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•
UNCONVENTIONAL WARFARE AT THE OP~RATIONAL LEVEL - TH~ (.HINUITS IN 
E:URMA r N WORLD WAf, I I t,y ;1A.J ~I L C hae I I,,). I"IC f":ee~)a", 'Y::;H, 4';;' pa,;)es 

The challe"ge moder" strategists face co"cer"s preparing tor two 
disparate types of war. One war is conventional and employs torces in 
familiar ~ays. The other} more likely war is unconventional 1n that 
f,,,,'ces will fight ber,in,::! e"emy li"es, ,'elying ."" tenuous l,nes ,:.f 
c."mmunicatio"s. I" both cases, the stl'ate.;!ist must deflne tl,e '::!es.Ll'ed 
outcome, the resources available to achieve that outcome, and lhe ways 
to employ those resources. Whether conventional or unconventlonaJ} 
modern warfare requires operatio"al design to blend the ways and means 
to achieve the end. Thls monograph draws together operatlonal art 3fld 

unconventional warfare. 
At the outset, this mo"ograph reviews operational art and 

Qpe,'ati,,,nal planni",;! usi".;! the fami 1 ia" framework of METT-T (.~)lS'SlOI\, 

enemy} tl"'l:'I~PS available, tel"r'ain, and tlme). With that. [t:)nstr'ucL, 
this paper analyzes these i"terdepe"de"t elements of Qperatlonal 
planning and how they dirter from the tactical level Re(:oqnlzing 
t.l-lat these elements a\"'e not all-inclusIve, this papel"' t.l,.JPllS (':1 '":.:)nlrlll_·n, 

underlying operatIonal fact.ors - IntellIgence, sustaIn~lenL, arld 
leadership - whIch play crucial roles at the operatIonal Le~81 

Ne:'{t J thIS monol,;}\"aprl t·urns t.o the Crlinclits 0pl::or'al.lon 111 I:::l...n~ma Lll 
1'344 Ai tel"' l"eVleWll1l,;;] t.lle stl"'at.e';Jic settlllidl thls analysis e}:',::iflllrlt:::!S 

the Chlndlts operation using t~e same analytlcdl fr~mew.~lrh' fi-Ie 
result 15 a useful comparison of the Chlndlts operatlon and 
l:.pepational art. 

The study of the Chindlts operatlon yIelds several 3ignlflcal,t 
conclusions for future tonsidepation. FIrst, traInIng prl~ves itself 
as a combat multlpllel"' for both the tactical Ul'lt and t.he 1:.pel"'atiol'la,L 
level staff, Seccl\ld , mIlitary ope,"atl':'lIlS WIll always be dl"'iv8n anlj 
resourced by polItical deciSIons, Finally, as a way to employ means 
to achieve a strategic end, unconventional warfare blends well llltu 
opel"atl':'lnal al"t. 
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!'No commander can plan I~r maKe Ijec~S]0n5 wlth any ,j8qr~e 

I~i assumed firmness wIthout comparable fIrmness and ~ 

clear-cut IjecIslon from the next hIgher Level. History 
records that this has been too much to expect in the 
past, and, natlons and human b@Lngs being what ~hey are! 
the future can hold no prospect for improvement."/l 

BEN Jacob L. Devers, Armed Forces 
Staff College, 8 October 1947 

INTRODUCTION 

Contemporary military strategists face a formIdable 

challenge. They must prepare for two distinctly different 

wars. The one with Wh1Ch the United States 1S comfortable 

mobilizes, depl,~ys, chases, and then crushes the QDPoslti0n wlth 

relat1ve speed. The ~ar which IS more probLematlc requIres 

fewer forces, less lethality, more finesse, and more tlme [n 

both cases! ~he strategist must grappl~ Wl~h 3 n~tl011al s~r_\t~sy 

and how the m.l1tary fits into that strategy. In the t1rst type 

of war, the strategist can turn to the soldier, loosely describe 

parameters for employment of forces, and then allow the soldIer 

to revel in the excitement af his profeSSion and callIng. 

Recent hlstnry quggests that ~he 5econd t·v~e ~f war is far 

more likely than the first. Since 1945! the smaller! more 

confined war has evolved as predominant. Of the almost 150 

conflicts in the world sInce 1945, over 90 percent have be8n 

fought In the developing regions of Latin America! AfrIca, the 

MIddle East! and Asia. About half of these conflicts have Ijealt 

wlth lnternal matters. Although the Un1ted Stat~s has 

partlclpated 1n relatlvely few of these confll[ts, the cLear 

conclUSlons remaln that the UnIted States! ne~<t war WILl 



probably be limited in scope and ,~bjectlves and will demalld 

unconventional means to achieve its strategic end. That. 1S the 

type I~f confllct WhlCh so easIly clouds the American vision of 
.-, 
.~ 

wal' . 

In the second war, the strategist is a player. He r,\ust 

balance the ,jesire,j end with the means an,j ways available to 

win. He must assuage politicians and diplomats. He must 

somehow define the national strategy in terms Wh1Ch the soldier 

can translate into military objectives. He must finally be able 

to del ineate l,iJhat. the arme,j fl~l"ces must do an.:j cal,not do to 

achieve the ultlmats strategic goal.l 

strategist's challenge. 

To prepare for a mo~t uncomfortable war is the sum and 

substan~e of the strategIst's and soldIer's challenge. To aio 

probable type of war with operat1onal design. To that end l thls 

paper will reVlew operational art, consider a hlstorical example 

of the use of unconventional means to achieve a strateglc enlj, 

the Chindi~s campa1gn in Burma during Worla War II, ana assess 

the r~levance of unconventional warfare to operatlonal art. 

FlnallYI this paper will draw several concluslons surroundlng 

operatlonal art within the contemporary milItary environment. 



OPERAT IOI~AL ART 

defines operational art ~s: 

" ... the employment of military forces to attaIn 
strategic goals in a theater of war or theater of 
'jperations through the desi,;;!n, 'jr';;!anizatl'jn, and 
conduct of campaigns and major operations. "/4 

Because strategIc goals focus the use of mIlitary forces, the 

establishment of those goals deserves consideratIon BEN 

Devers' quotation at the beginning of this monograph suggests 

that firm. clear-cut guidance from senior headquarters IS 

essentIal to planning; he pessimistically predicted In 1947. 

however, that strategic gUldance in the future die not promise 

greater clarity and firmness. If distinct guidance and ~larlty 

of purpose are necessary to translate str~tegy tntl] ml1Ltarv 

J~bJectlves, why IS that translation so-difficult? The answ~r 

begIns with the fact that stra~egy itself is dIffIcult to 

desc\"ibe. 

"The apt ~nc! 'Science of devel,,)pll,q 3.11d !~sT.nl~ pc,lii:.tcaL 
economic, and psychological powers of a 11atlon , together 
wlth its armed forces, durIng peace and war, to 58cure 
national obJectives.'I/S 

l~§_EY~_! further defines mIlitary strategy In terms of the use 
E. 

or threatened use of force to secure national obJ~ctiv~s. 

Thus. milItary objectIves in the conte~t of strategic goals must 

necessar1ly mesh with a var1ety of complex pol1tical, 8COnOI01(J 

and 50c1a1 lS5ues. rO lrlose na t 1 Clna 1 1 ssues add s 1. fl'I L 1a I' 

._,",



concerns !~f Aliled natIons and the problem of defInIng a clear 
7 

direction becomes even greater. FInally, however, strategic 

goals and variables of the IJnIted States as well as her Aillas 

change frequently and sometimes dramatically.
 

alth'::>u';;Ih a "ati,::>nal st,'ategy may not be affecte,j,
 

specific ';;I,::>als ,::.f that stl'ategy may in,jeed change an,j in tur"
 

affect subordinate goals and objectives.
 

Ideally, the variety of diplomatic and politIcal tensIons 

will be resolved at the national level so that the Joint Chiefs 

of Staff and National Command AuthorIty can issue clear and 
'3 

carefully defIned gUIdance to theater commanders. [n 

practIce, the '~perational commander finds himself with val~ue, 

nebulous, and possIbly contradIctory guidance which, onc~ 

10 
issued, IS difficult to adJust. To help resolve or prevent 

U",e operational c,::.mrhander f,'om finojin';;I himself in that 

unenviable position, two actions are required. 

