with the 1st Armored Division leadership. That was our second training scenario.

			In early summer we had sent part of our 11th Aviation Brigade to Israel to assist the Israeli Defense Force training with their new AH-64 Apache attack helicopters. I had the chance to visit that training and observed. It was invaluable live fire for our aviators over terrain they would see again. As well it taught us some things about deployment.

			Major General Butch Funk, CG, 3d Armored Division in V Corps, had, on his own initiative, scheduled a BCTP Warfighter exercise in the spring when another unit cancelled. 3d Armored Division gained invaluable training from that exercise to add to the considerable command, combat, and training experience Major General Funk already had. It was another example of senior leaders passionate about the professional ethos of staying trained and ready. Funk jumped at an opportunity to train even though at that point we were out of our Cold War mission.

			On 5 August 1990, soon after Iraq invaded Kuwait, President Bush said, “This will not stand, this aggression against Kuwait.” Soon followed deployment of elements of XVIII Corps, beginning with the 82d Airborne Division. So we said to ourselves, even though we were not part of any deployment orders or plans (although some USAREUR units were deployed, principally aviation and chemical), we will follow the old adage, “March to the sound of the guns.” We put up maps in the operations room of our HQ at Kelley Barracks Stuttgart, Germany. As we were on distribution of the classified operational messages, we could began to track operations and deployments and generally read ourselves into this potential war scenario. Our thinking was, if they need anything from VII Corps, units or individuals, we’re going to be ready to help our fellow Soldiers in the XVIII Corps. It also continued to open us up to a different world from the GDP and the Cold War gone by.

			At our September readiness meeting at USAREUR HQ in Heidelberg, Germany I said to General Saint in a private meeting, you know, we are out of our mission, we are at the peak of readiness in VII Corps, so if a strategic scenario demands it or calls for it, I said we are here and we are already halfway to the mid-east. Call on us. He told me later that got known. He made that point to General Jack Galvin, the European Command (EUCOM) Commander and the Supreme Allied Commander Europe (SACEUR).

			One other thing I later learned from President Bush and Brent Scowcroft’s book, A World Transformed: Secretary of Defense Cheney and the Joint Chiefs of Staff (JCS) led by General Colin Powell as Chairman were looking at a military option if military force were needed to liberate Kuwait. In the fall there were no indications that Iraq would leave Kuwait despite intense economic, information, and diplomatic efforts. Thus, if there were to be a military option, plans would have to be drawn up and adequate forces sent to Saudi Arabia in time to execute such an option. The Central Command (CENTCOM) staff was summoned to Washington to give a briefing on a military option to the National Security Council (NSC). But the attack option briefed was frontal attack right up the middle, straight through Iraqi defenses to Kuwait City. No one liked it, even the briefers. The reaction to the briefing reportedly embarrassed General Schwarzkopf, who did not attend with them. According to CENTCOM, their challenge was they did not have enough forces to do much more than that. So they were sent back to go look at other options using more forces.

			Another piece we did not know at the time was that the Iraqis almost doubled their forces in the theater. Given the Iraqi force increase, CENTCOM needed to add more combat power to XVIII Airborne Corps to provide a real offensive option if the United Nations (UN) authorized all means available to liberate Kuwait. That sizeable Iraqi force led to the planning of adding US forces to provide an offensive option. President Bush and his national security team, with the advice of General Powell and the JCS, decided to use overwhelming force and made the decision to send VII Corps. This decision would come to us in two iterations.

			The first iteration was to add an armored division from Germany. That got to us through command channels, and we put a big planning cell together and worked with the 1st Armored Division to deploy them. Then we were ordered to cease work on that plan.

			About a week later General Saint called me and told me to get a small planning group together, with a limit of eight people. The thinking now was to send all of VII Corps, but we had to keep tight operational security on that plan. (As an aside, years later when I was interviewing General Colin Powell for my book, Into the Storm, he relayed how that came about. He went to Saudi Arabia and while there reviewed options with General Schwarzkopf. It was Powell who devised the two US Corps option for General Schwarzkopf, and Colin told me he did it on a hotel paper napkin. The concept was to use overwhelming force and come around from the west rather than a frontal attack straight at Kuwait City. I knew none of that at the time). So I convened that planning group quietly. We began serious planning to deploy VII Corps, but I couldn’t tell anybody else, including my own wife Denise. She thought I was going to the corps headquarters for long hours for routine planning of inactivation of units in the VII Corps because of the end of the Cold War. The rest of VII Corps was equally in the dark.

			That small group included our Chief of Staff Brigadier General John Landry, G3 Colonel Stan Cherrie, chief of Plans Lieutenant Colonel Tom Goedkoop and his fellow School of Advanced Military Studies (SAMS) planners from G-2 and G-4 plus Brigadier General Bob McFarlin, Corps Support command (COSCOM) CG, our chief logistician. The previous month in September we had done a Battle Command Training Program Warfighting Seminar at Kelly Barracks in Stuttgart and again the scenario was a movement to contact. That training scenario afforded us invaluable teambuilding time plus sharpened our skills at dealing with offensive operations. This was the fourth iteration of movement to contact training: REFORGER, 1st Infantry Division, 3d Infantry Division, and now VII Corps. Warfighting exercises normally were six months after seminars so ours would have been in the January-February 1991 timeframe, a curious coincidence when compared to having our real “warfighter” in February 1991.

			By that point we had experienced planners and commanders, seasoned by our recent training experiences, and capable of tackling almost anything. I also had a pretty good idea of how our current Airland Battle doctrine might fit but also where it didn’t fit, as it had been devised for the Cold War. We were going from the well-known to the unknown; from defense to offense, to large unit maneuver and combined arms, to vastly different terrain and weather, no local infrastructure for support, a totally different enemy, and a non-NATO Coalition rapidly formed and commanded by CENTCOM. Plus, for the first time, our forward deployed corps with family members in place would deploy again and leave our families in that first deployment location.

			We had done a lot, to include shaking ourselves out of the Cold War mindset, and there was lots  to do. From a senior commander standpoint, defense tended to be very tightly controlled, with a lot of control measures. There was no maneuver by the corps. Individual units fought their defensive battles in their sectors. We were thinking about something totally different, about deploying and then maneuvering the corps in a rapid combined arms attack. The more successful the attack the more stretched we would get and the more we would pull away from our logistics.

			Sure, we had lots to do, much for the first time, but we had a great team in VII Corps. We had kept an intense focus on training even as the Cold War threat had gone, and had tried some new scenarios to stretch ourselves. So we were confident we could go do what we needed to get done for the mission and do it at the least cost to our Soldiers.

			We knew that setting conditions for success early was a set of challenges in front of us: getting to the operational area, forming new teams, focusing on new missions, focusing on mission essential training, fitting into new coalitions and commands, and then placement of that force in the operational battle space with units in the right positional relationship to each other. We found out after our fight that there was an additional demand for humanitarian missions. Those challenges will not go away no matter the era or type of conflict. The current generations have adapted rapidly, and in my opinion admirably, to the demands of counterinsurgency. Commanders need to get their minds around this even as they begin the almost mechanical processes of deployment. To focus on what is really important for the mission we had to keep our heads out of the container express (CONEX) metal containers and into forming teams, force placement, and training to fight. This demands high energy and critical thinking early from senior commanders and their staffs to set conditions for later success by making decisions and establishing priorities that cannot wait until later. You have to figure it out now and get it about right.
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			Figure 12.1. Lieutenant General Frederick M. Franks, Jr. 

			Photo courtesy of the author.

			On the afternoon of 8 November 1990 I got a message from headquarters that the President would make a public announcement about deploying VII Corps that evening, on Armed Forces Network. As I got ready to leave my wife said to me, “Where are you going?” And all I could tell her was to be sure to watch AFN that evening; she thought I was going to a drawdown meeting. I convened my group of eight in our headquarters and we all watched the television. Of course, when I came home later that night, she knew. Then it was a reality for us personally and for all the leaders, Soldiers, and families of VII Corps. The news hit like a thunderclap. We are going to take this new VII Corps team and deploy it to Saudi Arabia. We’re going to deploy it with everything; equipment, ammunition, all our soldiers, all our spare parts, and everything else we needed to live and fight in the desert. I had learned that the more senior you get, the fewer major decisions you really get to make. You get, as a corps commander, in an operation like we had, five or six key decisions early to set conditions then later in our attack about the same number or less. I needed the self-discipline to focus on those.
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			General Franks on Decision-Making at Senior Levels.

			Click here for video.

			To me it seemed we needed to figure out the order of deployment, and then figure out where we were going to place ourselves in the desert, our initial tactical assembly areas from which we would train and possibly fight. Force placement is crucial in large unit operations, especially in the offense. You want to put units on the ground in a relationship that mirrors the attack scheme you have formulated. We were far from that at this time. We also needed to focus on forming this new VII Corps team now tailored to our new mission. We had only 42,000 of the original 110,000 Cold War VII Corps. The remainder of our 146,000 VII Corps were new. We had to establish training priorities aligned to our new offensive mission to use the time while deploying and after getting there to focus on mission essential training. What’s important to do before you deploy, as you’re deploying, and after you get there. I knew we had to set training priorities that would prepare us to translate our razor sharp combat readiness for the Cold War GDP to be razor sharp for this new mission in a totally different set of Mission, Enemy, Terrain, Troops, Time (METT-T).

			We also had to decide how we were going to organize ourselves for family support in Germany while we were forward deployed and going to war. For the first time in the history of the US Army a sizeable number of family members, who were already forward deployed with their service member, were going to be left in that forward location while the service members went off into a theater of operations and potentially into a combat situation on a different continent. That is done routinely now but certainly was not done or even talked about then.

			Initially, we had two advantages. We would not have to fight our way in, and our fellow Soldiers and units from XVIII Corps were already there and we could learn from them.

			I was mindful of von Moltke’s admonition that, “an error in initial disposition might not be able to be corrected for an entire campaign.” Placing forces on the ground in the right relationships to each other was a vital task because from those initial tactical assembly areas we would move to attack positions and then fight. I did not want to spend time moving units around but rather allow them to use that time to train for our new fight. So, we needed to figure force placement out ahead of time even if we did not yet have a specific mission. Better ideas later would waste time. I knew we had to get it close to right the first time. I knew I could not order, say, the 1st Armored Division to a certain place on the terrain then change my mind and ask them to move again. These were large organizations with thousands of tracked and wheeled vehicles; an armored division with attached forces had up to 8,000 vehicles. I had to get it right the first time so we could get to training right away and not spend a lot of time settling into initial positions. We had to set formations in relation to each other we would later use to conduct an attack if it came to that.

			[image: ]

			The Importance of Force Placement.

			Click here for video.

			Attitudes are also important. We were good and we knew that. We worked hard at training and being combat ready. We were confident we could execute our former wartime GDP in Germany. Now we were going to a totally different set of conditions and fighting a new enemy in a large offensive operation. We wanted to stay confident, focus on the right priorities, stay positive to overcome all the nagging setbacks and friction that comes from a rapid deployment anywhere, and go fight and win boldly if it came to that. There were yet no plans for an attack I was aware of, nor any UN Resolution authorizing one, but I figured we were not being sent there on some large emergency deployment readiness exercise. We were going there to get ready to fight and win.

			Those were the big ideas. I think you really need to get those right. So, for a senior commander and his staff, there’s got to be a lot of high energy critical thinking early on, as opposed to kicking the can down the road and saying we’ll figure that out later. Our attitude was units and leaders can’t wait. Those early decisions sets things in motion and you’ve got to get them about right. A senior commander, especially in an armored corps, with 50,000-some vehicles, five divisions, a support command, a corps artillery, eight separate corps brigades, and a cavalry regiment, you can’t issue an order then change your mind. A young platoon leader or even a battalion commander can change his mind two or three days later say, “I have a better idea” and move off in a different direction. It doesn’t work that way with big organizations. Subordinate leaders have got their own troop leading procedures; they have got to do missions their own way using methods that work for them. You have to build a command climate that allows for, encourages, and demands that initiative. Plus they had their own team building to do as we all added organizations and new units. For example, we added in the 1st British Armoured Division. You want to allow for that initiative and creative thinking in your large organization, so you’ve got to set out these major decisions, and get them about right early.

			I used to use the expression the “good idea cutoff date.” You’ve got to stop tinkering at the margins. As the Army has transitioned mainly to brigade combat team level operations, that’s true to a certain extent at the brigade level but not like a division or a corps with major subordinate units. You can still continue to adjust a little as the brigade commander, or a regimental commander, but you get to a point where you say okay, that’s it, and let it go. You have subordinates who have ideas of their own and you want to let them put those in action. So I wanted to get the big ideas right early on.

			You also want to talk with your senior HQ. General Saint, US land component commander in NATO, practiced that kind of continuing dialogue and freedom to candidly exchange ideas. I made a point to talk to Lieutenant General John Yeosock, who was Third Army commander and my immediate headquarters for VII Corps. John and I had known each other from the 1970s. We served together for a short time in the 3d Armored Cavalry Regiment at Fort Bliss, Texas. John had his own teambuilding to do, transitioning from a force providing HQ to a two corps warfighting HQ. During the Cold War the US Army had abandoned the concept of multiple corps operations anywhere but in NATO. We had no doctrine. John had his work cut out for him.

			John gave me some good initial thoughts and guidance, plus made me feel part of his Third Army team. He said he was short of transportation and because he already had a lot of XVIII Corps down here, he had enough security and recommended I get our logistics and communications footprint in before anything else. I said I would like to lead with the 2d Armored Cavalry Regiment since I’m comfortable with them having commanded one; I know what they can do. They’re a sizeable organization used to operating on a broad front and they’d be a natural connection with us, with XVIII Corps, and to screen VII Corps, Behind that cavalry screen I will deploy my logistics units, set up our log bases and communications footprint. I kept the notes I took as we talked. Because Lieutenant General Yeosock was talking about names of towns and terrain features I had never heard of I was writing them down phonetically. I went back and looked at these after I learned more about the geography of this place and it was kind of comical. There used to be an old saying in the Army that when you get surprised with no notice they send you to a place nobody’s ever heard of before, you can’t pronounce the names of the towns, and you don’t have any maps. In our old paper map days that was literally true and would plague our small units right until the end of our attack and liberation of Kuwait.

			John told me what he thought might be the eventual attack scheme of maneuver. He thought we might attack north up a natural terrain avenue of approach called the Wadi Al-Batin toward Kuwait City. That initial conceptual warfighting thought by John was invaluable in our positioning of units and my own beginnings of formulating an attack maneuver in VII Corps. It allowed me and my planners to finalize unit positions, establish training priorities, and set our own war fighting thinking in motion early.

			Fortuitously, we had scheduled a ceremony the next morning at Kelly Barracks, the headquarters of VII Corps, to commemorate the end of the Cold War. We built a monument there at the front gate to remember the service and sacrifice of the generations of Soldiers and family members who achieved that victory. Most of my subordinate commanders were coming to the ceremony, so after I made a short talk at a reception with our German friends and dignitaries about the announcement the night before and asking for their help with our families remaining in Germany, we convened a Commander’s meeting. Based on my talk the previous evening with Lieutenant General Yeosock I was busy in my own mind determining what the big ideas were that I needed to share in that meeting.

			As I looked over the group it occurred to me that one of the advantages in commanding a large unit is you’re talking to very seasoned, wise, and experienced commanders, who have grown professionally through opportunities the Army has provided in peace and war. They are all War College graduates, they had considerable experience, most all of them were Vietnam veterans at the time. These were wise, savvy commanders who really knew what they were doing. I was honored to be their commander. I think, in large unit operations, you have a depth of mature, accomplished leadership, at corps, division, separate units, regiments, and brigades that you don’t have in smaller units. All our senior NCOs were SGM Academy graduates. There is a depth in the leadership that provides big units with an extraordinary amount of resiliency, being able to adapt and adjust and think their way through complex problems if you give them a chance to do it. If you tightly and centrally control everything as a senior commander, you are just not taking advantage of all of that talent you’ve got in the organization. And as I looked out at that talented team I knew, they were winners. So I needed us to get the big things right, and then they would take it from there.

			Some other thoughts flashed through my mind.

			If you want something to happen a month or so from now, as a senior headquarters, you have got to use the critical thinking energy way before that, to set things in motion; to set conditions for mission success. The staff has got to be up to that and the commander has got to be up to that, even though you’re dealing with a lot of unknowns and the situation might be foggy. As a senior headquarters you’ve got to set things in motion early on, to set the conditions for that success later. That is what we were doing and that is a little different than what we’d been used to in the old GDP. Everything there was well known and most major decisions had been made over the years. We had analyzed things there to a mathematical certainty. But we were out of that now in a much more fluid situation. I thought we were being sent to provide an option for offensive action, if it came to that. We were going to fight and to win, to gain victory.

			The other key element was teambuilding. From their beginnings in the US Army, corps were strictly tactical headquarters; they had no logistics responsibilities whatsoever. During World War II over 20 divisions served under VII Corps during less than a year. Never more than two to five at any one time, but they brought all their logistics capacity with them as a division, and then would plug directly into the theater army; the corps had nothing to do with that. They were a tactical headquarters. Over the years, because our corps was in Central Europe for the Cold War, we became not only a tactical, but also a logistics headquarters; almost like a mini theater army. Over time people got the idea that corps were fixed organizations when in fact that was never Army doctrine, even as we became logistics headquarters in addition to being tactical headquarters when the Army gave up the Field Army. Corps were always intended to be tailored for specific theaters of war with specific combinations of units for a specific mission. So our corps needed to be re-tailored for that Southwest Asia mission as opposed to the Cold War mission. We needed additional combat power, another division, maybe two, maybe three, over and above what we had.

