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The sheik brings more sheiks, more sheiks bring more men. Joe realizes
that if he’d done this three years ago, maybe his wife would be happier, and
he’d have been home more. Mohammed gets to meet the Sheiks. They real-
ize he's not such a bad guy, which is good for Iraq. Joe grows a moustache,
because he realizes that Iraqis like people with moustaches and have a hard
time trusting people without one.

—Captain Travis Patriquin, “How to win in Al-Anbar.”

COALITION BRIGADE COMMANDER grows increasingly frus-

trated at his inability to make progress. He thinks he is a competent
military leader. He knows his job, his weaponry, his tactics, and his Soldiers.
Nevertheless, he is frustrated over his inability to make progress. Things
he is not in charge of are spinning out of control. He is in a “three-block”
war.? He must consider rebuilding infrastructure, schools, and hospitals in
a “clear-hold-build” mission.> He studies cultural awareness to pursue his
mission. He asks for, and receives, the necessary interpreters. His staff is
augmented with a civil affairs specialist, and he understands the full array
of international organizations and nongovernmental organizations (NGOs)
active in his area of operations. Yet in spite of such assets and knowledge,
all measures of effectiveness indicate that things are getting worse.

He has to accept the support of a host-country brigade whose dubious
commander bears all the qualities of an opportunist, a known bully who
uses a heavy hand with his own population. He has to work around this local
sheik to get things done. The officer at the head of the Operational Mentor-
ing and Liaison Team has “gone native,” making things even worse.* He is
supporting the indigenous commander even when it is evident that the thug
is favoring his own tribe at the expense of the most elementary principles
of good governance.’

The coalition brigade commander must devote extraordinary time and
attention to analyzing and prioritizing projects: a new school for girls tops
the list, followed by a new hospital, and then a few new wells. There are
disagreements with the reconstruction team commander over these priori-
ties. In connection with the school, the local authorities contend they are
unable to staff it when it is completed. (They want him to build a new office
for them instead).®

Fortunately, the enemy in the area is tactically clumsy, allowing the
commander to make incremental gains. The brigade produces a number of
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successes. It catches a local insurgent commander
trying to extort a local telecommunications company

by using his cell phone.” It solves the kidnapping of

three international hostages because of the amateur-
ish way the insurgents conducted the negotiations.®
However, the insurgency is still active, waiting for
better weather to launch their spring offensive. The
coalition brigade commander wants to cope with
this coming situation, but he does not command the
NGOs, the local authorities, or the local military and
police units. Worse, he does not direct the opera-
tional management liaison team or the American
provincial reconstruction team.” All seem at cross-

purposes with him. None follows a common line of

effort, and each has a different understanding of the
situation. The coalition brigade commander thinks
they all are wrong and that he is right.

The above hypothetical situation all-too-com-
monly plays itself out in the current operating envi-
ronment (COE). This is a fictitious scenario, but it
is true to many situations that happened in Iraq and
are happening in Afghanistan. It could happen again
elsewhere in the world. The story illustrates a new
characteristic of the COE, the presence of multiple
agents in the same area, all with a similar purpose
but each with different mandates and approaches
to what they consider the best solution. In this kind
of environment, a commander cannot impose his
vision and solution to the problem.

The new COE places extraordinary demands
on leaders to exert influence that goes beyond the
traditional limits of military command authority in
the leaders’ areas of responsibility. Today’s military
professionals have to understand how to influence
without authority and how to achieve desired results
within the constraints of a cooperative environment.

Exploring Influence
Influence is an essential component of leadership,
which Field Manual 6-22, Leadership, defines as

The new COE places
extraordinary demands on
leaders to exert influence that go
beyond the traditional limits...
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“the process of influencing people by providing
purpose, direction, and motivation while operat-
ing to accomplish the mission and improving the
organization.”!® This definition implies leading by
influencing others who share a common purpose
and direction within an organization. The word
“influence” in this definition has limited scope,
referring only to those in one’s immediate proxim-
ity. However, FM 3-0, Operations, affirms, “Lead-
ers influence not only Soldiers, but other people
as well.”"