First, the operatl'~nal commander must JOin the strategists 

In developing natIonal strategy Martin 81umenson acknowledges 

that national policy is a CIvilIan responsibIlIty, but in 

carrying out that responSIbility, the highest ciVIlian 

I ea,jerstn p must ac t i ve l y c ,::.nsu 1 t with the mil ita ,'y as "e:·'·per ts 
1 I 

In the employment of armed force." The military should ask 

questions as well as offer answers surrounding three key aspects 

of a Mlljtary operatIon deSIgned to achieve a strategIC ~oal 

th~ desired end, the constraints on ways, and the available 

. 4
 



means. Even these issues are fraught with questions and 

c'~ntroverSles In ~helr Qwn rLght l but they demand resolution so 

that	 the operational cororoander can fraroe his roilitary campaign. 

The sec':lnd acti,;)n requil'ed t.;) assist. the ':lpe,'ati';)nal 

commander in developing his plans in a dIfficult, changing 

envlronroent is a st.at.eroent. of strategic Intent. The constant 

dynamics and the inherent lack of clarLty at the national and 

strategic level demand that the strategic and operational 

coromanders clearly underst.and at least t.he intent. of t.he 
1 ::;: 

The specifics of inLent. are difficult to 

describe l but wllhout a mutual understandIng between the 

strategIc and ,~perational commanders, any mIlItary operation 
U 

wIll	 be aimless and "In lhe ~~:treme, rIsk outright defeat,!1 

The outcome of blending thiS mult.it.ude of variables at the 

International, national, and strategic levels must. eventually be 

strategic gUidance for the operational comroander. The ';jU I ,janc e 

should, as specifically as possible, describe the glra~eglc 

Intent, allocate forces l ldentlfy the enemy, descrl0e 

geographical restrictions, and impose time demands. [\1 

addltlon , the guidanc8 should address what must be done and whaL 

cannot be done lconstraints and restraints), In U-Iat [I:)nte::·:'t} 
1,5 

the operational commander can formulate a plan, 



OPERATIONAL PLANNING
 

To identify common elements of operational planning which 

will analyze the missi,::>n, enemy, tpoops available, tel'pain, a"d 

time (METT-T) at the ,::>perational level ,::>f wa,'. 

analysis and comparison. this paper will consider these elements 

sepapately; in fact, they ape tightly inteprelated -- changes .n 

one will almost supely affect the others. These elements, 

however, are not all inclusive. Accopd1ngly, this papep will 

include three additional factors which demand separate 

conSideration because of their impact on a campaign I~r 

Intelligence, sustainment, and leadersh1p all take 

nn greater Importance at the Qperati~nal level of war, and tnus 

they deserve to be addpessed individually. 

Translating strategic gU1dance into en operational level 

mission statement 1S the operational commander's most crUCIal 

~nd most difficult responsibilltv The signifIcance of thIS 

responsibil1ty and the cpiticality of the resultant miSSIon 

statement cannet be ovepemphasi~ed. All depivative m1lltary 

operations focus on a strategic objective whose accomplishment 
16 

1S eSSential to strategic V1CtOPY. How well the operational 

well determIne the subordinate commanderls understandIng !)f the 

..-'­



Clearly, understanding the operatlon IS a 

prerequislte to successful accomplishment of the strat8g1~ ~oal. 

Base,j on the st.l'ate':;Jic ':;Juidance and lntent fl";l") r,i';Jhel' 

authol' i ties, the ';lpe,'a tiona I c';lmman,jel' be';J i ns his mi ss i on 

analysis. Because a myl'lad ';If factol's impact on thls anal'is1s, 

the commandel' must fil'mly establlsh his vislon of the campalgn 

and his expectations of how its major operations or phases 
17 

shc,uld be fashioned. The commande,-'s vlsion and 

e;<,pectations al'e essential fol' hlS plannin';J staff so that 

With those factors In mInd, the staff l=et2rmln~s 

what milital'Y objectives al'e necessal'y to achleve the stl'ategic 

Inherent to that 3na:vSls :9 a cl~nslderat~Gn 8f t.h~ 
~ '.:. . '-' 

desired ends In light of available ways and means 

AdditionailYI the obJectIves must comply ~lth strateglc 

l'estl'aints and constl'aints. The objectives must be attaInable 

with forces available, achIevable in a reasonable perIod of 

tirl)e. 3lid tncur' the least posslble r.-)st ~.n ~ i':~~s, pr"":-CI~rd'l, =t,l"lll 

1'3 
matel'ial. In the pl'ocess of developing milital'Y ObJectlves, 

means actually help to define ends. 

The procedural outcome IS the ffililtary obJectIve. Idea ~ J. 'I, 

the attack or thl'satened attack of an obJective will unbalance 

"the enemyls ent1re structure, producing a cascadIng 

deter1oration 1n coheSIon and effect1veness Wh1Ch may result 1n 

complete failul'e. and which wlli inVal'lably leave the force 

7 
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vulnerable to further damage, " Defeating the enemy's 

·center of gravity,· however, lends itself to substantial 

c':lntl":lversy. While the above description of center of gravity 

IS generally accepted, some argue that translating the 

definition into a military operatIon entails little more than 

assessing the position of the largest enemy concentration and 

then massin';;! combat p':lwe,' ':In that objective. Othel's sug';;lest 

that while the defeat of the enemy force will be the fInal 

outcome, direct confrQntatll~n IS rarely necessary ~nd IS 

extraordinarily costly The point 1S that JeopardizIng the 

enemy's center of gravity undermines his position on the 

operational level may not be necessary. BEN Glenn K. Otis, 

Commander-in-Chief, U.S. Army Europe suggests: 

"At the operational level .. your goal IS not to kill 
the enemy, but to provide opportunities for the 
commander at the tactical level to kill the enemv. 
Your operational objective is to put the enemy In 
:-Iar'rt)' sway IJ /"::1 

Much as strategic intent compensates for a lack of clarity 

in gUidance while providing significant fleXibility to the 

operational commander, the theater commander's intent also 

acknowledges that immutable guidance is Impossible and that 

Initiative and flexibility are essential to accomplishIng the 
:22 

miSSion. Thus, whIle the commander's intent IS separate 

from the miSSIon statement, It is nevertheless an essentIal 

element of Infl::.rmation and quidance for subordinate cl:)rnmanIJel"s. 



Enemy 

forces must be viewed fr':)ffi a b'''Qad pel"spective. n'",e enemy is 

far more than those forces aggregated on ~he battlefield. The 

enemy inc 1u,jes opp,~s i 109 all i anc es with p,:,ss i b 1e f i ssul-es in 

their solidarity; leaders with thelr various strengths and 

weakl,esses; doctpine and I~l"ganizatil:)ns lNhich aY"e c1l"ouqrlt to be-a," 

on the battlefield; national will of opposing nations which may 

be vulnerable to explOitation; and finally, technology and 

l"8SpeC ted. Of partlcular importance is an understanding ~na 

appreciation for the enemyJs large-scale capablilties to 

neutralize f~iendly advantages. The United S~ates' Lechnology, 

for example, has been an acknowledged combat multiplier for 

sever'al year's. Counter-technology measures l however, such as 

J arMfli ng} can nel;Ja te trial assumed advantal;Je ther'eby e::<pos i. I'll;) 
24 

flre} maneuver, and protection to enemy attack. The kev 

point 1$ that the enemy is not static and understandIng how GIJ 

defeat the enemy demands far More than a sterIle portrayal of 

threat artIllery ranges or tank weapons systems. At U'",e 

operat..I'Jllc:..l level, the enemy is as mucrl a compostt.e ot tl'r,;tilllll'~} 

Ijoctrlne, equipment, leadershIp, and national resolve as ar8 

f \.. 1. end 1y for c es . Consequen t 1y, r1)aJ 0 r' I)per a t ions and campa 1qns 

must target strategIc objectlves rather than JU~t the enemy 

forces arrayed on the battlefield. 