			Prior to this meeting that morning of 9 November, General Saint and I actually sat around a conference table in his office in Heidelberg with a long yellow pad and put units together. We wanted to keep tactical integrity, but we also wanted the most combat modern units to go to the fight. We knew we had some real plus-ups to do. So, we took a brigade out of the 3d Infantry Division, because it was more modernized than the brigade in the 1st Armored Division. We decided to use the 3d Armored Division from V Corps. For any offensive action we wanted two armored divisions with their combat power: 348 plus tanks in the division, six tank battalions, five mechanized infantry battalions, an aviation brigade commanded by a colonel with two Apache battalions, three cannon battalions and a Multiple Launch Rocket System (MLRS) battery in a division artillery commanded by a colonel. So we took 3d Armored Division from V Corps, and then they added a tank battalion and additional air defense from the 8th Infantry Division. (The 3d Armored Division had previously deployed one Apache battalion early to support XVIII Corps and I was aware of that and wanted to add that back if possible). Then we put a corps air defense unit together, composed of four Patriot batteries and two Hawk batteries that was formed from the air defense brigade in Europe. Our VII Corps Support Command grew from 7,500 Soldiers in our GDP scenario where we had a lot of host nation support in the mature infrastructure of central Germany, to over 26,000 for the austere desert environment. Later we would add a 15-hospital, 7,500 Soldier medical brigade commanded by a brigadier general. All our corps brigade-sized units - military police, signal, military intelligence, personnel, finance, and engineers - grew by almost a factor of two to be tailored to this new mission and set of conditions. Much of that addition came from Reserve Components in the CONUS and was done expertly by FORSCOM and their CG, my West Point classmate General Ed Burba. As it happened, tailoring VII Corps for this mission left us with only 40 percent of the old Germany-based Cold War VII Corps. Adding units would require a substantial leadership dimension of teambuilding so by the time we attacked we would have tight combat ready teams with these new units added. Such rapid tailoring would be the norm in the future for the US Army. It was not in 1990.

			Putting a new team together is not automatic. Leaders need to assimilate new organizations, welcome them, and employ them in accordance with their tactical capabilities. When you take a big organization and rebuild it, tailored for the mission, you have got two things going on in terms of forming new teams. You have got a leadership piece of that, where you want to welcome Soldiers and leaders, make them part of your organization, make them feel wanted and needed, which they obviously were. You’ve got to get to know each other, get to know the new commanders, and how to communicate with then. Let Soldiers talk and get to know each other. Then you also want to know the capabilities. You want to employ them in accordance with their capabilities, be it a British armored division, like we eventually got, or if you’re a new brigade going to the 1st Armored Division for example. The 2d Armored Division Forward, a separate Brigade from northern Germany, joined the 1st Infantry Division which deployed from Fort Riley, Kansas, in Saudi Arabia to become their third maneuver brigade. Our engineers added two engineer brigades, so they were like an engineer division. Everyone had some kind of a plus up; so everybody had their own teambuilding. As corps commander I needed to talk about that and allow for that in all the units. That is a specific leadership skill set, how you welcome people in from individual soldiers to new units. You make them part of your combat team, and then get to know them and their tactical range of competencies. You don’t want to stretch that out but you don’t want to ignore it either. There was a lot of work on teambuilding. Getting in place and building the teams had to be stressed early on, in addition to training priorities.

			Once we set our deployment order we wanted to continue to train gunnery skills of crews of units who had already deployed their equipment. So I asked the 3d Infantry Division to send equipment    to Grafenwöhr training area so tank and Bradley crews from 2d Armored Cavalry Regiment and 1st Armored Division who needed qualification could do so before deploying. In a splendid act of selfless teamwork, soldiers, NCOs and leaders of the 3d Infantry Division responded immediately to provide training cadre and equipment so our crews could be razor sharp when they arrived in theater and got back on their own equipment.

			Here is an extract of that meeting I wrote for Into the Storm:

			There was electricity in the air. At the beginning of some meetings, you look around and can tell from body language and lack of energy in small talk that you need to do something dramatic to get everyone’s attention. That was not the case today.

			It was an impressive collection of talented and savvy commanders who were now ready to serve the same cause, only on a different continent against a different enemy. The only commander at that meeting from outside the regular corps lineup was Major General Butch Funk, CG 3d Armored Division, normally assigned to V Corps. Following the two phone calls from Saudi, I had made myself some notes on three-by-five cards, as I did not want to leave anything out of this meeting. It was to be brief, but also important for all of us.

			Attitude was important – mine and theirs. I needed to set the tone of command for this whole operation right from the start. I was pumped up. We had trained hard. We were confident. We were ready. I was sure of that. What I wanted was attention to thoughts we had previously adopted for VII Corps: focus on teamwork, discipline, agility, and skill in fundamentals. I wanted to reinforce the confidence, rapidly build this new team, set the attitude, and issue instructions for training priorities and rough order of deployment.

			Welcome. You all know where we’re going unless you missed AFN last night. This will be a different kind of meeting than we originally had planned for this morning. Butch [Major General Butch Funk], welcome to the VII Corps team. As I understand it, you will report here for operational matters, but stay plugged into V Corps for your deployment.

			I am proud that we are able to answer the call. Proud that the JAYHAWKS are going. I told the CINC [General Saint] two months ago that if they needed another corps in Saudi, we were ready. We finished our mission in Europe and, besides, we are halfway there. Getting there will be a tough challenge, especially from a standing cold start. We can  do it and will. We need to do what we know how to do. I want teamwork, since we will have a new lineup. We need discipline and reliance on the chain of command, since there will be a lot to do at the same time. There will be adjustments necessary, to be sure. Stay loose. This deployment will not go with the precision of laser brain surgery. Don’t get frustrated because there is not much you can do about it anyway. As deployment friction generates time, use that time for training, especially in fundamentals. Remember, skill in fundamentals wins in combat.

			In the absence of any mission orders, I want you to use your training time to concentrate on the following: chemical protection; weapons skills to be razor sharp, especially long-range gunnery; field craft, or living in the desert [later we would call it getting desert-smart and desert-tough]; and maneuver of large formations.

			One other thing. We will go do what we have to do and talk about it later. We are going to join our fellow soldiers who have been there now in a tough situation for three months. We are good, we know that. If we have to kick some ass, we know how to do that, too. But we do not need a lot of swagger bullshit about us coming into theater as saviors of the situation down there. Quiet professionalism is what I want. Inner toughness. My words to my cavalry friends fit here; that is, I want more gun smoke than horseshit.

			It was a short meeting. I wanted to get things in motion rapidly. The corps needed to explode into immediate action. It is what we would have done if the Soviets had launched a surprise attack. For us it was something that we had lived with in Central Europe for forty years. For all those years, we had had unannounced readiness alerts every month, in which we would have to clear our barracks and motor pools, in less than two hours. We could handle this cold start. I was sure of it.

			The other reason I was sure was that I was talking to winners. Leaders who had stayed the course, who had been part of a twenty-year rebuilding of the US Army, who had just helped win the Cold War without a shot fired. I recognized this kind of an outfit.

			I had been through this before. It would be the same in a lot of ways, but one thing was certain – this time the results would be different! I personally owed that to my fellow amputees from Valley Forge and to the soldiers now entrusted to my command.1

			There were other priorities to get to work on.

			We wanted to continue to modernize our heavy equipment and navigation devices and also ensure our Soldiers were protected against any chemical or biological attack through available vaccinations. Modernization speeds up in a crisis as Army priorities change and more money becomes available. Some of this happened before deployment, mostly after we got in country. We traded our quarter-ton vehicles for high mobility multipurpose wheeled vehicles (HMMWVs), traded some of our Bradleys for those with additional overhead protection, traded out 105mm gun tanks for 120mm gun tanks in two battalions of the 1st Infantry Division after they got in theater. We received some new global positioning satellite (GPS) devices in theater in addition to long-range navigation (LORAN), which used Iraqi transmission towers they left standing. We also painted our vehicles tan and with chemical resistant paint. We added armor protection. All this simultaneously with other priority activities.

			Another dimension of this deployment was our families. We needed them to have a structure, so we formed a VII Corps family support directorate with Colonel Bob Julian as Director. He had been the signal equipment modernization person in the corps. We made Major General Roger Bean, Pershing Brigade Commander and an old friend of mine the VII Corps Base Commander, with General Saint’s OK. I selected my Resource Manager, Colonel Jerry Sinn, a very imaginative and thoughtful officer who retired as a three-star, to be the Chief of Staff. Jerry had been a tunnel rat in Vietnam and was a friend. General Saint was very, very supportive as was his Chief of Staff, my West Point classmate, Major General Bill Burleson. They wanted to set conditions for us so we would be successful to include the family support. I know my wife just dove into that as the other command spouses did. They formed what they called Family Assistance Centers, FACs, where you got the facts. Since there are normally a lot of rumors we wanted to have a place you could go to get the facts. They invented newsletters and gave them names as my wife Denise did, calling the one at HQ, The Sandpaper.

			Our German friends, civilian and military, were tremendously supportive. Their outpouring of support for our families, for providing us security, and to a certain extent resources, was extraordinary in every respect. There were stories of German people driving out to front gates to talk to our Soldiers. They provided us security to supplement our own. My wife told me later that at Kelley Barracks they were handing gifts for our Soldiers through the front gate, that they left money for buying Christmas gifts for family members. I can’t say enough about our German friends and neighbors who really helped us out. General Vuono, Chief of Staff of the Army, came over to visit us while all the deployment was going on and he said to me, “Fred, we just don’t have the lift to get all our family members back to the States. You’ve got to convince them to stay here.” I said, “I don’t think I need to do a lot of convincing.” For example, a reporter asked my wife, “are you going home?” She said, “What are you talking about, I am home, this is my home.” Just about all the family members felt that way. There was another dimension of that, too. I met with the head of Department of Defense Dependent School System (DODDS) Europe and we talked about how they would help us identifying any issues with children or families they might be having difficulties. Teachers were particularly sensitive to changes in behavior of their students and could get needed help.
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			Franks on Family Support Planning for Desert Shield.

			Click here for video.

			It was the first time that our Army, actually since World War II, had deployed an already forward deployed unit to another theater and left their family members in the forward deployed location. This was all brand new. There were no family support groups. The Army had thought about family but it was all in the context of everybody being in the forward location; it was not absent service members. So it was all brand new and to their great credit our family members, our spouses, showed an extraordinary amount of leadership, by being there by themselves, with their own brand of courage. I remain so enormously grateful, as Commander of VII Corps, for the way our family members just took up the challenge and got after the whole dimension of family support, including being ready for casualties. General Saint made military assets available like transportation, office space, and phones. My wife used my old office there in the corps headquarters. Community transportation, communication, papers, he said go ahead and do all that. So there was a lot of concurrent initiative shown by our family members and I still don’t think that story is very well told. I have extraordinary admiration and appreciation for all of them for what they did, all our footprint in Europe and of course back here in the United States, at Fort Riley and Fort Hood. And we got a considerable amount of help from the United States Army Reserve (USAR) and the Army National Guard that in their own hometowns around the USA. We published an order establishing in Germany VII Corps Base on 6 December 1990. All this is routine in our Army now, but it was not then, certainly not on that scale and without noticed.

			So the whole team had to shake itself out the current mindset in a cultural sense as well as an operational mission sense. That may include casualties, it may include Soldiers killed in action and wounded coming back to Germany. In the context of the times in 1990-1991 there was no email, no cell phones, no text, or Facebook, or any social media. The fact that leaders, Soldiers, and Families were able to adapt very quickly was a great credit to the whole team.

			As a major unit commander, what you want to do is set the big ideas in place and foster that command method that suits the mission and allows your extraordinarily talented and deep command structure to exercise initiative. This is corps, divisions, separate brigades, and regiments. The Army calls that now disciplined initiative, initiative within the commander’s intent, and that’s what we  were trying to do. These were talented, wise senior commanders, combat veterans. We needed to  have a common understanding of what we were doing, a clear intent, our priorities focused on the   big things, and then demand of ourselves initiative and agility in getting after it to achieve victory if  it came to offensive action.

			Our preparation, planning, packing, and movement to ports were all enabled by an enormous effort by the German government. They give us road priority for road marches to ports, movement by rivers on barges, rail and train priorities and necessary flat cars to move our heavy equipment (tanks, Bradleys, and aircraft). All of this would be for nothing if there were no strategic sea and air lift available. Our plan was to move to the ports, then load equipment tailored by combat unit, then fly units  of Soldiers to the airfields near the ports in Saudi Arabia to link up with ships. When they arrived we would then road march wheeled vehicles and tracked vehicles on HETs the 500 kilometers to our tactical assembly areas. It would take 152 ships to transport our equipment from Germany alone and 928 aircraft sorties to move our Soldiers in units. Without strategic lift the US Army is helpless to get to the operational area. This was a cold start. Ships and aircraft came from all over the world arranged by Transportation Command. But investment in strategic lift has to be a continuing priority to get the Army where our nation needs its Army to fight. Strategic lift is key and essential. We got the strategic lift but the deployment was not smooth. We had crowding in the ports while Soldiers waited for sea shipments, commander getting distracted from the focus on war fighting, units arriving on ships with no tactical configuration, CONEX containers loaded with spare parts and other necessary gear had no in-transit visibility and were scattered on ships and ports causing units huge difficulties finding them, and later Scud missile attacks on ports. Ships were of all types from break bulk World War-II era ships to more modern roll-on/roll-off ships. It got done but it was a huge lesson for the future. Strategic lift must be part of land forces, Army, combat readiness. You have to be able to get there.

			The big challenge in our deployment was the actual strategic lift. Not so much airlift, since there were plenty of airplanes both in the Air Force and contracted Civil Reserve Air Fleet to move our soldiers from Germany to Saudi Arabia. The big challenge was sealift. We ended up using essentially three ports, Bremen, Bremerhaven, and Rotterdam. The Germans were wonderful getting our units from home station on flat cars, and via route convoys, and even, in some cases, on river barges for a short period. Day and night, seven days a week, the German railway system worked around the clock to get us there. They had the expertise and equipment because we had had a sizable presence in Germany for a long period of time and typically moved our tracked vehicles by rail. They had a lot of flat cars then but they don’t anymore.

			But sealift was a challenge. We used a combination of modern ships and World War II Liberty ships with the old cargo nets. The few roll-on/roll-off ships we had were very easy to use. Unfortunately the ships were loaded not with tactical integrity but to take advantage of the space on the ship. We had one battalion which was on eight different ships! We had estimated we would move our soldiers by air and then link up at two ports. Those were Al Jubail, where the 2d Armored Cavalry Regiment went in, and the port at Dammam, where most of the corps went in. We linked them up with their equipment there, then they would load heavy tracked vehicles on theater heavy equipment transports (HETs) and our own HETs, then road march the wheel vehicles and the track vehicles on HETs 400-500 kilometers out to the tactical assembly areas. That estimate was way off. We thought we’d have 8-10,000 Soldiers in the port at any one time. As it turned out we peaked at about 33,000 Soldiers in the ports, waiting on their equipment to arrive.

			We started paying more attention to deployment than to war fighting. I was drawn into the deployment as well, getting involved in reducing friction and asking for help from higher HQ where needed. But my attention was needed elsewhere. I used to say that we had to get our heads out of the CONEX containers and into the war games, and training, and war fighting. So we started a couple of war games there in Germany so we could get back into that. I told the commanders, “Look, this is not going to go according to the precision of laser brain surgery. This deployment is going to be full of friction, and delays, and so forth. And there’s not a whole lot we can do about it. We can lose our temper. We can scream, and rant, and rave, and throw our kevlars around, and do all that stuff, but it’s not going to do any good at all. And all we are going to do is add pressure and stress to ourselves and our Soldiers, and we have enough of that already. Meanwhile we, me included, are not paying attention to what we ought to be paying attention to, which is the war fighting mission and getting ready for that.” So we just forced ourselves to tolerate deployment imperfection.
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			General Franks Discusses Strategic Lift.

			Click here for video.

			Strategic lift, sealift and airlift, are vital to land success as part of the joint team. The Army is the only service that depends on the other services to move from one continent to the other, or to a different place on the same continent. We’re always out of position when there’s a contingency almost by definition. The Air Force moves its own. They fly their own fighter squadrons there. The Marine Corps has got the Navy. And, of course, the Navy is the Navy. The Army, though, depends on sealift and airlift. Naturally the other services don’t want to invest a whole lot in strategic lift. They would rather invest it in capital ships and combat aircraft. I understand that. But part of combat readiness for the land forces ought to be the ability to get there. That ought to be rated also, in terms of investments and actual sealift asset capabilities. In the no-notice scenario in 1990 and 1991, our sealift capacity was not impressive and unable to efficiently move an armored corps from Germany to Saudi Arabia with no notice.