Field Manual 3-0 presents the concept of influ-
ence, as one of four stability mechanisms: compel,
control, influence, and support. These are the
alternatives when there is no enemy opposition to
defeat.!? Influence “means to alter the opinions and
attitudes of a civilian population through informa-
tion engagement, presence, and conduct.”" Field
Manual 6-22 also extends leadership influence
beyond the chain of command.'* In contrast with
FM 3-0, it considers not only the civilian popula-
tion but also every agent affecting or interested in
the environment. Field Manual 3-24 simply states
that “commanders must influence directly and
indirectly the behavior of others outside their chain
of command.”"® This is where influence receives
its full significance. People affected by our leader-
ship will share part of our purpose, but will have
their own ambitions. They will not follow our
direction but will take our decisions into account.
Our mission as leaders includes influencing the
decisions of those very different agents within
our environment.

Stability mechanisms work across full spectrum
operations in every operational theme. They range
from coercion to support. The question is how
to select the best choice of legitimate military
actions, which range from the measured use of
violence to cooperation, with a special emphasis
on influence.

The working definition for influence may be “the
ability to persuade or stimulate other individual or
collective agents in our environment to act in accor-
dance with our purpose.” Field Manual 6-22 offers
good guidance on how to understand and exert this
influence. The principal context for this approach
will be operations other than major combat.'* We
can analyze this from the perspective of a military
unit performing an operation as well as from the
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point of view of those present within or affected
by our area of operations.

From a military unit’s perspective, the first
consideration is that our organization is only one
of multiple stakeholders in a crisis environment;
but it is our organization. We want to influence the
environment for our own purpose. As a military
unit, our purpose will normally be to accomplish
our mission; from the leadership point of view, we
add the purpose of improving our organization.
This point of view is, and ought to be, selfish.
Our purpose is not to improve the environment
within our area of operations, but to accomplish
our mission. We will try to influence the envi-
ronment only in order to better accomplish our
mission. We assume our mission is legitimate,
effective, and has a purpose. We will interpret it
within the latitude we are allowed. We must be
aware that our unit may not be the only one pres-
ent in the area. Indeed, we may find other units
from our own forces with different tasks, outside
of our immediate chain of command. The issue
is to choose the best point along the continuum.
This may vary from simple coercion to military
actions, ranging from a measured use of violence
to any level of cooperation.

The second consideration points to the full
spectrum of operations. Major combat operations
require a broad application of directed violence.
In this context, the use of force will be the military
commander’s main tool, reducing the importance
of influence and increasing the effectiveness of
coercion. In other types of operations, influence will
have a very important place. The operational envi-
ronment in peacetime military engagements, lim-
ited interventions, peace operations, and irregular
warfare may contain neutral noncombatants such as
NGOs, or impartial observers that will not respond
well to coercion.'” It may be necessary to influence
the environment rather than coerce it during such
missions. The use of coercion to influence an agent
depends on the situation.

From the leadership perspective, the opera-
tional environment contains many agents, each
with different qualities within a continuum from
conflict to cooperation. Those agents can be local
or international.

On the local side, we find—

e Political representatives at various levels.
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e [ocal informal power structures.

e [ocal security forces.

e [rregular activists from criminals to insurgents.

On the international side we can point out—

e Nongovernmental organizations.

e International organizations.

e International military forces in coalition with ours.

e Other security forces.

e International police or private companies.

e Private contractors.

e The media.

e Other national governmental agencies: eco-

nomic, political or cultural.
As soon as any group is designated as an enemy,
actions affecting this group will rely on violence
much more than on influence. For all those not
considered the enemy, a group which may even
include criminals, a commander must convey ways
to influence their behavior without necessarily
resorting to coercion.