Tr'l:ll:)pS Avai lable 

rhe operational commander's mission drIves l~e echel,~n. 

type, and command structure of avallable forces. C1ea I' 1y, those 

forces must be sufficlent to achieve the strateglc Objectives 

which the operatlonal, strategic, and natlonal authorlties have 

def 1 ne,::I. Consequently) the size and nature of an operatIonal 

level force cannot be predicated exclusively on a speclflc level 
25 

of command. To achieve strategic goals, avallable forces 

may include Allies and slster services as well as a vari~ty lJf 

AI"my fOI"ces. 

lnfrastructure wi~l det8rmlne the extent ,~i host natlon 

suppo\'t. The geographlc dlstance from loglstics bases wlLl diso 

inf iuence the natul"~ anc:r amount of SUPPO\.. t f'equ::'l"'ed f'")l" t.1~le 

combat f,;)rces. Levels of training, qualIty of equlpment ana 

avallable. Just as the enemy forces at the operational level 

surpassed those postured on the battlefleld, f\'lendly fo\'ces 

also extend from beyond the forwara I1ne of ~roQps !.~LGrJ 

thr'OL.II~rl and above AllIed natlons! I ine5 

of communlcations to ports or bases and fInally to home station 

where political, societal) and economIC support reside. 

10 



Within the purview of troops available, the term 

"unconventional warfare" requires brief conslderatlon. T l" I.:II::'PS 

available at the operational level constitute both the means and 

ways to achieve a strategic goal. l~§_Eyg_l describes the 

essential elements of unconventional warfare. First, 

unconventional warfare includes military operations conducted 

behind enemy lines. Second, the ,::)perati.:'l'S ar'e , .lowII. 

visibility, covert or clandestine.- Third, indigenous personnel 

are essential to the operation. Finally, external resources 
26 

support the operation. These elements of unconventional 

warfare will become self evident in the Chindits operatIon. 

Impol'·tantly, h.;,wever, the Chil,di~s operation (1944) pre-,jates 

the JCS definitIon of unconventional warfare (1986). 

Consequently, ,;,ne could reasonably presume that campaigns like 

the Chindits operation - if not that operatIon itself ­

c,;,ntributed t,;, the reseal'ch required t.;, develop the JCS 

,jef in1 ti';,n. 

Terrain and Time 

At the operational level, terraIn and time are inextricabLy 

11 nked. Terrain or space is important only because it Impacts 

on the time required to achieve an end - ~actical, operatIonal, 

or strategic. Concurrently, the operational commander must look 

beyond the terrain and time lImitations of the present in order 

to project his vision into the future whose conditIons he 

intends to inf luence. Consequently, he must ,"pp,-ec L"te U·,e 

I 1 



co:.nstl"aints b.:)t.h terrain and time -- .:)f the pl"esent whi le he 
27 

l.:).:)ks ahead to the stl"a teg i c goa 1s ,:)f his campai gn . By 

necessity, the ope,"ati':)nal commander and his subo'"dinates 

l"ecognize the importance of forested areas and hilltops; but, in 

greater depth, the operational commander looks toward l"oad and 

rail networks, urban development, port facilities, mountain 
28 

ranges, and desel"ts, among others. 

Perhaps of equal importance, space and time influence 

Allie,j res,:)lve. Host nati.:)n supp,:)rt '",ill likely wane as c,:)mbat 

operations decimate the citIzen's homeland with no 5pecifLc tIme 

limitation in view. The greater the depth of the battlefleld, 

the greater the sac r i f ices ,:)f the non-c,:)mba tants; and the higher 

the intensity of confllct. the higher the t~ll takan. Thus, as 

terrain and time il~f luenc.e the opel"ational commandel" s campai'Jn 

plan, they also impact his capability t,:) e~<.ecute and sustail~ his 

combat eff':)rt. 

In summary, mlssion, enemy, troops, terrain, and ~ime are 

key elements of analy.is in operational level planning. 

Although discussed individually, these five elements blend 

to'~ether to fOl'm the sum and substance of a campalgn plal~. 

Three underlying factors intelligence, sustainment, and 

leadership - significantly impact each of the key operational 

elements. Consequently, these factors deserve separate 

consideratil:)n. 

12 



Intell i';Jence 

At the operational level, military intelligence takes on a 

far deeper dimension than at the tactical level. The essential 

function of operational intelligence is analysis and planning 

based on a ~heater area evaluation: operational planning demands 

enemy il,f'::lrmati'::ln in b'::lth breadth and ,jepth, The operatiorlal 

level staff must ferret .::lut detailed intellio;Jence surroundin.;;) 

II	 the enemy's political, sociological, and psychological status as 

well as his military capability, Analysis of enemy activitles 

must consider the enemy's intent over time as opposed to 
29 

near-term enemy capabilities, Specifically, at the
'II 

operational level, intelligence assets must focus on discerning), 
the enemy's center of gravity and his abili~y to ~ove, sustai~, 

or change that center. 

Intelligence requirements at the operational level place 

unique .jema"ds '::ln techn'::ll'::lgy and '::In staff '::lfficers. Staff w'::lrk 

':j must be impeccable, Friendly an.j enemy c.::lurses '::If acti'::ln must 
"':'

be formulated, analyzed, and compar8d; reasoned, accurate 
:3c) 

predictions result. Above the tactical level these• 
predictions can affect an entire campaign or major operation.

'. Based on the intelligence gathering talents and analysis of his 

staff, the commander will dedicate scarce combat resources to 
.1 

mass	 fo," decisb:-n 1:)1"' to eCljnomize for delay. Major ':'Iperat.ir:lns 

and campaigns rely heavily on what the enemy intends. Because 

combat resources are always limited, the irlformatlon and 

13 



analysis which ,jrive decisions must pr,:>duce the highest possible 
:31 

payoff. In that regard, intelligence at the operational 

level is clearly a combat multiplier. 

Sustainment 

In operational sustainment, two truths remain self 

evident. First, operational commanders characteristically take 

risks in sustaining operations. Because ,:>pel'ational sustainment 

is normally more complex and larger than tactical sustainment, 

it I'equil'es ';Jreatel' ,jetailed planning and is lnherently mOl's 

vulnerable to the ~nforeseen frictions of war. Weatr,el' , 

terrain, systemic breakdowns, and enemy interdiction (an all 

interfere with long lines of support and logistical bases. 

Cumulative effects un,jermlne lal";Je ,:>pel'a~ions '"hlcr, "dve,'sely 

affect a campaign. Although those outcomes must be considere~, 

the operational commander and his staff cannot allow friction to 

paralyze their planning. Instead, they acknQwle,jge pl',:oblems 

and pIal' t,:> compensate, accepting I'isk in sustainment. By 

definition, sustainment planners forecast with uncertain vision 

of the future and then resource accordingly. As c i l'cumstances 

with units in contact change. future planning changes and the 

nee,j for sustainment must adapt. Thus, operational level 

cQmmanders almost always accept logistical risk. 

The secon,j -- an,j more disc':>ncerting -- self-evi,jent truth 

about Qperational sustalnment is that its overall effect on 

111 



combat operations is hotly contested. On one hand, Michael 

Howard ar~ues tha~ in the Civil War, the North's abllltv to 

field and sustain a larger, better equipped army than ~he South 

"pr,:.ved to be ,~f the ';:Jl'eatest iOlpO\-tance" t.~ the N,~rtt-I' s 

ultimate victory. Edwar,j Luttwak a';:Jl'ees suggesting that 

"overall supply dictated the rate of advance, while its 

distribution would set the vectors of the advancing front" In 
:34 

the Allied effort in France, 1944. Luttwak further con~ends 

that at the operational level, the Important decisions in the 

Allied campaign were /'prlmarlly I~f a logistIC character l ' and 

that these were I'the key declsions at the level of th~ater 

:::.5 
s t 1"a tel~y . /I 

logistical planning was so inaccurate In Europe In WIJrld War II 

that it was almost always disregarded and "it was the 

willIngness .. to override the plans, to improvise and take 
:36 

risks, that determIned the outcome." Van Creveld matter l~f 

fact.·lv suqqest~.; that sustainment" plannlI1'~ ',JJI.Il alwCi.\·s D\::: '~l":,n.~ 

because calculatIons are based on ideal c0mbinations of trucks, 

railway nets, etc., whlch are never achieved and because 

national l strategIc, and/or allied changes In politIcal 

requirements will render calculation, prepapatl0n l and plans 
.37
 

>lw01"t.rlless. "
 

Based on these two self-evident truths -- that the 

opel"atiGllal conlrflallder fl"eqL.lently t.'=lkes lO'~lst.lcal l"lSk'~.::, .:=i.nd 
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logistIcal planning is Inherently inaccurate because oi 

operational and strategic changes -- one may conclude that 

detailed logistical planning and preparation are fragile, but 

crucial, at the operational level because the magnitude of the 

operational commander's risk must somehow be assessed. 