			So it took us a while to get there. Some ships broke down. One crew got off, I think in Cyprus, and would not get back on the ship because they were going into a war zone. Not much you can do about all that. Military Sealift Command and Transportation Command were doing all they could with the assets they had to get us there and get us there as rapidly as possible. Senior commanders need to trust that those agencies will do the best with what they have. We need to establish some early deployment priorities, set attitudes, and then let them go about helping you out. Then you can stay focused on training and war fighting.

			Getting there is a huge challenge for the Army and senior commanders need to be aware of what’s available. I think they ought to monitor that. They ought to train to that if they can. We were pretty good at rail loading and shipping vehicles around in Germany, because we did it all the time, because we went to major training areas by train with our heavy equipment from home station all the time.

			Because of all the friction in sealift the number of Soldiers in the two Saudi ports accumulated beyond our initial estimates. What I needed to do was get the corps headquarters out of the port and into the tactical assembly areas. In that way I could draw our attention and command focus out there, to training for war and getting what we called desert smart and desert tough.

			But to do that I needed a mature, tough-minded command team to run the ports. I knew the perfect choice. My West Point classmate, Brigadier General Bill Mullen, was the commander of the 1st Infantry Division Forward in Germany was in the process of drawing down his unit. So I cleared this with General Saint, called Bill, and told him, “I’d like you and your entire chain of command to come on down here and run the port operations, so I can get the corps out into the tactical assembly areas and get ready to fight and win. And I need to be out there with them.” He said okay. Assuming this mission was just a wonderful act of selflessness on his part and that of his NCO, officer, and Soldier command team. Bill was a genuine hero from Vietnam, a Distinguished Service Cross infantryman. A wonderful man, a great friend. He is one of those people, through our friendships and our past associations, I could just give him a couple of sentences, general intention and direction, and he just took it from there. He said, “Fred, don’t worry about it. I got it. I know what needs to get done here; I’ll just keep you informed.” That was about it. That’s all I needed. As you develop those kinds of relationships and relationships with those who are in your command, you can communicate in shorthand. You don’t have to go on long-winded explanations. You do not have time for that. Besides, these are savvy people, they know what they’re doing, and you don’t need long formal orders with a lot of annexes. So Bill and his chain of command came down there with his battalion commanders and did a superb job. They were the first ones under attack. They got Scud missile attacks before anything happened to us out in our tactical assembly areas.

			From Into the Storm:

			Their accomplishments were staggering. Between 5 December and 18 February, 50,500 vehicles were off-loaded and staged (checked and readied for heavy equipment transporter movement), 107,000 troops were billeted, supported, and secured, as well as thousands   of other soldiers from other units. There were 900 convoys (the numbers of trucks in the convoys varied from twenty to fifty). More than 6,000 armored vehicles and other pieces of equipment were moved the 550 kilometers to desert assembly areas. Thirty-five hundred containers with spare parts and other critical items were sent forward. Eighty-six hundred vehicles were painted sand color. The maximum number of soldiers in port waiting for their equipment peaked at 35,981 on 9 January 1991 (many more than the eight to ten thousand soldiers they had planned for!). Maximum ship arrivals were eight in one day. On 12 January, nineteen ships were waiting to off-load. The last tanks and Bradleys arrived from Germany from the 3d Brigade, 3AD, on 6 February 1991. The last of VII Corps units to arrive was the 142d Artillery Brigade from the Arkansas National Guard on 17 February 1991. The types of ships varied: 11 US Navy fast sea lift; 63 so-called roll-on roll-off ships; 74 World War II-type break bulk ships; and 4 lighter aboard ship. Total ships: 152. The flow was not steady. In one week, 7 to 14 January, forty ships arrived.2

			This is an entry from my own command journal of December 7, 1990 from visit at port of Al Jubail: “Saw 2/2 ACR. Troops look great. Spirited, cleaning weapons. Chain of command present. Landed in AM and right on their vehicles w/o sleep. Inspiring. Gave coins to Soldiers cleaning weapons.”

			Being with Soldiers clears your mind; it’s inspiring and reminds you of your main duty of mission accomplishment at the least cost to them. They were giving it their all, even the first day there, and would continue that spirit right through to final victory. Inspiring.

			I had initially estimated we needed three weeks from landing in Saudi Arabia to find our equipment, unite Soldiers with it, move to our assembly areas, and then train for war. I backed that off to two weeks later. But reception, onward movement, then mission-focused training is combat power because it enables Soldiers and units to adapt to their new conditions. We got our two weeks, but barely.
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			Figure 12.2. VII Corps Ports, Tactical Assembly Area, Attack Positions. Map created by CAC History for the authors.

			We had set out getting desert smart and desert tough. In current terminology, “Leaders and Soldiers at all levels used disciplined initiative and prudent risks flowing from shared understanding and the teamwork fostered by trust” to make that happen. They devised their own training methods for gunnery using wartime ammunition, used stand to early morning alerts, and did large unit exercises to practice maneuvering such formations over big distances. Our leaders knew how to do battle focused training and flat got after it after arriving in country. We got a concept of the operation on our leader’s reconnaissance early on that we used to focus training, then gradually got more focused as war planning got more specific especially after the 29 November UN Authorization of Force Resolution. As a commander visiting their training I saw different approaches used but all focused on the same objective. It was an extraordinary display of selfless teamwork and the positive effect of mission command on building combat power.

			After the initial meeting on 9 November, we got our leadership team to Saudi Arabia on 11 November for a leaders’ reconnaissance, a time-proven method for commanders and senior NCOs to go look over the actual operational area with their own eyes before finalizing any plans. We got our leaders down to Saudi Arabia early. Fortuitously, it was at that time that General Schwarzkopf and Central Command had sketched out a rough concept of operation that was changed into a plan a couple months later. But we got a concept of operation. General Schwarzkopf’s briefing was positive, concise, and done with enthusiasm. We all felt strongly confident we could do this mission he had just outlined. What I knew is we were going to be the main attack, it was going to be somewhere west of Wadi Al-Batin, and our target was to destroy the Republican Guard’s forces in our sector of attack. That’s really it. I did not need to know much more than that. That became the basis for our own planning, talking, sketching out a variety of possibilities, and also mission focused training. That mission focus confirmed the value of the training priorities we already had established such as long-range gunnery, offensive maneuver over bigger distances, command and control, and command on the move of large formations in an attack.

			I had personally been thinking about how you conduct a big corps attack for some time. Back in the Cold War days we only talked defense. Only General Saint talked about conducting large unit attack maneuvers as part of his GDP plan when he was III Corps Commander. He would deploy to northern Germany from Texas, then conduct a counterattack in northern Germany to restore the territorial integrity of NATO. No one else talked about mounted corps attacks. Defense tends to be very neat and controlled. Everything is set piece. Attacks tend to be relatively disorganized from a control standpoint, because you want subordinates to use their initiative, to take advantage of enemy vulnerabilities or exploit their own successes without having to check with higher HQ. You want subordinates operating within a clearly understood intent. So in the attack you use fewer control measures. You don’t want to talk about control and you want to let people go. You want your style of command to be mission orders. The last US corps in the attack was in Korea. There were lots of examples from World War II, but none now. I got to thinking about that as a corps commander, how would I do that? So I went back and leafed through some books. I took five books with me, but I thought The Desert Generals, by Correlli Barnett, talking about operations in the early 1940s, even before Rommel got to North Africa, was especially enlightening. He described this as almost an operation at sea, with ships. You could go anywhere you wanted to. Control of the air is very important, movement control for large formations is important,  as is logistics and keeping up fuel, ammo, and water. So a lot of that was helpful, just leafing through those books. Those are enduring thoughts. Books on Rommel’s war in North Africa, and the retaking of Burma in Defeat Into Victory by Field Marshal William Slim, all described thoughts about getting the big ideas, the intent, the commander’s intent, and you do that yourself.
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			Franks on Command Posts at the Corps Level.

			Click here for video.

			Reflection on my reading led to some thoughts. It occurred to me that there is a real art to commanding a large unit moving toward an enemy that may or may not also move toward you. Some years ago I put these thoughts into words during the writing of Into the Storm and have presented them often in the classroom and in other writings:

			A mounted corps moving and aimed at a moving enemy force can put itself into any number of configurations on the ground. When you are certain the enemy will be at a place and time and in a known configuration, you can commit your own forces early to the exact attack formation you want and leave them that way. When the enemy is less predictable and has a few options still available to him, then you want to move initially in a balanced formation, and commit to your final attack scheme as late as possible. You want your own forces to be able to execute, but you don’t want to give your enemy time to react. That is a matter of judgment and a – much-misunderstood – art form that takes much skill, brains, intuition, and practice to develop well. It is the essence of senior-level tactical decision making. To commit to an attack maneuver prematurely is to give the enemy time to react. To commit too late is to prevent your own forces from accomplishing the maneuver.3

			I also liked Field Marshal Erwin Rommel’s definition of risk and gamble. My own use of this is borrowed in part from remarks attributed to Rommel in Desmond Young’s book, Rommel: The Desert Fox. “A risk is a chance you take that if it does not work you have the means to recover. A gamble    is a chance you take that if it does not work you hazard the entire force because you do not have the means to recover.” Normally I believe to succeed, to gain victory, you must take risks and on occasion a gamble.

			Another consideration was what type of command posts would we use and what would each do to command this armored corps on the move while retaining accurate situational awareness. In the GDP scenario, a corps almost didn’t need a tactical command post, and it was hard to find doctrine on that at the time. When I assumed command of VII Corps, because of our GDP focus VII Corps had not practiced establishing a tactical command post: a smaller, more mobile HQ closer to front line units. The terrain and defensive mission did not demand that. We did establish one for our REFORGER January 1990 exercise and had some growing pains. So we had worked on that. After our initial concept briefing, I said we are going to use tactical command posts, we are probably going to have a couple, to keep up with the movement and the limitations of direct line of sight communications. My G-3 Colonel Stan Cherrie took that on and we formed a main TAC CP as well as two “jump” TAC CPs. And the corps main headquarters, it turned out, it got to be so big, with the add-ons and so forth, that I just told John Landry, Corps Chief of Staff, don’t even attempt to move it. It will take you four days to break it down, pick it up, move it, set it up again. Hell, this thing may be over by that time, so just stay where you are. What we ended up with was FM line-of-sight, push-to-talk radios to command a corps, which was a little different than the doctrine of that time. Stringing wire communications was totally impractical and satellite communications were notoriously unreliable and mostly unavailable. So FM was the only way to do this. I wanted to be close to our maneuver units, to be able to get around and talk face-to-face with commanders, to get an intuitive feel and picture in my mind what was going on from seeing and sensing up front and from continuous exchanges with my subordinate commanders. We ended up with a tight team able to keep up physically with the advance of the corps with accurate situational understanding. From essentially nothing to that performance was a great achievement by our G-3 operating under Colonel Cherrie’s leadership.

			Later I would estimate that my decision making after the attack began by getting about 20 percent of my information from staff updates; about 40 percent to 50 percent from input from subordinate commanders when I talked with them, what I was seeing and hearing myself, my own intuition, their judgments, and the rest from my own background, professional education, self-study, reading history and my experience. The old planning cycle for a corps was a 72-hour planning cycle. That was old Army corps doctrine. But that wasn’t going to work either, as this operation was going to go so fast. If orders to divisions reached all the way down to the Soldiers within 24 hours, that would be a huge achievement. But we would need to be even faster; we needed a system probably closer to 12 hours, so we had to get into a much more rapid tempo of orders and actions. We had to focus on mission orders, verbal orders, be inside each other’s heads so to speak, and have continuous common understanding. The team of commanders I had the honor to command and serve with could do that, as could our staffs at the various tactical command posts throughout the corps. But getting to that level took a lot of practice and talented staff officers and NCOs.

			Command on the move of large mounted formations is a set of military competencies all their own. Later after the war while at TRADOC, we would do a lot of work in the art and science on command on the move. New advances in information technology in sharing simultaneously information aided that.

			Yet most importantly, such competencies require judgment and continuous sharing of understanding gained through personal interactions in addition to staffs and commanders seeing the same icons on screens while separated geographically.
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			The Imperative of Trust for Commanders.

			Click here for video.

			So we almost had to create a whole new command climate and culture for that set of new conditions. Doing that requires considerable leadership skills at all levels and a good amount of social intelligence or emotional IQ. I don’t think that is unlike what this generation has been doing, that they’ve done in Iraq and Afghanistan, to create their own set of command climate and command methods to suit the mission. Not every set of command method fits everything, so you’ve got to adjust and adapt. The mission is important; carry out the mission at least cost to those entrusted to your command. Fulfill that trust.

			Shortly before we attacked in February 1991, I was talking to a group of Soldiers in 3d Armored Division about our attack plan by then published and being rehearsed. A noncommissioned officer stopped me, and said, “Don’t worry, general, we trust you.” I was stunned and humbled, overcome by my own emotions and almost could not answer. That NCO had captured, as NCOs frequently do when we have the patience to listen, the essence of command, fulfilling the trust of those entrusted to our command by the methods and judgments in decisions we use to accomplish the mission at least cost to them. I vowed to do all I could do fulfill that trust as CG VII Corps. I would later repeat that story in an article in Military Review on Battle Command in 1996, in the book Into the Storm, and repeatedly over the years to a variety of professional groups, most recently at West Point in my duties there as Class ’66 Chair, and then in a visit to MCCC at Fort Benning in February 2017. The point was always the same – fulfilling trust is the very essence of command and leadership.

			An example of the success of adopting command methods, of using mission orders to fulfill trust, was the deployment of the 2d Armored Cavalry Regiment. Their motto is, “Toujours Prêt,” I said to Don Holder, okay, I’m going to take you at your word, “Always Ready.” They responded just as a great cavalry regiment would. They reacted quickly to get ready, and deployed, and were in country on 6 December, inside 30 days, from a no notice start. Impressive. I sketched out to Don the tactical assembly area, and I told him generally, I want you to connect to the east with XVIII Corps, and also start your training in accordance to the priorities. I also want you to be the tactical screen, so you’ve got an operational mission here in case something happens. You have got to protect the infrastructure. That was about the extent of it, and he took it from there. So right away, we are using mission orders, here’s the task, now you figure out how you’re going to do that, how you’re going to position your squadrons and your footprint and so forth. That was all Don’s business, he could handle all of that; the regiment could handle it. So right away it was mission orders. They and all our leaders and units reacted the same way. They all would later do that in our rapid 89-hour attack. Superb.

			We started talking like that right from the beginning. If that’s the command methods we’re going to use to accomplish our mission, we need to start practicing those, even in our deployment. All commanders went about training to conduct large unit operations differently. To insure our intent was met I would go visit training and observe the differing methods while also seeing if they needed any additional resources to be successful. They each were talented, experienced commanders, had their own organizations to work with, knew their own talent and their capabilities in those organizations, so they all used different methods to get to the same goals.

			We wanted to train on some specifics we had discussed at that first training priorities meeting on 9 November. We also wanted to practice long-range gunnery. We wanted the Soldiers to fire their service or wartime ammunition. We negotiated with the local government to get some land to do that, and to fire depleted uranium in the desert. It is different firing a war time ammunition tank round. For example, it’s going about a mile a second and its accuracy is way beyond the normal training round accuracy of 1500 meters. After combat, as I made my way around thanking leaders, units, and Soldiers, I habitually asked what was the longest target hit. As I recall our longest target hit – described to me anyway – was around 3,300 meters, which is almost two miles. Since the majority of the corps were not combat veterans, you want to build some confidence with live fire wartime ammunition.

			We also wanted confidence in being able to move in the desert. I think of maneuvering as moving your own force and keeping that force in a coherent all arms posture as they move to a position of advantage over the enemy. Then as the battles go on to continue to move them to keep that advantage and that coherence. That usually is more tempo than absolute speed. Before you do that maneuver, you have to be able to move quickly to those places of advantage, to navigate. If you can’t get there with that whole coherent all arms team, then there’s no maneuver. So you’ve got to be able to move in order to maneuver; to get to places of advantage or phase lines or objectives by a certain time to gain positional advantage over the enemy. You want confidence to be able to do that. We had that in Germany. Now to gain it here in the desert with few or no landmarks.

			So we practiced to gain that movement and maneuver competency in that terrain. We did get some GPS. We had to pay a lot of money for those, and I think we ended up with over 3,000 of those in the corps. But with 50,000 vehicles, not everybody got one. Maybe there was one per platoon and one per company, one per troop, one per battery. Our aviators held them in their hands pointing through their greenhouse toward satellites. Sometimes during the day those satellites were not available. But we wanted Soldiers and leaders to get confidence in being able to move and maneuver in the desert.

			I also wanted all of our units to have some experience of firing at the actual enemy. That led us to start doing artillery raids as 1st Cavalry Division was doing their feints and demonstrations in the Rugi Pocket in the Wadi Al-Batin to deceive Iraqi forces about our location of our main attack. This mission was given to the 1st Cavalry Division and it served as more than just training. There was an operational practicality to it. I wanted the Iraqis to believe we were attacking up the Wadi Al-Batin when in fact we were going much further to the west. I also wanted artillery raids to destroy and degrade the Iraqi’s artillery within the range of the planned breaching operation. So we did that in these artillery raids, and that was orchestrated by our corps artillery commander, Brigadier General Creighton Abrams, and his staff using all artillery assets in VII Corps, to include our new members 1st British Armoured Division.