Those agents have a great variety of features:

e Many will have different ends, purposes, and
interests.

o Some will not share our culture and values.

e Others will have distinct skills and habits.
These features are applicable through different
strategies. Of all those who are not considered
the enemy, some share common ground because
of their purpose and our own unit’s mission. The
search for peace and prosperity through security,
freedom, and justice will define this common
ground. However, the interpretations of peace or
justice will likely be different among the various
players. Some agents will have a mandate, and
others will have broad autonomy. In any case,
our military unit will not be in a position to force
a mission on these players, nor will it have the
power to “coordinate” their actions. Despite these
limitations, a military commander must influence
the actions of all those organizations to best accom-
plish his assigned mission.

As soon as any group is designated
as an enemy, actions affecting this
group will rely upon violence much

more than on influence.
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American Army officers and Iraqi National Police talk after observing an insurgent observation post being destroyed by
2,000-pound guided bombs dropped from an F-15 Eagle in the Salman Pak, Iraq, 14 January 2007.

Why Influence?

The working definition of influence implies that
our military unit will not use coercion to control
every action of the agents in our environment. As
military leaders, we will have a defined mission,
whose fulfillment, in most cases, will be affected by
the agents’ behavior. What are the possible courses
of action that we—as military leaders—have when
interacting with these other agents? We can simply
ignore them; we can just do our job without con-
sidering them and just follow our orders. We may
perform within our standards; apply our tactics, tech-
niques, and procedures; and treat them with military
courtesy. Will this attitude benefit our mission? By
acting alone, we will not receive any help from the
other actors and may even perhaps alienate them. On
the other hand, if their cooperation would enhance
our effectiveness, why not seek this cooperation?

Another possibility is for us to assume the non-
cooperative agent tasks that we deem necessary
for the success of our mission, That is, do what
should be done by others. That attitude may lead to
conflict with these agents, but it may be the better
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course of action. If the locals are not able to provide
essential services, if the NGOs reject contact with
the military, we can perform local administration
and humanitarian assistance on our own. Beyond
the risk of drawing the anger of the agents on our-
selves, we may cause their disengagement in the
future, making them dependent on our extended
presence in their country.

We can simply persuade the agents to do our
will through sheer force. The local population and
authorities can be forced to do our will. Interna-
tional organizations and NGOs do not have our
resources of labor and equipment. We can coerce
them when they need our support.

The opposite is possible as well; we can try to make
everyone happy by doing exactly what the agents expect
from us. The interpretation of our mission may be “re-
engineered” to satisfy all agents. In the short term, in
front of the media, our unit may receive big applause.
But is it what we are looking for? Is there another way?
What are the advantages and disadvantages of this
course of action? Is it feasible? At what price?
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The use of noncoercive influence is another
option. The main advantage to this, the third and
best course of action, is that it will confer legitimacy
to our mission within the realities of our capabili-
ties." First, it will establish a common ground for
cooperation with outside agents: if they do not feel
threatened or ignored by our actions, then they
will be more prone to look for common ground.
Second, it will enhance mutual trust. Exerting
positive noncoercive influence requires contact and
engagement; if this engagement remains sincere,
without each party renouncing its position, it will
build confidence and the possibility of concerted
action. Third, the effects of cooperative agree-
ments last longer than those of coercive actions.
This is significant because, even if other agents
perform less efficiently than our force, they will
learn, improve, and take full responsibility over
time. Finally, as history proves repeatedly, military
decision-making has not always been correct.”” A
cooperative approach allows each agent to take
responsibility for its own mistakes; there is less
likelihood of mistakes when each agent is perform-
ing its own responsibilities.

