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D e d i c a t i o n  

This book is respectfully dedicated to the memories  of  
Master Sergeant Gary L Gordon and Sergeant First Class 
Randall D. Shughart ,  United States  Arm~  ulho were 
killed in action on October 3, 1993 in Mogadishu, 
Somalia. For "conspicuous ~ l l a n t r y  and intrepidit!l at 
the risk o f  life above and b ~ o n d  the call o f  dut!/" uYnile 
defending their embatt led Task  Force Ranger comrades, 
these soldiers uJere pos thumous l y  aux~rded the Medal o f  
Honor on Mc~y 23, 1994. 

G r e a t e r  l o v e  h a t h  n o  m a n  t h a n  t h i s ,  
t h a t  a m a n  l a y  d o w n  h i s  l i fe  for  h i s  f r i e n d s .  
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F o r e w o r d  

The A m e r i c a n  m i s s i o n  in S o m a l i a  p r e s e n t e d  U.S. 
forces  wi th  a var ie ty  of  diff icult  o p e r a t i o n a l  
cha l l enges  a s  t hey  t r ied  to b r ing  p e a c e  to a c o u n t r y  
r avaged  by  n a t u r a l  a nd  m a n - m a d e  d i s a s t e r s .  After  
initial s u c c e s s  in the  s u m m e r  of 1992 in r e s to r ing  
o rder  a n d  sav ing  t h o u s a n d s  of  lives, A m e r i c a n  
so ld ie r s  c l a s h e d  wl th  Somal i  fo rces  a n d  were  
w i t h d r a w n  in the  sp r ing  of  1994. In the  m o n t h s  
t h a t  fol lowed, we have  s t u d i e d  w h a t  the  S o m a l i a  
expe r i ence  can  t e a c h  u s  a b o u t  p e a c e  m i s s i o n s  a n d  
l e a rn ed  h o w  we migh t  improve  o u r  capab i l i t i e s  
a c r o s s  the  s p e c t r u m  of j o in t  ope r a t i ons .  

This  b o o k  r e p r e s e n t s  the  first  t ime a n e w  
t o o l - - t h e  J o i n t  Unive r sa l  L e s s o n s  L e a r n e d  
S y s t e m - - i s  be ing  u s e d  to e v a l u a t e  an  o p e r a t i o n  in 
i ts  tota l i ty .  With  it, Colonel  K e n n e t h  Allard 
a s s e s s e s  the  o p e r a t i o n  f rom i ts  ear ly  s t a g e s  of  
h u m a n i t a r i a n  rel ief  t h r o u g h  the  de fac to  c o m b a t  of  
p e a c e  e n f o r c e m e n t .  He h a s  o rgan ized  the  l e s s o n s  
l ea rned  for e a s e  of r ead ing  a n d  en l ivened  t h e m  wl th  
n u m e r o u s  c o n c r e t e  a n d  a n e c d o t a l  e x a m p l e s .  
A l though  f o c u s e d  on the  o p e r a t i o n a l  level, t he  
in s igh t s  of  th i s  s t u d y  s h o u l d  be  of  i n t e r e s t  to 
s t r a t e g i s t s  a n d  p o l i c y m a k e r s  a s  well. 

L e s s o n s  are  only t ru ly  l e a r n e d  w h e n  we 
i n c o r p o r a t e  t h e m  into o u r  p lann ing ,  doc t r ine ,  
t ac t ics ,  a n d  t r a i n i n g - - a  p r o c e s s  w h i c h  c a n  t a k e  
s o m e  t ime.  The  a u t h o r  h a s  t a k e n  the  e s s e n t i a l  f i rs t  
s t ep  by  ident i fy ing  a n d  a r t i c u l a t i n g  the  h a r d  
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l e s s o n s  of  S o m a l i a  w i t h  c a n d o r  a n d  ob j ec t i v i t y .  
B u t  e v e n  a s  w e  r e s o l v e  n o t  to  r e p e a t  m i s t a k e s ,  w e  
s h o u l d  n o t  a l l o w  t h e  t r a g i c  e v e n t s  In t h e  l a t t e r  
s t a g e s  of  o u r  S o m a l i a  o p e r a t i o n s  to  o b s c u r e  t h e  
m a n y  t h i n g s  w e  d id  r igh t .  T h e s e  t o o  a r e  l e s s o n s ,  
o n e s  to  b u i l d  u p o n  a s  w e  p r e p a r e  to  m e e t  f u r t h e r  
c h a l l e n g e s  in  t h e  c o m p l e x  w o r l d  of  p e a c e  
o p e r a t i o n s .  

ERVIN J .  R O K K E  
L i e u t e n t a n t  G e n e r a l ,  U.S .  Air  F o r c e  
P re s iden t ,  N a t i o n a l  D e f e n s e  Un ive r s i t y  
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P r e f a c e  

Multilateral peace  operations are an important  
c o m p o n e n t  o f  our strategy.  From tradi t ional  
peacekeeping to peace  enforcement,  multi lateral peace  
operations are some t imes  the  bes t  way to prevent,  
contain, or resolve conflicts that  could o theru t se  be far  
more cost ly  and deadly. 

The President ' s  National Secur i ty  St ra tegy 
J u l y  1994 

If t o d a y  y o u  a re  a so ld ie r ,  a sa i lo r ,  a n  a i r m a n ,  or  a 
m a r i n e ,  t h e n  y o u  k n o w  In s o m e  ve ry  p e r s o n a l  w a y s  
t h a t  t h e  w o r l d  Is a c h a n g e d  a n d  c h a n g i n g  p lace .  
F a r  f r o m  u s h e r i n g  in  a n  e r a  of  pe a c e ,  o u r  v i c to ry  in  
t h e  Cold  W a r  w a s  q u i c k l y  fo l lowed  b y  c o m b a t  in  
O p e r a t i o n s  J u s t  C a u s e  a n d  D e s e r t  S t o r m .  A n d  
even  a s  o u r  A r m e d  F o r c e s  were  b e i n g  r e d u c e d  f r o m  
Cold  W a r  levels ,  t h e y  w e r e  b e i n g  c o m m i t t e d  to a 
n e w  c l a s s  of  m i l i t a r y  m i s s i o n s ,  ca l l ed  p e a c e  
o p e r a t i o n s ,  in  S o m a l i a ,  In p a r t s  of  t h e  f o r m e r  
Yugos l av i a ,  a n d  (at  t h i s  wr i t ing)  in  Hai t i .  

P e a c e  o p e r a t i o n s  a r e  u n i q u e  b e c a u s e  t h e y  a r e  
c o n d u c t e d  w i t h  t h e  I n c r e a s i n g  I n v o l v e m e n t  of  t h e  
i n t e r n a t i o n a l  c o m m u n i t y ,  u s u a l l y  w i t h  m a n d a t e s  
f rom t h e  U n i t e d  N a t i o n s  a n d  s o m e t i m e s  w i t h  t h e  
U n i t e d  S t a t e s  a s  t h e  l e a d  p a r t n e r  In c o a l i t i o n s  
d r a w n  f r o m  a n u m b e r  of  d i f f e r e n t  n a t i o n s ,  l ] ] e s e  
p a r t n e r s h i p s  c a n  c r e a t e  s o m e  rea l  c h a l l e n g e s  on  all  
s i de s ,  b u t  t h e r e  a r e  two  i m p o r t a n t  a d v a n t a g e s  for  
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the  Uni ted  S t a t e s  to keep  in mind .  First,  we clear ly  
benef i t  w h e n  o t h e r  n a t i o n s  he lp  s h o u l d e r  t he  
b u r d e n .  Second ,  the  voice of the  i n t e r n a t i o n a l  
c o m m u n i t y  Is i m p o r t a n t - - j u s t  look a t  the  i m p a c t  of 
world opin ion  in bu i ld ing  the  d iverse  coal i t ion  wi th  
w h i c h  we s tood  d u r i n g  the  Gul f  War.  The b o t t o m  
line is t h a t  o u r  abil i ty to bui ld  a n d  s u p p o r t  
m u l t i n a t i o n a l  coa l i t ions  is now a n  I m p o r t a n t  p a r t  
of o u r  n a t i o n a l  s e c u r i t y  s t r a t e g y  in t he  pos t -Cold  
War  world.  

The  s ign i f icance  of th is  s t r a t eg i c  t u r n i n g  po in t  
has ,  for the  las t  2 yea r s ,  p r o m p t e d  the  Nat iona l  
Defense  Univers i ty  to s t u d y  peace  o p e r a t i o n s  as  
p a r t  of its m i s s i o n  of ex tens ive  r e s e a r c h  a n d  
t e a c h i n g  on n a t i o n a l  s e c u r i t y  i s sues ;  th is  book  is 
one  of the  p r o d u c t s  of t h a t  p rog ram.  With tile 
coope ra t i on  of the  J o i n t  Staff, a t e a m  a t  the  
Nat iona l  Defense  Univers i ty ' s  I n s t i t u t e  for Nat iona l  
S t ra teg ic  S t u d i e s  e x a m i n e d  r epo r t s  on U.S. 
ope r a t i ons  in S o m a l i a  filed in t he  J o i n t  Universa l  
Lessons  Le a r ne d  S y s t e m  (JULLS), in an  effort  to 
re la te  t h e m  to jo in t  doc t r ina l  p r inc ip les  as  well as  
o t h e r  r e s e a r c h  on  th is  sub jec t .  1 The e m p h a s i s  
t h r o u g h o u t  th i s  effort  h a s  b e e n  to focus  on the  
m o s t  i m p o r t a n t  l e s s o n s  a t  the  operational level, 
pr imar i ly  t h o s e  w h i c h  migh t  be e n c o u n t e r e d  a t  the  
jo in t  t a s k  force p l a n n i n g  level or  a t  the  
h e a d q u a r t e r s  of its m a j o r  force c o m p o n e n t s .  
B e c a u s e  th is  level is the  one  t h a t  t ies  t o g e t h e r  t he  
s t r a t eg i c  a n d  the  tac t ica l ,  s o m e  of t hose  l e s s o n s  a re  
r e l evan t  h e r e  as  well, b u t  to he lp  b o u n d  the  
problem,  t h o s e  in s igh t s  a re  u s u a l l y  p r e s e n t e d  as  
e i the r  c a u s e s  or effects.  

W h a t  m a k e s  the  S o m a l i a  expe r i ence  i m p o r t a n t  
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for U.S. A r m e d  Forces  is t h a t  it w a s  a n  ope ra t i on  
t h a t  w e n t  t h r o u g h  t h r e e  d i s t inc t  p h a s e s :  

• An airlift t h a t  p rovided  food rel ief  a n d  
med ica l  supp l i e s  to a m u l t i t u d e  of sick, s t a rv ing  
people  

• An i n t e r v en t i o n  force t h a t  c o m b i n e d  
c o n t i n u e d  h u m a n i t a r i a n  a s s i s t a n c e  act iv i t ies  wi th  
mi l i t a ry  o p e r a t i o n s  m e a n t  to provide  b e t t e r  s e c u r i t y  

• for rel ief  efforts  
• A mi l i t a ry  force t h a t  p rovided  the  b u l k  of t he  

c o m b a t  power  for t he  f irst  "peace  e n f o r c e m e n t "  
ope ra t ion  in t he  h i s to ry  of t he  Uni ted  Nat ions .  

In add i t ion  to u n d e r l i n i n g  the  complex i ty  of 
peace  ope ra t ions ,  t h e s e  t h r ee  d i s t inc t  p h a s e s  s h o w  
tha t ,  as  the  level of confl ic t  In tensi f ied ,  s o m e  th ings  
c h a n g e d  m o r e  t h a n  o the r s .  The  specif ic  m i s s i o n  
e l e m e n t s  e x a m i n e d  h e r e  also provide  a sobe r ing  
g l impse  of the  ch a l l en g es  i m p o s e d  by a c o u n t r y  in 
chaos ,  w h e r e  t he  effects  of a h a r s h  n a t u r a l  
e n v i r o n m e n t  were  m a d e  even  m o r e  severe  by  c lan  
war fa re  a n d  the  a b s e n c e  of g o v e r n m e n t .  

As its title Implies,  th i s  b o o k  e x a m i n e s  c e r t a i n  
ope ra t i ona l  i s s u e s  r a i s ed  by  o u r  r e c e n t  expe r i ence  
in Somal ia ,  especia l ly  t hose  involving the  
t e a m w o r k  r e q u i r e d  by jo in t  forces .  It Is a n  initial 
look a t  t h o s e  o p e r a t i o n a l  i s s u e s - - n o t  a 
c o m p r e h e n s i v e  h i s t o r y  e i the r  of U.S. i n v o l v e m e n t  In 
Soma l i a  or even of the  key f u n c t i o n a l  a r e a s  it 
e x a m i n e s .  It is b e s t  de sc r ibed  as  a c o m p o s i t e  af ter-  
ac t ion  r e v i e w - - a  p r e l i m i n a r y  look a t  the  ope ra t i on ' s  
m a j o r  in s igh t s  b a s e d  on  the  b e s t  d a t a  c u r r e n t l y  
available.  Where  re levan t ,  t h e s e  i n s igh t s  have  b e e n  
c o m p a r e d  to m o r e  de ta i led  a n a l y s e s  of v a r i ous  
p h a s e s  of t he  opera t ion ,  s u c h  as  t h o s e  on 
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UNOSOM II p r e p a r e d  by t h e  C e n t e r  for A r m y  
L e s s o n s  L e a r n e d  a t  For t  L e a v e n w o r t h ,  KS, a n d  t h e  
United States Forces Somalia After Action Report 
(Montgomery Report) n o w  b e i n g  r e a d i e d  for 
p u b l i c a t i o n  by t h e  A r m y  P e a c e k e e p i n g  I n s t i t u t e  a t  
t h e  U.S. A r m y  War  College.  

B e c a u s e  " l e s sons  l e a rned"  o f t en  t e n d  to ref lec t  
w h a t  w e n t  w r o n g  r a t h e r  t h a n  w h a t  w e n t  r ight ,  It 
m i g h t  be  p o s s i b l e  to t h i n k  t h a t  t h e s e  o p e r a t i o n s  
were  l ess  t h a n  s u c c e s s f u l :  t h i s  is s i m p l y  n o t  t he  
case .  A l t h o u g h  t h e y  d id  n o t  ca r ry  o u t  t h e  m o r e  
a m b i t i o u s  goa l s  of  U. N. - s p o n s o r e d  n a t i o n - b u i l d i n g ,  
U.S. forces  s e n t  to  S o m a l i a  c lear ly  d / d e x e c u t e  t he i r  
m i s s i o n s  s u c c e s s f u l l y ,  re l iev ing  u n t o l d  s u f f e r i n g  
t h r o u g h  h u m a n i t a r i a n  a s s i s t a n c e  a n d  e x e c u t i n g  
the i r  mi l i t a ry  r e s p o n s i b i l i t i e s  w i t h  skil l  a n d  
p r o f e s s i o n a l i s m .  In fact ,  t h o s e  sk i l l s  a n d  c a n - d o  
a t t i t u d e s  were  e spec ia l ly  i m p o r t a n t  in o v e r c o m i n g  
t h e  effects  of  m a n y  of  t h e  p r o b l e m s  c i ted  he re .  
T h o s e  w h o  t o o k  s u c h  in i t i a t ives  a n d  p r o v i d e d  t h e  
" w o r k - a r o u n d s "  s h o u l d  be  t h e  f i rs t  to a p p r e c i a t e  
t h e  i m p o r t a n c e  of  l e a r n i n g  f rom th e i r  e x p e r i e n c e s .  

A f inal  c a v e a t  is t h a t  S o m a l i a  w a s  a m i s s i o n  
t h a t  o c c u r r e d  u n d e r  u n i q u e  c i r c u m s t a n c e s .  F u t u r e  
o p e r a t i o n s  u n d e r  d i f fe ren t  c i r c u m s t a n c e s  will l ikely 
p r o d u c e  d i f fe ren t  r e s u l t s .  C o m m o n  s e n s e  s u g g e s t s  
t h a t  t h e  l e s s o n s  offered h e r e  s h o u l d  be  b a l a n c e d  
a g a i n s t  c h a n g i n g  m i s s i o n  r e q u i r e m e n t s  a n d  
c o n d i t i o n s .  F u t u r e  m i s s i o n s ,  however ,  a re  l ikely to 
c o n t a i n  e n o u g h  p a r a l l e l s - - o f  fai led s t a t e s  a n d  t h e  
h a r d s h i p s  b r o u g h t  a b o u t  by  n a t u r a l  a n d  m a n -  
m a d e  d i s a s t e r s - - t h a t  t h e  l e s s o n s  l e a r n e d  In 
S o m a l i a  w a r r a n t  c lose  a t t e n t i o n .  
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N O T E  

1. A list  of r e l evan t  National  Defense  Univers i ty  
pub l i ca t ions  is a t  a p p e n d i x  A. Unless  o therwise  noted ,  
all d i rect  quo ta t ions  u se d  in this  h a n d b o o k  are  t aken  
from repor t s  on Somal ia  opera t ions  filed in the  J o i n t  
Universal  Les sons  Learned  da ta  base .  
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S O M A L I A  O P E R A T I O N S :  
L e s s o n s  L e a r n e d  



I .  T H E  O P E R A T I O N A L  
C O N T E X T  

Peacekeeping tsn't  a soldier's job,  bu t  only a soldier 
can do it. 

Military Sociologist Charlcs Moskos 

T h e  U.N. a n d  P e a c e  O p e r a t i o n s  
At the  e n d  of World War  II, t he  Un i t ed  S t a t e s  
he lped  to f o u n d  the  Uni ted  Na t ions  a n d  w a s  one  of 
t he  original  s i gne r s  of the  U.N. Cha r t e r .  A m o n g  
o t h e r  provis ions ,  the  C h a r t e r  c o n t a i n s  two 
i m p o r t a n t  s e c t i o n s  to he lp  its m e m b e r s  " m a i n t a i n  
i n t e r n a t i o n a l  p e a c e  a n d  secur i ty , "  A l t h o u g h  the  
C h a r t e r  neve r  u s e s  t he  word,  the  gener ic  t e r m  for 
t h e s e  m e a s u r e s  is p e a c e k e e p l n g ,  the  k i n d s  of 
obse rve r  or t r u c e  s u p e r v i s o r y  m i s s i o n s  t h a t  
o c c u r r e d  a f t e r  a conflict ,  w h e n  c o m b a t a n t s  w a n t e d  
to h a v e  the  bene f i t  of a t r u s t e d  th i rd  p a r t y  to ac t  a s  
a buffer .  Tradi t ional ly ,  t h e s e  m i s s i o n s  have  b e e n  
k n o w n  as  " C h a p t e r  VI ac t ions ,"  b e c a u s e  t h a t  
s ec t i on  of t he  C h a r t e r  dea l s  wi th  the  peace fu l  
s e t t l e m e n t  of i n t e r n a t i o n a l  d i spu te s .  However ,  
C h a p t e r  VII c o n t a i n s  the  t e r m  p e a c e  e n f o r c e m e n t ,  
re fe r r ing  to mi l i t a ry  i n t e r v e n t i o n  a u t h o r i z e d  by the  
U.N. Secu r i t y  C o u n c i l - -  b lockades ,  e n f o r c e m e n t  of 
s a n c t i o n s ,  forceflll  d i s a r m a m e n t ,  a n d  d i rec t  
mi l i t a ry  ac t ion .  T h e s e  ca tegor i e s  h a v e n ' t  a lways  fit 
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s i t u a t i o n s  t h a t  s e e m e d  to go b e y o n d  p e a c e k e e p l n g  
b u t  s t oppe d  s h o r t  of a c t u a l  co m b a t ,  so a n  in fo rma l  
t e rm,  "Chap te r  S ix-and-a-Hal f , "  e m e r g e d  to 
desc r ibe  s u c h  act ivi t ies  as  confl ict  p reven t ion ,  
demobi l iza t ion ,  c a n t o n m e n t  of w e a p o n s ,  a n d  
ac t ions  t a k e n  to g u a r a n t e e  f r eedom of m o v e m e n t  
wi th in  a c o u n t r y .  Most ly  b e c a u s e  of Cold War  
rivalries,  only  13 U.N. p e a c e k e e p i n g  o p e r a t i o n s  
were  app roved  b e t w e e n  1945 a n d  1987. With t he  
wind ing  d o w n  of t he  Cold War, however ,  13 n e w  
o n e s  (not i nc lud ing  the  peace  e n f o r c e m e n t  
ope ra t i on  in Somal ia)  were  app roved  b e t w e e n  1987 
a n d  1992. The re  is a n o t h e r  i m p o r t a n t  f igure  t h a t  
will c o m e  as  no s u r p r i s e  to a n y o n e  who  h a s  ever  
s t e ppe d  in to b r e a k  up  a b a r r a c k s  f i g h t - - d u r i n g  
th is  s a m e  t ime,  m o r e  t h a n  800 p e a c e k e e p e r s  f rom 
43 c o u n t r i e s  h a v e  b e e n  killed while  se rv ing  u n d e r  
the  U.N. flag. 