Rec':)';;Inizing tt-,at the c,:)mmander .... i 11 seld,:)", have all the combat 

power he wants at the decisive time and place, he will likeWise 

n.:)t have the l,:)gistical SUppOl't t.:) sustain his fo''"ces at that 

same point of d~clsion. Consequently, as he economIzes c'~mbat 

forces l he WIll also econOffil=e sustainment capability, The 

risks taken are clearly parallel 

Leadership 

Operational level leadershIp is IJnique because It blends 

demand for strategic VIsion with a need for tactical 

c':)mpetence. As dlscussed earlier l the operational commander 

joins his superiors In formulating strategIC goals which he Will 

achieve using his subordInate forces, I n ,jes i ';;In I n,;;/ t,he 

strategic goals. the commander must articulate hiS viSion to 

strategic and national authorities. Once the strategic Intent 

and goals are defined. the operational commander must then 

translate those goals into military objectives based on the 

ends. means. and ways available to him. 

National and strategic goals are characteristically broad. 

Consequently, the operational commander must frame an intent ~o 

pass on to his subordInates which will clarify his V1510n 

'16 
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without unnecessaril'{ restricting the tactical options of his 

subordInate commanders. His kay and overwhelming respon5J.billtv 

is to infuse a "single-minded focus on the sequence of actions 

necessary to e)<pose and destroy (t.I,e enemy's cent.el' of 
:38 

l~l"av i ty) . II That infusi.:)n is a function of the c,:)mmandel"s 

will -­ imposing his will on t.he enemy and inst.illing his will 
.:::9 

in hIS staff and subordlnate commanders. 

Another critical characteristic of t.he operalional leader 

IS his acceptance of risk. Risk tak in':;) is nco t. simp 1y a 

desirable attribute; it is a prerequisite for operational 

success. The operatIonal commanderls strategic gUI,jance wLll 

not be totally clear; intellIgence gathering systems can glean 

3nd ~nalv=e ~ finite amount ,)f lnformation: f~iandly ~I~rces wl~l 

seldom exceed those necessary for the mlssll~n; sustainment 

assets wlll not support all elements of the force simultane­

ausly: and friction will inevit.ably raise it.s ugly head. Thus, 

diFflcult choices must. be made and courses of action must be 

dec is i onmak 1nl;j . At the operational level} the commande~ 

~ecognizes the ne~d for risk and then communicates his r~til~nale 

40 
and intent to his subordinates. Clearly, risk takIng IS a 

fundament.al of operat.ional leadership. 

With this theoretical const.ruct. in mind. thIS monograph 

will turn to the Chindits In Burma durIng Worlrl War [1 ~s a 

historIcal example of unconventIonal war at the ope~atlonal 

'17 



level. Rather than recapItulate specific events of the 

Chlndits' campaIgn, the intent IS to provIde a strategIc 

overVIew followed by the same elements of analysIs presented In 

the previous section -- mission, enemy, troops, terrain and 

time. Additionally, this section will assess the impact of 

intelligence, sustainment, and leadership in the accomplishment 

of strategic objectIves In the Chlndits' campaign. 

alth':lugh each factor will be a,j,jl'essed sepal'ately, all the 

elements interact -- some with greater influence than others 

to pro1juce a valuable analysIs of the operational LQvel of war 

fought With unconventional forces. 

The Chinaits in Burma - STRATEGIC OVERVIEW 

The official history of the IJnlta~ States Army In World War 

II labelled the China-Surma-India (CSll theater, "the second 
41 

front and the secondary war." Relegating the CSl theater to 

a secondary status certainly affected the amount of tIme and 

energy dedicated to resourclng and planning for that. thaat3r 0f 

opel"atl l: rns. The Army staff -- looking first at northern Europe, 

then southern Europe and the Mediterranean, then the Pacific, 

and then eBI -- balanced resources meticulously and were 

extraordinarily "watchful" as they asse$sed requirements in 
42
 

SUl'ma.
 

Actually, the Army staff's caution was understandable 

Dver811, the war was gOing well in late 1943 F::omb 1 Ill;! Ger many 



from Britain appeared successful; the German submarine adv~ntage 

of 1941 1 1942, and early 1943 halj been neutralized; and the 

build up of men and material for a mass channel invaSion was 

proceeding steadily. Mussolini had been dep.:ose.j; the Salel'no 

lano:Hng il' :3eptembel' secured s.:outhern Italy for the Allies. The 

Russians had decisively halted the Gel'man summel' offenSive. By 

the end of 1943, the Russians would expel the last Gel'man fl'om 

the M':lthel'land fOl'evel'. Finally, in the Pacific, Amel'lcans and 

Ausll'alians had joined fOl'ces to bl'eak Japan's gl'IP on the 

islands of the Southwest PaCIfic. Despite these advances 

worldwide, much bitter fighting loomed ahead. 

Ar'my staff sensec1 vict.o\""y il1 Europe and hesit.ated t.o comrnit. mor'Eo 
4:", 

rl)\"'ces U-I:~tn -:tbsl")lutely neC8SSE\l"",' In the C'8I theat.!::?l' 

At tW0 stl'ategic confel'ences In 1943 (TRIDENT 1n May and 

(~IJADRANT In August) the Allies formulated strategIc goals for 

the CBI theatel': 

"1 To carry out operatlons for the capture of Upper 
Burma in orljer to Improve the air rout.e and establish overland 
COmmIJnlc~tll~ns with Cllina 

2. To continue to bUild up and Increase the alr rOUL8S 
and all' supplies to China, and the development of all' facllities 
wJ.t.h a view ~o: 

China. 

a. 
b. 
c. 

d. 

Keeping China In the wal'. 
IntenSifying operati'~ns against 
Maintaining Increased \J,:~. and 

EquippIng ChInese ground forces." 

t.he .Ja
Chinese 

44 

panese 
AIr Forces III 

At a third cl~nference, SEXTANT, In November 1943 1 the nleans to 

achIeve these ends in the C81 theater ch6nged substa11ttaLly 

Un i te.j ~:;ta tes aid tr) Ch 1 na bec aO'le Cont i \i1;)ent on Ch.l n\::ose e /. f 01' ts 

1'3 



to break the Japanese blockade of China. Because Chian,;;) 

Kai-shek claimed he was unable to free ChIna, U.S. aid was not 

f ':01' thc om i ng . The British withdrew landing craft from the 

theater. F i na 11 y, the Wa I" Depa I' tmen t sugges te,::1 tha t the C8 I 

theatel' sh'Juld f'Jcus 'In supportin.;;) the Allie,::1 eff':Ol"t in tt-.e 
4-5 

F'acific. Thus, 8urma's strategIc importance rested on its 

,~e':O':;JI"aphic position to base ai'"c\'aft t'J attack Japan and to link 

India with China. Rec'Jnquest of all 'Jf Burma an,::1 the 

concomitant use of U.S. combat troops, other than a long-l'ange 
46 

penetration group (LRPGJ, were considered unnecessary. 