Of course there is a price. Efficiency and effec-
tiveness may suffer in the short term. Military capa-
bilities and resources are often much more effective
than those of other agents in short-term actions.
But taking on other agents’ tasks may reduce their
legitimacy and that of our own mission as well.?’
Second, things may take more time to accomplish.
Again, in the short term, military resources may get
immediate results, but in isolation, this does not help
build confidence with other stakeholders. The worst
case is that influence simply may not work. The
different agents may pursue their own interests and
objectives in a manner that may prove incompat-
ible with our mission. In these circumstances, if the
alternatives are coercion or substitution, the result
may be a different kind of the same evil. However,
if we consider not only our own unit, but also the

...even if other agents perform
less efficiently than our force,
they will learn, improve, and take
full responsibility over time.
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whole operation, with different units like ours, some
of those units may actually attain their objectives.
In general, looking for influence may not work 100
percent of the time, but it promises to be better than
simply relying on brute force. Looking at the big
picture from a strategic point of view, in the mid- to
long-term, influence may be superior to coercion
in situations other than major combat operations.

Finally, there are other legitimate questions.
Will an orientation to exert influence on the com-
mander’s part affect combat capabilities of our
unit? Will it affect our own will to fight? If so,
would it be better to prepare ourselves for major
combat operations? The old argument that there is
no need to train for nation building because excel-
lent combat skills will translate into excellence in
stability operations has been proven wrong. We
have to train for all tasks. A Soldier always has
competing demands on his time, and training for
stability operations will not erode combat skills.
Accepting new demands for competency will not
necessarily erode former capabilities. Our Soldiers
have the ability to train for full spectrum operations,
so we must conduct the necessary preparations for
any contingency.

How to influence

Influence is a quality of leadership. Field Manual
6-22 provides the best guidance on how a leader
may extend his influence beyond his chain of
command. Good leaders will be able to influence
events in their environment by the simple rule of
Be-Know-Do.?! The current operational environ-
ment is very complex. It is more demanding than
operations in the past. Leadership requirements
certainly deserve a closer look.

An influential leader needs the quality of restraint.
Arrogance is the worst enemy of influence and
therefore an obstacle. Aggressive thinking leads
to anticipation. However, restraint must control
aggressiveness.

Patience is another basic quality. An energetic
command is either followed immediately or dis-
obeyed; there is little room for foot dragging, but
influence leaves plenty of time to analyze options,
check trustworthiness, and assess alternatives. The
influential leader assumes that implementing his
measures will take time. Time and perseverance
build trust.
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That is why coherence is an additional require-
ment. Maintaining coherence over time is not easy
when a leader has competing demands. Coherence
will require sacrifices in short-term goals to benefit
long-term purposes not yet defined, but it will prove
its value. Arbitrariness is the opposite of coher-
ence; it will undermine trust in order to achieve
short-term gains. An influential leader is adaptable
and agile, t00.2 His or her adaptability does not
go against coherence, it builds on it. Adaptability
means being able to change one’s approach to meet
the requirements of every situation while remaining
loyal to one’s principles and commitments. In order
to be adaptable, the leader needs to make decisions
by following a battle command decision-making
process based on a situational understanding of his
own analysis, not a checklist. The basis for these
decisions is knowledge and professional judgment
developed from experience.

An influential leader requires a special orientation
to knowledge. First are his professional responsibili-
ties: the tactics, techniques, and procedures of his
unit, which are common to any situation. After one
gains professional expertise, the next essential step
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U.S. Army LTG Ray Odierno addresses Soldiers at Patrol Base Hawkes in Arab Jabour, Iraq, 21 October 2007.

is to gain knowledge of oneself. By simply being
present in a theater, a military force has a tremen-
dous influence on events. This influence will range
from the local environment to international public
opinion. Self-knowledge springs from a thorough
awareness of one’s own capabilities, physical and
moral, as well as a clear understanding of our civili-
zation and the legitimacy of our mission. One should
measure moral capabilities in terms of trust, cred-
ibility, and will; physical capabilities depend on our
equipment and the graduated violence we can exert.
Any leader has to be aware of his place; he is never
behind the scenes, but always in the public eye.
The need to influence people of varied backgrounds
places an extraordinary demand on the leader. The
influential leader must be familiar with a quite
complex environment and the different agents that
populate it, their characteristics, names, purposes,
mandates, interests, and structure. On the one hand,
to be trusted, the leader must appear knowledgeable
to the leaders of other organizations; on the other
hand, he needs to consider all aspects of the situa-
tion in regard to his own decisions. His knowledge
base about the agents contains more than facts an
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intelligence cell might provide. It implies a thorough
understanding. Those agents are formed and led by
persons. The influential leader must understand these
people and their basic needs, ambitions, and habits.
This kind of knowledge relies heavily on education.