The re  is no  d o u b t  t h a t  t he  i n c r e a s i n g  n u m b e r  of 
peace  ope r a t i o n s  h a s  s t r a i n e d  the  abil i ty of the  
Uni ted  Na t ions  to m a n a g e  t h e m  effectively. 
B e c a u s e  it dea l s  m o r e  wi th  d ip lomacy  t h a n  wi th  
cont ro l  of mi l i t a ry  ope ra t ions ,  U.N. h e a d q u a r t e r s  in 
New York m a i n t a i n s  a re la t ively  sma l l  civilian s t a f f  
to oversee  p e a c e k e e p i n g  ope ra t ions .  A n o t h e r  
I n d e p e n d e n t  s t a f f  a g e n c y  h a s  t r ad i t iona l ly  h a n d l e d  
all a d m i n i s t r a t i v e  m a t t e r s ,  i nc lud ing  logist ics.  Until  
recen t ly ,  the  o rgan iza t ion  also l acked  a n  o p e r a t i o n s  
c e n t e r  capab le  of m a i n t a i n i n g  2 4 - h o u r  c o m m u n i -  
ca t i ons  wi th  t h e s e  wor ldwide  d e p l o y m e n t s .  Not 
every  p e a c e k e e p i n g  o p e r a t i o n  t a k e s  p lace  u n d e r  
U.N. control ,  b u t  t h o s e  t h a t  do h a v e  no  s t a n d a r d  
o rgan iza t ion  or s t a f f  s t r u c t u r e  for field ope ra t ions .  
However,  t h e y  all a n s w e r  to the  U.N. S e c r e t a r y  
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Genera l  a n d  m a y  be h e a d e d  e i the r  by  his  Specia l  
Rep re sen t a t i ve  or by a force c o m m a n d e r  w h o m  he  
h a s  se lec ted .  B e c a u s e  the  Uni ted  Na t ions  a lso  
lacks  s t a n d a r d  doc t r ine ,  tac t ics ,  a n d  e q u i p m e n t ,  
c o m m a n d  a n d  con t ro l  is a p r o b l em  for all b u t  sma l l  
ope r a t i ons  in gene ra l ly  peace fu l  e n v i r o n m e n t s .  

P rob lems  e n c o u n t e r e d  wi th  the  U.N. s t r u c t u r e  
du r ing  o u r  o p e r a t i o n s  in S o m a l i a  ( in lcudlng s o m e  
of t hose  d i s c u s s e d  below) c o n t r i b u t e d  to a 
Pres iden t ia l  Direct ive in May 1994 p ledging  U.S. 
s u p p o r t  for r e f o r m s  in t he  p lann ing ,  logist ics,  a n d  
c o m m a n d  a n d  con t ro l  of Un i t ed  N a t i o n s - s p o n s o r e d  
peace  ope ra t ions .  B e c a u s e  t h e s e  r e f o r m s  will t a k e  
t ime  to be ag reed  u p o n  a n d  i m p l e m e n t e d ,  it is 
especia l ly  i m p o r t a n t  to no te  t h a t  the  Direct ive also 
laid down  two bas i c  p r inc ip les  for t he  fu tu re :  

• A l t h o u g h  the  P r e s i d e n t  will neve r  r e l i n q u i s h  
commandof  U.S. forces,  he  does  have  the  a u t h o r i t y  
to p lace  A m e r i c a n  so ld ie rs  u n d e r  t he  operational 
control of a foreign c o m m a n d e r  w h e n  doing so 
se rves  o u r  n a t i o n a l  i n t e re s t s .  The  t e r m s  command 
a n d  operational control are  def ined  a n d  d i s c u s s e d  
in c h a p t e r  II. In fact ,  t h a t  s i t u a t i o n  h a s  o c c u r r e d  
on m a n y  o c c a s i o n s  in o u r  mi l i t a ry  h i s tory ,  f rom the  
Revo lu t iona ry  War  to Desert Storm.) 

• The l a rge r  the  peace  opera t ion ,  a n d  the  
g r e a t e r  the  l ikel ihood of c o m b a t ,  t he  less  l ikely it is 
t h a t  t he  Uni ted  S t a t e s  will ag ree  to s u r r e n d e r  
ope ra t i ona l  con t ro l  of its forces  to a U.N. 
c o m m a n d e r .  Pa r t i c ipa t ion  of U.S. forces  in 
o p e r a t i o n s  l ikely to involve c o m b a t  s h o u l d  be 
c o n d u c t e d  u n d e r  t he  ope ra t i ona l  con t ro l  of t he  
Uni ted  S ta tes ,  a n  ad  h o c  coal i t ion,  or  a c o m p e t e n t  
reg iona l  s e c u r i t y  o rgan iza t ion  s u c h  as  NATO. 
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J o i n t  D o c t r i n e  
B e c a u s e  t h e y  a re  o f t en  a c e n t r a l  f o c u s  of  
i n t e r n a t i o n a l  a t t e n t i o n ,  p e a c e  o p e r a t i o n s  h a v e  a 
u n i q u e  abi l i ty  to c o m b i n e  t h e  tac t ica l ,  t h e  
o p e r a t i o n a l ,  a n d  t h e  s t r a t e g i c  levels  of  war .  A 
s ing le  u n w i s e  t ac t i ca l  m o v e  by  a so ld i e r  on  p a t r o l  
c a n  i n s t a n t l y  c h a n g e  t h e  c h a r a c t e r  of  a n  en t i r e  
o p e r a t i o n  a n d .  w h e n  b r o a d c a s t  by  t h e  e v e r - p r e s e n t  
m e d i a  pool ,  c a n  a l so  affect  s t r a t e g i c  c o n s i d e r a t i o n s .  
In t h e s e  a n d  o t h e r  c i r c u m s t a n c e s ,  t h e  j o i n t  
p e r s p e c t i v e  is t h e  b e g i n n i n g  of  w i s d o m ,  w i t h  j o i n t  
d o c t r i n e  p r o v i d i n g  t h e  "p laybook"  t h a t  a l lows  o u r  
A r m e d  Forces  to f u n c t i o n  m o r e  effectively a s  a 
t e a m .  A l t h o u g h  A m e r i c a n  fo rces  b e g a n  the i r  
o p e r a t i o n s  in  S o m a l i a  w i t h o u t  t h e  b e ne f i t  of  a 
s t a n d a r d  p e a c e k e e p i n g  doc t r i ne ,  t h a t  e x p e r i e n c e  
s u g g e s t s  t h a t  t h e  fo l lowing j o i n t  d o c t r i n a l  
p u b l i c a t i o n s  a re  e spec ia l ly  r e l e v a n t  for f u t u r e  
m i s s i o n s :  

• The  m o s t  f u n d a m e n t a l  p r i n c i p l e s  by  w h i c h  
we o rgan ize  a n d  o p e r a t e  a re  o u t l i n e d  in J o i n t  P u b  
0-2,  Unified Action A r m e d  Forces (UNAAF). Th i s  
key  p u b l i c a t i o n  p r o v i d e s  b a s i c  d o c t r i n e  a n d  pol icy  
g o v e r n i n g j  o in t  o p e r a t i o n s ,  e spec ia l ly  c o m m a n d  a n d  
con t ro l  a n d  t h e  f o r m a t i o n  of  j o i n t  t a s k  forces .  
• A n o t h e r  h e l p f u l  tool  in j o i n t  force p l a n n i n g  is 
J o i n t  Pub  5-00.2 ,  j o i n t  Task  Force Planning 
Guidance and  Procedures. I ts  p r a c t i c a l  
d i s c u s s i o n s  a n d  d e t a i l e d  c h e c k l i s t s  a re  d e s i g n e d  to 
a s s i s t  c o m m a n d e r s  a n d  p l a n n e r s  in t r a n s l a t i n g  
j o i n t  pol icy  a n d  d o c t r i n e  in to  o p e r a t i o n a l  dec i s i ons ,  
e spec ia l ly  on  s h o r t - n o t i c e  c o n t i n g e n c y  o p e r a t i o n s .  

• I s s u e d  d u r i n g  o u r  o p e r a t i o n s  in  S o m a l i a ,  
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J o i n t  P u b  3-0,  Doctrine for  Joint Operations, 
o u t l i n e s  t h e  f u n d a m e n t a l  p r i n c i p l e s  a n d  c o n c e p t s  
for j o i n t  a n d  m u l t i n a t i o n a l  o p e r a t i o n s  a n d  p r o v i d e s  
t h e  b a s i s  for u n i t  t r a i n i n g  p r io r  to d e p l o y m e n t .  
Mos t  i m p o r t a n t l y ,  it  spec i f i c s  t h e  fo l lowing 
p r i n c i p l e s  a s  g u i d e l i n e s  for mi l i t a ry  u n i t s  in 
o p e r a t i o n s  o t h e r  t h a n  war :  

O b J ~ t i v ~ .  A c lear ly  d e f i n e d  a n d  a t t a i n a b l e  
o b j e c t i v e - - w i t h  a p r e c i s e  u n d e r s t a n d i n g  of  w h a t  
c o n s t i t u t e s  s u c c e s s - - i s  c r i t ica l  w h e n  t h e  U n i t e d  
S t a t e s  is invo lved  in o p e r a t i o n s  o t h e r  t h a n  war .  
Mili tary c o m m a n d e r s  s h o u l d  a l so  u n d e r s t a n d  w h a t  
speci f ic  c o n d i t i o n s  c o u l d  r e s u l t  in  m i s s i o n  
t e r m i n a t i o n  a s  well  a s  t h o s e  t h a t  y ie ld  fa i lure .  

U n i t y  o f  effort .  Th e  p r inc ip l e  of u n i t y  of  
c o m m a n d  in w a r  is d i f f icul t  to a t t a i n  in  o p e r a t i o n s  
o t h e r  t h a n  war .  In  t h e s e  o p e r a t i o n s ,  o t h e r  
g o v e r n m e n t  a g e n c i e s  m a y  o f t en  h a v e  t h e  lead ,  w i t h  
n o n g o v e r n m e n t a l  o r g a n i z a t i o n s  a n d  h u m a n i t a r i a n  
rel ief  o r g a n i z a t i o n s  p l a y i n g  i m p o r t a n t  ro les  a s  well.  
C o m m a n d  a r r a n g e m e n t s  m a y  o f t en  be  only  loose ly  
de f ined  a n d  m a n y  t i m e s  will n o t  involve  c o m m a n d  
a u t h o r i t y  as  we in t h e  mi l i t a ry  c u s t o m a r i l y  
u n d e r s t a n d  it. C o m m a n d e r s  m u s t  s e e k  a n  
a t m o s p h e r e  of  c o o p e r a t i o n  to a c h i e v e  ob jec t ives  by 
u n i t y  of  effort.  

S e c u r i t y .  N o t h i n g  a b o u t  p e a c e  o p e r a t i o n s  
c h a n g e s  t h e  m o r a l  a n d  legal  r e s p o n s i b i l i t y  of  
c o m m a n d e r s  a t  every level to t a k e  w h a t e v e r  a c t i o n s  
a re  r e q u i r e d  to p r o t e c t  t h e i r  fo rces  f rom a n y  t h r e a t .  
I n h e r e n t  in  t h i s  r e s p o n s i b i l i t y  is t h e  n e e d  to be  
c a p a b l e  of  a r a p i d  t r a n s i t i o n  f rom n o r m a l  
o p e r a t i o n s  to  c o m b a t  w h e n e v e r  t h e  n e e d  a r i ses .  
However ,  w h a t  m a k e s  th i s  r e s p o n s i b i l i t y  e spec ia l ly  



8 SOMALIA OPERATIONS: LESSONS LEARNED 

cha l l eng ing  in peace  o p e r a t i o n s  is t h e  b a l a n c e  t h a t  
m u s t  be  s t r u c k  wi th  "res t ra in t ."  

~ I ~ a i n t ,  B e c a u s e  the  r e s t o r a t i o n  of peace  
r a t h e r  t h a n  a c lear ly  def ined  mi l i t a ry  v ic tory  is t he  
bas ic  object ive of t h e s e  ope ra t ions ,  mi l i t a ry  force 
m u s t  be appl ied  wi th  g rea t  c a u t i o n  a n d  fores ight .  
The  r e s t r a i n t s  on w e a p o n r y ,  tac t ics ,  a n d  levels of  
violence t h a t  c h a r a c t e r i z e  th is  e n v i r o n m e n t  m u s t  
be d e a r l y  u n d c r s t o o d  by  c a c h  ind iv idua l  service  
m e m b e r .  Rules  of e n g a g e m e n t  (ROE) a re  s t a n d a r d  
mi l i t a ry  p r o c e d u r e s ,  b u t  in peace  opera t ions ,  t hey  
will of ten  be m o r e  res t r ic t ive ,  deta i led ,  a n d  
sens i t ive  to poli t ical  c o n c e r n s  t h a n  in war:  t h e y  
m a y  also c h a n g e  f requen t ly .  

P e r s e ve r a n ce .  Peace  o p e r a t i o n s  m a y  r equ i r e  
y e a r s  to ach ieve  t he  des i r ed  effects  b e c a u s e  the  
u n d e r l y i n g  c a u s e s  of c o n f r o n t a t i o n  a n d  confl ict  
r a re ly  h a v e  a c l ea r  beg inn ing  or  a decis ive 
reso lu t ion .  A l though  th i s  is a pr inciple  of ten  t ied to 
d e b a t e s  a b o u t  U.S. l o n g - t e r m  c o m m i t m e n t s ,  i ts 
ope ra t i ona l  app l i ca t ion  is t h a t  c o m m a n d e r s  m u s t  
b a l a n c e  t he i r  des i re  to a t t a i n  object ives  qu ick ly  
wi th  a sens i t iv i ty  for t he  l o n g - t e r m  s t r a t eg i c  a i m s  
t h a t  m a y  impose  s o m e  l imi t a t ions  on opera t ions .  

I ~ t l m a ¢  7 .  Legi t imacy  is a f u n c t i o n  of effective 
cont ro l  over  ter r i tory ,  t h e  c o n s e n t  of the  governed ,  
a n d  c o m p l i a n c e  wi th  ce r t a i n  i n t e r n a t i o n a l  
s t a n d a r d s .  E a c h  of t h e s e  fac to r s  gove rns  t he  
ac t ions  no t  only of g o v e r n m e n t s  b u t  also of 
peacekeepers--whose p r e s e n c e  in a c o u n t r y  
d e p e n d s  on the  p e r cep t i o n  t h a t  t he r e  is a l eg i t imate  
r e a s o n  for t h e m  to be there .  D u r i n g  ope ra t i ons  
whe re  a g o v e r n m e n t  does  no t  exist,  p e a c e k e e p e r s  
m u s t  avoid ac t i ons  t h a t  wou ld  effectivcly confe r  
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l eg i t imacy  on  o n e  i n d i v i d u a l  o r  o r g a n i z a t i o n  a t  t h e  
e x p e n s e  of  a n o t h e r .  B e c a u s e  every  m i l i t a r y  m o v e  
will i nev i t ab ly  affect  t h e  local  pol i t ica l  s i t u a t i o n ,  
p e a c e k e e p e r s  m u s t  l e a r n  h o w  to c o n d u c t  
o p e r a t i o n s  w i t h o u t  a p p e a r i n g  to t a k e  s i d e s  in  
i n t e r n a l  d i s p u t e s  b e t w e e n  c o m p e t i n g  f ac t ions .  

• A n o t h e r  j o i n t  d o c t r i n a l  p u b l i c a t i o n ,  J o i n t  
P u b  3-07 .3 ,  Joint Tactics, Techniques, and 
Procedures for Peacekeeptng Operations, Iden t i f i es  
c e r t a i n  p e r s o n a l  q u a l i t i e s  t h a t  n e e d  to be  ins t i l l ed  
a t  all levels  d u r i n g  t r a i n i n g  for p e a c e  o p e r a t i o n s .  
T h o s e  i n d i v i d u a l  q u a l i t i e s  are:  p a t i e n c e ,  flexibility, 
se l f -d i sc ip l ine ,  p r o f e s s i o n a l i s m ,  imp a r t i a l i t y ,  t a c t  
a n d  i n q u i s i t i v e n e s s .  The  c o m m o n  f a c t o r  in  all t h e s e  
qua l i t i e s  is qua l i t y  Itself: t h e  q u a l i t y  of  t h e  s o ld i e r  
is f u n d a m e n t a l  to e v e r y t h i n g  we d o - - e s p e c i a l l y  In 
t he  d e m a n d i n g  e n v i r o n m e n t  of  p e a c e  o p e r a t i o n s .  

If t h e r e  is a c o m m o n  t h o u g h  u n s t a t e d  t h r e a d  
r u n n i n g  t h r o u g h  t h e s e  j o i n t  d o c t r i n a l  p r inc ip l e s ,  it  
is t h a t  d i p l o m a t i c ,  mi l i t a ry ,  a n d  h u m a n i t a r i a n  
a c t i o n s  m u s t  be  c lose ly  I n t e g r a t e d  In a n y  p e a c e  
o p e r a t i o n .  W h e n  co r rec t ly  p l a n n e d  a n d  e x e c u t e d ,  
e a c h  of  t h e s e  a c t i o n s  s h o u l d  r e in fo rce  t h e  o the r :  
we l l - conce ived  h u m a n i t a r i a n  a c t i o n s ,  for e x a m p l e ,  
will w in  f r i ends  a m o n g  t h e  local  p o p u l a c e  In a way  
t h a t  wlll I m p r o v e  t h e  s e c u r i t y  s i t u a t i o n  a n d  m a k e  
mi l i t a ry  t a s k s  eas ier .  Wi th  t h e  b e n e f i t  of  h i n d s i g h t ,  
it is p o s s i b l e  to see  t h a t  o p e r a t i o n s  in  S o m a l i a  we re  
s u c c e s s f u l  w h e n  t h e y  r e c o g n i z e d  t h i s  t r in i ty  of  
d i p l o m a t i c ,  mi l i t a ry ,  a n d  h u m a n i t a r i a n  a c t i o n s - -  
a n d  r e m a r k a b l y  l ess  so  w h e n  t h e y  d id  not .  
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T h e  E f f e e t s  o f  t h e  O p e r a t i o n a l  
E n v i r o n m e n t  
The diff icul t ies  of geography ,  t r a n s p o r t a t i o n ,  a n d  
poli t ical  cond i t ions  c o m b i n e d  to pose  ope ra t ing  
cha l l enges  for A m e r i c a n  forces  in Somal ia .  

G e og r a phy .  As s h o w n  by f igure 1, the  c o u n t r y  
is loca ted  on a geograph ica l  f e a t u r e  k n o w n  as  t he  
Horn  of Africa on the  n o r t h e a s t e r n  c o a s t  of t h a t  
con t inen t .  The  region 's  r e m o t e n e s s  f rom 
e s t ab l i shed  U.S. ope ra t i ng  fac i l i t i e s - -24  h o u r s  by 
air  a n d  severa l  w e e k s  by s e a  f rom the  Uni ted  
S t a t e s - - w a s  f u r t h e r  c o m p l i c a t e d  by the  c o u n t r y ' s  
size, a l and  m a s s  of a l m o s t  250 mil l ion s q u a r e  
miles,  nea r ly  t he  size of New Eng land .  The t e r r a i n  
looks m u c h  like t he  low d e s e r t  r eg ions  of the  
A m e r i c a n  s o u t h w e s t - - d r y  wi th  s p a r s e  vege ta t ion  
a n d  an  a n n u a l  ra infa l l  of less  t h a n  20 inches .  The  
d r o u g h t  t h a t  h a s  p l ag u ed  E a s t  Africa for m u c h  of 
the  l a s t  d e c a d e  h a s  b e e n  especia l ly  severe  in 
Somal ia ,  wi th  food a n d  w a t e r  supp l i e s  s c a r c e  or, in 
s o m e  a r e a s ,  n o n e x i s t e n t .  C o n s e q u e n t l y .  
p e a c e k e e p e r s  were  forced to b r ing  wi th  t h e m  mos t ,  
if no t  all, of w h a t  t h e y  would  ea t  a n d  dr ink.  