			We also turned to Stand-To, getting combat ready before first light, as well as did drills with NBC: mask, unmask, wearing the Mission Oriented Protective Posture (MOPP) gear, the protective gear.

			All that training builds confidence but also needed competencies to execute our mission. That all starts to build confidence, just like the old methods in the Cold War scenarios of the terrain walks and the wargames, that patterned themselves after the general defense plan. We had to build confidence in this new scenario, and that’s part of command methods. I played a lot of baseball, and I made myself a note in my journal that we needed to get some “batting practice” before we attacked. That was my terminology to myself, about how you gain confidence by Soldiers and leaders just going out there and executing needed training that mirrors skills you need for the mission. All this was part of forming teams and getting in place.

			As the weeks went by I checked in on as many units as I could, visiting from time to time, going out there to see how they were doing. My aide at the time Major Toby Martinez was my navigator and always got us to the right place in addition to keeping an impeccable journal of our visits and context of the exchanges before, during, and after the war. I had my own armored personnel carrier (M113). We went and visited the 1st Infantry Division and we were actually dead reckoning, navigating with just a compass, as we didn’t have a GPS in the M113. You know, when people see you roll up in a M113 as the corps commander, hop out and go visit them, that’s different than arriving in a helicopter with a cloud of dust and surrounded by security. So you get out and around, see how people are doing, how they are learning to navigate in the desert. One day I visited Major General Butch Funk on 5 February mentoring his 3d Armored Division in conducting a division attack using HMMWVs in a command post exercise. It was an extremely effective training technique. Butch had commanded at the National Training Center (NTC) at Fort Irwin in the California desert and knew what he was doing. Visits provided other opportunities. After the air war began on 17 February, we began to collect deserters from front line units of VII Corps. I wanted to visit our collection facility and interrogation facility, to ensure we all saw this together, that is the rule of land warfare rules and how we treated and interrogated prisoners was a mark of who we are and what we stand for. I also got to visit a hospital where a Soldier from the 2d Armored Cavalry Regiment was recovering from a training accident. When I asked what I could do for him, he asked to go back to his unit. After checking on his condition with the hospital commander, we put him on our command helicopter and took him back to his unit. His last name was McLemore from Troop B, 1/2ACR. Those examples gave me a great insight into the character and spirit of corps Soldiers and their intense preparations getting ready to fight and win. All our commanders were doing similar visits getting out and around during this period.
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			Figure 12.3. Lieutenant General Franks talks with his Soldiers. Photo courtesy of the author.

			Another reason I was visiting units personally was I needed to fine-tune my sense of time and distance in theater on that terrain. The Germans call it “fingerspitzengefühl” (roughly translated as flair). I didn’t have it for the desert, even though I commanded a cavalry squadron at Fort Bliss (1st Squadron, 3d Armored Cavalry Regiment) and spent a lot of time maneuvering at that level in the desert. So I was a little familiar with the desert, but I needed to recalibrate my thinking about how fast units can move in that set of conditions. I was good at it, I thought, in Germany, with all the moving around we did over roads and bridges and valleys and streams and rivers. But I needed to get a better feel personally in the desert. That’s another reason why I got around in a HMMWV, in a M113; so I had a pretty good sense of movement in that terrain by the time we attacked. I needed to get my head into the new situation, personally as a commander, so later my mind picture would be accurate as I heard reports on the radio or listened as commanders described actions during our personal meetings. It seems to me you have to set the right command methods that suit your mission to include working on your own competencies.

			There had not been a mounted corps level offensive operation in the US Army since Korea. We would be the first and we were on a mission to get this right and achieve victory as part of the Coalition. We all also remembered Vietnam. For me personally there was not a day I did not remember Vietnam and that broken trust with our Soldiers who went and did what our country asked them to do with great skill, courage, and teamwork. “Don’t worry, General, we trust you,” that non-commissioned officer had said to me on 15 February. There would be no fractured trust this time. We would all see to that. That was an unbeatable element of will in our attack.

		

	
		
			Go Early

			In offensive operations, especially with large mounted formations attacking at a rapid tempo, commanders need to be adaptable to change. That had been clear to us in our own operations since 8 November in forming teams and getting in place to train, then to fight and win.

			But first, a quick summary of our evolving planning for war, and the decisions made to take advantage of opportunities afforded by our Iraqi enemy, by our own higher command in adding forces for contingency missions, and opportunities we created for ourselves by being trained and ready.

			Concurrent with all the training for war, we began planning right after our leader’s reconnaissance to Saudi Arabia on 27 November, soon after we got the concept of operations from General Schwarzkopf. We were also admonished about operational security (OPSEC) and that he would deal brutally with anyone violating operations security. Because of OPSEC in Europe and because we were arguing to get our tactical assembly areas (TAAs) another 200 kilometers west toward King Khalid Military City (KKMC), I delayed starting war planning in Germany. Third Army and CENTCOM were also doing their own planning. Our mission never changed; “to destroy the RGFC in our sector of attack.” In our sector of attack, to get to where the RGFC were from the Saudi-Iraq border was about 150-200 kilometers. The RGFC in our sector at that point were the Tawakalna, Medina, and Hammurabi Divisions, the Jihad Corps of the 10th and 12th Armored Divisions, the 17th Armored Division, and the Al Faw Infantry Division. In between was navigable terrain and the Iraqi VII Corps with five infantry divisions (26th, 48th, 31st, 25th, 27th) and the 52d Armored Division in reserve. The Iraqi VII Corps had also established a complex obstacle along the Iraq-Saudi border that got less complex the further west from the Wadi Al-Batin. We had to breach that obstacle and get our combat units through that plus the necessary logistics and fire support maneuvered into the right combination 150 km forward for a rolling attack into the RGFC and sustain that momentum against the RGFC for as long as it took to destroy them.

			We kept adding forces to our own formation as the Third Army plan evolved. We added the 1st British Armoured Division formally on 24 December 1990 when I met with Lieutenant General Peter de la Billière, the senior British officer in the Theater, and we agreed verbally to conditions under which they would be employed even though we had orders much earlier in December. No written contracts, just two senior commanders who trusted each other and shook hands. It was there I met again with CG 1st British Armoured, Major General Rupert Smith, a superb officer and commander. We saw eye to eye on most everything right from that beginning. We also had been directed to send the 2d Armored Division (Forward) to join the US Marine Corps (USMC) attack to give them more combat power. I objected, as they were the third brigade of my breaching division, the 1st Infantry. Lieutenant General Cal Waller, General Schwarzkopf’s deputy, asked me for an alternative. I recommended the separate brigade of the 1st Cavalry Division, the Tiger Brigade, as 1st Cavalry as initially Theater Reserve would more than likely be sent to VII Corps, the main attack, soon after the attack began. General Schwarzkopf agreed and the Tiger Brigade went with 1 Marine Expeditionary Force (MEF). We also argued for more artillery so each of our attacking units could have an artillery brigade and were given the 75th Field Artillery Brigade who ended up firing the first ever Tactical Missile System (TACMS) missile against an SA-2 enemy air defense target successfully, and was Major General Ron Griffith’s supporting artillery brigade with 1st Armored Division.

			There were many plans, conferences, and map exercises (MAPEXs) where commanders exchanged ideas about maneuver space, maneuver options, and force allocation, to include especially fire support. These exchanges were sometime heated and always with professional candor. We were dealing with the deadly serious matter of warfighting against a real enemy and the best way to accomplish each mission and the overall theater mission at least cost to the Soldiers and Marines entrusted to us. We also had  to get used to new procedures for allocation of fixed wing air that differed considerably from NATO procedures. We also had to get used to working with Special Operations Forces (SOF) in our sector of attack, something a NATO corps never did. We solved that and got valuable intelligence from them on terrain and enemy forces. We also had two briefings with Secretary of Defense Dick Cheney and Chairman of the Joint Chiefs of Staff General Colin Powell. After the first briefing on 15 December 1990 Secretary Cheney said he felt better now. At the second briefing on 9 February 1991 he asked, “How will it all end?,” the strategic question of the campaign.

			All this was going on as simultaneously we were doing deployment and movement to our tactical assembly areas and doing intense war focused training. In the end we went from first units on trains to port in Germany on 19 November 1990 to our attack on 24 February 1991 with a four then five division 146,000 Soldier US and British VII Corps. 97 days. Then we attacked over 250 km in 89 hours, destroying the better part of 11 Iraqi divisions to include the two RGFC divisions then in our sector of attack that resulted in victory as part of the Coalition air-ground-sea attack that liberated Kuwait.

			UN Resolution 678 was passed on 29 November, which stated that if the Iraqis didn’t withdraw from Kuwait by 15 January of 1991, then all available means could be used to get them out. So that pretty well nailed it down for us, and we knew at that point, if they did not move, and there was no indication they were going to, that we were going to conduct an attack. So then the command visits and the planning were even more frequent. We did another leader recon from 6-8 December to get a feel for deployment and onward movement from that end, and then deployed the corps HQ on 13 December. During this time of developing the final plan plus simultaneously deploying and training, I liked to go around and visit subordinates before I came to a decision; listen to them, take a look at their units, see their sensing of things, include them in some thoughts and ideas that I was having. And then, from time to time, get the unit commanders together and talk over things in a group, wargame possibilities, and listen to what the collective issues were. All the time we were reinforcing our common understanding and teamwork, sharpening my own ability to communicate with each of them, using judgment to make decisions, plus I had an opportunity to listen and find ways I could help them and by extension the corps be successful. Later Merwyn Hayes and Mike Comer would write a book, entitled Start with Humility, where I used the expression, “to lead is also to serve.” That also works in senior level armored command in battle.

			The point of all this is that senior commanders are drawn in many different directions, necessarily so for the mission. They must have the professional and personal skills to handle all of that plus shield their subordinates who have their own competing demands to deal with. You have to fit into a new culture as it was in our case. We were a NATO corps now fitting into CENTCOM. There were procedures to realign to or discuss possible changes, like air allocation, changes to plans in rapidly moving situations, dealing with CENTCOM doubling as the land component headquarters located some 600 km plus from our operation, determining command post arrangements for higher HQ during the attack, and agreeing on procedures to give higher HQ continuing situational awareness. As I was to learn later, CENTCOM had run an exercise in July that almost anticipated the Iraqi invasion of Kuwait and possible responses, so they had shorthand understanding of the situation and we did not. There were also considerable command climate differences from NATO USAREUR to CENTCOM that took a lot of getting used to. Combining units to go to a contingency area will always involve these issues and large unit commanders must get used to them and deal with them. These were all elements of senior level battle command in an offensive mounted attack. It demanded every ounce of my own character, competence, and leadership skills as a corps commander. I owed that to the Soldiers and leaders of VII Corps.

			After the UN Resolution passed, our planning got intense. While in our tactical assembly areas we had some wargames at Third Army in Riyadh, XVIII Corps and us, and the Theater Support Command. Eventually the Third Army order was published, which tasked us as the main attack in a sector 120 km wide west of the Wadi Al-Batin, to attack and destroy the Republican Guards in our sector. At that point in time, our sector went directly north-northeast, and included all the Republican Guard’s forces. XVIII Corps was to attack west of us due north and cut Highway 8. After completing that mission, side by side with our attack, when we got to Highway 8 XVIII Corps would have been pinched out of maneuver room. They would have been sitting out there with 24th Infantry Division, 101st Air Assault, 82d Airborne, and a French light division; all that combat power. And so in discussions with my planners I said we need to come up with a series of fragmentary plans (FRAGPLANS) about how we were going to conduct our mission to destroy the RGFC in our sector. Such planning was dependent of what the RGFC tried to do or what we forced them to do. We developed seven FRAGPLANS to accomplish the mission. We also considered how our operation could possibly free up that combat power in XVIII Corps to join us in a two corps Army level attack to destroy the RGFC before they could escape the theater. I and my staff discussed this option with Lieutenant General Yeosock and Third Army. John liked the idea. Our corps planning challenge was to develop a campaign to maneuver the corps through a series of actions, some simultaneous, some sequential, some unpredictable that would capitalize on our success. Our plans had to allow us to maneuver in a rolling attack against the RGFC with sufficient combat power and logistics support in the right combination to sustain that attack to completion. It was operational art we had all talked about in theory. Here we were practicing it.

			We held a big wargame in a cafeteria in the Saudi military city called King Khalid Military City 6-8 January, where we put up brown paper to cover the glass windows for OPSEC. We went over the entire plan as it was then with each major subordinate commander briefing how they would execute their part of the plan. It was a great forum for commanders to listen to each other, air issues, get a sensing of the entire operation, and build common understanding. We even had BCTP assistance from Fort Leavenworth to set it up. The one major issue I still was not pleased with was the plan to breach the Iraqi frontline obstacle, then pass all corps combat, combat support, and combat service support units through in a column. That issue had been a continuing one ever since we put up maps in the basement of corps HQ in Germany. We needed to solve that in addition to formulating FRAGPLANS to execute the final attack to destroy the RGFC. I was also beginning to formulate my priority intelligence requirements, those five to seven questions I needed answered and by when. As an aside I really believe, especially these days given the enormity of intelligence collection assets, if senior commanders are not getting the Intel they want or need they are not asking the right questions. I always figured someone in the US government had the answer to my Intel question. It was a matter of getting questions to the right places with the right priorities then rapid dissemination of answers bypassing echelons to get it to the right place in time. Sometimes intelligence generating organizations do not understand the rapid perishability of tactical intelligence and the sense of urgency to get it to the right place in time. Missing the timeliness makes it history not intelligence. It was my responsibility to create those priorities and that sense of urgency and communicate when I needed the Intel. Later I would tell my own G-2 Colonel John Davidson, and the Third Army G-2 Brigadier General John Stewart, I needed to know by the afternoon of the second attacking day whether the RGFC were going to defend from current positions or would attempt to maneuver against us or try to escape the theater.

			We tried to have as much command chatter as we could. At that meeting, which took three days, I wanted to hear commanders’ ideas before we settled on a final plan. I wanted to hear what their concerns were, how they were going to execute their mission. It gave me a good idea of how comfortable or uncomfortable they were. When things are relatively static, when there’s no active operations going on or there is not much movement, as in defense, then the staff and commanders are pretty much together in understanding everything. You have a common understanding among you and your commanders and between you and your staff. But once an offensive unfolds, the attack begins and the battle is joined; when a plan gives way to the reality of chance, friction, enemy action, weather, movement across terrain at different rates, changes in missions, then the commander and staff tend to drift a little apart and situational understanding across the corps and the theater can vary considerably. That is not because people are not paying attention, but because the commander gets a different set of realities by going around the battlefield, by talking to subordinate commanders, by sensing the battle, by seeing some  of it personally, by seeing captured enemy, by seeing destroyed equipment. The staff has not had the opportunity to see all that. So you are constantly bringing it to them, and then they are getting a lot of information that maybe a commander is not getting, as commanders are out going around the battlefield.

			You are constantly recalibrating your own knowledge of what’s going on with your staff. The challenge of maintaining continuing common understanding and common situational awareness increases as the tempo of an attack increases and commanders work hard to overcome that challenge. As we began our attack, as I left Saudi Arabia, we used a Tactical Command Post (TAC), run by my G3 Colonel Stan Cherrie, and a Jump TAC to keep up because of the tempo of the attack and the width and depth of our attack and the limitations of line of sight radios. The Jump TAC was commanded by Lieutenant Colonel Dave McKiernan, who retired as a four-star. I was out with them, out visiting subordinate commanders, as our corps attack progressed. Meanwhile, the main command post (MAIN CP) portion of my staff was still in Saudi Arabia. They never moved during our attack but were valuable to stay in touch with higher HQ some 600 km to the rear in Riyadh and collect intelligence using communications the TAC did not have and doing future operational and logistics planning. Yet, the longer the corps attack went on, the less battle reality they were aware of because they could no longer hear radio transmissions. So we had to rely on updates often sent verbally at prearranged times. Those updates were also going back to Third Army and then to CENTCOM, back to Riyadh, a distance like from Paris to London, and six floors down underground. In Riyadh, I later found out, they were often 24 hours behind. That was a reality of communications of the day and the positioning of command posts. We did have liaison officers with us from Third Army who often could also relay movement and position information to Third Army HQ. That was a huge change from our exercises in Europe where HQ tended to be much closer together. Better communications these days solves some of that. Yet ensuring common understanding and situational awareness with higher HQ is vital to campaign success and takes much effort. It is vital to battle success and informed judgment and decision making. President Lincoln visited the telegraph office every day during the Civil War to keep himself informed. We have come a long way since then with information distribution, but the issue of currency and common understating remains for senior HQ.
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			General Franks Discusses the Importance of Shared Situational Awareness.

			Click here for video.