The demands of technology have made our edu-
cation highly specialized, increasing the depth of
our thinking in a narrow field at the price of losing
perspective and breadth of understanding. In opera-
tions other than major combat, success is not just
the precise application of technical knowledge, be
it flying aircraft or conducting planning. It depends
on interpersonal relations with a broad variety of
people. A good leader has to know human nature,
instincts, and motivation. He has to do more than
just respect a religion; he must demonstrate knowl-
edge of its basic principles. Collective decision-
making involves ideological and religious consid-
erations. A leader who aspires to exert influential
leadership in a complex environment must have
a basic understanding of philosophy and political
science. Cultural awareness is not enough. A leader
knows that other people have cultures; to be effec-
tive, he must be familiar with the culture.

Cultural awareness is not enough....

to be effective, [the commander]
must be familiar with the culture.

The study of the physical environment is also a
useful factor in interpersonal relations because the
interaction of people with their physical environ-
ment shapes their behavior. A leader must know
about agriculture in a rural environment, be able to
value production in an industrial area, and under-
stand changing social relations in an urban setting.
The influential leader must know how to react in
any situation, whether meeting with traditional
peasants or having a working lunch in a downtown
hotel with politicians and international officials. He
must use skills and natural abilities to communicate
his intellectual resources and environmental aware-
ness, but he must also improve his communication
capabilities through study and preparation.

Influence is all about communication. The influen-
tial leader must be able to reach out to other agents,
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establish a climate of dialogue when possible, and
engage them with honesty and sincerity and without
arrogance. Cooperation is easier once a communica-
tion channel is established.

Of course, the question arises: what to com-
municate? First, the leader has to clarify his posi-
tion, his mandate, and his mission to all agents.*
An influential leader is not a negotiator, although
sometimes he may need to negotiate. His point of
departure is his mission. He needs to open a field
for cooperation with imagination and generosity.
He should employ his capabilities and resources
as leverage. His actions affect other agents, and
they may improve the situation or make it worse.
In order to remain coherent and trustworthy, the
influential leader balances each agent’s demands
and interests.

The first steps in influential communications
should build trust between the leader and his coun-
terparts. The leader should be involved personally,
preferring to communicate primarily with leaders
who are at an equivalent level to use his prestige
and authority as leverage. Morality is paramount:
the influential leader’s actions and words must
be beyond reproach, serving as a “moral com-
pass” to the environment.** The beginning of a
relationship needs patience; taking small steps
helps to establish trust before addressing greater
projects. There will be time to take calculated
risks later. Sometimes those risks will materialize.
If risks have been properly calculated and likely
results anticipated, the one who will suffer from
failure will be the unreliable counterpart, not the
military unit. Future successes will compensate
for some errors. The influential leader seeks good
fortune, but luck is not a question of chance. As
Major David Cummings has written, good luck
is a combination of preparation, control, and
confidence with opportunity.”> A good influential
leader “jumps on” an opportunity with confidence
because of his knowledge and preparation.

Engaging with other agents means that the
leader may need to revise some efficient military
procedures. Military planning capabilities tend to
be far better than interagency or NGO capabilities.
Their agility allows NGOs to respond quickly,
but not always following established procedures.
Flexibility in military procedures may allow short-
term successes, which in turn help to establish
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trust. Furthermore, many procedures are designed
to improve efficiency. Outside of the military
system, this efficiency is often in doubt. In order to
provide the other agents a sense of ownership and
responsibility, sometimes a leader should discard
efficiency in order to allow other agents to execute
actions even if they do not do so in the most effec-
tive manner. Leading through influence is costly,
but effective. There is a need to trade efficiency
for effectiveness. Being flexible in procedures will
enable the stakeholders to reach a consensus.