I , i n ~  o f  Com~mmlcmticm, The  l imited,  2 . 6 0 0 - k m  
n e t w o r k  of paved  r o a d s  r u n s  m o s t l y  a m o n g  the  
m a i n  coas t a l  ci t ies  of Mogad i shu ,  Merca,  Kismayo,  
a n d  Berbera ;  however ,  th is  n e t w o r k  h a d  fal len in to  
d is repai r .  In te r io r  r o a d s  a re  mos t ly  u n p a v e d ,  a n d  
g rad ing  a n d  o the r  m a i n t e n a n c e  a re  h a p h a z a r d .  
M o g a d i s h u  h a s  t he  c o u n t r y ' s  m a i n  i n t e r n a t i o n a l  
a i rport ,  a l t h o u g h  t h e r e  a re  seven  o t h e r  paved  
a i r s t r ips  t h r o u g h o u t  t he  c o u n t r y .  Cleared  a i r s t r ips  
in the  b a c k  c o u n t r y  a re  the  only o t h e r  
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c o m p l e m e n t  to t h e  l imi t ed  a i r  t r a n s p o ~ a t i o n  
n e t w o r k ,  S o m a l i a  h a s  a long  coas t l i ne ,  b u t  h a r b o r  
faci l t ies  a re  e i the r  u n d e v e l o p e d  or h a v e  fa l len  in to  
d i s repa i r .  M o g a d i s h u ,  Klsmayo ,  a n d  B e r b e r a  h a v e  
only l imi ted  ca rgo  h a n d l i n g  faci l i t ies .  B e c a u s e  
w i d e s p r e a d  civil u n r e s t  m a d e  n o r m a l  m a i n t e n a n c e  
a n d  r e p a i r  imp o ss ib l e ,  t h e r e  w a s  no  f u n c t i o n i n g  
t e l e p h o n e  s y s t e m  in  S o m a l i a .  The  c o m b i n e d  effects 
of t h e s e  f ac to r s  m a d e  mob i l i t y  a n d  c o m m u n i c a t i o n s  
c o n s i s t e n t  p r o b l e m s  for p eace  o p e r a t i o n s - -  
e spec ia l ly  w h e n  m e a s u r e d  a g a i n s t  t h e  n e e d  to he lp  
feed t h o u s a n d s  of s t a r v i n g  people .  

The f r e i ~ h ~  PVT FP~gKLIN J. pul ls  into 
Ktsmgajo, ~ i v e r t n g  suppl ies  ~ d  f o ~  st~affs in support  
o f  O p ~ n  Restore Hope. 

Poliii_eal. ~ t h o u g h  d r o u g h t  c o n d i t i o n s  were  
pa r t i a l l y  r e s p o n s i b l e  for t h i s  s i t u a t i o n ,  civil w a r  h a d  
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d e v a s t a t e d  th is  a l r e a d y  t h r e a t e n e d  c o u n t r y .  S ince  
1988, th is  civil w a r  h a s  c e n t e r e d  a r o u n d  m o r e  t h a n  
14 c l ans  a n d  fac t ions  t h a t  m a k e  up  Somal i  socie ty ,  
all of w h i c h  fough t  for con t ro l  of t he i r  own ter r i tory .  
Thei r  c u l t u r e  s t r e s s e s  the  idea  of "me a n d  my  c lan  
a ga i n s t  all ou t s ide r s , "  wi th  a l l i ances  b e t w e e n  c l ans  
be ing  only t e m p o r a r y  c o n v e n i e n c e s .  G u n s  a n d  
aggres s iveness ,  i nc lud ing  the  wi l l ingness  to a c c e p t  
ca sua l t i e s ,  a re  in t r ins ic  p a r t s  of th is  cu l tu re ,  wi th  
w o m e n  a n d  ch i ld ren  c o n s i d e r e d  p a r t  of t he  c lan ' s  
o rde r  of bat t le .  B e c a u s e  the  a r e a  w a s  for m o r e  t h a n  
a d e c a d e  a focal po in t  for Cold War  r ivalr ies,  large 
a m o u n t s  of indiv idual  a n d  h e a v y  w e a p o n s  f o u n d  
the i r  way  f rom g o v e r n m e n t  con t ro l  to c l an  
a rmor ies .  After  t he  fall of the  Siad Bar re  r eg ime  in 
1991, the  poli t ical  s i t u a t i o n  de te r io ra t ed ,  wi th  the  
c l ans  in the  n o r t h e r n  p a r t  of the  c o u n t r y  t ry ing  to 
secede .  With d r o u g h t  cond i t i ons  w o r s e n i n g  
eve rywhere ,  c l an  w a r f a r e  a n d  b a n d i t r y  g r a d u a l l y  
s p r e a d  t h r o u g h o u t  Somal ia .  By ear ly  1992, t h e s e  
cond i t ions  b r o u g h t  a b o u t  a f a m i n e  of Biblical 
p ropor t ions :  m o r e  t h a n  one-hal f  million Somal i s  
h a d  p e r i s h e d  of s t a r v a t i o n  a n d  a t  l ea s t  a mil l ion 
m o r e  were  t h r e a t e n e d .  S o m a l i a  h a d  b e c o m e  a 
geograph ica l  e x p r e s s i o n  r a t h e r  t h a n  a c o u n t r y - - b u t  
w h a t e v e r  it was  called,  the  sca le  of t he  h u m a n  
suf fe r ing  the re  h a d  now c a p t u r e d  the  a t t e n t i o n  of 
the  i n t e r n a t i o n a l  c o m m u n i t y .  

S i t u a t i o n s  a n d  M i s s i o n s  
U.S. i nvo lvemen t  in Soma l i a  p r o c e e d e d  t h r o u g h  
t h r ee  s tages :  O p e r a t i o n  Prov /de  Relief  a 
humani ta r iax~ a s s i s t a n c e  n l i s s ion ;  O p e r a t i o n  
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Restore Hope, a n  ope ra t i on  t h a t  c o m b i n e d  
h u m a n i t a r i a n  a s s i s t a n c e  wi th  l imi ted  mi l i t a ry  
act ion;  a n d  UNOSOM II, a p e a c e  e n f o r c e m e n t  
mi s s ion  involving act ive  c o m b a t  a n d  na t i on -  
bu i ld ing  (figure 2). F rom the  b e g i n n i n g  of t he  effort  
to relieve the  suf fe r ing  in Somal ia ,  however ,  t h e r e  
were  two bas i c  p rob lems :  moving  e n o u g h  food, 
water ,  a n d  m e d i c i n e  into t he  c o u n t r y ,  a n d  
providing s e c u r i t y  to p ro t ec t  the  rel ief  supp l i e s  f rom 
thef t  by b a n d i t s  or  con f i s ca t ion  by the  c l ans  a n d  
war r ing  fac t ions .  In April 1992, the  U.N. Secu r i t y  
Counci l  approved  Reso lu t ion  751, e s t ab l i sh ing  the  
Uni ted  Na t ions  O p e r a t i o n  in S o m a l i a - - U N O S O M - -  
w h o s e  mis s ion  w a s  to provide h u m a n i t a r i a n  aid 
a n d  faci l i ta te  the  end  of hos t i l i t ies  in Somal ia .  The  
50 UNOSOM obse rve r s  s e n t  in did no t  m a k e  a 
no t i ceab le  d i f ference  in e i the r  end ing  hos t i l i t ies  or  
s e c u r i n g  rel ief  supp l i e s  b u t  in Ju ly ,  t he  Uni ted  
Nat ions  a s k e d  for i n c r e a s e d  airl ifts for food. 
P re s iden t  B u s h  r e s p o n d e d  by  o rder ing  U.S. forces  
to s u p p o r t  O p e r a t i o n  Provide Relief  from 15 A u g u s t  
1992 t h r o u g h  9 D e c e m b e r  1992. 

Organ ized  by  CENTCOM, the  mi s s ion  of th i s  
ope ra t i on  was  to "provide mi l i t a ry  a s s i s t a n c e  In 
s u p p o r t  of e m e r g e n c y  h u m a n i t a r i a n  rel ief  to Kenya  
a n d  Somal ia ."  A m o n g  lts objectives:  

• Deploy a H u m a n i t a r i a n  A s s i s t a n c e  Survey  
T e a m  (HAS'I] to a s s e s s  re l ief  r e q u i r e m e n t s  in Kenya  
a n d  Somal i a  

• Act ivate  a J o i n t  T a s k  Force  to c o n d u c t  an  
e m e r g e n c y  airlift of food a n d  supp l i e s  into Soma l i a  
a n d  N o r t h e r n  Kenya  

• Deploy (4) C-141 a i rc ra f t  a n d  (8) C-130 
a i rc ra f t  to M o m b a s a  a n d  Wajir, Kenya  to provide 
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da i ly  r e l i e f  s o r t i e s  i n t o  S o m a l i a  d u r i n g  d a y l i g h t  
h o u r s  to l o c a t i o n s  w h i c h  p r o v i d e  a p e r m i s s i v e  a n d  
s a f e  e n v i r o n m e n t .  

D u r i n g  t h e  6 m o n t h s  of  O p e r a t i o n  P r o v / d e  
Relief  a da i l y  a v e r a g e  o f  2 0  s o r t i e s  d e l i v e r e d  
a p p r o x i m a t e l y  150  m e t r i c  t o n s  o f  s u p p l i e s ;  in  t o t a l ,  
m o r e  t h a n  2 8 , 0 0 0  m e t r i c  t o n s  o f  c r i t i c a l l y  n e e d e d  
r e l i e f  s u p p l i e s  w e r e  b r o u g h t  i n t o  S o m a l i a  b y  t h i s  
a i r l i f t .  

F I G T T I I ~  21 T h r e e  p h a s e s  o f  U S .  
i n v o l v e m e n t  i n  ~ o m a h ' a  

Operation 

Prcxnk~ ReUef 
(UNOSOM I) 

Restore Hope 
(UNITAF) 

USFORSOM 
(UNOSOM II} 

Dates 

15 Aug 
1992- 
9 Dec 
1992 

9 Dec 
1992- 
4 May 
1993 

4 May 
1993- 
31 Mar 
1994 

UN Security 
Council 

Resolution 

UNSCR# 
751 
dtd 24 Apr 
1992 

UNSCR# 
794 
dtd 3 Dec 
1992 

UNSCR# 
814 
did 26 Mar 
1993 

U . S .  

Commander 

, , , , .  , , , , , ,  

{HAST-then 
JTF) 
BG Frank 
Libutti, 
USMC 

LTG Robert 
B. Johnston, 
USMC 

MG Thomas 
M. 
Montgomery, 
USA 

D e s p i t e  t h e  r e i n f o r c e m e n t  o f  U N O S O M  
t h r o u g h o u t  t h e  n e x t  s e v e r a l  m o n t h s ,  t h e  s e c u r i t y  
s i t u a t i o n  g r e w  w o r s e .  In  N o v e m b e r ,  a s h i p  l a d e n  
w i t h  r e l i e f  s u p p l i e s  w a s  f i r ed  u p o n  in  t h e  h a r b o r  a t  
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Mogad ishu ,  forc ing its w i t h d r a w a l  before  the  bad ly  
n e e d e d  supp l i e s  cou ld  be  b r o u g h t  a sho re .  In t he  
Uni ted  S t a t e s  a n d  e l sewhere ,  publ ic  d i s t r e s s  g rew 
and ,  on  4 D e c e m b e r  1992, P re s iden t  George  B u s h  
a n n o u n c e d  the  in i t ia t ion  of O p e r a t i o n  Restore 
Hope. U n d e r  t he  t e r m s  of U.N. Reso lu t ion  794 
(passed  the  p rev ious  day}. the  Uni ted  S t a t e s  wou ld  
bo th  lead  a n d  provide  mi l i ta ry  forces  to a 
m u l t i n a t i o n a l  coal i t ion to be k n o w n  as  t he  Uni ted  
T a s k  Force,  or UNITAF. This  force wou ld  br idge the  
gap un t i l  the  s i t a t ion  s tabi l ized  e n o u g h  for it to be  
t u r n e d  over  to a p e r m a n e n t  U.N. p e a c e k e e p t n g  
force. The U.N. m a n d a t e  impl ied  two i m p o r t a n t  
miss ions :  to provide h u m a n i t a r i a n  a s s i s t a n c e  to 
the  Somal i  people,  a n d  to r e s to re  o rde r  in s o u t h e r n  
Somal ia .  B e c a u s e  of the  implici t  r e q u i r e m e n t  to 
u se  force in e s t ab l i sh ing  a s e c u r e  e n v i r o n m e n t  for 
the  d i s t r i bu t ion  of rcl icf  suppl ies ,  it is s ign i f i can t  
t h a t  the  m a n d a t e  r e fe r r ed  to C h a p t e r  VII of the  
U.N. Char t e r ,  

The CENTCOM m i s s i o n  s t a t e m e n t  c lear ly  
ref lec ted  t he se  object ives:  "When d i r ec t ed  by  the  
NCA, USCINCCENT will c o n d u c t  j o i n t / c o m b i n e d  
mi l i ta ry  o p e r a t i o n s  in S o m a l i a  to s e c u r e  t he  m a j o r  
air  a n d  s e a  por ts ,  key  Ins t a l l a t ions  a n d  food 
d i s t r i bu t ion  poin ts ,  to provide open  a n d  free 
p a s s a g e  of re l ief  suppl ies ,  provide s e c u r i t y  for 
convoys  a n d  rel ief  o rgan iza t ion  ope ra t ions ,  a n d  
a s s i s t  UN/NGO's  in providing h u m a n i t a r i a n  rel ief  
u n d e r  U.N. ausp i ce s .  Upon  e s t ab l i sh ing  a s e c u r e  
e n v i r o n m e n t  for u n i n t e r r u p t e d  rel ief  opera t ions ,  
USCINCCENT t e r m i n a t e s  a n d  t r a n s f e r s  rel ief  
ope ra t i ons  to U.N. p e a c e k e e p i n g  forces."  
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U.S.  _N~y S ~ e s  f r o m  Naval M o b ~  Cons t ruc t ion  
Battal ion 1 pour  concretejLoors in c lass rooms  as p ~  o f  
a cWlc act ion p r o g r ~  o f  Operat ion Restore Hope. 

D u r i n g  i t s  e ~ s t e n c e  f rom 9 D e c e m b e r  1992  
t h r o u g h  4 May  1993,  UNITAF u l t i m a t e l y  invo lved  
m o r e  t h a n  3 8 , 0 0 0  t r o o p s  f rom 21 c o a l i t i o n  n a t i o n s ,  
~ c l u d i n g  2 8 , 0 0 0  A m e r i c a n s ,  I t  c l ea r ly  s u c c e e d e d  in  
i t s  m i s s i o n s  of s t a b i l i z i n g  t h e  s e c u r i t y  s i t u a t i o n -  
e spec i a l l y  by  c o n f i s c a t i n g  " t e c h n l c a l s , "  t h e  c r ew-  
s e ~ e d  w e a p o n s  m o u n t e d  on  t r u c k s  a n d  o ~ e r  
w h e e l e d  veh ic l e s .  Wi th  b e t t e r  s e c u r i t y ,  m o r e  re l ie f  
s u p p l i e s  w e r e  d i s t r i b u t e d  t h r o u g h o u t  t h e  c o u n t r y ,  
s t a v i n g  off t h e  i m m e d i a t e  t h r e a t  of s t a P e a t i o n  in  
m a n y  a r e a s ,  However ,  p l a n s  for t h e  t e r m i n a t i o n  of 
UNITAF a n d  a n  o rde r ly  h a n d o f f  of i t s  f u n c t i o n s  to 
t h e  p e r m a n e n t  p e a c e k e e p i n g  force,  c h r i s t e n e d  
U N O S O M  II, w e r e  r e p e a t e d l y  p u t  off. U.N. 
S e c r e t a r y - G e n e r a l  B o u t r o s - G h a l i  u r g e d  d e l a y  u n t i l  
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U.S. forces  could  effectively d i s a r m  the  b a n d i t s  a n d  
rival c lan  fac t ions  t h a t  c o n t i n u e d  to ope ra t e  
t h r o u g h o u t  Somal ia .  In addi t ion ,  he  p roposed  to 
rebu i ld  t he  c o u n t r y ' s  f r a g m e n t e d  i n s t i t u t i o n s  "from 
the  top d o w n " - - a n  exerc i se  ak in  to na t ion -  
bui lding.  

These  d i s a g r e e m e n t s  de layed  b u t  did no t  
u l t i ma t e l y  p r e v e n t  t he  fo rma t ion  of UNOSOM II. 
officially e s t a b l i s h e d  by  S e c u r i t y  Counc i l  Reso lu t ion  
814 on 26 March  1993. The  Reso lu t ion  w a s  
s ign i f ican t  in severa l  ways :  

• The  Counci l  m a n d a t e d  the  first  ever  U,N.- 
d i rec ted  p e a c e k e e p i n g  ope ra t ion  u n d e r  the  C h a p t e r  
VII e n f o r c e m e n t  p rov is ions  of the  Cha r t e r ,  
i nc lud ing  the  r e q u i r e m e n t  for UNOSOM II to 
d i s a r m  the  Somal i  c l ans  

• It explicit ly e n d o r s e d  the  object ive of 
r ehab i l i t a t ing  the  poli t ical  i n s t i t u t i o n s  a n d  e c o n o m y  
of a m e m b e r  s t a t e  

• It cal led for bu i ld ing  a s e c u r e  e n v i r o n m e n t  
t h r o u g h o u t  t he  c o u n t r y ,  i nc lud ing  the  n o r t h e r n  
region t h a t  h a d  dec l a red  its i n d e p e n d e n c e .  
These  f a r - r e a c h i n g  object ives  w e n t  well b e y o n d  the  
m u c h  m o r e  l imi ted  m a n d a t e  of UNITAF as  well as  
t hose  of a n y  p rev ious  U.N. opera t ion .  To i m p l e m e n t  
t hem,  a full U.N. p e a c e k e e p i n g  s t r u c t u r e  was  se t  
up  in Somal ia ,  h e a d e d  by re t i red  U.S. Navy Admira l  
J o n a t h a n  Howe as  Special  Rep re sen t a t i ve  of the  
S e c r e t a r y  G e ne ra l  wi th  T u r k i s h  L i e u t e n a n t  Gene ra l  
Cevlk Bir as  force c o m m a n d e r  of the  U.N. 
m u l t i n a t i o n a l  con t ingen t .  

R a t h e r  t h a n  be ing  in charge .  U.S. pa r t i c ipa t ion  
in th is  ope ra t i on  was  p r imar i ly  conce ived  in t e r m s  
of logist ical  suppo r t ,  wi th  over  3 ,000 p e r s o n n e l  
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s p e c i f i c a l l y  c o m m i t t e d  to  t h a t  m i s s i o n .  
S ign i f i can t ly ,  h o w e v e r ,  t h e  U n i t e d  S t a t e s  w a s  a l so  
a s k e d  to  p rov ide  a Q u i c k  R e a c t i o n  F o r c e w s o m e  
1 ,150  s o l d i e r s  f rom t h e  US ~ m y ' s  1 0 t h  M o u n t a i n  
D i v i s i o n - - t h a t  w o u l d  o p e r a t e  u n d e r  t h e  t a c t i c a l  
c o n t r o l  of t h e  C o m m a n d e r ,  U.S.  F o r c e s ,  S o m a l i a .  
~ e  m i s s i o n  of t h e  4 , 5 0 0  A m e ~ c a n  fo rces  
s u p p o s i n g  U N O S O M  Ii f rom 4 May  1993 to 31 
M a r c h  1994  w a s  a s  follows: " W h e n  d i r ec t ed ,  
U N O S O M  II F o r c e  C o m m a n d  c o n d u c t s  m i l i t a r y  
o p e r a t i o n s  to  c o n s o l i d a t e ,  e x p a n d ,  a n d  m a i n t a i n  a 
s e c u r e  e n v i r o n m e n t  fo r  t h e  a d v a n c e m e n t  of 
h u m a n i t a ~ a n  aid,  e c o n o m i c  a s s i s t a n c e ,  a n d  
po l i t i ca l  r e c o n c i l i a t i o n  in  S o m a l i a . "  

Major  G ~ e r a l  T h o m a s  M o n t g o m e r y  r e c e t ~ s  b ~ k  brie fs  
u~th t h e  U.S. Q ~ k  R ~ t t o n  Force. 
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The a m b i t i o u s  U.N. m a n d a t e  as  well as  the  
c o n t i n u i n g  p r e s e n c e  of  t h e  m u l t i n a t i o n a l  
c o n t i n g e n t  u l t i m a t e l y  t h r e a t e n e d  the  M o g a d i s h u  
power  b a s e  of one  c lan  war lord ,  M o h a m m e d  
Aideed. The  cr is is  c a m e  into full view on 5 J u n e  
1993, w h e n  24 Pak i s t an i  so ld iers  were  killed in a n  
a m b u s h  by Aideed s u p p o r t e r s .  The Uni ted  Na t ions  
Secu r i ty  Counc i l  Reso lu t ion  837, p a s s e d  the  nex t  
day,  cal led for the  i m m e d i a t e  a p p r e h e n s i o n  of t h o s e  
r e s p o n s i b l e - - a n d  quick ly  led to U.S. forces  be ing  
u s e d  in a h ighly  pe r sona l i zed  m a n h u n t  for Aideed.  
After  a se r ies  of c l a s h e s  involving U.S. Range r s  a n d  
o the r  un i t s ,  a m a j o r  e n g a g e m e n t  o c c u r r e d  on 3 
Oc tobe r  in w h i c h  18 A m e r i c a n s  were  killed a n d  75 
w o u n d e d - - t h e  b lood ies t  ba t t l e  of a n y  U.N. 
p e a c e k e e p i n g  o p e r a t i o n .  S h o r t l y  t h e r e a f t e r ,  
P r e s i d e n t  C l i n t o n  a n n o u n c e d  t h e  p h a s e d  
w i t h d r a w a l  of A m e r i c a n  t roops  t h a t  wou ld  end  by 
31 March  1994. U.S. forces  largely were  conf ined  
to force p r o t e c t i o n  m i s s i o n s  f rom th i s  c h a n g e  of 
mi s s ion  unt i l  the  w i t h d r a w a l  was  comple ted .  