			Later, as Training and Doctrine Command (TRADOC) Commander, we talked and experimented a lot about command on the move, and all of the command techniques that took, including the technical capability to keep people linked together, and give people a common situational understanding. It was really hard for us in those days and it will again be a challenge if we ever go on an offensive operation, even as electronically linked as we are now, to keep up a common situational awareness. You can see all that on screens, but you have got to sense and feel some of it as well: morale and spirit in Soldiers and units, a sense of the will and courage, and also how tired Soldiers and leaders are, how stressed they are given the tactical situation, and how commanders are dealing with all that. Plus you want to listen to see if they need anything to exploit success or eliminate vulnerability and how urgent all that might be. You have to read Soldier and leader body language, you have to have a certain amount of emotional intelligence as you’re going around doing all that, where people are communicating to you sometimes nonverbally. Most importantly, force of will gets communicated during those brief but vital visits. The only way you can get all that is by being out there with Soldiers and continually positioning yourself where you can add value and best influence accomplishment of the mission at least cost to your Soldiers. Just because staffs at your headquarters or your command post, however big or small they are, know where everybody is, doesn’t mean they’ve got the same feel for the situation as Soldiers and leaders who are actually out there on the ground, in the arena. Looking at the same electronic screen even with the same display but in different geographic locations does not mean you have common situational understanding.
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			Figure 12.4. Greg Fontenot’s TF 2-34 Armor Unit Effectiveness Chart. Graphic created by CAC History for the authors.

			I recall, after Desert Storm, I asked Greg Fontenot, who had been Chief of my planning group at TRADOC after the war, and who commanded 2-34 Armored Task Force in the 1st Infantry Division, to draw up a chart about combat power, and so he did. He had a combat power on a vertical axis and time on the horizontal axis. So he tracked fuel, availability of major equipment like tanks and Bradleys, ammunition, and then sleep. On the bottom axis he had how much sleep Soldiers were getting each day from two hours, three hours, to zero – zero! By the end of the fourth day, his combat power dropped down to below 70 percent, even though his equipment, fuel, and ammunition showed it was up in the high 90s. That drop in condition came from a lack of sleep for Soldiers and leaders.

			Senior commanders need to pay attention to that human dimension, continually and personally. Warfare in our era remains an intensely human activity. Behaviors are contagious. Courage, strong will, resiliency or coming back quickly from a tough setback, enthusiasm, and positive attitudes are all contagious. But Soldiers and leaders get tired; they’ve seen casualties, maybe seen some of their friends die or get wounded or be medically evacuated. That all takes it out of you and might turn those positive contagious behaviors the other way. Senior commanders need to ensure all that gets factored into major unit operations on the move, at all levels. All that needs to factor together, to see when you’re going to reach a culminating point. Then how much can you ask of a unit from there? I recall on the morning of 27 February, going out to visit 1st Infantry Division TAC CP in the morning after they conducted a forward passage of lines through the 2d Armored Cavalry Regiment in contact, then an all-night attack on the 26 February immediately after. They later called it “Fright Night.” They had completed the breach operation, moved well over 100 km in bad weather, passed through the 2d Armored Cavalry Regiment in contact after the Battle of 73 Easting, and then they attacked all night. I saw Iraqi prisoners and their condition. I talked to some of the aviators who had flown all night long, and heard from them what they had seen and what they had attacked and destroyed. I went into their tactical operations center and got a sensing for how upbeat they were, full of enthusiasm about what they had accomplished and deservedly so. I talked to Brigadier General Bill Carter there and Major General Tom Rhame by radio; he was further forward. My orders to them that morning were not in full military terminology. I was looking for something motivating to spur on their pursuit when I looked at the map and noticed, just at the edge, some blue of the Persian Gulf near their objective. I told them to continue to attack toward objective Denver and to go for the “blue on the map” because that would be bringing the ships to take us home when victory was complete. I came out of there thinking they’re still on the top of their game, and we were transitioning to a pursuit in their sector; they would swiftly get this mission accomplished. But I also knew that 1st Infantry Division maybe had another 24 hours in them and they were just not going to be capable of doing a whole lot more for a while, for another 24 or 48 hours. But you don’t get that feeling unless you go out and talk to Soldiers and leaders, especially in a fast moving operation. At the senior command level you always need to factor in the human dimension of combat.

			Later, upon some reflection, I would say this:

			Modern land warfare is tough, uncompromising, and highly lethal. The enemy is found and engaged at ranges from a few meters to thousands of meters. Casualties are sudden and unexpected even though you know they will happen. Because of that, commanders and soldiers at every level are aware not only of the tactical, operational, and strategic problem solving demands of war but also the intense human dimension. They know results are final and will be frozen in time for a lifetime. Objectives are achieved but always at a cost to your soldiers. It is why at all levels the aim always is mission at least cost. Often that least cost is achieved by seizing the initiative and by bold action. Commanders and soldiers have to feel it all to really know what to do. But in feeling it all they must not be paralyzed into inaction. They must decide, often in nanoseconds, make the decision stick, and go on. They must feel but they must also act. They cannot give in to second guessing themselves nor to their emotions. That is what makes combat leadership so demanding. It is why commanders train hard and continually throughout a professional lifetime so they can make the few tough decisions they have to make in battle to put their soldiers at the best possible advantage over the enemy. Soldiers trust battle commanders to be able to do that, but also to assume responsibility when things do not go as planned and quickly make the right adjustments to keep them at that advantage.4

			But back to the planning. Our initial VII Corps plan called for all of the corps to pass through the breach. One division after the other in column. The 1st Infantry Division would conduct a breach of that complex obstacle in front of the 26th Iraqi Division, then the entire corps would pass through that, to include the Brits. I never did like that, nor did my planners. It would take way too long. The reason for this scheme of maneuver was the threat of the Iraqi 7th Corps extending their obstacle system west to our border with XVIII Corps. If they were not able to do that we would have approximately 40 km of opening to fit our enveloping force through: the 2d Armored Cavalry Regiment followed by the 1st and 3d Armored Divisions. So, borrowing from football, I came up with the idea of calling an “audible” to our plan. As we came up to the line of scrimmage (the Iraqi defense) if we saw that opening I would call the audible and pass our enveloping force around to the west. I also thought we needed a deception scheme to make the Iraqis feel as if we were going to attack up the Wadi Al-Batin and keep their focus over there while our main attack was almost 100 km to the west.

			Our knowledge of the Iraqi 7th Corps infantry frontline divisions was mostly learned from POWs. They were decimated by desertions caused by our artillery raids and the air campaign, health problems, officer desertion, lack of will, and some health problems. But they had a reasonably competent defensive design. They wanted to construct a complex obstacle that got less complex the further west they went. Their last division in that scheme was the 26th Infantry Division. That division refused their right flank as we faced them, their left, by placing a brigade obliquely curved backwards to protect that flank. They tried to do that in a reasonably competent way. However, they extended it too much in depth, so that last brigade that was refusing the flank was separated from the main body of the division, by some 40 to 50 kilometers and out of communications. So it was not very skillfully executed.

			That still left a gap from the west of that 26th Division of some 40 km west to our corps boundary. I had tried to get our corps boundary extended west to give us more room (a 120 km wide attack sector in the desert had us cramped) but Lieutenant General Yeosock turned me down as XVIII Corps did not have movement assets to get any further west according to Third Army (one of those intense planning issues you raise as a senior commander and argue your case but then accept the decision once made). If the Iraqis did not build an obstacle west to our boundary we would have an opening to fit our cavalry regiment and two armored divisions in that space. Tight but doable.

			On 2 January, I watched one of our engineer battalions build an exact replica of the Iraqi multiple defenses, given the tank ditches, and mines, and barbed wire. As I watched that and their construction pace, I figured our engineers were twice as good as the Iraqis, and especially given the air campaign that was going on then, and our artillery raids, that the Iraqis did not have the capacity to extend any further west. That led me to call the audible mentioned above during our 6-8 January MAPEX with all commanders in KKMC, changing from the previous one of all corps units through the breach to only the 1st Infantry doing the breach then the 1st UK passing through and attacking and destroying the Iraqi 52d Armored Division or their tactical reserve right behind their front line divisions. Our main attack would shift west to the 2d Armored Cavalry Regiment as offensive covering force followed by the 1st and 3d Armored Divisions. My G-3 and I flew out to look at the terrain and agreed it was doable. I also asked Major General Griffith, 1st Armored Division CG, and Major General Butch Funk, 3d Armored Division CG, if they could do that. They both said yes after looking for themselves. Because the 1st Armored Division had the furthest to go on our attack, I gave them a 25 km or a two-brigade front and the 3d Armored Division 15 km so probably brigades in column. That both commanders adapted quickly to make this happen was yet another indicator of our intense teamwork and of the depth of our leadership and the rapid ability to adapt that brings. That whole planning effort of our “audible” convinced me of another truth of commanding large units. That is, you have to be intensely competitive, to have an iron will to win, that translates to constantly looking for an edge over the enemy, and always positioning your forces and combinations of forces supporting to keep that edge over the enemy until victory.

			Another opportunity presented itself for our deception scheme in the form of an Iraqi threat. We got warning in intelligence that the Iraqis may try a spoiling attack down the Wadi Al-Batin that they had done in Kanji over on the east coast. They had the forces there that could probably have done some of that. For this threat we were given a brigade of the 101st Airborne Division. They responded rapidly and conducted an air-mobile assault over to our area. As they started digging defenses to prevent a spoiling attack the weather turned to heavy rain. I went out to visit them arriving in my HMMWV because it was a no-fly day. The troops were doing the best they could in the rain and thick mud but they needed help. So I called my chief, Brigadier General Landry, and said, “Get everything that can dig in the corps that’s close to here, and send it over and help these troops out.” So he did, and with that help they constructed a defensible position.

			We had been given tactical control of the 1st Cavalry Division on 8 January; they were totally in the theater at that time. They had moved west and were now located near King Khalid Military City. I called Major General Tilelli and chopped that brigade to him, and told him he was in charge of the defense. And so he subsequently maneuvered his division up in front of the brigade of the 101st Airborne. It occurred to me that this was the same area I wanted to conduct our own raids and demonstrations to deceive the Iraqis that we were attacking there and not 100 km west. So I thought, after we deal with this threat by preventing or at best deter the Iraqis from doing their own spoiling attack, I could use the 1st Cavalry Division to conduct our deception attack. They now were part of VII Corps and would remain so until 24 February when they would revert to CENTCOM reserve.

			I had initially given the mission to 3d Armored Division, our temporary VII Corps reserve in our attack, to do the spoiling attacks out of their forward attack position. They would then join the attacking enveloping force, but this would result in a considerable delay caused by them having to catch up and be at the place 150 to 200 km deep to form our three-division fist to destroy the RGFC. I now had an alternative.

			Given now that VII Corps had given tactical control of the 1st Cavalry Division, I said I didn’t need to use the 3d Armored for that mission and can call that audible placing them aside the 1st Armored Division behind the 2d Armored Cavalry Regiment as our main attack. We did that. So, I left the 3d Armored Division where they were and used the 1st Cavalry Division to execute the feints and demonstrations to make the Iraqis believe we’re attacking up the Wadi Al-Batin when in fact our attack was 100 km west. That started the war for us well before the actual attack on 24 February. Subsequent questioning of Iraqi prisoners of war (POWs) after the war by our VII Corps G2 section and recorded in a booklet I had asked our G2 Colonel John Davidson to put together, The 100 Hour War, How the Iraqi Plan Failed, showed that deception really worked.

			So the 1st Cavalry Division began these feints and demonstrations in what we called the Rugi pocket. Some of them were sharp engagements. They were skillfully and courageously done. Some were brigade level operations. They resulted in considerable attrition of Iraqi forces but we also took some casualties. One 1st Cavalry Division Soldier, Private First Class Ardon Cooper, 2/5 CAV, 2d Brigade, was awarded the Silver Star posthumously by selflessly and courageously shielding his wounded comrade and he was killed in action doing that. We also did a deep attack with an Apache battalion from our corps attack aviation 11th Brigade to further damage Iraqi forces and give our own aviators experience in conducting those types of attacks. Then we worked in artillery raids, because we wanted to destroy Iraqi artillery in range of the breach. And I also wanted our units and Soldiers to get a feel for, and confidence in, firing against the enemy. So that was all orchestrated by our corps artillery commander Brigadier General Abrams while Major General Tilelli and his 1st Cavalry simultaneously kept up the sharp tempo of the feints and demonstrations. Again, back to the density of leadership in the organization. They could rapidly plan and execute all this. Following reduction of the Iraqi preemptive attack threat and the beginning of the feints and demonstrations by the 1st Cavalry, the brigade of the 101st went back to their parent unit, then moved west with XVIII Corps.

			Meanwhile, we needed to get from our tactical assembly area to attack positions near our attack line of departure. Looking at the map reminded me why force placement is important. It occurred to me that we were in a position to go from east to west into our attack positions in the same relative formations that we were later going to go in our actual attack. That meant the Brits could make a forward passage of lines through the 1st Infantry Division into their attack positions. And then the 1st Infantry could move forward of them, getting ready to do the breach. And the 1st and 3d Armored Divisions, with the 2d Armored Cavalry Regiment out in front as corps covering force, could conduct a 180 kilometer move into attack positions with the same configuration we were going to use in our actual attack. If you get the force placement about right it opens other opportunities for you, and in this case it did. It let us really rehearse, without opposition, the movement that led to the real maneuver, our turning movement or left hook, the right turn in a rolling attack into the Republican Guard. That all traces back to getting the force placement about right from the beginning. It was also another opportunity taken to add value to the mission and sharpen our readiness to fight and win.
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			Franks on Choosing the Right Unit for the Mission.

			Click here for video.

			Who you choose for what missions is also clearly vital to victory, to achieving your mission. This is especially true for large organizations, as you cannot easily change your mind later. The first day at Gettysburg, 1 July 1863, General Meade, new Union Commander since 28 June, led with his best cavalry division commander Brigadier General John Buford and his best corps commander Major General John Reynolds commanding a wing of three divisions to move north into what was his most challenging sector. In World War II in Normandy, General Bradley picked the veteran 1st Infantry Division and the newer 29th Infantry Division to attack at Omaha Beach on D-Day with V Corps and VII Corps to attack Utah Beach with 4th Infantry Division.

			I determined early on that I wanted the 2d Armored Cavalry Regiment to be our offensive covering force. They had a veteran commander in Colonel Don Holder, knew that mission well, and were quick and bold in their actions. They were a perfect fit. I wanted the 1st Armored Division, commanded by Major General Ron Griffith, since that was a VII Corps unit, to be my outside division with the furthest to attack. We knew each other well from our own training well before this operation and could communicate quickly. I wanted 3d Armored Division, which was a unit of the V Corps, to be the initial corps reserve, and from that the inside division. The 3d Armored Division was commanded by Major General Butch Funk who had previously commanded the National Training Center at Fort Irwin in California, and was able to deal quickly with a variety of contingencies in the desert that they did skillfully and boldly. I wanted the 1st Infantry Division to do the breach, since they had just recently done some of that at the National Training Center. Plus their division commander Major General Tom Rhame had volunteered to do the breach and was then prepared to do more. I gave the British 1st Armoured Division commanded by Major General Rupert Smith the mission to attack the Iraqi tactical reserve after discussing that with him. Especially with allies you want to give them a mission that’s within their capabilities. They want to be successful as well, as a matter of national pride. Their swift and aggressive accomplishment of that mission was vital to our overall attack success. We had an entire corps artillery organization commanded by Brigadier General Creighton Abrams, a superb trainer whose staff expertly coordinated the actions of our four corps artillery brigades. Our aviation deep attacks were conducted by our 11th Aviation Brigade, commanded by Colonel Johnnie Hitt, who personally was always at the right place when I needed him. Our separate brigades used initiative continually in adapting their own plans to our changing orders. Our logisticians led by COSCOM CG, Brigadier General Bob McFarlin, and using corps support brigades with each division, and on their own initiative positioning fuel and ammo forward, always kept up right in line with our intent. It was a superb team all the way around and I was honored and proud to lead them into battle. Choosing units for missions is a vital decision for commanders of large formations in the attack.

			But our corps operation was not in a vacuum. It had to be nested in Third Army’s plan as well as CENTCOM’s plan. It also had to fit the strategic goals for the campaign as set by our Commander    in Chief, President George H.W. Bush. The overall CENTCOM and Third Army plan for land forces had Third Army’s two corps, XVIII and VII attacking west of the Wadi Al-Batin into Iraq. Just east of VII Corps was Joint Forces Command-North (JFC-N) that included the two-division Egyptian Corps commanded by General Salah Halaby, who would later become Chief of their Joint General Staff, who would attack from Saudi Arabia. To their east was the 1st Marine Expeditionary Force who was to attack due north toward Kuwait City. To their east was Joint Forces Command-East (JFC-E), the other half of the combined allied corps commanded by General Khalid bin Sultan of Saudi Arabia. The attacks toward Kuwait City were planned to begin at first light on 24 February 1991 and cause Iraqi forces in theater to include their RGFC forces to focus attention there and even move toward Kuwait City to reinforce. In addition, CENTCOM and the US Navy had also conducted an elaborate deception scheme to lead defending Iraqis to believe there was an amphibious attack to land just north of Kuwait City. It had the effect of pinning down the entire Iraqi IV Corps defending the beach area. VII Corps and XVIII Corps were to remain hidden away from the border to avoid detection. Our own VII Corps raids and demonstrations by the 1st Cavalry Division in the Wadi Al-Batin just west of the Egyptian corps added to the overall deception scheme as well as our own in our sector. Following the first day attacks, Third Army was to attack at first light on 25 February 1991.