The QUADRANT confel'ence authorized the long-range 

One AmerIcan brIgade, 

~aLahad, commanded by 86 Frank D. Merrill, JOIned Sl~: BritIsh 

brIgades, Chindits, commanded by MB Dl'de C. Wingate. rhest.? 

unconventional forces were designed, equipped, and trained for 

deep Interdiction of enemy 
47 

attacks of soft tal'gets. 

lines of communIcation and qUIck 

Thus, as 1943 ended. the Allied stl'ategy in the C8I thea tel' 

t,:ook: shape. LTG Josept-, :3ti lwei 1 , s N'JI"thern C':ombat AI"ea (:,:,mmand 

(NCACJ would conquer northern Burma and secure air and land 

lines of communication to China. LTG William Slim would support 

StIlwell's offensive by dlVel'ting Japan's attention towal'd 

centl"al 8urma. The thea tel' could expect little or no additlonal 

manpower'; J~l"'ound for'ces alr-eady III trl8ater' would bear' t.hl2: bl"ul1t 

of the operatlon. 
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Missil:)ll 

Based on Allied strateglc gUIdance, Stilwell derlved an 

operational mission to capture the Myitkylna airfields in 

northern Burma. Securing those airfields would protect air 

tl'anspol'ts en rQute to China fl'clm India. With the Japanese in 

contrQl Qf the airfields, U.S. aircraft were diverted far north 

around the highest peaks of the Himalayas (the Hump) and then 

s,::>uth to Ch ina. The long diverSion decreased payload and 

was ~articularly crltical. A second Important reason to secure 

the Myltkylna airfields was to protect the U.S. engineers who 

werm completing the Ledo Road near thm airfimlds. Trle Ledo Road 

;'1""':lffI Lsed t.e l:Jpen a I~poun(j Ilnk fOl" all-'JJe,~lther tl'aVl:-j ....... nc 7. 

gasoline pipellne between Indla and China. Thus, :::: t. I i. 'Ne i. 1 

translated hlS strategIC gUldance into an operation~l 

4::; 
rnission. 

General Slim also translated the strategic guidance into 

Wi n':;late: 

"1 Helping the advance of Stllwell's Lado force to 
Myltkylna by cutting the comolulllcations of the .Japanese l8lM 
Divlsion (defending at Myitkyina), harassing Lts rear, and 
preventing Its reInforcement . 

.~ (~reating a favorable situation for the Yunan ChInese
 
fl~rces to cross the Salween and enter Burma (from the north).
 

3. Inflicting the greatest possible damage and confUSion 
on the enemy In North Burma "/49 

The cll~al" i.\ltent was t.o 5Uppl:)1""t. ::.t.l.lwell's ~'\dvancl~ fl"onl trle 

north to take Myitkyina. the deCIsive point of the operatIon. 
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Wingate, in turn, formulated a tactlcal plan to lnsert 

three Chindlt brigades into the enemy's rear. One brigade 

mal'ched 450 'Jruelin'J miles to establish a stl'ono;;lh,;)ld f"om whe"e 

futul'e operati,;)ns c,;,uld be launche,j. The ,;)ther two b,'i'Jades 

f lew by gl ider f",;,m India deep ir,to Burma to block and is,:,late 

.Japanese f';'l'ces supplying an,j supportln'J Myitkyina. 

Unfortunately, two significant events affected the Chlndit 

Fi"st, a pl'e-emptive .Japanese attacK pl'evente,j the 

remainder of Slim's Fourteenth Army from advanc~ng across 

central E:u"ma. Sec,~nd, Wil1gate Ijied in a pla11e cl"'asl""l in l"1al"'ch 

1944. Brigadier Lentaigne, Wlngate's successor, lacked 

Wingate's leadership and emotional commltment to the Ch.ndlts 

Thus, 

the Chlndit operation began precariously. 

The actual mission of the Chindits was to contrioute to the 

achievement of an operational objective -- the capture of the 

Myltkylna alrfields. The Chindits intended to isolate the enemy 

f':I\"'ce$ ,':ICCupYlnl~ MVitkyil1a al1lj tel dlvel"t. enemv ~:..ti:ent.lon f",.,,)m 

Stilwell's forces who were to capture the airfi~lds and secure 

land lines of communications. Wingate and then Lentaigne 

planned and executed an unconventional operation to bypass enemy 

resistance and to strike at key vulnerabillties which would 

affect the operatlon's declsive point. 

Whether or not the enemy diVIsion occupying MYlt~yina wa~ 

the .Japanese center of gravity is doubtful. The Japanese attaCk 
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on Imphal had equal strategic slgniflcance, but entailed F8P 

']l"eatt::'r for'ces The loss Qf Imphal would have prevented the 

Allies from achievin,;:) theil' strate,;)i.c objective and would have 
.50 

set back the CBI theater effort substantially. Thus. in the 

CBI theater the center of gravity was the enemy concentralion at 

Imphal. 

Importantly, however, the Chindlts operation affected the 

Japanese effort at Imphal. To deal with the Chindit 

penetratlon. the Japanese diverted two baltalions of two 

divIsIons from Imphal. Additionally, the Chindlts caused the 

Japanese to commit lts general reserve which was lntanded to 

reinforce the army at Imphal. Finally, the .Japanese dedicated ~ 

detractIng f~l~m support to Impnal Not only did th8 Shindlts 

isolate and consequently render useless the Japanese 18th 

Division at Myitkyina. it also affected the declslve battle at 

Imphal; its effect on the Japanese center of gravity clearly 

hel~ed to ach18'/e an 0per~t~.'~nal ~bjective and ultimat~l'~ ~ 

51 

.Japanls fundamental goal in Worllj War II was to be 

" .strong enough to become the unchallenged leader of 
52 

ASla. II That aspll'atio::m tC)l~k l"Clot ln the 1920's and earl.y 

government weakene.j. .Japanese natlonallsm begot reg10nal 



expansionism which begot military domInatIon which In turn begot 

tIle need for' 1;J\"eater' eCQnomic reSOUl"ces. These I;lenel"a 1 

int..entiQns tQo::,k f()I'm In 19:36 when the ,Japanese gQvel'nment 

Qfficially declared a pQlicy fQr the acquisitiQn of China. 

e;<:pansi':ln into sQutheast Asia, and neutral izatiQn of Russia's 

threat tQ the north. Actually, the government phrased these 

gQals carefully, aVQiding pQssible references to milItary 

acti':ln; but, at the same time, the,'e was no doubt that milltal'y 

':lpel'ations woul,j be requi red an,j that HOOle "GI'eat F'o:-wel's" 
.53 

c~rtainly obstructed Japan's e~(panSlon. 

Oesplte the ,],"an\jiose appea.\"ance of t.hese $t\"at.el,;)lc l~oal:s 

" .Japan planned to fight a war of limited objectives and, 

haVIng gained what It wanted, e~:pected to negotla~e ~Jr a 
.134 

favorable peace " Japanls "limited objectlVe$'J lncluded a 

substantial piece o:-f the world Including all of the PacifIc fro:-m 

the Kiwi Islands to:- New Guinea and much of Southeast ASIa. 

E~pllCitly, Japan Intended to:- expand her eco:-nomlc base thereby 

strengthening her c~pabl1ity to arm herself and then intImidate 

her Asian neighbors into submissIon or milItarily crush 
S.s 

them. 

Initlally, .Japan was interested only in securing the 

s,:,uthel'n tip ':If Burma and the small islan,js to the soutt-l in 

order to establish air bases from which defensive operations to 

the west and south could be launched and whose position would 

help lso:-late ChIna 
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had no reason to plan for that conti.ngency. Il'onically, the 

Allies need for lines of communication between India and China 

thl":lugh northern BU1'ma divel'ted Japan's attenti':ln f"':ll>, Burma's 

soUthel'l"l tip. .Japan understan,jably C':lnc lu,jed tr,at Allied 

occupation of northern Burma would threaten her ability to 

Consequently, those fragile Allied links across 

northern 8urma required interdiction. 

Thus, .Japan entel'ed the Allied CB1 theatel' almost at t.I-,e 

Ailles' ber,est. At the operational level, Burma was signlflcant 

to the opposlng forces because of her strategic posltlcn lfl 

faCllltating future operations and her logistical and 

gRograohlcal lnfLuence on achlevlng strategic goals. LJesp 1 +.. e 

that strategic slgnlficance, however~ both forces consldere~ 

8urma to be a tertiary theater at best. 

To execute maJor operations in pursuit of strategi: goa13 1 

lndivldual, tactlcal battles had to be fought and it was here 

The Ideal jungle fighter. the Japanese soldier blended 

fearlessness and ferocity with mobl1~ skill and finesse to 

bypass or avoid strongpolnts, encircle the Ailled anemy, and 

then isolate him fr'onl rlls SUPPQ1.. t base ther'et1y offerill';j hUll the 

choice of attritlon I~r annihllation by attack froM two 
.57 

dll"'ectlons when the .Japanese '50 11j 1 e'" was f 1 ~::\.~I:l III a 

penetrate and then call for artIllery on hts own posItIon 
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lherebY demonstrating hiS extraordinary will and undermining the 

enemy's confIdence just at the ensmyJs point t~f e:(pect8d 
05:3 

victc)l-Y. In a,j,jiti,::>n, as Japanese f,::>rces witr"jrew, tr,ey 

frequently used refugees and civilians for protection. 