1I .  O P E R A T I O N A L  
L E S S O N S  L E A R N E D  

None  o f  the  political leadership  can tell m e  wha t  they  
wan t  m e  to accomplish .  T h a t  fact ,  however,  does  no t  
s top t h e m  f r o m  cont inual ly  as ldng  m e  w h e n  I u ~  be  
done° 

An Anonymous U.N. Commander  en route 
to a Peace Operation 

E a c h  of t he  t h r ee  d i s t inc t ly  d i f fe ren t  p h a s e s  of o u r  
ope r a t i ons  in S o m a l i a - - P r o v / d e  Relie f ,  R e s t o r e  
Hope, a n d  IINOSOM I I - - c a n  t e a c h  f u t u r e  U.S. 
p e a c e k e e p e r s  s o m e  i m p o r t a n t  l e s s o n s  a b o u t  four  
a r e a s  covered  in th is  chape r :  the  p lann ing ,  deploy-  
men t ,  c o n d u c t  a n d  s u p p o r t  of p e a c e k e e p i n g  
ope ra t ions .  

Planning 
The job of t he  m i s s i o n  p l a n n e r  is a lways  t h a n k l e s s :  
an t i c ipa t i ng  r e q u i r e m e n t s  even  before  a m i s s i o n  
s t a t e m e n t  h a s  b e e n  formal ized,  o r c h e s t r a t i n g  
l i teral ly t h o u s a n d s  of de ta i l s  t h a t  c a u s e  an  
ope ra t ion  to be s u c c e s s f u l  or to go a t  all, a d j u s t i n g  
those  de ta i l s  w h e n  the  c o n c e p t  of t he  o p e r a t i o n  
c h a n g e s ,  a n d  doing all of t h e s e  t h i n g s  u n d e r  t ime  
p r e s s u r e s  t h a t  wou ld  c a u s e  b r e a k d o w n s  in l e s se r  
mor ta l s .  The  CENTCOM p l a n n e r s  involved in all 

21 



2 2  SOMALIA OPERATIONS:  L E S S O N S  LEARNED 

p h a s e s  of the  S o m a l i a  o p e r a t i o n s  lived up  to this  
job descr ip t ion ,  in add i t i on  to a d a p t i n g  fo [mer ly  
s t a n d a r d  p r o c e d u r e s  to n e w  a n d  u n c e r t a i n  t a sks .  
P e r h a p s  t h e y  reca l led  t he  words  a t t r i b u t e d  to 
Genera l  E i s enhower ,  h i m s e l f  a f o r m e r  w a r  p l anne r :  
"Plans a re  use l e s s ,  b u t  p l a n n i n g  is essen t ia l . "  

M a n d a t e s  a n d  NtUzssions 

• Clear U.N. mandates  are critical to the  
planning of  the  mi-~sion b e c a u s e  they  shape  the  
bas ic  political gu idance  given to U.S. forces by  our 
National Command Authorities (NCA). A clear 
mandate  shapes  no t  only  the  mis s ion  (the w~_n~. 
that  we perfos,,, b u t  the  way we carry it  out  (the 
ho . 

• Second only  to the  bas ic  s tructure o f  
command,  the  o r g n = l ~ t i o n  o f  the  Joint  Task Force 
(JTF) is key  b e c a u s e  it  m u s t  ba lance  the  needs  of  
cont inuity  with the  integration of  additional 
capabilities.  Organizational methods  inc lude  
augment ing  an  exist ing headquarters or ear- 
marking a standard b u t  adaptible c o n ~ g e n c y  
packag~  b u t  the  select ion o f  the  n u c l e u s  shou ld  be  
driven by  standard miss ion  essent ia l  factors, s u c h  
as  miss ion ,  enemy,  troops, terrnln, and t ime 
available. 

Prior to e s t ab l i sh ing  the  airlift for Prov /de  Relief, 
CENTCOM d i s p a t c h e d  a H u m a n i t a r i a n  A s s i s t a n c e  
Survey  T e a m  to Somal ia .  No s o o n e r  h a d  t h e y  
arr ived t h a n  the  t e a m  found  they  h a d  b e e n  
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r e c o n s t i t u t e d  as  t he  n u c l e u s  for t he  ope ra t i on ' s  
JTF, Desp i te  t he  fact  t h a t  b o t h  t he  m a n d a t e  a n d  
the  mi s s ion  s ee l n ed  clear ,  the  J T F  s o o n  f o u n d  i tself  
c oo r d i na t i ng  a 6 - m o n t h  ope ra t i on  t h a t  even tua l l y  
del ivered 28 ,000  m e t r i c  t o n s  of supp l ies ,  The i r  
mi s s ion  a lso  c a m e  to i nc lude  air l i f t ing Pak i s t an i  
p e a c e k e e p e r s  in to  the  c o u n t r y  as  well as  
c o n d u c t i n g  de l ica te  n e g o t i a t i o n s  wi th  c lan  w a r l o r d s  
to a s s u r e  the  s e c u r i t y  of rel ief  supp l ies .  

The  m u c h  l a rge r  scope  of Restore Hope w a s  
ref lec ted  in the  d e s i g n a t i o n  of a Mar ine  
Exped i t i ona ry  Force  h e a d q u a r t e r s  as  t he  n u c l e u s  
for the  JTF.  A l though  th i s  cho ice  i n e s c a p a b l y  l en t  
a "Marine Corps  flavor" to t he  opera t ion ,  it a lso  l en t  
a c o n t i n u i t y  of r e l a t i o n s h i p s  a n d  p r o c e d u r e s  t h a t  
w a s  cri t ical  in view of t he  l a rge r  p r o b l e m s  faced  by  
the  JTF. Its p a r t i c u l a r  cha l l enge  w a s  to h e a d  a 
m u l t i n a t i o n a l  c o a l i t i o n  of  20  d i f f e r e n t  
c o u n t r i e s - - m a n y  of t h e m  c h o s e n  m o r e  to 
d e m o n s t r a t e  b r o a d  i n t e r n a t i o n a l  s u p p o r t  for t he  
U,N. m a n d a t e  t h a n  to provide  c o m p l e m e n t a r y  
mi l i t a ry  capabi l i t ies .  Even  m o r e  d a u n t i n g  w a s  the  
n e e d  to al ign t h e s e  o p e r a t i o n s  wi th  the  act ivi t ies  of 
as  m a n y  as  49 d i f fe ren t  U.N. a n d  h u m a n i t a r i a n  
rel ief  a g e n c i e s - - n o n e  of w h i c h  w a s  obl iga ted  to 
follow mi l i t a ry  direct ives .  

Not only w a s  u n i t y  of c o m m a n d  a cha l l enge  in 
t h e s e  c i r c u m s t a n c e s  b u t  t he re  w a s  a s p a n  of 
con t ro l  p r ob l em  t h a t  offers an  objec t  l e s son  for 
f u t u r e  p l a n n e r s ,  b e c a u s e  t he  size of the  mi l i ta ry  
u n i t s  fo rming  the  m u l t i n a t i o n a l  c o n t i n g e n t  var ied  
f rom p la toon  to br igade .  A r e a s o n a b l e  s p a n  of 
cont ro l  was  w o r k e d  out ,  wi th  t he  m a j o r  
p a r t i c i p a n t s  c o n t r i b u t i n g  b r igade-s ize  u n i t s  t h a t  
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cou ld  be  g iven  m i s s i o n - t y p e  o r d e r s  (figure 3). 
Severa l  s m a l l e r  c o n t i n g e n t s  we re  p l a c e d  u n d e r  t h e  
A r m y  a n d  Air Force  c o m p o n e n t s ,  whi le  n i n e  
c o u n t r i e s  we re  p l a c e d  u n d e r  Mar ine  con t ro l ,  a s  
t h e y  h a d  r e s p o n s i b i l i t y  for s e c u r i n g  t h e  M o g a d l s h u  
a rea .  (However,  n a t i o n a l  s e n s i t i v i t i e s  do n o t  a l w a y s  
a l low s u c h  i n t e g r a t i o n  ln to  a s t a n d a r d  mi l i t a ry  
h i e r a r c h y  b e c a u s e  s u b o r d i n a t i o n  c o u l d  imp ly  a 
s l i gh t  to n a t i o n a l  s o v e r e i g n t y - - a n d  c e r t a i n  n a t i o n a l  
g o v e r n m e n t s  h a v e  e x p r e s s l y  p r o h i b i t e d  t h i s  t ype  of  
r e l a t i onsh ip . )  

Two o t h e r  i m p o r t a n t  s p a n  of  c o n t r o l  I n n o v a t i o n s  
u n d e r  UNITAF i n c l u d e d  a Civil-Mili tary O p e r a t i o n s  
C e n t e r  a n d  t h e  d iv i s ion  of  t h e  c o u n t r y  ln to  n i n e  
H u m a n i t a r i a n  Rel ief  S e c t o r s  t h a t  a l lowed  b o t h  t h e  
d i s t r i b u t i o n  of  food a n d  t h e  a s s i g n m e n t  of  m i l i t a ry  
a r e a s  of  r e spons ib i l i t y .  Th e  re la t ive ly  c r i sp  m a n d a t e  
w a s  a l so  i m p o r t a n t  in  avo id ing  s u b s e q u e n t  u r g i n g s  
by U.N. officials  for UNITAF to b e c o m e  m o r e  deep ly  
e n g a g e d  in d i s a r m i n g  t h e  c lans ;  i n s t e a d ,  t h e  
c o m m a n d e r  l im i t e d  t h e  c o n f i s c a t i o n s  to t h o s e  
i n d i v i d u a l  w e a p o n s ,  " t echn ica l s , "  a n d  a r m s  c a c h e s  
t h a t  were  a c l ea r  t h r e a t  to h i s  force.  

The  U.S. m i s s i o n  to s u p p o r t  UNOSOM II, by  
c o n t r a s t ,  w a s  c o n s i d e r a b l y  m o r e  o p e n - e n d e d ,  
a l t h o u g h  t h i s  fac t  m a y  n o t  h a v e  b e e n  well  
a p p r e c i a t e d  w h e n  t h e  o p e r a t i o n  b e g a n .  The  b a s i c  
c o m m a n d  a r r a n g e m e n t s  re f l ec ted  the  fac t  t h a t  t h e  
o p e r a t i o n  w a s  to t a k e  p l ace  u n d e r  U.N. con t ro l ,  
w i th  U.S. Major  G e n e r a l  T h o m a s  M. M o n t g o m e r y  
a c t i n g  b o t h  a s  C o m m a n d e r ,  U.S. Fo rces  S o m a l i a  
(USFORSOM),  a n d  a s  d e p u t y  to t h e  U.N. Force  
C o m m a n d e r  in  S o m a l i a ,  L i e u t e n a n t  G e n e r a l  Cevik  
Bir. The  p o t e n t i a l  for  conf l ic t  in  t h i s  d u a l - h a t t i n g  
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of  c o m m a n d  r e l a t i o n s h i p s  w a s  c l e a r :  a s  a U.S~ 
C o m m a n d e r ,  M G  M o n t g o m e r y  s e r v e d  u n d e r  t h e  
c o m m a n d  a n d  c o n t r o l  o f  C E N T C O M ,  wl-dle a s  
d e p u t y  to  G e n e r a l  Bir ,  h e  s e r v e d  u n d e r  t h e  
o p e r a t i o n a l  c o n t r o l  o f  t h e  U n i t e d  N a t i o n s .  E v e n  
m o r e  s i g n i f i c a n t ,  h o w e v e r ,  w a s  t h e  f a c t  t h a t  
G e n e r a l  M o n t g o m e ~  c a ~ e d  o u t  h i s  r e s p o n s i b i l i t i e s  
t h r o u g h  a n  u n u s u a l  a r r a n g e m e n t  o f  o p e r a t i o n a l  
a n d  t a c t i c a l  c o n t r o l  o v e r  a s s i g n e d  U.So f o r c e s .  
~ e s e  k e y  d i s t i n c t i o n s  i n  l e v e l s  o f  a u t h o r i t y  a r e  
s h o w n  i n  f i g u r e  4; t h e i r  i m p l i c a t i o n s  a r e  d i s c u s s e d  
i n  p a g e s  5 3 - 7 4 .  

C o l a n d e r ,  Central C~amrnen~ Generol Hoar is greeted 
by  L t G ~  J o h ~ t o n ,  c o m m c m ~  o f  Res to re  Hope  
Mogadishu Airport. 
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A l t h o u g h  Gene ra l  M o n t g o m e r y  w a s  given only 
4 ,500 t r o o p s - - m a n y  of t h e m  logist ical  p e r s o n n e l - -  
his  c o m b a t  m i s s i o n s  i nc luded  force pro tec t ion ,  
m a n n i n g  an  organ ic  qu ick  r eac t i on  force,  providing 
for u se  of off -shore  a u g m e n t a t i o n  to the  qu i ck  
r eac t ion  force, a n d  a r m e d  aer ia l  r e c o n n a i s a n c e .  
Compl ica t ing  t h e s e  respons ib i l i t i es  was  the  fac t  
t h a t  MG M o n t g o m e r y  m e t  the  UNOSOM II s t a f f  for 
the  f irst  t ime w h e n  he  ar r ived  In S o m a l i a - - a n d  only 
30 p e r c e n t  of t h e m  h a d  ar r ived  by  the  t ime  the  
mi s s i on  was  l a u n c h e d .  Unlike the  UNITAF staff,  the  
USFORSOM h e a d q u a r t e r s  w a s  no t  bui l t  a r o u n d  a 
wel l - Ibrmed cen t r a l  n u c l e u s  b u t  was  b r o u g h t  
t oge the r  in s o m e  h a s t e - - c o m p o s e d  pr imar i ly  of 
Army officers indiv idual ly  r e c r u i t e d  from the  A r m y  
Staff  a n d  u n i t s  worldwide.  

While t he r e  m a y  h a v e  b e e n  s o m e  e x p e c t a t i o n s  
t h a t  s u c h  s t a f f  a r r a n g e m e n t s  were  all t h a t  w a s  
n e e d e d  in a s i t u a t i o n  in w h i c h  the  Uni ted  S t a t e s  no 
longer  h a d  the  lead,  foo t -dragging  by U.N. officials 
f u r t h e r  compl i ca t ed  the  t r an s i t i o n  b e t w e e n  UNITAF 
a n d  UNOSOM II. The init ial  s l o w n e s s  in s e t t i ng  up  
the  UNOSOM lI s t a f f  was  a g g r a v a t e d  by its 
compos i t ion ;  it was  fo rmed  i n c r e m e n t a l l y  f rom the  
v o l u n t a r y  c o n t r i b u t i o n s  of the  m u l t i n a t i o n a l  
c o n t i n g e n t s  who  de ta i l ed  p e r s o n n e l  as  t h e y  arr ived.  
There  ce r t a in ly  w a s  a n  u r g e n t  n e e d  u n d e r  t h e s e  
c i r c u m s t a n c e s  to i n s u r e  a p r o p e r  h a n d o f f  b e t w e e n  
the  key  s ta f fs  of the  i n c o m i n g  a n d  ou tgo ing  U.S. 
c o m p o n e n t s ,  Gene ra l  J o h n s t o n  h a s  po in ted  ou t  
t h a t  t he r e  w a s  a p p r o x i m a t e l y  a 6 -week  over lap 
b e t w e e n  the  UNITAF a n d  UNOSOM II s taffs ,  t h a t  
the  i n c o m i n g  a n d  ou tgo ing  s t a f f  c o u n t e r p a r t s  were  
co- loca ted ,  a n d  t h a t  de ta i l ed  SOPs were  jo in t ly  
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p r e p a r e d  to aid in the  t r ans i t ion .  These  were  c lear ly  
i m p o r t a n t  s teps ,  b u t  it also c a n  be  a r g u e d  t h a t  the  
real  i s s u e s  were  the  lack  of a g r e e m e n t  b e t w e e n  the  
Uni ted  S t a t e s  a n d  the  Uni ted  Nat ions  a b o u t  the  
cond i t ions  a t  the  t ime of the  t r a n s i t i o n  a n d  the  
mi l i ta ry  capabi l i t ies  r equ i r ed  to ca r ry  o u t  the  
e x p a n d e d  m a n d a t e  of UNOSOM II. rlTlose i s s u e s  go 
well b e y o n d  the  scope  of ope ra t iona l  c o m m a n d ,  b u t  
it is c lea r  f rom s u b s e q u e n t  even t s  t h a t  the  
u n d e r l y i n g  c a u s e s  of confl ict  in S o m a l i a  h a d  only 
been  pos tponed .  Those  conf l ic ts  exploded into  the  
open  a n d  largely def ined  the  d e v e l o p m e n t  of t he  
UNOSOM II m i s s i o n - - a  fac t  t h a t  c a n  only s u g g e s t  
for the  f u t u r e  tha t ,  if s u c h  t r a n s i t i o n s  c a n n o t  be 
avoided a l toge ther ,  t h e y  s h o u l d  a t  l eas t  be  jo in t ly  
developed by the  i n c o m i n g  a n d  the  ou tgo ing  force, 

Mission Analysis:  Entry  and Exit Strategies  
L e s s o n s  

• A l t h o u g h  t h e y  are  to  s o m e  e x t e n t  impl i ed  b y  
t h e  rntgsion,  en try  a n d  ex i t  s t ra teg i e s  are  t m n o r t a n t  
p l a n n i n g  criteria: t h e y  g o v e r n  h o w  w e  s h o u l d  
e x p e c t  to  go  in  a n d  u n d e r  w h a t  c o n d i t i o n s  w e  c a n  
e x p e c t  to  ge t  out .  

• O n e  maj o r  mi l i tary  responsJJ)JJJty in  a p e a c e  
o p e r a t i o n  i s  d e t e . . - I n i n g  a n d  measuring 
s u c c e s s - - - k e e p i n g  t h e  c h a i n  o f  c ~ ~ d  i n f o r m e d  
a s  to  w h e r e  w e  are  b e t w e e n  e n t r y  a n d  ex i t  w h i l e  
a v o i d i n g  t h e  i n e v i t a b l e  p r e s s u r e s  o f  "mtqsion 
c r e e p .  ~P 

Examp/es 
B e c a u s c  it was  re la t ively  brief, the  Provide Relief 
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F I G l ~ l g  , i t  L e v e l s  o f  a u t h o r i t y  

TERM 

C o m b a t a n t  C o m m a n d  
(COCOM} 

O p e r a t i o n a l  Con t ro l  
(OPCON) 

Tac t i ca l  Con t ro l  
(TACON) 

DEFINITION 

* N o n t r a n s f e r a b l e  c o m m a n d  a u t h o r i t y  
e s t a b l i s h e d  b y  law. 
*Provides  full a u t h o r i t y  to o rgan ize  a n d  
e m p l o y  c o m m a n d s  a n d  forces  a s  t he  
c o m b a t a n t  c o m m a n d e r  c o n s i d e r s  
n e c e s s a r y  to a c c o m p l i s h  a s s i g n e d  
m i s s i o n s .  