			In VII Corps, all our timing and synchronization of fires, positioning of ammunition, and movement was based on this timing to include: time to complete the breach by 1st Infantry; pass the British through under cover of darkness; while simultaneously attacking with 2d Armored Cavalry Regiment as corps covering force, and following with 1st and 3d Armored Divisions in an envelopment attack west of the breach through that 40 km opening. The timing determined our rehearsals, wargames, map board exercises, and Rehearsal of Concept (ROC) drills at corps level and every echelon of command. We had planned two-hour preparatory fires into the breach using two separate artillery brigades plus the division artillery of both the 1st Infantry and British 1st Armoured all planned and coordinated by our corps artillery under command of Brigadier General Creighton Abrams. Our corps logistics command, 2nd COSCOM, had planned to follow through the breach and establish log base Nelligan just north of the breach with fuel storage of 400 vehicles and 1.2 million gallons to fuel the attacking enveloping force of two armored divisions and a cavalry regiment (one armored division in those days used about 800,000 gallons of fuel a day). All our forces were in position to execute this attack. We had planned deliberately and were ready to attack violently.

			In his book, Battle Leadership, translated from the German while George Marshall was deputy commandant of the Infantry School in the early 1930s, Captain Adolph von Schell explains there are two types of surprises in battle leaders must be prepared to deal with and even exploit: the “psychological” surprises of human behavior and the extraordinary acts of valor that will take place enabling success, and the second caused by enemy actions. To that I would add a third. Those are decisions from higher headquarters with no warning or hint of change ahead of time, necessitated by many factors most difficult to predict ahead of time. But they happen and you have to deal with them. The normal practice, if you can, is to issue a warning order to give subordinate units time to think about changes and anticipate.

			Ever since we got the no notice order to deploy on 9 November we had been dealing with changes; some minor, some major. Some were caused by changes at higher HQ; some we did to ourselves. You try to keep those at a minimum but they happen. We changed our TAAs west some 200 kilometers in late November. We changed our own plan to call the audible placing our enveloping force west in a tight opening afforded by the Iraqi defenses instead of passing the whole corps through the breach. We used the 1st Cavalry in our deception raids and demonstrations in the Rugi pocket. We adapted to the sometimes-erratic strategic lift flow of units fragmented on many ships, and also adding the 1st Infantry (Forward) as our port command authority allowing us to get to the desert to train for war. We kept adding needed formations to the corps as they became available. Dealing with change can have a positive effect for large units if you deal with them in a positive way, learn to adjust rapidly, and learn to do them better each time. In a way they condition you and your unit for the chaos and changing nature of fast moving offensive operations where you need to adapt and adjust more rapidly than your enemy to keep the edge for your Soldiers and leaders and keep that edge and initiative until victory is won.

			The first morning, 24 February, and unknown to me at the time, the Marines were fairly successful in their early attack, and so the concern was that maybe their left flank was exposed creating a vulnerability that might slow or stop their attack toward Kuwait City. General Schwarzkopf asked Lieutenant General Yeosock if he could move the Third Army attack up to attack one day from 25 February at first light to today 24 February. He first called XVIII Corps, and then he called me, and said, “Fred, can you go early?” He also told me XVIII Corps had agreed to go early on a two-hour notice. I figured it was a rhetorical question. Not, “Can you go early?” but “When can you go?”

			I took a deep breath and in a flash thought instinctively about the magnificent team of commanders and Soldiers we had, the depth of leadership, that we have been through all the wargaming, preparations and timing synchronization and day-night considerations, and we had developed intense close teamwork relationships with subordinate commanders and throughout the corps.

			So I immediately told Lieutenant General Yeosock,

			“Yes, we can do it,” I told John, after a pause of no more than a second or two. “Tell the CINC yes, but I still want to talk to my commanders. XVIII Corps said they could go on two hours’ notice, Yeosock answered. How does that sound to you? Based on how soon the Egyptians can get ready, it looks like 1500 at the earliest. Take that as a warning order, with a confirmation at 1300, for a 1500 attack. Sounds OK to me, but I still want to talk with my commanders.”5

			So I did. I talked to each one of them. And they all said yes, they could go. As a matter of fact, Tom Rhame said, “We can go at one o’clock instead of three.” Which is also what XVIII Corps had told the Third Army. So I called John back about 1130 and said, “We can go, but I’d like to go now, or one o’clock.” This was because we had wargamed this out, and if we had attacked the second day at daylight, we would finish the breach in daylight, and pass the British 1st Armoured through the breach in the cover of night, and then they could immediately begin their attack the next day to destroy the Iraqi tactical reserve. And meanwhile our 1st and 3d Armored Division, led by the 2d Armored Cavalry Regiment, could move without interruption all the way up into a rolling attack into the Republican Guards. I figured if we began at 1300 we had a reasonable chance of finishing the breach during daylight and our timing would be the same as if it would have been the second day. That was not to happen. Instead, we got the order to attack at 1500, three o’clock.

			In addition to adjustments by maneuver forces, our corps artillery would have to make significant adjustments to get firing units into place, and ammunition placed. Brigadier General Abrams advised me he could only get enough ammo placed for preparatory fires of 30 minutes instead of two hours. It occurred to me that if our wargaming and enemy analysis had necessitated a two-hour prep, what kind of risk were we taking with now only 30 minutes. That factored into discussions and I thought the risk acceptable.

			We had designated as crossing site commander at the breach site, Major General Gene Daniel, Corps deputy CG, with another what we called “jump TAC CP.” They were in position and could also handle the change. Having him as crossing site commander also helped enormously with coordination of passage of units, fires coordination, and passage of other corps units through that site later. For example, the 42d Field Artillery Brigade, after the firing of the initial prep and following passage of the 1st British Armoured Division, would also pass through the breach, then move on their own cross-desert almost 100 kilometers to link up with a moving 3d Armored Division. The depth of leadership advantage and intense teamwork of our large organization was everywhere apparent.

			I could also imagine the time needed to get the new order out and allow some explanations by commanders to Soldiers without breaking confidence we had in our well-rehearsed scheme of maneuver and coordinated fires and logistics. From me as corps commander to a tank crew there were seven echelons of command. It was no small undertaking. But in reflection it was a great example of the value of the depth of leadership and the US Army’s continuing focus on being trained and ready to fight and win this kind of fight over the past almost 15 years. Win the first battle of the next war. Train as you fight. Fight outnumbered and win. It was an Army identity, an ethos, a creed we all believed in for a long time and practiced like Olympic athletes to execute. We were trained to a razor’s edge of combat readiness to fight and win a mounted all arms combined arms fight against the best in the world. That gave us the ability to rapidly adjust within that type of war to do almost anything asked, or to even adjust to other types of warfare as our nation might demand as happened later and on up to 2001, 2003 to Baghdad, and to the so-called surge.

			So I ordered Colonel Don Holder to attack at 1430 to get our covering force moving. Corps artillery quickly adapted and reduced our prep fires from two hours to 30 minutes. That prep involved the coordinated fires of the artillery of the 1st British Armoured Division and the artillery of the 1st Infantry Division. It involved the artillery of the 142d Field Artillery Brigade of the Arkansas National Guard, and of the 42d Field Artillery Brigade. So that’s essentially four brigades of artillery, 12 cannon battalions and four MLRS batteries that the corps artillery commanded. The density of leadership available as well as experienced planners at senior headquarters and their Soldiers made it happen. They compressed all that from two hours to 30 minutes. They fired 5,500 cannon rounds, and almost 500 rockets in a half an hour. But the fact was that the corps, the commanders, the units and Soldiers, and the artillery, and the Brits, in the short time we had to make adjustments gave me an estimate that, “Yes, we can do this. As a matter of fact, we can do it quicker than we were asked to do it.” That was a tribute to them all and I was at that moment even more honored and proud to be their commander. I attribute such agility to keeping your head in the game, keeping focus on what’s important, the mission, the plans and training to execute the mission, the possible adjustments that are going to need to be made, and being able to absorb the chance, and friction, and even surprise by your own side and the enemy, and make it all work to your advantage.

			We had two big surprises in the war. One was attacking early, and the other one was stopping after eight o’clock in the morning of 28 February. Nonetheless, those are things you deal with. As a commander, at all levels, you should always remember that battle is chaos on a large scale. You’ve got to be relatively good at, and comfortable with, dealing with chance, friction, or luck and not be put off by the lack of order and changes. I think sometimes we get too enamored with the goal of everything has got to be neat and orderly. Order is not the goal. Winning is. So, in battle, what you’re trying to do is not establish order. You just want enough order that your attack has got some kind of all arms coherence and retains the initiative, keeps the continuous edge over the enemy by the decisions and force placement, the timing of attacks, tempo of movements to ensure concentration when you need it, reacting to and exploiting opportunities. And it doesn’t matter if it’s a little disorderly, if one unit is a little out ahead of the other, or if the plan changes. It is not the plan that is important but the planning that gains everyone common understanding, that forms a base from which you can adjust as you surely know that is necessary as your plan confronts the realities of battle, and the terrain and weather you confront. As long as you retain all arms coherence and retain the initiative you can press on through changes, as we did here, and win victory. Wars are fought to achieve strategic objectives leading to victory and tactical battles get arranged in sequence or simultaneously then fought successfully to enable that strategic success. Tactical battles are not ends in themselves.
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			Figure 12.5. VII Corps Attack and Turn to the East. Map created by CAC History for the authors.

		

	
		
			Turn East Attack to Destroy the RGFC

			Our mission was force-oriented and not terrain-oriented. That was clear from the very beginning of our first briefing on that early leaders’ recon in November. Following our commander’s wargame 6-8 January 1991, and our own plan being published on 13 January, then the audible putting our enveloping force west into the 40 km opening left by the Iraqis, we went through a series of FRAGPLANS   based on our intelligence and what we thought the Republican Guard was going to do. Those seven FRAGPLANS that we had begun developing the end of January, each had as their objective destruction of the RGFC in our sector. They varied based on what the RGFC chose to do or was forced to do by our own surprise direction of attack and some effects of the air campaign.

			If the RGFC stayed about where they were or repositioned or moved forward to defend from where they were, the plan that made the most sense to me was our FRAGPLAN Seven. That alternative was to make a decision after the success of the breach and about 12 to 24 hours in advance of when we estimated execution, to turn VII Corps 90 degrees east and attack and destroy them with a three division fist. It would also require me to maneuver the corps and our logistics and fires plus attack aviation over those two days so we got to that point and could attack in a rolling coordinated attack from the move after turning the corps 90 degrees. I wanted a fist to slam into the RGFC, not individual fingers poking at them. I also wanted it to happen on the move. The early estimates were we would have to stop and refuel and rearm in front of the RGFC then attack. I did not want to do that. I wanted to maneuver the corps so we had a rolling attack with that three-division fist. To punctuate this main attack, and even though I am not usually given to dramatics as a commander, I would pound the map with my left fist to emphasize the point as well as no halts in front of the RGFC. We even named our final phase line just before getting to the RGFC, “Smash.” (The principal planner of this FRAGPLAN was Major Nick Seymour, a British officer who named two of the objectives “Minden” and “Norfolk.”)

			We also had an agreement from Third Army that this would trigger a Third Army order that opened an attack lane north of VII Corps for XVIII Corps to also attack east. Rather than VII Corps pinching out XVIII Corps, both corps would form a two-corps, Third Army attack east toward Basra and Highway 8 to destroy the RGFC in what was now Third Army sector. General Waller agreed with this when he was acting Third Army commander for a while when General Yeosock went to Germany for a gallbladder operation. Then John agreed with it when he got back. That VII Corps would turn 90 degrees, our FRAGPLAN Seven, activate a border, east-west border between us and XVIII Corps, and we’d end up with a two-corps, west to east attack to destroy the Republican Guards in the Kuwaiti theater. Third Army eventually published their own FRAGO to that effect. And with air controlled by CENTCOM and General Horner, the theater air commander would seal that Kuwaiti theater off, and we together would destroy the Republican Guard. That was the general scheme of maneuver to end the war.

			And so the afternoon of the second day (25 February) and with the battle going on just to our east, I convened a huddle out in the middle of the desert with our Chief of Staff, and G2, and planners from our main command post, and Colonel Johnnie Hitt, the 11th Aviation Brigade Commander who had flown to meet at a spot in the desert sand. There was no particular terrain feature but the spot is one of historic consequence for all of us. The 1st Infantry Division had finished the breach and were finishing passing the 1st British Armoured Division through who already were attacking the rear of Iraqi VII Corps and beginning to approach the Iraqi tactical reserve the 52d Armored Division. CENTCOM still retained the 1st Cavalry Division as theater reserve so I was thinking of where I might get the third division   of our fist. Our G2 had the intelligence from John Stewart on the early afternoon of 25 February that the Republican Guards were going to stay where they were. I said, “Okay. We’ll execute FRAGPLAN Seven.” And that was the key decision that turned the corps 90 degrees east, what we later called a left hook, or turning movement. (Later the Army War College made a print of that scene). That order also called for an attack deep in front of our fist by our 11th Aviation Brigade toward Objective Minden. All that of course had to be turned into orders from both our TAC CP to our attacking units as well as from our Main CP to the rest of the Corps to include Corps artillery, our eight separate brigades, our COSCOM, and also to our higher HQ in Riyadh over 700 km from that small piece of sand. We also had to inform our higher HQ because it triggered the Third Army FRAGO. All the drills, rehearsals, BCTP exercises had us trained and ready to accomplish this rapid execution. We also had to maneuver the corps and separate units in it: maneuver units, fires, and logistics; at such a tempo and direction that our corps would roll into the attack coordinated – an all arms concentration with the means to continue the attack for as long as it took to destroy the RGFC in our sector, our mission. It was no small feat as some units only got the graphical control measures posted on their maps by the next morning. The G-3 planner of 3AD, Major Rosie Rosenberger wrote the 3d Armored Division FRAGPLAN to execute in longhand on a yellow pad and reproduced it. But they got it done and continued moving even while positioning their units and the fire support and the deep Apache attacks by our aviation brigade twice to Objective Minden to execute that order. It was command on the move supported by savvy, talented commanders and staff with courageous, confident, bold small unit leaders and Soldiers in an attacking armored corps team confident we could execute that maneuver and achieve victory. The old 72-hour planning cycle of a corps to make a major change of orders was reduced to inside 24. Training, teamwork, and trust in each other made it happen.

			Incidentally, there never was a “Hail Mary.” That was way out of line. A Hail Mary is an act of last minute desperation to just throw the ball up toward the end zone in football and hope for the best. We definitely were not in any “Hail Mary” situation. We were an attacking armored corps of almost 1,600 tanks and over 700 infantry fighting vehicles, some 200 Apache attack helicopters, and four artillery brigades in addition to each division having their own division artillery skillfully executing a rapid rolling attack maneuver that turned 90 degrees into a two-day armored attack of the RGFC and achieved our mission and victory. There had been nothing like that since World War II and given the size of it, nothing like it, ever.

			I recall describing it to journalist and author Rick Atkinson after the cease-fire that we had executed what amounted to a left hook into the RGFC, a turning movement that had the effect of turning Iraqi forces in the Kuwaiti Theater out of position and into retreat. He picked it up and used it. This was a VII Corps initiated Third Army maneuver, approved by the Third Army Commander. One issue of senior command that arose was the Theater Commander also being land component commander. Normally there is a theater commander and a land, sea, and air component commander in a major theater. Even though for good and sufficient reason, the CINC had appointed himself also as a Land Component Commander, being concurrently both Theater Commander, and the Land Component Commander. I think that was in order to keep the land component together and working as a team, since he had a number of coalition nations with large formations. For US ground forces CENTCOM had the Marine Corps of two divisions in I Marine Expeditionary Force, and the Third Army with two US Army corps, plus Special Operating Forces (SOF). There was an Egyptian Corps with two divisions as well as a Syrian armored division. Being land component commander was a good idea from Theater and strategic perspective of keeping the Coalition together in the liberation of Kuwait. But in a fast-moving ground attack, coordinating ground, and air, and the various elements of the land force, normally would require some forward command element. CENTCOM HQ was located six floors down, 600 kilometers-plus from the battlefield, where a large strategic HQ needed to be for all the various command functions at that level. Yet, some forward command element, especially as the ground maneuver space gets smaller, would have helped final land air coordination especially in the final 48 hours. So essentially we and XVIII Corps were working directly with Third Army. Third Army had intended to publish each 24 hours a fragmentary order controlling ground and air forces to destroy all remaining RGFC in the Kuwait theater. The cease-fire preempted much of that. Some of the Republican Guards in the Hammurabi Division who had moved out of our sector into XVIII Corps sector and were hit hard by Major General Barry McCaffery’s 24th Infantry Division and Major General Binnie Peay’s 101st Airborne (Air Assault) Division. Some also later managed to leave the Theater. If the strategic goals dictated, the whole theater possibly could have been sealed off by air, and allowed both XVIII and VII Corps to either capture or destroy the remnants of the Republican Guards in the theater. But there was no time nor directing authority to control the air and the land forces out there close to the fight. What you had was what was called in those days the fire support coordination line (FSCL) pushed way too deep and thus by procedure, agreed to ahead of time, there was no air applied inside of it except for eyes on close air support. We needed air interdiction, without eyes on, of the RGFC escape routes from the theater. The air would seal off the Euphrates, and knock all the bridges down, including any temporary military bridges that they put up, and keep that sealed off. Not much of that happened. It was a matter of air-ground coordination in tight maneuver space requiring close coordination. CENTCOM could have coordinated that and was the appropriate echelon to do so.