On the other hand, the military leader commands
a lethal force, not a group of Boy Scouts. He needs
to be aware of the capability of his force and use it
with moderation according to the circumstances.
Military force is a powerful tool; its coercive
power is the essence of military action. When an
armed military unit has been deployed, except in
peacetime military operations, it is because force
is needed in some way. Influence is reinforced and
directed with dialogue, but it is based in force.
Prudence and determination are the key attributes
for the successful use of force. Prudence is needed
to decide the moment and intensity required in the
application of force. Determination is needed to
carry out the decision.

A proportionate use of force reinforces one’s
prestige, authority, and trust. Employing too little
force may not accomplish the desired results, but
an excessive use of force will break the trust of
friends. The need for prudence and sound judg-
ment in the use of violence is imperative. Once
excessive violence is unleashed, there will be no
way back. However, once the commander has
decided to use force, it has to be successful. Deci-
sive action has to be carried out with determination
and positive control.?

Future Leader Development
Military leaders at all levels, except when
engaged in major combat operations, will find
themselves surrounded by a very complex human
environment. The actors in this environment are
intelligent and willing human beings who make
their own decisions. They are not enemies, nor
are they strictly neutral. They have an interest in
the solution of the crisis that brought them there.
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The chances to compel those agents to play by our
rules are weak, and trying to do so may even be
counterproductive. We must find common ground
on which to operate for a common purpose. Military
power and capabilities mean that any military unit
deployed to an area will have a robust influence on
the environment. The role of a military leader is to
make the best use of this influence to accomplish
the mission.

The COE places an extraordinary demand on
future leader development. Leaders will conduct
their tasks heavily constrained by their operational
environment. In order to be successful, leaders
should be able to influence this environment to
fulfill the mission. This is not an easy task.

Influential leaders should be adaptable. They
must be able to restrain their energy and be patient
and coherent. They must be aware of their own
capabilities and possibilities. They need basic
general knowledge to improvise adaptive and prac-
tical solutions to unforeseen problems. The book
for success in this environment is not yet written.
Influential leaders must have much more than cul-
tural awareness; they must have cultural familiarity.
Knowing what they know and knowing who they
are, influential leaders will engage and communi-
cate personally within their environment. This com-
munication should build trust and credibility among
all parties, make cooperation possible, and create
common ground to find practical solutions. Influ-
ential leaders will assume risks, taking advantage
of opportunities and demonstrating flexibility with
their procedures. They will use force with prudence,
but with determination, once committed. Influential
leaders are adaptable and can operate anywhere in
the world when there is a requirement for stability
operations. They are active participants in the desert
during the blinding sunlight of day and in the cool
moonlight throughout the night.

As the stars gradually fade into the light of day,
the brigade commander finally begins to understand
the foundations of his frustration. He was trying to
solve everything by himself, putting an inordinate
amount of pressure on his unit, and creating mis-
trust within the environment. Yet, it is not too late,
he has learned from his past mistakes. It is going to
take more time, but patience is now on his side. MR
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Combined Arms Center 2009
Information Operations Writing Competition

* RESULTS

The Combined Arms Center at Fort Leavenworth is pleased to announce the winners
of the 2009 10 Writing Competition.
Several manuscripts were received and judged by a distinguished panel of invited experts.

1st Place
by Dennis M. Murphy, $1000

2nd Place

3rd Place
by Steven Mains, $250

4th Place

“Attack or Defend? Leveraging Information and Balancing Risk in Cyberspace,”

“Information Operations as a Deterrent to Armed Conflict,”
by Colonel Blane R. Clark, $500

“Learning While Fighting: Operational KM That Makes a Difference,”

“The Wiki and the Warfighter: Harnessing Massively Distributed Collaboration”
by James E. Shircliffe Jr., $250

The winning manuscripts will be published in upcoming editions of
Military Review, the Professional Journal of the U.S. Army.
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