*Trans fe rab le  c o m m a n d  a u t h o r i t y  t h a t  
m a y  be  e x e r c i s e d  b y  c o m m a n d c r s  a t  a n y  
e c h e l o n  a t  or  be low the  level of  
c o m b a t a n t  c o m m a n d .  
* Inc ludes  a u t h o r i t a t i v e  d i r ec t ion  over  al l  
a s p e c t s  of  mi l i t a ry  o p e r a t i o n s  a n d  j o i n t  
t r a i n i n g  n e c e s s a r y  to a c c o m p l i s h  
m i s s i o n s  a s s i g n e d  to t he  c o m m a n d .  
*Does n o t  i n c l u d e  a u t h o r i t a t i v e  d i r ec t ion  
for log is t ics  or  m a t t e r s  of  
a d m i n i s t r a t i o n ,  d i sc ip l ine ,  i n t e r n a l  
o rgan iza t ion ,  or  u n i t  t r a in ing .  

* C o m m a n d  a u t h o r i t y  over  a s s i g n e d  or  
a t t a c h e d  forces  or  c o m m a n d s  or  mi l i t a ry  
c a pa b i l i t y  m a d e  ava i l ab le  for t a sk ing .  
*Limited to the  d e t a i l e d  a n d  u s u a l l y  
local  d i r ec t ion  a n d  c on t ro l  of  m o v e m e n t s  
or  m a n e u v e r s  n e c e s s a r y  to a c c o m p l i s h  
a s s i g n e d  m i s s i o n s  or  t a s k s .  

S o u r c e :  J o i n t  Pub.  1-02 
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airlift p rovided  few t o u g h  e n t r y  or exit  ques t i ons ,  
b e y o n d  the  obvious  ones  of s e c u r i t y  for the  in- 
c o u n t r y  g r o u n d  crews.  The  c r i te r ion  for s u c c e s s  
was  s imi la r ly  clear:  provide  food supp l i e s  to get  
people  p a s t  the  i m m e d i a t e  t h r e a t  of s t a rva t ion .  The 
en t ry  of UNITAP was  s emipe rmls s lve ,  the  only real  
"opposition" for a t ime  coming  f rom te levis ion 
c a m e r a  c rews  on the  l an d i n g  b e a c h e s .  The well- 
u n d e r s t o o d  U.N. m a n d a t e  he lped  keep  the  locus  on 
the  m o s t  i m p o r t a n t  c r i te r ia  for s u c c e s s :  b e t t e r  
s e c u r i t y  a n d  m o r e  food d i s t r ibu t ion .  The  exit  
s t r a t e g y  w a s  implici t  In the  h a n d o f f  to UNOSOM II, 
an  event  t h a t  ident i f ied  bo th  a specif ic  t ime  f r ame  
a n d  m i l e s t o n e s  s u c h  as  the  bu i ld ing  of a staff.  
W h e n  t h e s e  m i l e s t o n e s  were  no t  r e a c h e d ,  it c lear ly  
f lagged a problem:  h o w  t h a t  p rob lem was  h a n d l e d ,  
however ,  is a n o t h e r  m a t t e r .  A l t h o u g h  the  h a n d o f f  
was  not  comple te ,  U.S. forces  were  w i t h d r a w n  on 
s c h e d u l e .  While the i r  d e p a r t u r e  ce r t a in ly  
r e p r e s e n t e d  a s u c c e s s f u l  c o n c l u s i o n  of the  UNITAF 
mi s s i on  (as well as  a use fu l  s igna l  to U.N. officials), 
the  lack  of a n  effective t r a n s i t i o n  c lear ly  
compl i ca t ed  cond i t i ons  for bo th  the  en t ry  a n d  the  
exit  for U.S. forces  s u p p o r t i n g  UNOSOM II. 

A l t h o u g h  bo th  UNITAF a n d  UNOSOM were  
a u t h o r i z e d  as  p e a c e - e n f o r c e m e n t  m i s s i o n s  u n d e r  
C h a p t e r  VII of t he  U.N. Char t e r ,  t he  UNOSOM II 
m a n d a t e  r e f l e c t e d  a c o n s i d e r a b l y  d e e p e r  
c o m m i t m e n t  of b o t h  s e c u r i t y  a n d  h u m a n i t a r i a n  
a s s i s t a n c e .  This  m a n d a t e ,  however ,  w a s  no t  by 
i tself  an  invi ta t ion  to the  i n c r e a s i n g  u s e  of U.S, 
forces  in c o m b a t  s i t ua t i ons ,  In fact ,  t hose  who  
originally c o m m i t t e d  the  Uni ted  S t a t e s  to a role in 
UNOSOM II bel ieved t h a t  A m e r i c a n  forces  wou ld  
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p r i m a r i l y  p lay  a role  in  log is t ica l  s u p p o r t  to t h e  
o p e r a t i o n .  T h e  1 ,150  A m e r i c a n  t r o o p s  c o n s t i t u t i n g  
t h e  Q u i c k  R e a c t i o n  Force  (QRF) w e r e  to  p rov ide  a 
r a p i d  r e s p o n s e  only  w h e n  spec i f ic  t h r e a t s ,  a t t a c k s ,  
or  o t h e r  e m e r g e n c i e s  e x c e e d e d  t h e  capab i l i t i e s  of  
o t h e r  UNOSOM II forces .  T h e y  w e r e  e x p r e s s l y  
b a r r e d  f rom s p e a r h e a d i n g  r o u t i n e  o p e r a t i o n s ,  
e s c o r t i n g  convoys ,  or  p r o v i d i n g  o t h e r  l o n g e r  t e r m  
s e c u r i t y  ac t i ons .  However ,  t h e r e  w a s  a n  i n a d e q u a t e  
a p p r e c i a t i o n  by p l a n n e r s  for a p o t e n t i a l  a d v e r s a r y  
w h o  t u r n e d  o u t  to be  h i g h l y  r e s o u r c e f u l  a n d  
c a p a b l e  of a d a p t i n g  to t h e  fo rces  b r o u g h t  a g a i n s t  
h i m .  In  t h e  a f t e r m a t h  of t h e  5 J u n e  a m b u s h  t h a t  
ki l led 24  P a k i s t a n i  p e a c e k e e p e r s ,  t h e  U n i t e d  S t a t e s  
p l a y e d  a p r o m i n e n t  ro le  in  d r a f t i n g  U.N. S e c u r i t y  
Conc i l  R e s o l u t i o n  837,  w h i c h  ca l led  for  t h e  
a p p r e h e n s i o n  of t h o s e  p a r t i e s  r e s p o n s i b l e .  T h a t  
r e s o l u t i o n  c o n s t i t u t e d  a n o t h e r  de  f ac to  c h a n g e  in 
t h e  m i s s i o n ,  b e c a u s e  i ts  t e r m s  were  r ap id ly  
t r a n s l a t e d  in to  a m a n h u n t  for M o h a m m e d  Aideed.  
B e c a u s e  t h o s e  o p e r a t i o n s  c lear ly  o u t r a n  t h e  
capab i l i t i e s  of o t h e r  UNOSOM II forces ,  t h e r e  w a s  
a n  i m m e d i a t e  e x p a n s i o n  in t h e  u s e  of  t h e  Q u i c k  
R e a t i o n  F o r c e - - n o w  b a c k e d  u p  by a r m e d  
h e l i c o p t e r s  f rom t h e  10 th  M o u n t a i n  Divis ion  a s  
well  a s  Air Force  AC-130  g u n s h i p s .  U l t ima te ly ,  t h e  
m a n h u n t  for Aideed  led to  t h e  c o m m i t m e n t  of T a s k  
Force  R a n g e r  a n d  to t h e  c l i m a c t i c  b a t t l e  in  
M o g a d i s h u  o n  t h e  n i g h t  of  3-4  O c t o b e r  1993.  

2"nls d e e p e n i n g  i n v o l v e m e n t  of  U.S.  fo rces  in  
c o m b a t  o p e r a t i o n s  d u r i n g  UNOSOM II h a s  b e e n  
cr i t ic ized a s  " m i s s i o n  creep,"  d e s p i t e  t h e  fac t  t h a t  
t h e s e  c h a n g e s  in  b o t h  m i s s i o n  a n d  d i r e c t i o n  c lear ly  
r e s u l t e d  f rom spec i f ic  d e c i s i o n s  r e a c h e d  by  t h e  
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na t iona l  c o m m a n d  au tho r i t i e s .  However,  the  
i m p o r t a n t  l e s son  for f u t u r e  p l a n n e r s  t h a t  c a n  be  
derived f rom th i s  expe r i ence  is t h a t  the  b e s t  way  to 
avoid mi s s i on  c reep  Is to ana lyze  w h a t  t he  mi s s ion  
real ly  cal ls  for; th is  m e a n s  c o n s t a n t l y  m e a s u r i n g  
the  mi s s ion  a g a i n s t  m i l e s t o n e s  t h a t  b e s t  i nd ica te  
its s u c c e s s  or  fai lure.  The  choice  of m i l e s t o n e s  is 
especia l ly  i m p o r t a n t .  In p e a c e  opera t ions ,  t h e s e  
m e a s u r e s  s h o u l d  no t  n o r m a l l y  be  e x p r e s s e d  in 
t e r m s  of e n e m y  kil led a n d  w o u n d e d  or k i l ome t e r s  
of g r o u n d  taken;  if t h e y  are,  th i s  Is I tself  a n  
ind ica to r  t h a t  the  p e a c e  ope ra t ion  h a s  c h a n g e d  in 
ways  t h a t  s h o u l d  call in to  q u e s t i o n  b o t h  t he  
mis s ion  a n d  the  m a n d a t e .  In fact,  t he  b e s t  
m e a s u r e s  of s u c c e s s  m a y  well be t hose  t h a t  s ignal  
r e d u c t i o n s  in t he  level of  violence.  O t h e r  i m p o r t a n t  
Ind ica to r s  m a y  be  e x p r e s s e d  in t e r m s  of the  
n u m b e r s  of ch i ld ren  be ing  fed, ga l lons  of po tab le  
w a t e r  be ing  p u m p e d ,  or  w e a p o n s  be ing  t u r n e d  in. 
While specif ic  c r i te r ia  will d e p e n d  u p o n  the  
miss ion ,  all m u s t  be capab le  of a n s w e r i n g  one  
bas i c  ques t ion :  "How will we k n o w  w h e n  we have  
won?" 

M u l t i n a t i o n a l  C o n t i n g e n t s  

Les sons  

• Because  mult inat ional  forces are ad hoc  
coalitions o f  the  willing, p!Rnners m u s t  Tecognize 
the  reduced tempo with which a coalition force 
conducts  peace  operations.  

• D i f f e r e n t  n a t i o n a l  c a p a b i l i t i e s  a n d  
international  dlfferences also affect both the  
planning and the  reality o f  peace  operations. 

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  
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N x ~ n k v / ~  

E v e n  t h o u g h  it w a s  n o t  p a r t  of a f o r m a l  coa l i t ion ,  
t h e  e m e r g e n c y  airl if t  of  P r o v t d e  Relief brought i t s  
p a r t i c i p a n t s  in to  i m m e d i a t e  c o n t a c t  w i t h  o t h e r  
n a t i o n s  p r o v i d i n g  re l ie f  aid,  a s  well  a s  t h e  a d d e d  
r e s p o n s i b i l i t y  o f  t r a n s p o r t i n g  P a k i s t a n i  
p e a c e k e e p e r s  in to  S o m a l i a .  T h i s  l e s s o n  i l l u s t r a t e s  
t h a t ,  l ike m o s t  n e i g h b o r h o o d  a n d  c o m m u n i t y  
a s s o c i a t i o n s ,  all c o a l i t i o n s  a re  v o l u n t a r y ,  b r i n g i n g  
w i t h  t h e m  a m i x t u r e  of s t r e n g t h s  a n d  l i m i t a t i o n s ,  
f r i e n d s h i p s  a n d  r ival r ies .  As J o i n t  P u b  3 -07 .3  
n o t e s ,  t e r m s  of  r e f e r e n c e  m u s t  p i n  d o w n  t h e  m o s t  
c r i t i c a l  e l e m e n t s  r e l a t i n g  to  a c o u n t r y ' s  
p a r t i c i p a t i o n  in  a p e a c e  o p e r a t i o n :  c o m m a n d  
r e l a t i o n s h i p s ,  o r g a n i z a t i o n ,  log i s t i ca l  r e s p o n s i -  
bi l i t ies ,  a n d  even  a c c o u n t i n g  p r o c e d u r e s .  T h e  
d i f fe rence  w a s  t h a t  in  Restore Hope t h e s e  t e r m s  of  
r e f e r ence  w e r e  p r i m a r i l y  n e g o t i a t e d  t h r o u g h  t h e  
U n i t e d  S t a t e s  a s  t h e  l e a d e r  of  t h e  coa l i t ion ,  whi l e  
w i t h  UNOSOM II, t h e s e  t e r m s  w e r e  n e g o t i a t e d  w i t h  
t h e  U n i t e d  Na t ions .  

No s e r i o u s  p r o b l e m s  a p p e a r  to h a v e  a r i s e n  
a m o n g  t h e  m u l t i n a t i o n a l  c o n t i n g e n t s  s u p p o r t i n g  
Restore Hope, p o s s i b l y  a s  t h e  r e s u l t  of  a s e n s i b l e  
d e c i s i o n  to h a v e  t h e  m a j o r  c o n t r i b u t i n g  c o u n t r i e s  
s e n d  l i a i son  off icers  to  CENTCOM for c o o r d i n a t l o n  
p r io r  to  d i s p a t c h i n g  t h e i r  fo rces  to  S o m a l i a .  
G e n e r a l  J o h n s t o n  h a s  a l so  n o t e d  t h a t  t h e  
c o m m a n d  a r r a n g e m e n t s  o u t l i n e d  a b o v e  a c h i e v e d  
b o t h  u n i t y  of  c o m m a n d  a n d  u n i t y  of  p u r p o s e ,  
d e s p i t e  t h e  c h a l l e n g e s  of  l e a d i n g  a l a rge  a n d  
d ive r se  coa l i t ion :  
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Our coalition pa r tne r s  had  s igned up  to the  ru les  
of engagemen t  and  the bas i c  h u m a n i t a r i a n  
miss ion and  in every, i n s t ance  sough t  to have  a 
close bilateral  a r r angemen t  with the  U.S. 
Commander .  They . . , repor ted  to me daily on 
a c t i v i t i e s  w i t h  p e r i o d i c  f o r m a l  a n d  
comprehens ive  briefings on progress .  Unity o f  
com mand  can be achieved tahen everyone signs 
up to the  miss ion and to the  c ommand  
relationship. (emphas i s  added) 

H o w e v e r .  w i t h  t h e  i n c r e a s i n g  i n t e n s i t y  of  
c o m b a t  d u r i n g  U N O S O M  II. a d h e r e n c e  to t h e  U.N. 
t e r m s  of  r e f e r e n c e  b e c a m e  m o r e  p r o b l e m a t i c a l .  
B e c a u s e  m o s t  m u l t i n a t i o n a l  c o n t i n g e n t s - - i n c l u d i n g  
o u r s - - m a k e  it  a p o i n t  to  s t a y  in c l o s e  t o u c h  w i t h  
t h e i r  n a t i o n a l  c a p i t a l s ,  c o n c e r n s  o v e r  t h e  p o l i c y  of  
h u n t i n g  for  A l d e e d  g r e w  a l o n g  w i t h  t h e  i n c r e a s e d  
p o t e n t i a l  for  c o m b a t .  T he  c h a l l e n g e  of  c o m m a n d i n g  
a c o a l i t i o n  fo rce  u n d e r  t h e s e  c i r c u m s t a n c e s  c a n  b e  
s e e n  in  t h e  s u b s e q u e n t  s t a t e m e n t  of  U N O S O M  II 
C o m m a n d e r  L i e u t e n a n t  G e n e r a l  Bir, w h o  c i t ed  h i s  
l a c k  of  c o m m a n d  a u t h o r i t y  o v e r  t he  a s s i g n e d  f o r c e s  
a s  t h e  m o s t  s i g n i f i c a n t  l i m i t a t i o n  o f  t h i s  o p e r a t i o n  
o r  a n y  o t h e r  o n e  o r g a n i z e d  u n d e r  C h a p t e r  VII. 
C e r t a i n l y  t h e  a u t h o r i t y  of  f u t u r e  U.N. fo r ce  
c o m m a n d e r s  is a top ic  t h a t  will  b e  h o t l y  d e b a t e d  
for  s o m e  t i m e  to  c o m e .  

A n o t h e r  c r i t i ca l  e l e m e n t  for  t h e  p l a n n e r  is  t h e  
d i f f e r e n c e  b e t w e e n  w h a t  is p l a n n e d  for  a n d  w h a t  
s h o w s  up .  It is a b a s i c  f a c t  o f  i n t e r n a t i o n a l  life t h a t  
m a n y  of  t h e  p o o r e r  c o u n t r i e s  t h a t  h a v e  r e g u l a r l y  
p a r t i c i p a t e d  in  p e a c e  o p e r a t i o n s  h a v e  d o n e  s o  
b e c a u s e  d u t y  w i t h  t h e  U n i t e d  N a t i o n s  p a y s  a 
p o r t i o n  of  t h e i r  m i l i t a r y  b u d g e t s .  E q u i p m e n t  
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c o n s i d e r e d  s t a n d a r d - - e v e n  b a s i c - - l n  m o s t  w e s t e r n  
a r m i e s  is s i m p l y  n o t  p r e s e n t  in  t h e  i n v e n t o r i e s  of  
m a n y  mi l i t a ry  c o n t i n g e n t s  f rom d e v e l o p i n g  
c o u n t r i e s .  T h i s  fac t  w a s  e v i d e n t  d u r i n g  UNOSOM II 
w h e n  s o m e  of t h e  c o n t i n g e n t s  t h a t  h a d  v o l u n t e e r e d  
for a C h a p t e r  VI (peacekeep ing )  m i s s i o n  a r r i ved  
l a c k i n g  the  m i n i m a l  g e a r  r e q u i r e d  for  C h a p t e r  VII 
(peace  e n f o r c e m e n t )  o p e r a t i o n s .  T h e  U.N. 
c o m m a n d e r  t h u s  h a d  t h e  d u a l  c h a l l e n g e s  of  
p r o v i d i n g  t h e s e  c o n t i n g e n t s  w i t h  t h e  e q u i p m e n t  
t h e y  n e e d e d  (often f rom U.S.  s t ocks )  a s  well  a s  t h e  
logis t ica l  s u p p o r t  n e e d e d  to k e e p  t h a t  e q u i p m e n t  
o p e r a t i n g .  The  e q u i p m e n t  m u l t i n a t i o n a l s  do  b r i n g  
w i t h  t h e m  is n o t  l ikely to be  i n t e r o p e r a b l e ,  so  t h a t  
i den t i fy ing  t h e  m o s t  c r i t ica l  i t e m s  t h a t  m u s t  be  
m a d e  to w o r k  t o g e t h e r  Is e spec ia l ly  i m p o r t a n t - -  
c o m m u n i c a t i o n s  a n d  a m m u n i t i o n  ca l ibe r s  b e i n g  
two of t he  m o r e  o b v i o u s  e x a m p l e s .  

R u l e s  o f  E n g a g e m e n t  ( R O E )  

• ROE are  n o t  on ly  life a n d  d e a t h  d e c i s i o n s  
b u t  a l s o  crit ical  e l e m e n t s  in  de termin ing  t h e  
s u c c e s s  or fAil~re o f  a p e a c e  operat ion:  t h a t  m e a n s  
t h a t  t h e  dete~.~:lnation o f  ROE is  a c o m m a n d  
dec i s ion .  

• As  h ~ m n t  a s  t h e y  are, ROE are  ef fect ive  
on ly  to  t h e  e x t e n t  t h a t  t h e y  c a n  b e  u n d e r s t o o d  a n d  
appl ied  b y  t h e  forces  carrying o u t  a p e a c e  
operat ion:  t h a t  m e a n s  k e e p i n g  t h e  ROE s imple ,  
direct,  a n d  unc l a s s i f i ed .  
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E x a m p l e ~  

ROE, c o m m o n  in a n y  mi l i t a ry  opera t ion ,  a re  
especia l ly  i m p o r t a n t  in a peace  ope ra t ion  b e c a u s e  
they  provide the  m e a n s  for app ly ing  (or no t  
applying) dead ly  force in a s i t u a t i o n  In wh ich  the  
object ive is n o r m a l l y  to avoid or  to min imize  
violence.  ROE e m b o d y  two of the  m o s t  I m p o r t a n t  
pr inc ip les  f rom o p e r a t i o n s  o t h e r  t h a n  w a r - -  
r e s t r a i n t  a n d  l e g i t i m a c y - - b e c a u s e  t he  u s e  of force 
m u s t  be s e e n  as  s u p p o r t i n g  the  e n d s  for w h i c h  t h e  
ope ra t ion  was  b e g u n  in t he  first  place.  The ROE in 
effect  for Restore Hope a n d  UNOSOM II Involved 
th ree  i ssues :  the  p r o p e r  u s e  of force, t he  
conf i sca t ion  a n d  d i spos i t ion  of w e a p o n s ,  a n d  the  
h a n d l i n g  of civil ians d e t a i n e d  by  mi l i t a ry  forces.  
The m o s t  cr i t ical  i s sue  involved the  u s e  of force 
a n d  the  c i r c u m s t a n c e s  In w h i c h  it was  au tho r i zed .  