			Yet the strategic objective had already been accomplished. Kuwait had been liberated. “This will not stand, this aggression against Kuwait” was President Bush’s statement on 6 August 1990. The aggression had been defeated. Kuwait had been liberated. The strategic goals had been achieved. There had been victory.

			So that is how the whole left hook happened.

			I always figured that if the Republican Guards stayed where they were – that is, the Tawakalna, the Medina, and, in fact, the Hammurabi – who were positioned deep in our sector initially, we needed a three division armored fist to hit them hard from an unexpected direction then sustain that attack momentum for at least two days toward Highway 8 near the Iraq-Kuwait border. As our attack began and gained momentum I found out, first, from a battlefield visit to the 2d Armored Cavalry Regiment, that the Hammurabi Division was starting to move out of our sector into XVIII Corps’ sector. Also in our sector of attack were the Iraqi 10th and 12th Armored Divisions, the so-called Jihad Corps, plus the 17th Armored Division. Elements of the Iraqi RGFC Infantry Division Al Faw were also in our sector and Iraqi artillery had the capability to fire into 1st Armored Division’s sector. They were all there as the Iraqi theater reserve. Destroying them was our objective. So if we included the original Iraqi VII corps of six divisions plus the RGFC and others there as theater reserve, and after 1st Cavalry Division was placed in VII Corps on the morning of the third day, 26 February, we had been five attacking 11 at that point, and at the point of main effort we were three attacking at least six. So we figured we needed a three-division fist. From the beginning when discussing our main effort, attacking the RGFC to destroy them, which was our mission and we were the main attack, I always used a fist, and I would bang the map with a fist. I said, “We’re going to hit them with a three division fist with the combat power to sustain the momentum of the attack until we destroy them in our sector of attack. Before that we are going to maneuver the corps to get into position to do that. We’re going to control the tempo of our movement so that we have a coordinated, synchronized, three-division fist to hit the Republican Guards, and keep hitting them until they’re destroyed in our sector.” And we thought we needed three divisions for it: the 2d Armored Cavalry Regiment as covering force, and the 1st Armored, and 3d Armored Divisions. The third division was going to be the 1st Cavalry Division, but they were not released from theater reserve until too late.

			When I saw the 1st Cavalry Division was not being released in time I ordered the 1st Infantry Division, following the breach and successful passage of the 1st British Armoured Division forward,  to be that third division while also leaving a battalion task force to continue to secure the breach. One of my BCTP mentors always said do not run out of options. Run the enemy out of options. So, just in case 1st Cavalry Division was not released from CENTCOM reserve until mid-morning of day three (which in hindsight is curious because of later claims that the Iraqis were in a rout from the beginning and we were in pursuit mode – if that was correct, why didn’t CENTCOM release the 1st Cav earlier?), we needed an option and that option was 1st Infantry Division. Earlier on the 25 February Major General Tom Rhame had told me, after the success of the breach, “Hey, boss,” he used these words, “don’t leave us behind.” I said, “Okay, Tom, you got your wish.” So, after the Brits passed through the breach and began to attack the Iraqi 7th Corps Tactical Reserve, the 52d Armored Division, which was vital to our enveloping force success as that 52d Division even if they were only trying to move to get out of the theater, they would cut across our logistics lines of our main attack. The British mission was vital to success of our RGFC attack and our ability to sustain it. Major General Rupert Smith knew that and the British executed it quickly and violently. I said to Major General Rhame, “After the Brits pass through, I want you to pick your division up and move rapidly forward. Just insert 1st Infantry in the FRAGPLAN graphics where they say 1st Cavalry Division and you are the third division in our fist. I want you to make a forward passage of lines through the 2d Armored Cavalry Regiment to become the third division in that fist.”

			Now for Major General Rhame and his leaders and Soldiers, this came after finishing a breach of the Iraqi obstacle system with his three brigade division, passing through the 22,000 Soldier British 1st Armoured Division that included (under their operational control) the 142d Field Artillery Brigade of the Alaska National Guard (we put them with the British for compatibility of ammunition as both the 142d and British artillery had the only 8-inch artillery battalions). Then Major General Rhame had to disseminate new orders and graphical control measures, then physically move his division over 100 km to reach the 2d Armored Cavalry Regiment, then coordinate a complex forward passage of lines under enemy contact then conduct a night attack followed by an all-day attack on 27 February. Before passing lines with the 2d Armored Cavalry Regiment, they also received control of the 210th Artillery Brigade who had been with the 2d Armored Cavalry Regiment for their covering force mission. There was also an Apache battalion we had given to the 2d Armored Cavalry Regiment for their covering force mission from our Corps aviation brigade and I sent them to the 3d Armored Division. The 3d Armored Division had much earlier been ordered to deploy theirs to XVIII Corps and they were not returned when we entered the theater. As an aside, as a senior commander if you want to reinforce your main attack, you want to try to do it with rapidly reusable combat assets. Aviation and Artillery are rapidly reusable, in other words, you can shift them to another unit quickly. Returning ground maneuver units in a fast moving attack to their original locations would be too time consuming. Thus we had reinforced 2d Armored Cavalry Regiment with an Apache battalion and an artillery brigade. Both got back into action quickly.

			Meanwhile the 1st Armored Division had to get out from behind 2d Cavalry Regiment and get in their own attack zone. And the 3d Armored Division also had to get out to the north of the 2d Armored Cavalry Regiment, who was providing extraordinarily effective covering force for VII Corps. Don Holder and I estimated, through some time-distance estimates just looking at the map, that the passage of lines would take place on the six-zero, north-south grid line.

			One of the enduring truths about senior command is that in a rapid paced 89-hour attack you only get to make a few decisions of any real consequence. The timing for those decisions turns out to be as important as the decision itself. Later I read Adolph von Schell’s book mentioned earlier (Battle Leadership). He also had this to say:

			One of the most difficult things we have to do in war is to recognize the moment for making a decision. Information comes in degrees. Shall we make a decision now or shall we wait a little longer? It is usually more difficult to determine the moment for making a decision than it is to formulate the decision itself.6

			In early afternoon Major General Rhame found me for a quick meeting in the middle of the desert at our forward TAC CP in some really bad weather of sandstorms and rain, “Boss, we had trouble getting out of the breach and I had to alter our movement formation to a column of brigades. Plus the weather’s bad, as you know, because we had trouble finding each other.” That was on 26 February but it was also face-to-face. Just Tom and me. Indispensable for our communication and common understanding. No staff. Commander to commander. One of those crucial moments for this operation and for both of us personally for a lifetime. He said, “I’m not going to make it before dark. What do you want me to do?” Now, sometimes for a senior commander, decisions will not wait for staff studies, will not wait for staff options even as helpful as they are. Tom needed a decision right now. And so that decision, in my own professional lifetime, was the hardest tactical decision I ever made. More difficult than any in Vietnam. Most difficult of all of Desert Storm. But I also knew that executing that difficult decision at night would be Soldiers and small unit leaders, and it would be more difficult for them. They said, “Don’t worry, general, we trust you.” How to accomplish the mission by fulfilling that trust? Do I pass the 1st Infantry Division through the 2d Armored Cavalry Regiment after dark and in contact? I had grown up in the armored cavalry. I knew passages of lines and how complex they were, in training and in combat. And here we were going to pass a mechanized infantry division of three full brigades through a full-up cavalry regiment, at night, in contact. But I went over in my mind, “What does the mission demand of us?”

			To me, the mission demanded that we have a three-division fist that could sustain that attack for another 48 hours. And the 2d Armored Cavalry Regiment would have used up some of its own combat power, and probably would, by that time, if I ordered them to continue to attack east have broken the Iraqi security zone and maybe even destroyed part of a brigade of the defending Republican Guard. So I told Don Holder to continue the attack east past our previous estimate of making the passage at the 60-north south map grid line. That is how the Battle of 73 Easting happened. Colonel Holder ordered his regiment to aggressively attack forward. Around the 73 Easting (north south 73 grid line) they confronted the Iraqi security zone and a brigade of the RGFC Tawakalna Division and other Iraqi defending forces. In an action fulfilling the decades long saying, “win the first battle of the next war,” their Troops E, G, and I attacked outnumbered and destroyed not only the security zone but also much of the defending brigade. They did this along with the rest of the regiment as well as their aviation and artillery. It was a masterful attack executed boldly and with perfection by Soldiers and small unit leaders of NCOs and junior officers. Much has been written about that action and deservedly so. Simulations were made which I used years later teaching a battle command elective to West Point seniors. A few days after the cease-fire I would visit the site that was near where our Corps TAC CP was located, to listen to Captain H.R. McMaster (Troop E Commander) and Captain Joe Sartiano (Troop G Commander) (Troop I Commander Captain Dan Miller was not present that day to review his part of the battle) explain the actions as we moved around the battle site. A testimonial to their officers’, NCOs’, and Soldiers’ courage under fire, boldness, and expert execution of an attack, expertise gained by years of drills, and combat simulated training maneuvers, to a dedication to an ethos of being trained and ready to fight and win against any enemy in high end combined arms operations.

			And so Major General Rhame led his 1st Infantry Division forward, and after intense coordination of the forward passage of lines orchestrated by Lieutenant Colonel Steve Robinette, 2d Armored Cavalry Regiment executive officer (XO), and Colonel Holder plus the leadership of the Big Red One, made that night forward passage of lines, and continued the attack that whole dark night.

			All of this movement and arranging combinations of units in space and time is what I mean by maneuvering the corps; from our attack early order on 24 February to the point of main effort of attacking the RGFC with three divisions supported by fires, and the logistics to make that possible. What you need to do is effect concentration of the force for impact on the enemy and your own security, through some control over tempo as opposed to absolute speed of movement. Certainly that imposes its own tensions between absolute speed and the necessity to keep this armored first in an all arms configuration as well in fuel and ammunition, and consideration for Soldier endurance so when they get to the attack point they can slam into the enemy at full power and sustain that power advantage and initiative until victory. As a commander you are deciding how tight or loose your command methods are to benefit the whole corps and its concentration when you need it and to avoid what my good friend Colonel (Ret) Rick Swain calls “entropy.”

			There are some examples of corps units maneuvering individually within a whole corps maneuver. While commanders were doing this, my own perspective as corps commander was to make adjustments as necessary so we could meet our intent of a rolling three division armored fist smashing into the RGFC with a momentum we could sustain until we finished them. For example, 2d Armored Cavalry Regiment was maneuvering at a tempo to stay about 30 minutes ahead of the follow-on armored divisions even as they were fighting battles and engagements and providing offensive cover for the corps. The 1st Armored Division was moving faster on the outside of the corps sector because they had further to go. They also had to fight Iraqi resistance along the way, but still maintain a tempo to be concentrated when we needed that on 26 February. The 3d Armored Division was moving behind the 2d Armored Cavalry Regiment to sustain the 30 minute separation but also moving to widen their attack zone to two brigades abreast to effect better concentration while maintaining the right tempo to do that even as the 42d Artillery Brigade was moving at an absolute speed to rejoin them after completing the prep fires mission for the breach. The 1st Infantry Division, after completing the breach, moved as rapidly as possible to reach the desired point to pass through the 2d Armored Cavalry Regiment. Thereafter  in their night attack they maintained an attack tempo consistent with retaining the initiative even with enemy action, the terrain, and darkness. Fire support and logistics were making necessary adjustment to keep up and stay concentrated with sufficient logistics to sustain the main attack. That is maneuvering a corps in the attack.

			Such maneuver of the corps also depends on the preference for attack methods. Ever since my own service in Vietnam I had a strong preference for overwhelming force. I saw that repeatedly achieve mission success at least cost to Soldiers in mission after mission there with 2d Squadron, 11th Armored Cavalry Regiment. It is okay in the NFL to win 24-21 on a Sunday afternoon. Not on the battlefield. There is no next time. This is for keeps. 100-0 was about right in my judgment. That preference informed my own decisions for the mission we had. I did not want to poke at the enemy with individual fingers, but hit them with a closed armored fist. We did not want to sting the enemy but crush them. That was our mission. That attitude ran throughout the corps. An example is Major General Funk and 3d Armored Division. They had 348 tanks in the division all in operating condition when we attacked. They also had 12 float tanks available to replace damaged tanks or those lost to maintenance. When they began their attack they not only had the 348 but also managed to put crews on the other 12 to have that additional combat power.

			So that goes back to the depth of the leadership in large units, how they can absorb a mission change, or adapt to the situation, how they have the capacity to understand brief verbal orders, and their Soldiers, NCOs and small unit leaders have the razor sharp skills to go execute. So here I am talking to a colonel commanding a cavalry regiment that was attacking with great skill and all arms coordination, Apaches, close air support (we used 348 close air support sorties in our 89-hour attack), ground units, and artillery. And I was talking to a mechanized infantry division commander. And they had been thinking about this ahead of time, anticipating, and we had common situational awareness because of frequent communications and face to face visits over the past three days and the intense preparation and rehearsals before the attack.

			They weren’t starting from scratch here, either. We were all in each other’s heads. I learned later that Major General Rhame had already wargamed some of this ahead of time, anticipating (as we both knew) release of the 1st Cavalry Division from CENTCOM was problematic and the mission depended on an attacking three division fist. His attitude was, if VII Corps calls us to come forward and do this, we’re ready to do it. Don Holder was also able to continue the attack, to resume his momentum. The regiment was anxious to continue the attack. There was understandable frustration at changing orders that afternoon as we estimated possible passage of line sites. We tried to keep that to a minimum but interrupting momentum of an attack is something you take great measures to avoid. So to their credit, they made a lot happen. It was not easy. They also identified a seam between the RGFC and other units we could later exploit.

			We also had blue-on-blue fires, a mistake resulting in casualties that evening, in the night attack, which I forever deeply regret. But my judgment was that the mission called for a three-armored division attack to destroy the Republican Guard. And it turns out that that is what happened. The Tawakalna, Medina, 10th and 12th, and the 17th, pretty were pretty much destroyed in that attack. The 2d Armored Cavalry Regiment’s Battle of 73 Easting, and other division attacks to the north by 3d Armored Division at their Phase Line Bullet into the teeth of the RGFC defense and Tawakalna Division, and 1st Armored Division at what they called Medina Ridge destroying a brigade of the Medina RGFC Division, and the passage of lines coordinated by a regiment who knew how to do that very well, all from its REFORGERs and other exercises in Germany. It went fast but it was not easy. Our Soldiers and their leaders just knew what we were doing and had the confidence born of intense training and leader development over the many years leading to that decisive moment on the battlefield. From Into the Storm:

			That night was the most intense of the war, with the most concurrent activities . . . for me as the VII Corps commander . . . for the soldiers in the tanks and Bradleys . . . for the small-unit commanders trying to maintain order in their attack east in the dark . . . for my brigade and division commanders. The largest corps tank force in the history of the US Army was on the attack. There was no time to stop or for summary briefings. I just listened and absorbed it all and used my imagination to picture the battle in my mind’s eye.

			We had the 1st and 3d Armored Divisions side by side in contact with the Iraqis on about a seventy-kilometer front, with five brigades attacking, or about 500 tanks and 300 Bradleys. These were supported by twelve battalions of cannon and rocket artillery (close to 300 systems). Coming on line with them on about a thirty-kilometer front in the south was the 1st INF passing through the 2ACR. They would attack forward with two tank heavy brigades – or about 230 tanks and more than 100 Bradleys. To their south, the British were attacking with their two brigades, numbering almost 150 tanks and a similar number of Warriors. In all we had literally nine tank heavy brigades on line in a night attack against the Iraqis, plus the Apache attack deep into Minden.

			At one point, the noise was so great I thought there was a thunderstorm, grew concerned about the Apaches, and stepped outside the TAC. It was no thunderstorm. It was a JAYHAWK storm of firepower crashing down on the Iraqis. The sky was lit up by tracers big and small, and by the sparkle effect given by the MLRS as they fired off on the ground onto Iraqi positions. The air was filled with the constant roar of exploding artillery and the thump of tank and Bradley cannons. The ground vibrated. It was awesome. All the while, like all my commanders that night, I had to make quick decisions about this current battle even as I continued to think about the next day’s fight. Should we pass the 1ID at night? Yes. Should we conduct a deep attack with the Apaches? Yes. Should we do a second attack on Minden? Yes. Should we go beyond the FSCL in that second attack to Highway 8?

			No. There were reports of fire across boundaries and fratricide. Time to call 1st Armored Division and 3d Armored Division commanders and order them to get their flank coordinated so that it would stop.

			Then came the plans for the next battle. If I wanted to maintain the tempo of the attack, I had to issue orders soon, before the current fight was finished. So we drew up the double envelopment, our tentative maneuver scheme for the next day.