Conse~uently, they could melt into the population with ease much 
.59 

to the Allies' consternation. Clearly, the Japanese 

soldiers had perfected the art of jungle warfare: in fact, they 
60 

formed the model for Wingate's Chindits. 

L6ctical strengths. Because of the ,Japanes8 unrelenting wll! tG 

w1n, once their forces were committed to battle, then little 

else mattel'ed. Reserves joined the baltle early, usually w1th 
61 

daC1S1'/8 results, 

1n the Chindit operation by caus1ng the Japanese to comm1t 

precious general reserve forces toward the Chindlts 1n Central 

Burma instead of toward Imphal in the north. A secl::.nd weakness 

focuses on the rlgidity of Japanese tactical leadershlp 

impose Japanese-style tactics on the Japanese themselves, the
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leader's became confused and unabl~ tQ adapt. Tiley wel"e
 

presented wlth a situatlon entlrely alien to their exper1ences 

and their tactlcal reactions did not fare well. 

In summarYI the Japanese devlsed a military strategy in 

accordance with a natIonal goal To implt.:'l'ilent that stl'at.e'dY, 

the .Japanese descrlbed operational goals and then translated 



those goals to mllltary obJectives. Acader',ical..I.y, t.hell' 

~·la.nni.n',;:;j l'Jas dellb8f'ate .:i\lc! s':'Iuncl. IJnfortunately -- tOf' the 

Japanese -- thelr final objectives, although limited, stretched 

beyo::""j the 1 r ';;II' asp; the en,js e>,:cee,je,j the ways and means. 

Tl":":JpS Avai lable 

In the C81 theater, the command structure was convoluted 

and c ':Jnf us i n'd . Surprisingly, the results were not fatal t.o the 

The Supreme Allies Command of the Southeast ASla 

Command (,SEAC) was Vice Admiral Lord LouIs Mountbatten 

Stilwell serJed as h15 deputy Stilw~ll also served as one I~f 

Mc)untbatten l s subol"'ljinate cornmal\del"s l Commandlll'd' Genel"al, 

Northern Combat Area Command (NCAC). During the Chindlt 

operati'~nal control of the Fourteenth Army, commanded by SLim 

Commander-ln-Chief, Eleventh Army Group, within Mountbatten's 

thea tel' . Thus, Stllwell found himself subordinate tG 

ignored), and subordinate to Slim, " 
6:3 

greatest. f~lth and respect. II Stilwell also served in a 

variety of posltll~ns In support I~f tne Chinese Army and Chiang 

Kal-shek. Those positions offered great challenges to Stilwell 

anlj tot-ley TUl"' trier' subst.ant.l-c:,t.e the twisted command ::;t.r-uc t.ul"'e, bl..lt 

t.hey al"'e not '-5peclflcally ';Jer'lnalne tQ t.he Chllldlt. t')pel'atJ.on. 

FInally, Stllwell served as the Commanding General of the U S. 
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Air Force in theater. In this unlque position -- an Army 

Jeneral in char,~e of the only IJ.S. all" assets in theater --

Stilwell found himself between the .lCS and subordinate ail' f':)l'ce 

Once again. the dynamics of the difficult command 

structure taxed ~tilwell. The official United States history 

best describes the command apparatus: 

"Creatb::)n I:)'f :3EAC meant thel"e were n()w thpee geclI,Jpaphlc 
theaters and one operational, representing the interests 
,:)f three nati,:)ns and the trwee sel'vices. all ,:)perating 
in the same area. SEAC was an Anglo-Amerlcan command 
WhlCh lncluded Burma, Ceylon, Sumatra~ 3nd Malaya l 

but not India India was under India Command 
(.AuchinieckJ, wlth responslblll~teS to~ard tne Mtddle 
East~ where Indian diviSions wepe fighting, as well as 
to the Far East. In China was the Generallssimo's ehlna 
Thea tel' . The Amel' i c an opel'a tiona 1 tr-,ea tel'. CE: 1, oper a teo 
in all three geographic areas. !t was not subordinate 
+..:. '~EAC "/64 

Partly because of the extraordinapy complexity of the 

commal1lj and support relations withi.\, the theat.er Ail" Fop(:e, 

Generals Marshall and Arnold approved an improvised Air Force 

,~rgal1izatlon, No. 1 Air Commando, to support Chll1dit 

opera t ll~ns The unit included liaison aircraft, helicopters! 

light bombers, fighters, gliders, and transports all organized 

and equIpped to suppopt the Chindit's deployment and 
65 

Sl'S t.a i nmen t . Sttlwell objected to the allocation of 

American alr assets to support British ground forces. He al"'Jued 

that the Air Force should support the American infantry althouyh 

U.s. f.~rces only numbel"ed about 3000 volunteel"s Never' the 1es--:;; , 

the SUPP01~t 

66 
impact. 

went to the Chindits and had a stl"I~:lng, posltlve 



of the Britisn Chlndlts under Wlngate ~nd the one Arnertcan 

infantry brigade. Galahad -- formed the substance of the means 

to achieve operational ends in support of a strategic goal. 

Lightly equipped and armed. the forces struck deep by air or by 

forced march to attack Japanese lines of communication. Wi n';Jate 

traine,j ~he Chindits mel"cilessly. So stressful were the 

phys i c a I ,jemands tha t ,~ne bl' i ';Ja,je c ommandel' aSSel" te,j tha t no one 

under the age of thirty-five should be assigned to ~he 

67 
unl+.... 

Wingate emphasi~ed tactical skills. 

~raining to the jungle in which map readIng and land navigat]'~n 

Not only were tnese 

Skills essential to movement through forbidding terrain but they 

were also critIcal to requests for supply drops and for air 

suppor t.. Wingate may have originated the first "Tactical 

Exercises Without Troopsll (TEWT) in which he ordered huge sand 

pIts consLruc~ed and ~hen landscapeo ~o scale as 3 preCl~~ ~IQdei 

of an area of operations. After the Model was painstakingly 

built, Wingate grilled hiS leaders on every conceivable 

situation -- enemy attack while in blvouac or on the road, 

dIspersion, ambushes, use of mortars, and machlne guns, and ~o 

on. He justified such meticulous preparation by explainln~: 

"8efl~re a leader can dIscharge a task successfullYI he 
:'IIUSt plctul"'e that t.ask bl:?lnq dlschal"'qed. Ever'y 
operation must be seen as a whole. By that I mean It 
must be seen pictorially as a problem In tlme and space 
The chlef difference between a good Bnd a balj leAder 15 
that a good leader has an accurate tmaglnatlon.j'/~8 



When the Chlndlts fInished their ~raining. they exuded 

confidence and competence 

In sum. in spite of a severely flawed command gtructure, a 

creative, unorthodol' Air Force contingent. and incredible 

battlefield stresses. the Chindits caused effects in the theater 

and enabled the operation to achieve its s~rateglc goal, 

Terrain and Time 

As S':lme of the most fQ,'ml,jable terrain In the W':lrld, ~he 

Surma Jungle and envlronment offered both chal18nge and 

':lppO I' tun i t Y , Tropical raIn forest, thick underbrush. 

razor-sharp elephant grass, and bamboo clumps all challenged the 

'::h .:. 11C1 ::. t s . In r"ac 1':'1 cJ-!C)Pp.l.ll';] t.hl"Cil...ll;Jh aleph",:;'llt. Q\"';lSS r'eSE'lfltl lei) 

tunnel in';) m':ll'e than clear tn.;), The forests provided llttle 

sustenance but offered three varieties of leeches, pOisonous 
6'3 

black fIles, and malaria-Infected mosquitoes. Burma 

avel"'al;e1j tWI':) rlul'ljl"elj ll,crles of pain annually which flooded 
7(.1 

l"'lvel"'S alll:J o.lmost. r''')l''oade rfll.L;' ;:...:tl.. .., l)pC=I'6[ !1.,;Jns;. 

only herculean effQrt allQwed survival, let alone military 

victQry, 

The unrelenting terraln}s opportunity hlnged on achl~vlng 

surprise and deceptlQn by mQving thrQugh Qr by-passing seemIngly 

impenetrable terraIn tQ attack vulnerable pOInts. The Chlndlts 

ther~fore gaIned time by capitalIzing on the I~pportunlty ot 



For example, StIlwell ordered Galahad to secure lhe 

Myttkyina alrField immedlately after an eleven-week defensLv~ 

operation and a road march through 450 miles of difflcult 

terl'ai" . Advancing another 65 miles through jungles and then 

C,'c)ssing mountains which '.ve,'e So:) tl'eachel'ous that the Japal,ese 

crl0se not tQ defel,d them, Galahad launched a SUI"'p\"'lse attack a\'(] 
71 

qUlckly seized the airfield. 