With  a d m i r a b l e  s implic i ty ,  the  UNITAF ROE 
l is ted four  bas ic  "no's:" 

• No " technica ls ,"  s u c h  as  t r u c k s  ca r ry ing  
m o u n t e d  m a c h i n e  g u n s  

• No b a n d i t r y  
• No r oa d b l o ck s  
• No visible w e a p o n s .  

B e c a u s e  c rew-se rved  w e a p o n s - - s u c h  as  the  
t e c h n i c a l s - - w e r e  s e e n  as  p a r t i c u l a r  t h r e a t s  
r e ga r d l e s s  of w h e t h e r  t he  c rew d e m o n s t r a t e d  
hos t i l e  i n t e n t ,  UNITAF c o m m a n d e r s  w e r e  
a u t h o r i z e d  to u s e  "all n e c e s s a r y  force" to conf i sca t e  
a n d  demil i ta r ize  t h e m .  Bu t  w h a t  did "all n e c e s s a r y  
force" real ly  m e a n ?  Did it a m o u n t  to "shoot  on 
s ight?"  UNITAF c o m m a n d e r  Mar ine  L i e u t e n a n t  
Gene ra l  Rober t  J o h n s t o n  dec ided  it did no t  a n d  
d i rec ted  c o m m a n d e r s  to cha l l enge  a n d  a p p r o a c h  

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  
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the  t e chn l ca l s ,  u s i n g  all n e c e s s a r y  force if t he  
w e a p o n s  were  no t  vo lun ta r i ly  s u r r e n d e r e d .  S imi la r  
a p p r o a c h e s  were  u s e d  In con f i s ca t ing  a r m s  c a c h e s .  
These  ru les ,  c o m b i n e d  wi th  t he  d e m o n s t r a t i o n  of 
ove r w he l mi ng  force by  UNITAF, r e s u l t e d  in few 
c ha l l e nge s  to forcible conf i sca t ion  e f f o r t s - - a n d  
su rp r i s ing ly  few ac t s  of v io lence  d i r ec t ed  a g a i n s t  
U.S. forces.  

W h e n  the  20 ,000  U.S. so ld ie rs  of UN!TAF were  
r ep l aced  by the  4 ,500 s u p p o r t i n g  UNOSOM II, 
t h e s e  ROE were  ini t ial ly left u n c h a n g e d .  With  t he  
c h a n g e s  in m i s s i o n  a n d  forces,  however ,  v io lence  
e s c a l a t e d  a n d  r e s u l t e d  in F r a g m e n t a r y  O r d e r  39, 
i s s u e d  by the  U.N. force c o m m a n d e r ,  w h i c h  s t a t ed :  
"Organized,  a r m e d  mil i t ias ,  t e chn ica l s ,  a n d  o t h e r  
c rew se rved  w e a p o n s  a re  c o n s i d e r e d  a t h r e a t  to 
UNOSOM Forces  a n d  m a y  be engaged without 
provocation" ( e m p h a s i s  added) .  The re  is a d i rec t  
l ine of c o n t i n u i t y  b e t w e e n  t h a t  ru le  a n d  the  
i n c r e a s i n g  i nvo lvemen t  of U.S. forces  in c o m b a t  
ope ra t ions .  The re  w a s  a no t i ceab le  d i f fe rence  as  
well in t he  way  U.S. forces  i n t e r p r e t e d  the  ROE, 
s t r e s s i n g  aggress ive  e n f o r c e m e n t ,  whi le  o t h e r  
na t i ona l  c o n t i n g e n t s  e m p h a s i z e d  m o r e  g r a d u a t e d  
r e s p o n s e s  before  u s i n g  dead ly  force. Frag.  O r d e r  39 
c o n t i n u e d  In effect  un t i l  a f t e r  U.S. forces  were  in a 
force p r o t e c t i o n  p o s t u r e  p e n d i n g  the i r  w i thd rawa l .  
In J a n u a r y  1994, a f t e r  a Mar ine  s n i p e r  t e a m  
e nga ge d  a m a c h i n e  g u n n e r  a top  a bus ,  the  ROE 
were  aga in  a m e n d e d  to exc lude  t a r g e t s  w h e r e  
col la tera l  d a m a g e  cou ld  no t  be cont ro l led .  

These  e x p e r i e n c e s  s u g g e s t  t h a t  ROE s h o u l d  be 
appl ied  as  the  d i rec t  r e s u l t  of ca re fu l ly  c o n s i d e r e d  
c o m m a n d  dec is ions ,  dec i s ions  t h a t  ca l ib ra te  t he  
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n a t u r e  of  t h e  t h r e a t  w i t h  t h e  b a l a n c e  t h a t  m u s t  be  
s t r u c k  b e t w e e n  t h e  o f t en  c o m p e t i n g  r e q u i r e m e n t s  
of  r e s t r a i n t  a n d  t h e  s e c u r i t y  of  t h e  force.  It  s h o u l d  
be  c l ea r  t h a t  t h e  Ru l e s  of  E n g a g e m e n t  m u s t  be  
w r i t t e n  n o t  on ly  w i t h  t h e  "KISS" p r inc ip l e  (Keep It 
S imple ,  S tup id )  In m i n d  b u t  a l so  w i t h  a n  
a p p r e c i a t i o n  for h o w  t h e y  m i g h t  be  a p p l i e d  in  t e n s e  
s i t u a t i o n s  by w a r f i g h t e r s  r a t h e r  t h a n  lawyers .  
Class i f ied  ROE n o t  on ly  d e t r a c t  f rom t h o s e  
ob jec t ives  b u t  a l so  m a k e  li t t le s e n s e  in  a 
m u l t i n a t i o n a l  coa l i t i on  w i t h  t h e  na t i ve  p o p u l a t i o n  
c losely  o b s e r v i n g  a n d  t a k i n g  a d v a n t a g e  of  every 
move .  In fact ,  t h e r e  is a n  a d v a n t a g e  to e n s u r i n g  
t h a t  ROE are  p r o v i d e d  to t h e  be l l i ge ren t s ,  w h o  n e e d  
to k n o w  a n d  f i rmly  u n d e r s t a n d  t h e  r u l e s  of  t h e  
g a m e .  Final ly,  whi le  o n - s c e n e  c o m m a n d e r s  m u s t  
gene ra l l y  be  free to mod i fy  ROE to ref lec t  
c o n d i t i o n s  o n  t h e  g r o u n d ,  f r e q u e n t  c h a n g e s  In t h e  
ROE s h o u l d  be  avo ided .  The  old mi l i t a ry  m a x i m ,  
" O r d e r - - - C o u n t e r - o r d e r - - D i s o r d e r "  a p p l i e s  to t h e s e  
vi tal  r u l e s  a s  well.  Keep t h e  ROE s i m p l e  a n d  t ry  to 
k e e p  t h e m  c o n s i s t e n t .  

P e r s o n n e l  S e I e e t i o n  a n d  T r a i n i n g  

Lesson  

The select ion and ~m~ning of  l ~ r s o n n e l  are Just as  
Important for peace  opera,forts as  for more 
conventional  mllltaxy opera,lobs---and maybe  eve~ 
I n o l ' e  $ 0 .  

l ~ ¢ a m p I ~  

All t h r e e  p h a s e s  of  t h e  S o m a l i a  o p e r a t i o n  u n d e r l i n e  
t h e  i m p o r t a n c e  of  t h i s  l e s s o n  a s  well a s  t h e  m o r e  
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f u n d a m e n t a l  po in t  t h a t  t he  qua l i ty  of the  so ld ie r  is 
bas i c  to e ve r y t h i n g  we do as  a mi l i t a ry  force. J u s t  
as  in o t h e r  ope ra t ions ,  s u c c e s s  d e p e n d s  d i rec t ly  on 
the  p a t i e n t  i n v e s t m e n t s  in t r a in ing  t ime  a n d  effort  
m a d e  d u r i n g  the  m o n t h s  a n d  y e a r s  before  t he  
a c t u a l  d e p l o y m e n t  o rde r  is received.  An t i c ipa t ion  of 
s u c h  m i s s i o n s  he lps  as  well, wi th  u n i t  c o m m a n d e r s  
who  are  able  to bui ld  on t hose  capabi l i t i es  a n d  
h o n e  the  indiv idual  skills of t he i r  t roops  to a f ine 
edge. S u c c e s s  in p e a c e k e e p i n g  o p e r a t i o n s  d e p e n d s  
di rect ly  u p o n  s m a l l - u n i t  t ac t i ca l  c o m p e t e n c e  a n d  
the  b e d r o c k  m a s t e r y  of bas i c  mi l i t a ry  skills.  

S o m e  u n d e r s t a n d i n g  of the  d i f fe rences  b e t w e e n  
C h a p t e r  VI p e a c e k e e p i n g  r e q u i r e m e n t s  a n d  
C h a p t e r  VII e n f o r c e m e n t  ac t ion  is n e e d e d  as  well. 
In peacekeep ing ,  J o i n t  Pub 3-07.3  effectively s u m s  
up  the  r equ i r ed  m i n d s e t :  

Peacekeeping requires an ad jus tment  of att i tude 
and approach by the individual to a set of 
c i rcumstances  different from those normally 
found on the field of bat t le- -an ad jus tment  to 
suit  the needs of peaceable Intervention ra ther  
than of an enforcement  action. 

In add i t ion  to t he  ind iv idua l  c h a r a c t e r  t r a i t s  
d i s c u s s e d  by t h a t  pub l i ca t ion ,  t he  m o s t  I m p o r t a n t  
ones  a re  p robab ly  good j u d g m e n t  a n d  i n d e p e n d e n t  
ac t ion .  

E n f o r c e m e n t  a c t i o n s  r equ i r e  all t h e s e  t h i n g s  in 
add i t ion  to the  abil i ty to t r a n s i t i o n  rap id ly  to full- 
sca le  c o m b a t  o p e r a t i o n s  w h e n  requ i red .  MG 
M o n t g o m e r y  h a s  n o t e d  the  n e e d  for m o r e  effective 
p r e d e p l o y m e n t  t r a in ing  s t a n d a r d s ,  i nc lud ing  the  



4 0  SOMALIA OPERATIONS: LESSONS LEARNED 

i n - t h e a t e r  ROEs ,  local  c u l t u r e ,  a n d  w e a p o n s  
fami l i a r i za t ion .  O n e  r e a s o n  for  s u g g e s t i n g  t h e s e  
i m p r o v e m e n t s  w a s  p r o v i d e d  by t h e  A r m y ' s  4 3 r d  
E n g i n e e r  B a t t a l i o n ,  a h e a v y  c o n s t r u c t i o n  u n i t  t h a t  
p a r t i c i p a t e d  In UNOSOM II. The  u n i t  w a s  g iven  very 
s h o r t  n o t i c e  p r i o r  to i t s  d e p l o y m e n t ,  b u t  to m a k e  
m a t t e r s  w o r s e  it  w a s  o n e  of  t h e  m a n y  A r m y  u n i t s  
b e g i n n i n g  t he  p r o c e s s  of  de - ac t i va t i on .  Not  on ly  
were  i ts  c o m p l e m e n t s  of  p e r s o n n e l  a n d  e q u i p m e n t  
l ess  t h a n  e x p e c t e d  for d e p l o y m e n t ,  b u t  h e r c u l e a n  
effor ts  were  r e q u i r e d  by t h e  s o l d i e r s  of  t h i s  
b a t t a l i o n  (as well  a s  o t h e r  un i t s )  to a c c o m p l i s h  t h e  
m i s s i o n .  

O n e  f inal  po in t :  p e a c e  o p e r a t i o n s  p u t  a 
p r e m i u m  o n  c e r t a i n  s p e c i a l i s t s  w h o  s h o u l d  be  
iden t i f i ed  ear ly  a n d  p l a c e d  n e a r  t h e  f ron t  of  a n y  
d e p l o y m e n t - - p o s s i b l y  on  t h e  f i rs t  p l ane .  T h e y  
i nc lude :  t r a i n e d  J o i n t  O p e r a t i o n s  P l a n n i n g  a n d  
E x e c u t i o n  S y s t e m  (JOPES) o p e r a t o r s ,  c o n t r a c t  
s p e c i a l i s t s  (especia l ly  t h o s e  w i t h  e x p e r i e n c e  in local  
p r o c u r e m e n t ) ,  l og i s t i c i ans ,  l awyers ,  m e d i c a l  
s p e c i a l i s t s ,  W W M C C S  o p e r a t o r s ,  p o r t  
t r a n s p o r t a t i o n  o rgan ize r s ,  p u b l i c  affa i rs  officers,  
mi l i t a ry  police,  c o m b a t  e n g i n e e r s ,  p s y c h o l o g i c a l  
o p e r a t i o n s  s p e c i a l i s t s  (PSYOPS), a n d  civil af fa i rs  
expe r t s ,  a s  well  a s  s p e c i a l  fo rces  t e a m s .  Equ a l l y  
i m p o r t a n t  a re  p e o p l e  w i t h  spec i f ic  k n o w l e d g e  of  t h e  
l a n g u a g e  a n d  t h e  c o u n t r y .  B e c a u s e  t h e r e  w a s  a 
s h o r t a g e  of  peop le  w i t h  a w o r k i n g  k n o w l e d g e  of  t h e  
S o m a l i  l a n g u a g e ,  l i n g u i s t s  we re  r e c r u i t e d  by  
c o n t r a c t  b o t h  In t h e  U n i t e d  S t a t e s  a n d  S o m a l i a .  
A l t h o u g h  t h i s  r e c r u i t m e n t  r a i s e d  s o m e  o b v i o u s  
q u e s t i o n s  of  o p e r a t i o n s  s e c u r i t y ,  t h e  p r o g r a m  
p r o v e d  very  effect ive for m o s t  s i t u a t i o n s .  The  u s e  of  
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Reserve Componen t  personnel  with special  
qualif ications for service in Somal ia  also worked 
wel l - - sugges t ing  the impor tance  of Reserve 
Componen t  in tegrat ion In the p lann ing  of fu ture  
peace operat ions.  

J o i n t  P l a n n i n g  

/ ~ s s o n s  

• ~.~I~a for peace  opeaations is  m u c h  the  
s a m e  as  p l a , , l , g  for co- -hat  operat ions- -except  
that  peace  operat/ons are typically smaller  and 
involve more  fine t~m~n~. 

• Turbulence is a constant~ it  Is what  happens  
when  you have  to ba lance  the  m a n a g e m ~ t  
r e q u i r e n ~ t s  to plan an operation with the  
flexibility needed by  those  who will socm be  
carrying it  out.  

• While i t  m a y  have certain flaws, the  Jo int  
Operations l ~ n ~ l ~ g  and Execut ion  S y s t e m  
(JOPES) is the  base l ine  s y s t e m  for all U.S.  
deployments ,  inc luding those  support ing peace  
operations.  

l ~ m l p l e s  

The 28,000 troops deployed dur ing  Restore Hope 
clearly p resen ted  the mos t  chal lenging p lann ing  
problems,  beginning with the longer lead t imes now 
needed  to es tabl ish  "strategic air bridges" with U,S. 
bases  and  other  facilities being r educed  worldwide. 
Given the air d i s tances  be tween  the United Sta tes  
and  Somalia,  overflight rights,  refuelling and  en- 
route  suppor t  a r r a n g e m e n t s  requi red  addi t ional  
t ime and  effort to arrange.  Cur ren t  Information on 
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the  c a p a c i t i e s  a n d  c o n d i t i o n s  of  b o t h  a i r  and  
m a r i n e  t e r m i n a l s  in S o m a l i a  w a s  a l so  lacking.  
U n d e r  t h o s e  cond i t ions ,  it s e e m e d  pa r t i cu l a r l y  
u n f o r t u n a t e  t h a t  CENTCOM de l a ye d  unt i l  la te  in 
t h e  d e p l o y m e n t  t h e  a r r iva l  o f  s o - c a l l e d  
" t r a n s p o r t a t i o n  t h r o u g h - p u t t e r s . "  B e c a u s e  t h e s e  
so ld ie r s  a re  t r a i ne d  to u n s c r a m b l e  de l ays  a t  s u c h  
t e rmina l s ,  it w o u l d  m a k e  b e t t e r  s e n s e  in f u t u r e  
d e p l o y m e n t s  to have  t h e m  in c o u n t r y  s o o n e r  r a t h e r  
t h a n  later .  

One  of  the  m o s t  pe rcep t ive  r e p o r t s  to emerge  
from Restore Hope n o t e d  t h a t  the  initial  s t a g e s  of  a 
d e p l o y m e n t  a l w a y s  p lace  g rea t  d e m a n d s  u p o n  a 
very l imited i n f r a s t r u c t u r e ,  b u t  espec ia l ly  In a c a se  
like Somal ia .  Tha t  s i t u a t i o n  w a s  c o m p o u n d e d  
b e c a u s e ,  in the  w o r d s  of  the  repor t ,  

In contingencies, the tendency is for everyone to 
consider themselves to be of such great 
importance that  their presence is required in- 
country first. Not everyone can or should be 
first . . . .  Higher rank should not translate into 
higher precedence for arriving in-country. 

A b e t t e r  a p p r o a c h  for the  fu tu re ,  it s u g g e s t e d ,  m a y  
be  to organize  J T F  h e a d q u a r t e r s  in m o d u l e s ,  e ach  
wi th  i ts  a s s o c i a t e d  logis t ics  a n d  c o m m u n i c a t i o n s ,  
a n d  to dep loy  t h e m  in s u c c e s s i v e  s t a g e s  a s  
capab i l i t i e s  a re  a d d e d  to the  force. This  s e e m s  to be  
a r e a s o n a b l e  a p p r o a c h  w h e n  dea l ing  wi th  a 
pa r t i cu l a r ly  a u s t e r e  o p e r a t i o n a l  e n v i r o n m e n t  while  
a l lowing J T F  c o m m a n d e r s  a b e t t e r  o p p o r t u n i t y  to 
ta i lor  forces  a n d  the i r  s u p p o r t  to the  speci f ic  
s i t u a t i o n  a t  h a n d .  
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S o m e  of the  m o r e  c o n s i s t e n t  c r i t i c i sms  c o n c e r n  
the  way  t h a t  j o in t  p l a n n i n g  I n f l u en ced  the  w a y  
UNOSOM II w a s  "s tood up." M u c h  of th i s  p r o c e s s  
a p p e a r s  to h a v e  b e e n  su rp r i s i ng ly  r a n d o m ,  p e r h a p s  
b e c a u s e  th i s  w a s  t he  f i rs t  t ime  t h a t  A m e r i c a n  
forces  h a d  b e e n  c o m m i t t e d  to a U.N.-led p e a c e  
e n f o r c e m e n t  opera t ion .  However,  t he  u l t i m a t e  
r e su l t  w a s  t h a t  In S o m a l i a  MG M o n t g o m e r y  
c o n f r o n t e d  a s i t u a t i o n  in w h i c h  h i s  c o m m a n d  was  
c o n s t r u c t e d  no t  a s  a r e s u l t  of  a j o in t  b l u e p r i n t  
carefu l ly  modif ied  to ref lect  h i s  c i r c u m s t a n c e s ,  b u t  
r a t h e r  as  the  r e s u l t  of a c o n s i d e r a b l y  m o r e  
convo lu t ed  p l a n n i n g  p rocess .  One  example :  t he  J 6  
( c o m m u n i c a t i o n s )  s t a f f w a s  no t  a s s i g n e d  to the  J T F  
ear ly  e n o u g h  to i n f luence  c o m m u n i c a t i o n s  
p l a nnn i ng ,  a n d  the  J 6  d i r ec to r  h i m s e l f  did n o t  
arr ive  in c o u n t r y  un t i l  2 w e e k s  a f t e r  t he  ac t iva t ion  
of UNOSOM II. 