			Time to give John Yeosock a word picture of what was going on, and to request more maneuver room for the British, and also in the north between us and XVIII Corps (Stan Cherrie had asked for another ten kilometers of space to the north of our sector to ease fitting the 1CAV into our attack east; he was turned down). Watch the open flank of the 1st Armored Division in the north. Track the progress of the 1CAV to Lee, and then tell them to go to Horse. Figure where to displace the TAC in the morning.

			I was enormously proud of the soldiers and leaders in the small-unit actions all over the corps. I knew it was not easy. I had been in battle at night but never like this, not on this scale, not with almost 1,000 tanks, not with nine brigades on line.7

			That night’s operation was superb. And my admiration just grows over the years. Our units, and Soldiers, and leaders got to execute that from top to bottom. It was just superb execution, heroism, intrepid courage, and skill, and no quit. Staying after it, making it happen. Executing this coordinated, rolling, no pause attack, FRAGPLAN Seven, and the Third Army order for XVIII Corps that opened a lane for their attack just now to our north. There were no RGFC in our zone of attack when the ceasefire went into effect. And yes, there was the lack of air and land synchronization to seal off the Kuwaiti theater of operations, to either capture or destroy the remaining Republican Guards leaving the Theater. And that was CENTCOM’s issue, if it was an issue, given the superb land air, sea, campaign that liberated Kuwait.
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			General Franks on the Commander’s “Zone.”

			Click here for video.

			Following that all night armored attack, we had set in motion a double envelopment of remaining Iraqi forces in our sector of attack. The southern arm was to be the 1st Infantry Division. The northern arm was the 1st Cavalry Division. After they had been released from Theater reserve, I had ordered Major General Tilelli to move his division rapidly forward and to the north of 1st Armored Division to attack east just north on 1st Armored Division and toward Basra. In a remarkable example of agility they moved almost 250 kilometers in 24 hours to be in a position north of 1st Armored Division. The Battle of Medina Ridge happened on 27 February with 1st Armored Division’s northern brigade, pushing passage of the 1st Cavalry Division to their north back until first light on the 28th. The cease-fire preempted that operation the next day even as the cavalry squadron of the 1st Cavalry Division, 1/7 Cavalry commanded by Lieutenant Colonel Skip Sharpe, had been in position to lead the division forward.

			I wrote later in Into the Storm about how at some point in the battle a commander gets in a zone:

			At this point late at night, with the sounds of battle close by, my emotions were running high. I wanted to pour it on the Iraqis, just pound them in an unrelenting attack with everything we had. We had the fist where we wanted it and wanted to drive it home. Go for the knockout. Boom. In sports, they call it the killer instinct. I had been in these situations before in Vietnam, only with much smaller units and with much less combat power and fewer complex organizations to maneuver. I was not alone in these feelings. You could sense the same thing all over the corps. I had already seen it in training, in chats and visits with the soldiers and leaders – seen it in their eyes. Now I was seeing it in combat. It was in the 2d Armored Cavalry Regiment at 73 Easting. It was in the Apaches’ deep strike that night. It was in the Big Red One during their night attack through Objective Norfolk. Later, it was in 1st AD’s battles at Medina Ridge and in 3d Armored Division’s battles at Phase Line Bullet. It was in all the cavalry squadrons out front or on the flanks of their divisions. Get the job done. The Army calls it the “warrior spirit,” but it is more than that. It’s about being a warrior, yes, but also a soldier, which means the disciplined application of force, “according to the laws of land warfare and our own values as a people.” It goes beyond being a warrior.

			And so, as warriors and soldiers, we all experienced this go-for-it-and-win feeling. It was nothing personal. But if they wanted a fight, they had come to the right place. There was no holding back. These intense feelings heightened senses to a new level. They put you in a zone. I cannot explain it, but I have never been so aware of sights and sounds as I have been in combat. You can just sense things you could not before. Maybe it is a function of the physical danger to those for whom you are most responsible, like a parent in a crisis situation with his family. You just know and do things that seem right at the time. You reach into the depths of your memory and recall things from your training, education, study, and experience that were not available to you before. You make patterns out of scraps and pieces of information that you could not make before. Later, when people ask why you did do such-and-so, you answer, “It felt right at the time.” There is an uncanny sharp intellectual focus that allows your brain to process information, accept some, reject some, form conclusions, decide, not decide, all in nanoseconds. Napoleon said it was the result of “meditation,” of enormous and continuing concentration on an area, off it, then back to it – and then things just appear to you. A certain calmness comes as well, it is all suspended in front of you in your head, the knowledge of what to activate and what not to. You can see it all in your mind’s eye. Things go into slow motion; moments seem to last longer than they actually do.

			All of these experiences have happened to me in battle, and I have never been able to replicate them anywhere else. I especially felt them when I was out and around the soldiers, sensing their pride and pain. Even though I was not out there in the middle of it,  I was close enough and I knew what the soldiers were feeling, because I had been there myself, had been shot at and hit and missed many times. I could feel it all – the emotions, the highs and lows of command and combat.8

			The American Army borrowed this Auftragstaktik, the mission orders, from the Germans who invented it back in the 19th century and practiced it. I was given a copy of the German troop leading procedures published in 1922 in German by my German counterpart when I was TRADOC commander. Even today, given the almost ensured electronic continuation of links between units, and headquarters, those connections will break down at times. Things are going to happen. Weather is going to force airplanes down, and going to break up communications here and there. Or a commander is going to be so involved in the local fight that they can’t pay attention to their headquarters. So I think you establish a clear commander’s intent. And you depend on your subordinates to use their initiative in figuring out how to accomplish their mission inside what I would call the parameters of that intent. As long as all the initiative goes on inside those parameters, we will all be coherent. And you depend on the density of leadership and the wise command knowledge of the executing battle commanders to use their considerable initiative that way and issue their own intent which all of our great commanders did superbly.
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			The Importance of Commander’s Intent.

			Click here for video.

			So I think commander’s intent is extraordinarily important. I think commanders have to do that themselves. For me, I don’t like being constrained to a particular format. I think the Army gets in a little trouble when it tries to channel everybody’s thinking into a particular format.

			I think that Field Marshal Slim got it right in his book, Defeat into Victory. He said:

			One part of the order I did, however, draft myself - the intention. It is usually the shortest of all paragraphs, but it is always the most important, because it states or it should just what the commander intends to achieve. It is the one overriding expression of will by which everything in the order and every action by every commander and soldier in the army must be dominated. It should, therefore, be worded by the commander himself.9

			I think as a senior commander thinking it all through is a matter of critical thinking synthesis. You gather all your own observations, you recall studies and history, you recall your own experiences, you listen to other opinions and ideas, to intelligence, and synthesize everything together. Then in two, three, or four sentences, you precisely and concisely describe your intent for the operation. Then you make sure that that’s well understood in the execution of the operation. So I think the commander’s intent is an expression of the collective will of the entire organization, and that everybody needs to be able to internalize that. The old rule about two levels down, I think, is good. Everybody needs to be able to remember that without referring to notes, or 3x5 cards, or their iPhones, or iPads, or whatever. They just need to be able to express that. In a division, what’s the corps’ intent here? Or in a regiment, at the troop level, what’s the division commander’s intent? What are we trying to get done here? And then when the communication breaks down, and you can’t talk to anybody, you just go ahead and use your own ideas and initiative to execute boldly within that intent.

			My own intent looked like this:

			I intend to conduct a swift, violent series of attacks to destroy RGFC and minimize our own casualties. Speed, tempo, and a coordinated AirLand campaign are key. I want Iraqi forces to move so we can attack them throughout the depth of his formations by fire, maneuver, and air. The first phases of our operation will be deliberate and rehearsed. The latter will be more METT-T dependent. We will conduct a deliberate breach with precision and synchronization resulting from precise targeting and continuous rehearsals. Once through the breach, I intend to defeat forces to the east rapidly with one division, as an economy of force, and pass three divisions and the ACR, as point of main effort, to the west of that action to destroy RGFC in a fast-moving battle with zones of action and agile forces attacking by fire, maneuver, and air. CSS must keep up because I intend no pauses. We must strike hard and continually and finish rapidly.

			My saved copy of that intent I have framed because it is written in pencil with strikeovers and insertions showing my own thinking to get it right. I still use it in presentations, most recently at Maneuver Captains Career Course (MCCC) at Fort Benning in February 2017. (See  below).

			[image: ]

			General Franks Handwritten Intent for Desert Storm.

			There are four examples from our operation 26 years ago. The first were the verbal orders to Don Holder and the 2d Armored Cavalry Regiment to continue the attack before the passage of lines beyond our initial line for that passage when we realized that line was overcome by battle and weather events. From that 2d Armored Cavalry Regiment initiative within the intent came the subsequent Battle of 73 Easting, and all of the destruction of the Iraqi security zone and the main force units of the Tawakalna Division, and identifying a seam between the Republican Guards and the non-Republican Guards units that we could exploit with the 1st Infantry Division. Don Holder and his leaders and Troopers did all that within that intent, and with just a short verbal order. The second example occurred the morning after the night attack of 26 February, when I went out to visit the 1st Infantry Division. I talked to the ADC Maneuver, Brigadier General Bill Carter, as Major General Rhame was forward. I told him that I want him to continue the attack and cut Highway 8 by the end of that day. I could sense they were tired. So as I looked at the map, I saw the glimmering of some blue on the east edge of the map. That blue was the Persian Gulf. And I said, “go for the blue on the map. That’s carrying the ships that will take us home.” So sometimes you use sort of non-military terminology, even though I had already given the order in military terminology, I wanted to reinforce it with that. Realizing how tired people were, and I wanted to give them a little bit of motivation, and was trying to grab some motivating factor. When their cavalry squadron, 1/4 Cavalry under command of Lieutenant Colonel Bob Wilson ran out of communication connections, he remembered that and the intent and continued the attack to cut Highway 8, preventing any further Iraqi retreat and capturing over 5,000 prisoners. The third example happened early the morning of the fourth day when the 1st Armored Division got very low on fuel. Major General Griffith informed me in a quick meeting we had in the desert. Our Corps logisticians responded immediately. Yet, unknown to me was the fact that Major General Funk, CG of the adjacent 3d Armored Division, hearing the radio traffic about fuel and knowing the importance of a sustained three division fist, ordered his logisticians to send 20,000 gallons of fuel to 1st Armored Division. It was enough to keep them going until other fuel arrived. The fourth example was the initiative of our corps logisticians, Colonel Bill Rutherford Corps G-4, and COSCOM CG Brigadier General Bob McFarlin figuring out on their own initiative that to sustain the attack against the RGFC they needed to push a logistics base with fuel forward of the breach. They called it Log Base Nelligen and placed 1.2 million gallons of fuel there in over 400 fuel tankers. That initiative with the no pause allowed us to “strike hard and continually, and finish rapidly.”

			[image: ]

			Figure 12.6. Lieutenant General Franks discusses the battle with his officers. 

			Photo courtesy of the author.

			We had started out far from that point two and a half days ago. So I think that the commander’s intent, the intention, the central idea of the operation is critically important. I don’t care what kind of operation. Counterinsurgency, to high-end mounted operations, to division and corps attacks over considerable distances. I think the commander’s intent remains, in this day, perhaps, even more important, that it dominates as a core idea above all of the chaff and noise that goes on, and email traffic, and chatter about this, that, and the other. That’s all okay. I like a lot of command chatter. But you have got to retain the core idea of what it is you’re trying to get done, and not dilute that in any way. If people and subordinate echelons understand that, I think that that unifies big operations. The more senior you get, the more clarity there needs to be in that commander’s intent. Then you have to change it, if the operation changes significantly. There needs to be clarity and precision in that. You need to work hard to make it so, as a senior commander. I spent a lot of time thinking about that. That is one of those big things you’ve got to get right, like force placement, like priorities in training, like FRAGPLAN decision timing for the main attack, like family support back home.

			When I go around talking about Desert Shield and Desert Storm, one of the things that I like to  point out is that we had great clarity of intent from our Commander-in-Chief and the National Security decision-making organizations of our nation, the National Security Council, the State Department, Department of Defense, and the Joint Chiefs of Staff. I often say that we could feel the steel in the will of the Commander-in-Chief from the Oval Office to our tank turrets. One of our tankers, a private first class in Lieutenant Colonel Ed Dyer’s 1/37 Armor, 1st Armored Division, said, “They asked for our help and we are going to give them that help, free their country then go home and carry on with life.” There was clarity in that will from two National Security Decision Memorandums, one of which was published in September, which described the approach to getting the Iraqis out of Kuwait. And then the second that was published in January that described the military and strategic goals for the campaign. And that was, from a national level, this core idea of the Commander-in-Chief, after a lot of consultation and some really wise decision-making, that is what we were going to do. And the President stuck to that, and saw to it the resources were available to do that, and depended on the military and his Theater Commander and team to be able to execute that. And so there was great coherence in the strategic ends, in the means, and in the ways. And that’s become increasingly clear to me, in the years following Desert Storm.

			[image: ]

			General Franks on the Importance of Soldiers and Small Unit Leaders.

			Click here for video.

			The second thing that I would like to add is that at the end of all of our briefing charts, and all of our after action reports, we ended up with a bottom line that it was the courage and training of our Soldiers and our small unit leadership that carried the battle to the enemy, day and night, in sandstorms and in the rain, that in the end achieved victory and strategic success in Desert Storm. Now,    it certainly is the responsibility and duty of senior level commanders to get our small units, (we are a team of teams), to get that team of teams at the right place, at the right time, in the right combination. That’s what senior commanders do. It is the Soldiers, and the sergeants, and the lieutenants, and the captains that do the tough, hard, often cruel duty in the arena that is ground, land combat. And so,      it is to their great credit that we achieved what we did. And that was the bottom line of every one      of our briefing charts. And I remain convinced of that to this day, that if we remember our history, what wins and who does that, that we’ll be successful any time that our nation calls on our military   to go execute a military operation across the wide spectrum of types of military operations that might happen in the future. The totality of this effort was due to the teamwork, courage and the selflessness of the members of the VII Corps.

			To remember and document our major decisions, on 31 March 1991, I sent a message to commanders entitled Fighting a Five Division Armored Corps with each major assessment and decision we made in our 89 hour 250 kilometer attack that as part of the Coalition liberated Kuwait, our overall strategic objective. Each commander replied from their own perspective. That document is in the archives at the Ike Skelton Combined Arms Research Library at Fort Leavenworth.

			At the end we had attacked 250 kilometers in 89 hours and destroyed the better part of 11 Iraqi divisions, with their 1,350 tanks, 1,224 personnel carriers, 285 artillery pieces, 105 air defense pieces, and 1,229 trucks. There were no RGFC in our sector of attack at the cease-fire. Our Corps had fired 55,000 cannon artillery rounds, 10,500 MLRS rockets, and used 348 close air support sorties mostly in daylight. We had consumed 5.6 million gallons of fuel and 6 tons of ammunition, in addition to 1.5 million meals and 3.3 million gallons of water.

			All that had come at a price, as it always does. In VII Corps we had 47 US Soldiers KIA and 16 British Soldiers KIA. Total coalition casualties were 358 Soldiers KIA and over 776 WIA. Each year at our Reunion we remember each of our fallen in a Memorial Service by reading each name one by one. Everything we did we did as a team.

			From Into the Storm 20 years ago:

			I was humbled to have had the privilege to lead such a magnificent armored corps into battle. Their battlefield achievements had come about because of twenty years of rebuilding, and because of their courage and selfless sense of duty. That I had been permitted to return to battle with that Army after we had both been badly wounded was something more than I could ever have dreamed of. 10

			Today I remain equally humbled and deeply honored and extraordinarily privileged to have been VII Corps commander. To our formations and Soldiers and leaders at every level who did everything we asked of them and then some, with intrepid courage, great skill, teamwork, and discipline, my profound admiration, respect, and everlasting gratitude as a fellow Soldier. You did all of this in carrying out a rapid adjustment from the Cold War to a totally different type of campaign with totally different METT-T factors, fighting and winning in as tough and as harsh of a ground combat situation of a desert, with tough weather, and against a different enemy. To see as well with enormous gratitude, admiration, and respect the selflessness of our family members who remained in Germany and in the USA and UK, and who did what they did with great skill and their own brand of courage, and savvy, and initiative. My everlasting gratitude to our Soldiers and leaders, to the men and women of VII Corps, to have had the honor and humbling privilege to have been your corps commander in this war. My everlasting respect and honor to those of our ranks who in Lincoln’s words, gave that last full measure of devotion, and to their families who bear the pain of their loss. JAYHAWK!

			Notes

			1. Tom Clancy and Fred Franks, Jr., Into the Storm: A Study in Command (New York: G.P. Putnam’s Sons, 1997), 186-188.

			2. Clancy, Into the Storm, 204-205.

			3. Clancy, Into the Storm, 159-160.

			4. Headquarters, Department of the Army, Field Manual 3-0: Operations (Washington, DC: Government Printing Office, 14 July 2001), 5-4.

			5. Clancy, Into the Storm, 266.

			6. Adolf von Schell, Battle Leadership (Fort Benning, GA: The Benning Herald, 1933), 55.

			7. Clancy, Into the Storm, 385-386.

			8. Clancy, Into the Storm, 384-385.

			9. William Slim, Defeat Into Victory: Battling Japan in Burma and India, 1942-1945 (London: Cassell, 1956), 210-211.

			10. Clancy, Into the Storm, 447.
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