In a secol,.j e~<ample, tWI:) Cr.indit b,"'i'aades follow81j American 

engineers deep into the Japanese rear to an airstrip, nIcknamed 

Broadway, about fIfty miles northeast of Indaw WIthout t.J-te 

enemy's knowledge} the Chlndlts Inserted 9250 soldiers and 

25-pounder artlilery support. The Chindits then establlshed a 

strongnold, nIcknamed White Clty, and cut off the Japanese ;~~h 

72 
Divislon which llterally withered away. 

1ClaSSIfying terrain or time as "operationaI ' poses 3 

difficult challenge. As discussed earlier} terrain and time are 

only relevant when they affect the operational outcome of a 

A relatIvely small piece of terrain wnlch IS ,~enseLy 

forested, mQuntainous} and marshy -- like northern Burma -- can 

have operatlonal Impact because of the delay requlred to 

traverse it and the difficulty In seizing and holding it against 

a skilled adversary. When forces are traIned to qurvive and 

fight In an unhospltable climate, however I they can take 

adv;::'\nti.:1.';Je of the assumed imp':lsslbll ity of cl"ossin.~ t.el'p~_'\'Ln 

quickly to achieve surppise. Thus, terrain and tIme ar~ closely 
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related to the mission, enemy, and troops available and must be 

analyzed in ~erms of the effects achieved. 

Intel 1 i';;Jence 

As discussed earlier, intelligence at the 6perational level 

la\'gelY depends ,:m the intelli';;Jence ';;Jathe\'in';;J assets at highe\' 

levels. 

t,:. that l'ule. Slim recognized that the C8I theate\' lacked a 

pl'ep.:.nde\'ance ,:.f \'es.:.u\'ces in compa\'ison to:' ,:.U·,e\' theatel's. As 

a matte\' of 'act, he claimed: 

"We never made up for the lack of methodically 
collected intelligence or the Intelligence organizatIon 
which should have been available to us when the war 
be'~al1. II /73 

More specifically, Slim lacked critical operational level 

IntellIgence about the Japanese disposition of reserves and 

extensive background information concerning opposlng 

commanc~er's. The knowledge of Japanese commande\'s he did collec~ 

74 
was mos~ly bas~d on nlS ooservatlons of them in battl~. 

SLim characterized his intelligence situation as " ... probably 
·7.5 

our greatest SIngle handicap.I' 

To '111 the void of Intelligence gathering asse~5, SLIm 

founded the "Yomas Intelligence Service" whIch recruited and 

trained 8ritish and Burmese civilians, working In Burma, ~o 

penetrate enemy lines and pass Intelligence sec\'etly back to 

S 1. im . Although a creative solution to ~he tactical In~elilgence 
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time ~.o bUIld intelligence nets, had no means of transmltting 01~ 

carrylng informatlon other than by foot or occaslonally by pony. 

and were not Interested in moving with Sllm's forces thereby 

leaving their homes. Nevertheless, when time permitted, the 
76 

civili.ans pl'ovided '.;Joo,j, l':Jcal Intelli':;Jence. 

Stllwell fared no better in the Intelligence arena. 

Sharing Sli.m's dearth of operational level intelligence, 

Stllwell discovered that his tactlcal intelligence suffered fr~m 

lnaccul'acy. For example, 85 Galahed prepared tJ~ take t~~ 

Myitkyina airfield, intelligence reported the en8my strength to 

be :~:OO. Just before launching the operatlon, the ln~elllgence 

7'7 
report upped lt~ estImate tJ~ SUI). 

attacked, it faced a 70()-man enemy forc~ which was relnforc8~ ~c 

7'::' 
a total of 3500 men. Fortunately) the .Japanese over­

estlmated Galahad's strength and therefore positioned sick and 
79 

weak soldiers in the defense. Consequently, the Allie,j 

f,~rces ~ere able ~o take advantage oi a mutual inte~~L~enc8 

fallurE:. 

80th Stilwell and 811m lacked the asse~s which make 

intelli,;)ence at tt"te ,:,pel-ational level a c.:orftbat. mu.lt,lplle,' 

Lacking timely, deep Intelligence, lacklng stra~egic asse~s to 

reconnalssance Lnformatlon due to the nature of the enVlrons, 

and lacklng qualified offIcers to read and analy=e th~ sCdnt 



enemy documents WhICh ~h~ forcas ~ollected from prlsl~ners and 

casualtteS I Slim said: 

J'We were li~e a blind boxer trying to strike an unseen 
opponent and to parry blows we did not know were coming 
until they hit us. It was a nasty feeling."'80 

Sustainment 

::;ustainment ':lpe,'ati(ms in the C8I theater val idate the 

conclusion reached earlIer that sustainment planning is often 

ignored and consequently almost always at risk. As a r'em i ndel" J 

the C8I theater exemplified strategic economy of force. The 

fact that other theaters enjoyed greater logistIcal support 

adversely affected tne Chinese partlclpati'~n In Surma 

Kal-shek offered empty pr'omises to support combat operatIons, 

but he also knew that sustainment for the battle would be 

he saw evid~nce of the sustainment and the AmerIcan goverl1ment 

withheld sustainment pending Chiang's employment of combat 

troops. Thus, the relatively low status of the C81 theater 
:31 

undermined that coalItion. 

Allied planners trIed lo accrue the greatest strategIc benefIt 

at the lowest possible cost. BG Claire Chennault, AmerIcan aIr 

advIsor to Chiang Kai-shek, suggested in late 1943 lhat AllIed 

efforts concentrate on th~ air power required to neutralize 

.Japanese shipping lanes and the Japanese-held coastal citIes of 

Chil,a. 



Chennault contended that the Japanese would launch fIghters wlth 

which Chennault's forces could deal qUite handlly. 

Japanese air force In theater destroyed and with the Japanese 

shipping lanes effectively interdicted, Chennault concluded that 

an attack on Japa" w,~uld t'e easier a",j w,~uld ,'equi,'e less 

support bases to sustain. Seeing clearly the impact of 

Che)lnaul t's plan Ql' his '~l",:)und fl::'l"ces ~ 

China which would accordinglt need sustainment from Indla 

through and ~ver Burma Consequently! ground forces must occupy 

alrfields~ protect the Lado Road englneers, and s~cure the 

Chennault 

ooldly claimed that he would achieve his strateglc gC1al wl~h the 

means and ways aVBllable tl:' him -- l,;]\"ound f.:n'ces wer'e not. 

11ecessar'y. The F','esident, the 8"ltish, an,j Chian,;) ,,;111 liked 

Chennault's plan, but they apparently had some reservations 

because it was not totally adopted. Instead! the War Department 

supported Stilwell but placated the politicIans by glv.ng 

Chennault some of what he requested. The result was dilut.lon of 

resources available to Stilwell in a theater already strapped 

for sustainment The actIon clearly manifests takIng an 

operational level sustainment rIsk. 

the Chlndlt operation pr8ceeded Fortunately, Generals Marshal 

and Arnold had dedicated air assets speclflcally to sustaln both 
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the 8~itish and the Ame~icans. Without that ai~ ~esupply 

capabIlity, the ope~atlon would have assu~edly failed and the 

st~ategic objectives would have been jeopa~dlzed. 

Leade~ship 

The ope~atlonal leade~ t~anslates st~ategic guidance into 

milita~y objectives, fo~mulates his vision of the ope~ation 

based on st~ategic Intent. a~ticulates his vision th~ough his 

intent, and then executes the mission by imbuing his will in his 

staff and subo\'dinate commande,'s. The Ch i nd i. t. campa i ';j11 

Illustrates both a ,~ood and a bad example of how the commander 

accepts ~isk as he Instills his WIll on hIS command. 