C o n s i s t e n t l y  s t r o n g  op in ions  were  e x p r e s s e d  
a b o u t  t he  J O P E S  d u r i n g  all p h a s e s  of t he  S o m a l i a  
opera t ion .  C o m p l a i n t s  i n c l u d e d  the  s y s t e m ' s  l ack  
of u se r - f r i end l ines s ,  t he  Inflexibility of i ts 
p r o c e d u r e s ,  a n d  the  diff iculty of Impor t ing  d a t a  
f rom o t h e r  s o u r c e s .  Most  observers ,  however ,  
cor rec t ly  no te  t h a t  t he  s y s t e m  is a power fu l  
p l a n n i n g  tool t h a t  is a lso t he  b a c k b o n e  of t he  j o in t  
ope ra t i ons  s y s t e m .  The  s y s t e m ' s  a d v o c a t e s  echo  
the  po in t  t h a t  J O P E S  t a k e s  disc ipl ine  a n d  prac t i ce ,  
Ideally wi th  specif ical ly  t r a i n e d  pe r sonne l .  Clearly,  
y o u  don ' t  w a n t  to go to e i the r  w a r  or p e a c e  
o p e r a t i o n s  w i t h o u t  J O P E S - s m a r t  ope ra to r s .  Even  
w h e n  t h e y  a re  p r e s e n t ,  however ,  it ls b e s t  to 
r e m e m b e r  t h a t  t h e r e  is a bu i l t - in  conf l ic t  b e t w e e n  
the  disc ipl ine  n e e d e d  to r u n  t h a t  s y s t e m  a n d  the  
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flexibil i ty d e m a n d e d  by  t h o s e  t h a t  J O P E S  a n d  
s i m i l a r  p l a n n i n g  s y s t e m s  a re  s u p p o s e d  to s u p p o r t .  

A good  e x a m p l e  of  w h a t  c a n  go w r o n g  w i t h  t h e  
b e s t  of  i n t e n t i o n s  w a s  p r o v i d e d  by  ARCENT (Army 
Forces ,  C e n t r a l  C o m m a n d )  p l a n n e r s  j u s t  p r io r  to 
Restore Hope. T h o s e  p l a n n e r s  p u t  g r e a t  t i m e  a n d  
t h o u g h t  in to  t h e  c o n s t r u c t i o n  of  t h e  T i m e - P h a s e d  
Force  D e p l o y m e n t  D o c u m e n t  (TPFDD) a n d  l o a d e d  
it  in to  t h e  J O P E S  d a t a  b a s e  for i m p l e m e n t a t i o n  by  
s u b o r d i n a t e  c o m m a n d s .  U n f o r t u n a t e l y ,  t h e s e  
s u b o r d i n a t e  c o m m a n d s  h a d  b e e n  g iven  "write 
p e r m i s s i o n "  on  t h e  TPFDD a n d  b e g a n  to m a k e  
c h a n g e s  w i t h  a v e n g e a n c e .  W i t h i n  h o u r s ,  w h o l e s a l e  
c h a n g e s  to u n i t  t ypes ,  p e r s o n n e l ,  e q u i p m e n t ,  a n d  
d e p l o y m e n t  d a t e s  h a d  b e e n  e n t e r e d - - l a r g e l y  
m a k i n g  a h a s h  of  ARCENT's  ca re fu l  a r r a n g e m e n t s .  
J O P E S  o p e r a t o r s  a t  A R C E N T - - n o w  p r e s u m a b l y  
a r m e d - -  l abo red  for w e e k s  to  m a k e  t h e  h u n d r e d s  
of  c o r r e c t i o n s  r e q u i r e d  to e n s u r e  t h a t  people ,  
e q u i p m e n t ,  a n d  lift were  in  p r o p e r  a l i g n m e n t .  
The rea f t e r ,  t h e  a u t h o r i t y  to m a k e  c h a n g e s  w a s  
r e t a i n e d  by t h e  h i g h e r  c o m m a n d .  

Deployment 
Poss ib ly  b e c a u s e  t h e y  h a v e  a j o b  a l m o s t  a s  
t h a n k l e s s  a s  t h e  j o i n t  p l a n n e r ,  t h o s e  w h o  a c t u a l l y  
c o n d u c t  d e p l o y m e n t s  of  o p e r a t i o n a l  forces  like to 
r e m i n d  u s  t h a t  a m a t e u r s  t a lk  a b o u t  s t r a t e gy ,  whi le  
p r o f e s s i o n a l s  t a lk  a b o u t  logis t ics .  B o t h  t op i c s  c o m e  
t o g e t h e r  in t h e  e x e c u t i o n  of  t h e  b a s i c  e l e m e n t s  of  
p o w e r  p ro jec t ion :  airlift ,  seal i f t ,  a n d  p r e - p o s i t i o n e d  
e q u i p m e n t .  The  m a j o r  s h a r e  of  t h e  r e s p o n s i b i l i t y  
for d e p l o y m e n t  r e s t s  w i th  TRANSCOM, bu t ,  a s  t h e y  
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are  a lso  q u i c k  to po in t  out ,  m u c h  of  the i r  s u c c e s s  
d e p e n d s  u p o n  o t h e r  people .  There  s h o u l d  be  no  
d o u b t ,  however ,  a b o u t  the  s u c c e s s  of  th i s  
d e p l o y m e n t  to Somal ia .  Dur ing  Restore Hope, for  
example ,  986  airlift  m i s s i o n s  ( inc luding b o t h  
mi l i ta ry  a n d  c o m m e r c i a l  a ircraf t)  m o v e d  over  
3 3 , 0 0 0  p a s s e n g e r s  a n d  more  t h a n  32°000  s h o r t  
t ons  of cargo  to Somal i a .  E leven  s h i p s - - i n c l u d i n g  
f ive  f a s t - s e a l i f t  v e s s e l s - - m o v e d  3 6 5 , 0 0 0  
" m e a s u r e m e n t "  t o n s  of cargo  to the  t h e a t e r  a s  well 
as  1 ,192 c o n t a i n e r s  of  s u s t a i n m e n t  supp l i e s .  And 
over  14 mil l ion ga l lons  of  fuel  we re  de l ivered  f rom 
Ready  Rese rve  Force  t a n k e r s  to the  forces  a sho re .  

A i r l i f t  

• A l t h o u g h  airll /t  u s u a l l y  acccnmts  for a b o u t  5 
p e r c e ~ t  o f  a tota l  dep loyment ,  i t  i s  a very  crit ical  5 
p e r c e n t - - e s p e c l a l l y  in  p e a c e  operations. 

• D a t a  h a v e  to  b e  m a n a g e d  as  m u c h  a s  a n y  
o ther  a s p e c t  o f  t h e  o p e r a t i o n - - b e c a u s e  s m a l l  
b o o k k e e p i n g  errors c a n  c a u s e  very  large  problems .  

E x a m p l e ~  

Airlift Is cr i t ical  to a p e a c e  o p e r a t i o n  for two 
r e a s o n s :  in m o s t  c a s e s  it is the  f a s t e s t  w a y  to 
r e s p o n d  to a cr is is  and ,  un t i l  the  arr ival  of  sealif t ,  
it is the  only w a y  to s u s t a i n  the  init ial  d e p l o y m e n t s  
of p e a c e k e e p e r s .  T h e s e  were  e spec ia l ly  i m p o r t a n t  
c o n s i d e r a t i o n s  t h r o u g h o u t  the  S o m a l i a  o p e r a t i o n s  
b e c a u s e  the  M o g a d i s h u  a i rpo r t  w a s  c a p a b l e  of  
h a n d l i n g  no  m o r e  t h a n  two a i rc ra f t  a t  a t ime.  
T h e s e  s p a c e  l im i t a t i ons  were  a spec i a l  p r o b l e m  
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d u r i n g  Prov/de  Relief, w h e n  the r e  was  no  
cen t ra l i zed  airlift  control ,  e i the r  for t hose  a i rc ra f t  
c h a r t e r e d  by  i n t e r n a t i o n a l  re l ief  o r g an i za t i ons  or 
ope ra t ed  by the  U.S. G o v e r n m e n t .  One  i m p o r t a n t  
i nnova t ion  d u r i n g  this  p h a s e  of the  ope ra t ion  w a s  
the  u s e  of the  Ai rborne  C o m m a n d ,  Control ,  a n d  
C o m m u n i c a t i o n s  S y s t e m  (ABCCC). The  u s e  of 
ABCCC a i rc ra f t  in a pr imi t ive  ope ra t i ng  
e n v i r o n m e n t  provided  a r a n g e  of cr i t ical  
c apab i l i t i e s - - e spec i a l l y  c o m m u n i c a t i o n s  re lay  a n d  
alrllft c o o r d i n a t i o n - - t h a t  m a y  well s u g g e s t  a mode l  
for f u t u r e  o p e r a t i o n s  in s imi la r  a reas .  

Despi te  the  r e m a r k a b l e  s u c c e s s  of t he  airlift, 
fo recas t ing  was  a p rob lem in two a reas :  the  
s h i p m e n t  of h a z a r d o u s  cargo  (usua l ly  w e a p o n s  a n d  
a m m u n i t i o n )  a n d  the  m o v e m e n t  of s u s t a i n m e n t  
supp l i e s  (food, w a t e r  a n d  o t h e r  c o n s u m a b l e s ) .  
H a z a r d o u s  cargo  a lways  r equ i r e s  d ip lomat ic  
c l e a r a n c e s  a n d  b e c o m e s  a n  especia l ly  sens i t ive  
i s sue  w h e n  c o m m e r c i a l  ca r r i e r s  a re  be ing  
c h a r t e r e d .  The  m o v e m e n t  of s u s t a i n m e n t  supp l i e s  
b e c a m e  a p rob lem ear ly  in Prov /de  Hope b e c a u s e  of 
the  lack  of an  in t e r face  b e t w e e n  J O P E S  a n d  the  
Mili tary S t a n d a r d  T r a n s p o r t a t i o n  & M o v e m e n t  
P r o c e d u r e s  (MILSTAMP) d o c u m e n t a t i o n - -  
diff icult ies  s u r m o u n t e d  only t h r o u g h  ex tens ive  
w o r k - a r o u n d s ,  

D a t a  d i f fe rences  also c a u s e d  p r o b l e m s  wl th  the  
T i m e - P h a s e d  Force  D e p l o y m e n t  D o c u m e n t  
s u p p o r t i n g  b o t h  Restore Hope a n d  UNOSOM II. 
B e c a u s e  t he  TPFDD e x p r e s s e s  the  CINC's dec i s ion  
c o n c e r n i n g  the  k i n d s  of u n i t s  s e n t  on an  ope ra t ion  
as  well as  the  t ime  t h e y  will e n t e r  t he  d e p l o y m e n t ,  
it is bui l t  a r o u n d  Uni t  Line N u m b e r s  (ULN) t h a t  
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ref lect  a un i t ' s  pos i t ion  in the  d e p l o y m e n t  
o p e r a t i o n s  order .  Army  un i t s ,  however ,  organize  
m o s t  of the i r  d e p l o y m e n t  d a t a  by  Uni t  Iden t i ty  
Codes  (UIC) a n d  Uni t  Type Codes  (UTC). B e c a u s e  
t h e s e  codes  do no t  m a t c h ,  t h e r e  w a s  g r ea t  diff icul ty 
in m a n i p u l a t i n g  the  d a t a  a n d  i n s u r i n g  t h a t  s c a r c e  
airlift  a s s e t s  were  no t  was t ed .  

The  i n e v i t a b l e  i n a c c u r a c i e s  In TPFDD 
i n f o r m a t i o n  also c a u s e d  a r e c u r r e n c e  of t he  
p e r s i s t e n t  p rob lem of I n - t r an s i t  v i s ib i l i ty - - the  
"where  -is - i t-now?" t r a n s p o r t a t i o n  p r e d i c a m e n t  t h a t  
afflicts the  m o v e m e n t  of h o u s e h o l d  goods  as  well as  
the  d e p l o y m e n t  of a rmies .  In s o m e  i n s t a n c e s ,  for 
example ,  t e l e p h o n e  calls,  faxes ,  a n d  r e p e a t e d  v i sua l  
c h e c k s  were  n e e d e d  to verify t h a t  t he  airfield " r amp  
reali ty" m a t c h e d  the  airlift  r e q u i r e m e n t s  l is ted in 
the  a u t o m a t e d  d a t a  base .  Finally,  t he  r e q u e s t s  for 
airlift s u p p o r t  f rom coal i t ion  forces  d u r i n g  
UNOSOM II r o u t i n e l y  se t  u n r e a l i s t i c  del ivery d a t e s  
t h a t  were  t h e m s e l v e s  b a s e d  m o r e  on  a d m i n i s t r a t i v e  
g u e s s w o r k  t h a n  w e l l - c o n s t r u c t e d  r e q u i r e m e n t s .  

S e a l i f (  

L e s s o n s  

• As wi th  airliil ,  data  h a v e  to  b e  m a n a g e d  as  
m u c h  a s  a n y  o t h e r  a s p e c t  o f  t h e  
o p e r a t i o n - - b e c a u s e  s m a l l  b o o k k e e p t n ~  errors c a n  
c a u s e  very  large prob lems .  

• The  "other 9 5  percent!' o f  a d e p l o y m e n t s  tota l  
r equ irement s  t h a t  c o m e  b y  s e a  offer t h e  b e s t  
opport~m3ty to  bu i ld  a b a s e  w h i c h  wil l  s u s t a i n  
p e a c e  opera t ions  for as  l o n g  a s  t h e  m3*~sion 
requires .  However ,  t h e  Joint perspec t ive  h e r e  is  j u s t  
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a s  i m p o r t a n t  a s  i n  o t h e r  a r e a s  o f  d e p l o y m e n t  
planning. 

The d a t a  m a n a g e m e n t  p rob lem expe r i enced  wi th  
airlift was  a lso  e n c o u n t e r e d  in s e a l i f t  H a z a r d o u s  
cargo was  no t  a lways  fo recas ted ,  for example ,  a n d  
i n a c c u r a t e  en t ry  i n f o r m a t i o n  as  well as  d i f fe rences  
b e t w e e n  UICs a n d  ULN's led to p r o b l e m s  of In- 
t r a n s i t  visibility. A n e w  d a t a  s y s t e m  cal led EASI- 
LINK was  i n s t i t u t e d  to he lp  co r r ec t  t he  visibility 
problem:  while  it s h o w e d  promise ,  it w a s  no t  
comple te ly  s u c c e s s f u l  in ove rcoming  the  d i f fe ren t  
d a t a  fo rma t s .  The  n e t  effect  of the  c o n t i n u i n g  
diff iculty in m a n a g i n g  TPFDD i n f o r m a t i o n - -  
i nc lud ing  la te  c h a n g e s ,  i n a c c u r a t e  en t r ies ,  a n d  
unre l i ab le  i n f o r m a t i o n - - m a d e  seal i f t  p l a n n i n g  as  
c o n s i s t e n t  a p rob lem as  it h a d  b e e n  for airlift. 

Severa l  c oo r d i n a t i o n  i s s u e s  u n d e r l i n e d  the  fact  
t h a t  in logist ics  t he  i n t eg ra t i on  of jo in t  a n d  serv ice  
pe r spec t ives  is no t  a lways  clear.  One  of the  m o s t  
bas ic  p r o b l e m s  w a s  over  c o m m a n d  a n d  con t ro l  of 
the  s e a p o r t  of M o g a d i s h u - - a  cr i t ical  c o n c e r n  
b e c a u s e  t he  por t  facil i t ies were  in s u c h  d i s r epa i r  
t h a t  only one ship cou ld  be h a n d l e d  a t  a t ime.  
The re  was  s o m e  c o n f u s i o n  over  w h e t h e r  the  Navy, 
Mar ine  Corps,  or  A r m y  w a s  to be in c h a r g e  of th i s  
" c o m m o n  u s e r  seapor t "  b e c a u s e  the  A r m y  
t r a n s p o r t a t i o n  u n i t  doc t r ina l ly  c h a r g e d  wi th  the  
mi s s ion  did no t  arr ive unt i l  well a f t e r  the  f irst  pre-  
pos i t ioned  sh ips  were  wai t ing  ou t s ide  the  por t  (a 
poin t  d i s c u s s e d  in the  n e x t  sect ion) .  The Mar ines  
on a t  l ea s t  one  occas ion  he ld  b a c k  s o m e  sh ipp ing  
in o rde r  to s u p p l y  the i r  own r e q u i r e m e n t s ,  desp i te  
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t h e  fac t  t h a t  all sea l i f t  r e s o u r c e s  we re  s u p p o s e d  to 
be  c e n t r a l l y  m a n a g e d .  A n d  whi le  c o m p o n e n t s  f r o m  
w i t h i n  a se rv ice  r o u t i n e l y  t r a n s f e r r e d  e q u i p m e n t  
f rom r o t a t i n g  to a r r iv ing  u n i t s ,  t h e  s a m e  
a r r a n g e m e n t  d id  n o t  a l w a y s  h o l d  t r u e  a m o n g  t h e  
se rv ices .  For  e x a m p l e ,  t h e  A r m y  a t  o n e  p o i n t  in  t h e  
o p e r a t i o n  r e q u e s t e d  lift to s h i p  H u m v e e s  b a c k  to i t s  
h o m e  s t a t i o n s - - j u s t  a s  t h e  M a r i n e s  we re  
r e q u e s t i n g  equa l ly  d a u n t i n g  llft r e q u i r e m e n t s  to  
s h i p  t h e i r  H u m v e e s  f rom t h e  U n i t e d  S t a t e s  to 
S o m a l i a .  

P r e - p o s l t i o n e d  S h i p p i n g  
L e s s o n  

• W h e n  other  lift: a s s e t s  are  s tra ined  b y  b o t h  the  
phys ica l  11~Its o f  geography  a n d  the  Gme-se~s i t lve  
requ irements  for cris is  act ion,  i t  is  IT~perative t h a t  
pre-pos i t loned s h i p p i n g  b e  avai lable  to the  
deploying forces w h e n  t h e y  n e e d  i t  mos t .  In a t  l e a s t  
o n e  i n s t a n c e  dur ing  the  Somal ia  operat ion,  Army 
pre~posit ioned s h i p p i n g  w a s  ~ a b l e  to m e e t  th is  
f u n d a m e n t a l  requirement .  

l ~ t p l e s  

T h e r e  is no  q u e s t i o n  t h a t  p r e - p o s i t i o n e d  s h i p p i n g  
w a s  a v a l u a b l e  a s s e t  in  S o m a l i a .  In  p a r t i c u l a r ,  
Mar ine  C o r p s  M a r i t i m e  P r e p o s i t i o n e d  S h i p s  (MPS) 
were  ab le  to off load e s s e n t i a l  e q u i p m e n t  a n d  
s u p p l i e s  ear ly  in  t h e  d e p l o y m e n t ,  d e s p i t e  t h e  
a u s t e r i t y  of  t h e  p o r t  faci l i t ies .  Th e  r e a d y  ava i lab i l i ty  
of  t h i s  log is t ica l  s u p p o r t  n o t  on ly  r e d u c e d  airl if t  
b u r d e n s  b u t  a l so  a l lowed  UNITAF to a d a p t  t h e  MPS 
e q u i p m e n t  p a c k a g e s  to t h e  u n i q u e  r e q u i r e m e n t s  of  
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a p e a c e k e e p i n g  opera t ion .  However,  a u se fu l  
l e s son  w a s  also d e m o n s t r a t e d  by the  p r o b l e m s  
e x p e r i e n c e d  wi th  t h r ee  p re -pos i t i oned  sh ip s  t h a t  
ca r r ied  e q u i p m e n t  for all the  services .  Dur ing  the  
initial p h a s e s  of Restore Hope, t h e s e  sh ip s  were  
u n a b l e  to offload the i r  ca rgo  b e c a u s e  of a 
c o m b i n a t i o n  of r o u g h  s e a s  a n d  i n a d e q u a t e  por t  
facilities. A l though  in te l l igence  i n fo rma t ion  on 
M o g a d i s h u  was  s o m e w h a t  lacking,  it w a s  k n o w n  
t h a t  the  d ra f t s  of all t h r ee  vesse l s  m a d e  it 
imposs ib le  for t h e m  ac tua l l y  to e n t e r  t he  h a r b o r  a t  
Mogadishu ;  fo r tuna te ly ,  however ,  all t h r ee  h a d  the  
capac i ty  to offload "in the  s t r e a m . "  Bu t  r o u g h  s e a s  
a n d  the  de lay  in dep loying  the  Army  t r a n s p o r t a t i o n  
spec ia l i s t s  r equ i r ed  to u n l o a d  the  vesse l s  forced a 
c h a n g e  In p lans .  One  of the  sh ip s  moved  to 
Kismayo,  b u t  f o u n d  cond i t i ons  the re  little be t te r .  
A n o t h e r  w e n t  on to M o m b a s a ,  b u t  s ince  seal i f t  
officials h a d  no t  c o n t a c t e d  K e n y a n  a u t h o r i t i e s  to 
c l e a r  u n l o a d i n g  of t h e  h a z a r d o u s  ca rgo  
( ammuni t i on )  ca r r i ed  by  the  ship,  it w a s  den ied  
en t ry  to the  por t  a n d  r e t u r n e d  to Mogad l shu .  
Even tua l l y  two of the  sh ip s  s p e n t  a to ta l  of 14 d a y s  
in two s e p a r a t e  por t  a r e a s  before  f inally r e t u r n i n g  
to the i r  b a s e  a t  Diego Garcia .  They  h a d  b e e n  gone  
a m o n t h  b u t  neve r  u n l o a d e d  the i r  cargo.  