SLIm clea~ly unde~stood that his A~my would suppo~t 

the Chindits' deep penetration to seize Myitkylna constituted a 

g~eat ~isk -- both to the Chindits because of the dIfficulty of 

the penet~atlon and to the enti~e campaign if MyitkYlna ~emalned 

in Japanese control. At the same time, however, SliM rec0gnlzed 

trlat t.he f'isks must not pal'alyze t.he comma.nder'; fOI"' that 

pa~alysls, bo~n of self-doubt and fea~ of failu~e, would most 

assuredly undermine the operation and act as a barrier to the 

Imposition of hiS will on his own forces, Sensitive to the 

impo~tance of his command intent and how he instills hIS WIll In 

his command. 81im wrote hIS Intent himself becaus~: 

'I ,(The commanderls intent) is the one overrIding 
e~pression of Will by which everything In t.he order ~nd 

every action by every commander and soldier in the Army 
must be domlnated,"/SA 
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Stilwell, on the IJther hand, seamed to Ignore risk at 

Myitkyina, 

a 450-mile forced march and eleven weeks of virtually constant 

c,::.nflict in a defensive position at Nhpufl\ Ga. When Stllwell 

'::'l"del"ed Galahad to m,::.ve sL<ty-f ive mo\"e mi les thl"';:,uf;Jh dense 

Jungles and over treacherous mountains, he was clearly accepting 

a risk tn order to achleve operatlonal surprise at the Myltkyina 

Because of the remarkable training and abllity of the 

soldier's and because of the .Japanese/s sur'pr'lse l Galaha(j 

Trll= Ijellber'i:\te defense at. Nhpult't Ga and t.he l.Jr'u811n.~ 

march and attack at Myitkylna l however, rendered Galahad 
8.5 

lneffectlve; Stilwell had overextended Galahad. 

Stilwell s~emed to impose hIS will IJll hiS SUbordlnat2s 

rather than instill confldence and 1mbue his intent, l"'lany 

wri~ers have noted the apparent disdaln wlth whlch Stl~W811 

viewecj the Chin,j,ts -- including Galaha,j. 

consequence amounted to misuse of the Chindit forces wnl~ 

succeeded because of thelr super lor physlcal condltlonlng) 

tactlcal tralnlng, and insplring leadership. 

In summary, Slim understood hlS role as an op8ratl0flal 

leader as he assessed his capabillties, accepted rlsk l and 

Infused his Will on hiS command. Stilwell's technIque app~ared 

somewhat different; he remained unconvlnced of the Chindlt.s' 

value and applled command pressure to val Ldate h15 ·'l~W. [n 

thiS speciflc operation, althl~ugh the Chindlts succeede,j, 

operatlonal leadershIp faltered. 



CONCLUSIONS AND IMPLICATIONS FOR THE FUTURE 

The eh 1 nd i t. campa i l;ln i I' Bu\"ma e~::emp 11 i 1 es t.!-IC!' \"e':=:t 1.1 S t 1 C 

challenges cha~acte~istic of unconventional wa~ at the 

ope~ational level. The means and ways avai lable to tr,e theate~ 

di~ectly influenced the ends sought. 8ecause the C8I theate~ 

was considel'ed less impOl'tant stl':.te':;jically than Eu~ope 01' the 

Paclfic. lhe Allies dedicated fewe~ ~esou~ces to achieve 

Tr,us, instead of l'ecaptlJ~ing all '::Jf E:u~ma, lhe 

means available constl'ained the stl'ate':;jic ':;joals to th'::Jse in 

1'101' tr,el'n 8ul'ma. 

The same priQrity allocated scarce intelligence resources 

to the theater which demanded a creative SolutlJ~n to the need 

for enemy information and whIch focused most in~elligence 

gathe~lng assets towa~d tactical intelligence. Consequently, 

intelligence gleaned from prisoners or trained agents offered 

1 i ttle wi t.h l'eqa~d to opel'atl'::Jnal questions about the .Japanese 

longe~ ~ange intentions and capabllities. 

Terrain and time proved interrelated and demonstrated their 

~elation to Su~p~lse. Successful, quick movement through 

lerrain regarded as lmpossible to traverse surprised the 

.Japanese. SImilarly, deep penetratIon in the enemy's rear 

against lighlly p~otected lines of communlcatlon facilitated the 

capture of strategIc objectives Consequently, even In a 

""'hie!""l takes advant.a',;;e of t.el'r'ain can pl"ovide Oppol"tunit.ies fl:lr' 

5ul"pr-ise. 



Sustainment and leadership found themselves inlermlngled ,n 

the Chlndit camoaign. 

wltho::lut allowil";;) a re,;;)enel"ative pause which declmate,j the force 

beyond its ability to continue. In the same theater, however, 

Stilwell vigorously argued against Chennault's plan for air 

operations exclusively which probably affected Generals Marshall 

and Arnold/s Ijecision to tailor an all" commando unit to deploy 

and sustain the Chindits. Ironically, Stilwell fought and won 

the battle for resources with the strategists. but then extended 

his own forces beyond their capabliity. 

Fitting the Chlndit campaign into an operational ·art 

construct yields several Implications for future plannIng. 

Fll"st and f(Jf'eml~st, intense, 1111;11 qualIty tl"all,inl;j at~ r.. r:\::? 

tactical level and by operational staffs can be a combat 

multiplier. The incredibly demanding training which Wingate 

deVised fo\' trte Chindits enabled them to far surpass the e\,emy's 

expectations of such a small force In such difficult terrain. 

8~cause the Chinclts were tactIcally comp8tent and conflden~1 

they would execute virtually impossible ffilssi0ns to achieve 

operational and strategic goals. Thus, the Chindlts did more 

with less because trley wer'e 5upel"bly ll".2:·1.lne 1j and conditlolled 

soldier'S 

Much as tactical units must be expertly profiCient, 

operational staffs must also SklllflJlly aCI~Ulre, collect, 

analyze, recommend, and execute wlth speed and conflden~~. \he 



essence of gtaft actions at the operational level IS the 

Integration of the miss:l~n, enemy, troops, terrain, and tlme 

with the ways and means available to achieve the strategIc 

ends. Colonel L.D. Holder, Director of the School of Advanced 

Military Studies, best summarizes the requirement: 

"Officers trained in operatIonal-level skills must be 
able to understand strategic priorities, requirements, 
and limitatIons as well as the nature and lImitations 
of tactics. They also must be familiar with the unIque 
set of consIderations that apply solely to the conduct 
of campaigns and represent the heart of operational 
art."/87 

The second implication for the future surrounds the need ~o 

recognize that the military will seldom be employe~ to achieve 

uniquely military objectives. So many factor$ external to the 

military affect plannlng for the use and $1~S~alnment ,~f armed 

forces that senior operatIonal commanders and staff officers 

must be Intimately involved with national polICy deciSIons and 

the formulation of strategic guidance and intent. MartIn 

Blumenson notes that the military cannot isolate Itself from 

$0Cl~1, econOMIC, and Intellectual forces WhlCh atrect Ghe 

military's employment. "To understand the clash of arms, we 

need to understand the large context WIthin which it takes 
00 uu 

place." 

The fInal implicatIon for the future suggests that 

unconventIonal warfare WIll probably characterIze most future 

conflicts: conventll~nal warfare IS not obsolete, but It Will 

also not be the only type of battle. The creative and original 

40
 



applicatlon of ffillitary force is therefore a prerequlslte to 

achievlng str3tegic en,js wIth llffilted ways and means. 

and preparing for a blend of conventional and unconventional 

war, General Bruce Palmer, Jr. concludes, " . will tap tr,e 

c.:)nsiderable talents that are avai lable t.:) the Uni ted :::tates. " 

and will demand a long-term commitment to dedicatlng the right 

reSou\"ces 
89 

Unconventional warfare l therefore 1S nothing more than aI 

way to use a m~ans to achleve an end -- straGegl~, 0p~r~tlonaL, 

and tactlcE;l. While unique at the tactical end of the soectrum, 

unconventlonal wartar8 fits into the operatlonal "art because it 

demands ~he'same eluslve clarity of purpos~ WhlCI~ General 0~v~rs 

sought in his lecture at the Armed Forces Staft College 

fortY-'Jne years ago. 
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