W h a t  is m o s t  t roub l ing  for the  f u t u r e  is t h a t  
t hese  p r o b l e m s  took  p lace  in an  e n v i r o n m e n t  t h a t  
was  a u s t e r e  b u t  no t  t he  s c e n e  of act ive c o m b a t  
opera t ions .  This  e x a m p l e  e m p h a s i z e s  as  few o t h e r  
a s p e c t s  of the  d e p l o y m e n t  the  i m p o r t a n c e  of 
i n t eg ra t i ng  t h o s e  t h ings  t h a t  m u s t  w o r k  t o g e t h e r  
effectively: 

• Timely  in te l l igence  on the  por t  a n d  its 
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c h a r a c t e r i s t i c s  
• C u r r e n t ,  we l l - in fo rmed  a s s e s s m e n t s  of i ts 

ope ra t i ona l  c a p a c i t y  
* D e p l o y m e n t  of t r a n s p o r t a t i o n  spec ia l i s t s  so 

t h a t  t h e y  a n d  the i r  e q u i p m e n t  arr ive  pr ior  to the  
sh ips  

• Above all, a c l ea r  de l inea t ion  of a u t h o r i t y  
wi th in  the  J o i n t  T a s k  Force  to clarify who  is in 
c h a r g e  of m a k i n g  t h e s e  t h ings  h a p p e n - - a n d  In t ime  
to m a k e  a d i f ference .  

A z h n i n l s t r a l J ~ e  R e q u i r e m e n t s  

• Pe, ac~ o p e r a t i o n s  i m p o s e  their  own  , ,n ique  
adml~l.qtrative requirements that, like other 
aspects of the operation, must  be managed 
eirect lve~.  

Examp~ 
One of the  m o s t  p e r s i s t e n t  a d m i n i s t r a t i v e  p r o b l e m s  
t h r o u g h o u t  o p e r a t i o n s  in S o m a l i a  w a s  t he  l ack  of 
an  eff icient  m e a n s  to t r a c k  f u n d i n g  a n d  o t h e r  cos t s  
of t he  opera t ion ,  especia l ly  t he  supp l i e s  a n d  
se rv ices  p rov ided  to coal i t ion  p a r t n e r s .  S o m e  of 
t h e s e  r e q u e s t s  for s u p p o r t  involved s t r a t eg i c  lift 
into the  c o u n t r y  while  o t h e r s  c o n c e r n e d  
c o n s u m a b l e s  s u c h  as  w a t e r  a n d  ra t ions .  The  
a b s e n c e  of pr ior  g u i d a n c e  a n d  i n c o m p l e t e  a u t h o r i t y  
c r e a t e d  an  a d m i n i s t r a t i v e  b u r d e n  t h a t  w a s  only  
ove rcome  wi th  the  u s u a l  w o r k - a r o u n d s  by  
d e d i c a t e d  people.  Les sen ing  t h o s e  b u r d e n s  in t he  
f u t u r e  as  we o p e r a t e  wi th  r e d u c e d  f u n d i n g  will 
r equ i re  t i gh t e r  f inanc ia l  con t ro l s  ( inc luding t hose  
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involving r e i m b u r s e m e n t )  before  a p e a c e  o p e r a t i o n  
begins .  

P r o c u r e m e n t  w a s  a l so  a n  i s sue .  As h a d  b e e n  
the  c a s e  wi th  Desert Storm, t he re  w a s  an  u r g e n t  
need  to have  c o n t r a c t i n g  off icers  on s i te  e a r l y - - a n d  
wi th  a u t h o r i t y  su f f i c i en t  to the  m o n u m e n t a l  t a s k s  
of a r r ang ing  for s u p p l i e s  a n d  se rv ices  t h a t  o f ten  
h a d  to be  c o n t r a c t e d  in ne ighbo r ing  coun t r i e s .  
Dur ing  Provide Reliefa r e q u e s t  f o r w a r d e d  for the  
u s e  of  s impl i f ied  c o n t r a c t i n g  p r o c e d u r e s  d u r i n g  an  
o p e r a t i o n a l  c o n t i n g e n c y  w a s  t u r n e d  d o w n  on  the  
odd  g r o u n d s  t h a t  b u l l e t s  were  no t  be ing  fired a t  
U.S. fo rces  by  a dec l a r ed  e n e m y  of the  Uni ted  
S t a t e s - - t h i s  de sp i t e  the  fac t  t h a t  " imminen t  
danger"  p ay  h a d  b e e n  a p p r o v e d  for all U.S. forces  
ope ra t ing  in Somal ia .  Dur ing  UNOSOM II, the  U.N, 
logist ical  s y s t e m  c a m e  in for p a r t i c u l a r  cr i t ic ism.  
As one  J U L L S  repor t  stated." 

The U.N. procurement  system is cumbersome,  
inefficient, and not  suited to effectively suppor t  
operations in an austere  environment. The 
United Nations acquires all of Its goods and 
services on a reimbursable basis.  Unfortunately, 
the re imbursement  is often delayed or debated, 
with a final solution that  may n o t . . ,  benefit the 
provider. 

Two j o i n t  i s s u e s  t h a t  a ro se  du r ing  Restore Hope 
were  f inance  s u p p o r t  a n d  p e r s o n n e l  r o t a t i on  
policies,  A l though  pa y  o p e r a t i o n s  are  cen t ra l i zed  in 
the  D e fen se  F i n a n c e  & A c c o u n t i n g  Service,  the  
Navy an d  Mar ine  Corps  c o m m u n i c a t e  th is  
i n fo rma t ion  t h r o u g h  a s ingle  s y s t e m  u s e d  b o t h  on 
s h o r e  an d  d u r i n g  o p e r a t i o n a l  d e p l o y m e n t s .  The  
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Army a n d  Air Force l acked  a c o m p a r a b l e  
c o m m u n i c a t i o n s  c h a n n e l ,  a s i t u a t i o n  t h a t  c a u s e d  
s o m e  diff icul t ies  d u r i n g  the  ear ly  s t a g e s  of the  
Restore Hope a n d  also d e m o n s t r a t e d  t he  n e e d  for 
s u c h  e s s e n t i a l  c o m b a t  s u p p o r t  s y s t e m s  to be 
d e p l o y a b l e  wo r l d wi d e .  N a t u r a l l y ,  f i n a n c i a l  
spec ia l i s t s  t r a i n e d  to f u n c t i o n  in a jo in t  
e n v i r o n m e n t  a re  the  ba s i c  u n d e r p i n n i n g s  of a n y  
s u c h  s y s t e m .  Most  of t he  p e r s o n n e l  dep loyed  
du r ing  th is  ope ra t i on  were  se rv ing  in a t e m p o r a r y  
d u t y  s t a t u s ,  a fact  t h a t  led to c o n f u s i o n  b e c a u s e  of 
the  wide d i f fe rences  in the i r  t o u r  l eng ths .  B e c a u s e  
a u n i f o r m  policy w a s  neve r  e s t a b l i s h e d  by e i the r  
CENTCOM or the  JTF,  r ep lac ing  p e r s o n n e l  b e c a m e  
a m u c h  m o r e  diff icult  t ask .  Even  m o r e  i m p o r t a n t  
was  t he  po ten t i a l  m o r a l e  p r o b l em  i n h e r e n t  in 
hav ing  people  se rv ing  s ide -by-s ide  who  h a d  
di f ferent  t o u r  l eng ths .  

Dur ing  Restore Hope, m u c h  of the  Mar ine  
a m p h i b i o u s  u n l t  as  well as  m o s t  of t he  
m u l t i n a t i o n a l  c o n t i n g e n t  were  q u a r t e r e d  in a n d  
a r o u n d  the  b o u n d a r i e s  of t he  M o g a d i s h u  
I n t e r n a t i o n a l  Airport .  Desp i te  t he  fac t  t h a t  a 
c o m p r e h e n s i v e  s i te  p l an  h a d  b e e n  p r e p a r e d  in 
a d v a n c e  of th is  o c c u p a t i o n ,  it qu ick ly  b roke  d o w n  
w h e n  di f ferent  n a t i o n a l  c o n t i n g e n t s  were  a d d e d  to 
the  coal i t ion.  B e c a u s e  m a n y  of t h e s e  c o u n t r i e s  
provided  only sma l l  un i t s ,  t h e r e  w a s  no  a l t e rna t ive  
excep t  to h o u s e  t h e m  a t  the  airfield, so t h a t  
e n c a m p m e n t s  were  soon  c l a imed  on a f i r s t -come,  
f i r s t - se rved  bas is .  Apar t  f rom the  i n h e r e n t  
o rgan iza t iona l  p r o b l e m s  s t e m m i n g  f rom s u c h  a n  
a p p r o a c h ,  sa fe ty  su f f e r ed  as  well w h e n  the  
e n c a m p m e n t s  s o o n  c o n s u m e d  all avai lable  s p a c e  
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a n d  s p r e a d  t o w a r d  t ~ w a y s ,  r a m p s ,  a n d  a c t i v e  
r u n w a y s .  A i r  c o n t r o l l e r s  l i v e d  i n  t e n t s  s m ' , i d ~ c h e d  
b e t w e e n  t h e  e d g e  o f  t i l e  r u n w a y  a n d  h i g h - p o w e r e d  

M ~ n e s  d e p l o y e d  in s u p p o r t  o f  Opera t lon  R e s t o r e  H o p e  
arrive ~ M ~ _ t s h u  Airport  on  ctvt l tan aLrcrofl~ 
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a r e a  su rve i l l ance  r a d a r s .  W h e n  all o t h e r  rea l  e s t a t e  
h a d  b e e n  c la imed,  an  A r m y  e v a c u a t i o n  hosp i t a l  
more  t h a n  lived up  to its n a m e  w h e n  it w a s  forced  
to se t  up  j u s t  n e x t  to the  e n d  of t he  d e p a r t u r e  
r u n w a y .  The  r e s u l t  w a s  tha t ,  in a n  a l r e a d y  
t h r e a t e n i n g  e n v i r o n m e n t ,  t h e r e  w a s  n e e d l e s s  
e x p o s u r e  of t he  t roops  to a n u m b e r  of add i t iona l  
h a z a r d s .  

C o n d u c t  o f  O p e r a t i o n s  
The o p e r a t i o n s  c o n d u c t e d  in S o m a l i a  d u r i n g  all 
t h r ee  p h a s e s  of t he  o p e r a t i o n  s h o w e d  once  aga in  
the  t r u e  p r o f e s s i o n a l i s m  of the  A m e r i c a n  soldier ,  
sailor,  a i r m a n ,  a n d  m ar i n e .  In all too m a n y  
i n s t a n c e s ,  S om a l i a  s h o w e d  as  well t he  h e r o i s m  a n d  
ded i ca t i on  of a force t h a t  f o u n d  i tself  in h a r m ' s  w a y  
while  se rv ing  in t he  c a u s e  of peace .  The  full s to ry  
of t hose  o p e r a t i o n s  a n d  the i r  s ign i f i cance  a t  u n i t  
level is b e s t  left to the  ind iv idua l  service  
c o m p o n e n t s .  The  jo in t  wor ld  as  it af fec ted  t he  
o p e r a t i o n s  in S o m a l i a  dea l t  m u c h  m o r e  wi th  the  
five a r e a s  p r e s e n t e d  here :  c o m m a n d  a n d  control ,  
m i s s i on  execu t ion ,  c ivi l -mil i tary ope ra t ions ,  
nego t i a t ions ,  a n d  inte l l igence.  

C o m m a n d  a n d  C o n t r ~ l  

L e s s o n s  

• It is  a b a s i c  fac t  o f  l i fe t h a t  t h e  c o m m a n d  a n d  
contro l  o f  a coa l i t ion  n m s t  a lways  t a k e i n t o  a c c o u n t  
t h e  e x i s t e n c e  o f  paral le l  l ines  o f  authori ty ,  
e spec ia l ly  w h e n  t h e  m i s s i o n  o f  t h e  coa l i t ion  
involves  comb at .  

• The  b a s i c  doct~. '-al  pr inc iples  t h a t  govern  U.S .  
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command relationships are appropriate for peace  
operations---and should  have  bee~  applied in 
Somalia.  

l ~ a m p / e $  

The m a j o r  l e s so n s  on c o m m a n d  a n d  con t ro l  t h a t  
e m e r g e d  f rom o u r  o p e r a t i o n s  in Soma l i a  a re  
i n s t ruc t ive  for w h a t  t h e y  reveal  of p r o b l e m s  b o t h  in 
coal i t ion ope r a t i o n s  as  well as  in t he  U.S. c h a i n  of 
c o m m a n d  p u t  in p lace  d u r i n g  UNOSOM II. T h a t  
m i s s i on  h a d  ba re ly  b e g u n  before  ful l -scale  f ight ing 
f lared up  in M o g a d i s h u  a n d  c l s e w h e r e  in t he  
c o u n t r y s i d e ,  l e a d i n g  to i n c r e a s e d  t a c t i c a l  
cha l l cnges  t h a t  in t u r n  c a u s e d  two m a j o r  p rob lems .  
B e c a u s e  the  UNOSOM II h e a d q u a r t e r s  w a s  n e i t h e r  
o rgan ized  n o r  equ ipped  to f u n c t i o n  as  a ba t t l e  staff ,  
it h a d  to u n d e r g o  w r e n c h i n g  a d j u s t m e n t s  u n d e r  
g r ea t  p r e s s u r e .  Even  m o r e  se r ious ly ,  however ,  the  
g r e a t e r  po ten t i a l  for c o m b a t  i n c r e a s e d  the  c o n c e r n  
in t hose  c o u n t r i e s  t h a t  h a d  c o n t r i b u t e d  forces  to 
w h a t  t h e y  h a d  or iginal ly  s e e n  as  a h u m a n i t a r i a n  
effort. 

This  c o n c e r n  m a n i f e s t e d  i tself  in a p r o n o u n c e d  
t e n d e n c y  for s o m e  of t h e s e  n a t i o n a l  c o n t i n g e n t s  to 
s e e k  g u i d a n c e  f rom the i r  r e spec t ive  cap i t a l s  before  
ca r ry ing  ou t  even r o u t i n e  t ac t i ca l  orders .  Accord ing  
to p u b l i s h e d  repor t s ,  t he  c o m m a n d e r  of the  I ta l ian  
c o n t i n g e n t  w e n t  so far  as  to open  s e p a r a t e  
nego t i a t i ons  wi th  t he  fugitive war lo rd  M o h a m m e d  
A i d e e d - - a p p a r e n t l y  wi th  the  full approva l  of  his  
h o m e  g o v e r n m e n t .  With A m e r i c a n  back ing ,  t he  
Uni ted  Na t ions  r e q u e s t e d  th i s  officer 's  rel ief  f rom 
c o m m a n d  for i n s u b o r d i n a t i o n .  The I ta l ian  
G o v e r n m e n t  r e f u s ed  a n d  life w e n t  o n - - a  u se fu l  
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d e m o n s t r a t i o n  of b o t h  the  f u n d a m e n t a l  ex i s t ence  
of para l le l  l ines  of a u t h o r i t y  a n d  the  f u n d a m e n t a l  
diff icult ies  of c o m m a n d i n g  a coal i t ion  force u n d e r  
c o m b a t  cond i t ions .  

The e s c a l a t i n g  level of v io lence  also c a u s e d  
add i t iona l  c o m m a n d  a n d  con t ro l  p r o b l e m s  for t he  
Uni ted  S ta tes .  As s h o w n  in f igure  3, t h e s e  
a r r a n g e m e n t s  were  h ighly  u n u s u a l .  The  logist ical  
c o m p o n e n t s  of  U.S.  F o r c e s  in  S o m a l i a  
(USFORSOM) were  OPCON (i.e., u n d e r  ope ra t i ona l  
cont ro l  as  "leased" forces) to the  Uni ted  Na t ions  (in 
the  p e r s o n  of MG Montgomery)  while  t he  QRF w a s  
still c o m m a n d e d  a n d  con t ro l l ed  (I.e., a s  COCOM or 
"owned" forces) by  CENTCOM. MG M o n t g o m e r y  
exe rc i sed  his  a u t h o r i t y  t h r o u g h  a n  equa l ly  u n u s u a l  
c o m b i n a t i o n  of d i rec t  s u p p o r t ,  ope ra t i ona l  control ,  
a n d  t ac t i ca l  control .  T h e s e  c o m m a n d  r e l a t i o n s h i p s  
were  u n u s u a l  b u t  re f lec ted  t h r e e  f u n d a m e n t a l  
A m e r i c a n  object ives  for UNOSOM II: to keep  U.S. 
forces  f i rmly u n d e r  U.S. ope ra t i ona l  control ,  to 
r e d u c e  the  visibility of U.S. c o m b a t  forces  In t he  
opera t ion ,  a n d  to e l imina te  a n y  m i s p e r c e p t i o n  t h a t  
t hose  forces  were  u n d e r  t h e  c o m m a n d  of t he  Uni ted  
Nat ions .  

With t he  e v e r - d e e p e n i n g  h u n t  for Aideed a n d  
the  i n c r e a s i n g  i n v o l v e m e n t  of the  QRF in c o m b a t  
ope ra t ions ,  the  dec i s ion  to deploy  T a s k  Force  
R a n g e r  a d d e d  an  add i t iona l  co m p l i ca t i n g  factor .  
B e c a u s e  it w a s  a s t r a t eg i c  a sse t ,  T a s k  Force  R a n g e r  
h a d  its own c h a i n  of c o m m a n d  t h a t  was  h e a d e d  in 
c o u n t r y  by  Army  Major  G e n e r a l  Will iam F. G a r r i s o n  
a n d  e x t e n d e d  di rec t ly  b a c k  to CENTCOM w i t h o u t  
going t h r o u g h  e i t he r  U.S. or  U.N. c h a n n e l s .  
A l though  MG M o n t g o m e r y  did n o t  h a v e  OPCON of 
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th is  force, he  m a i n t a i n e d  a close work ing  
r e l a t i onsh ip  t h a t  a l lowed t ight  co o rd i n a t i o n  
b e t w e e n  T a s k  Force  R a n g e r  o p e r a t i o n s  a n d  the  
QRF. B e c a u s e  t he  QRF was  u n d e r  the  d i rec t  
tac t ica l  cont ro l  of MG M o n t g o m e r y  a n d - - b e c a u s e  of 
its capabi l i t i es  a n d  the  n e e d  to follow s t r i c t  
ope ra t iona l  s e c u r i t y  p r o c e d u r e s - - i t  w a s  n o r m a l l y  
d e s i g n a t e d  as  the  b a c k - u p  c o n t i n g e n c y  force 
w h e n e v e r  T a s k  Force  R a n g e r  w e n t  into ac t ion.  

These  s a m e  ope ra t i ona l  s e c u r i t y  c o n c e r n s  were  
a p p a r e n t l y  a t  the  h e a r t  of MG Montgomery ' s  
r e q u e s t  to add  a r m o r  capabi l i t ies  to the  QRF from 
U.S. s o u r c e s  r a t h e r  t h a n  re ly ing  on t hose  a l r eady  
avai lable  f rom the  coal i t ion  p a r t n e r s  in Somal ia .  
A l though  th i s  r e q u e s t  r e p r e s e n t e d  a c lea r  s igna l  
t h a t  the  level of v io lence  w a s  e s ca l a t i n g  ye t  again ,  
t he r e  w a s  no c o m p r e h e n s i v e  r e a s s e s s m e n t  of the  
mis s ion  at  the  n a t i o n a l  level. I n s t ead ,  MG 
Mon t gome r y ' s  r e q u e s t  for a r m o r  s u p p o r t  was  
r e f u se d  in a dec i s ion  t h a t  h a s  rece ived  wide publ ic  
a t t e n t i o n  in l ight  of t he  fa teful  R a n g e r  ope ra t i on  
t h a t  took  p lace  on  the  n igh t  of  3-4 Oc tobe r  1993. 
W h e n  the  R a ng e r s  c a m e  u n d e r  i n t e n s e  hos t i le  fire, 
it rap id ly  b e c a m e  c lear  t h a t  the  QRF lacked  the  
capabi l i ty  to r e s c u e  t h e m .  

MG M o n t g o m e r y  a n d  his  s t a f f  r e a c t e d  to t h a t  
s i t u a t i o n  by  qu ick ly  o rgan iz ing  an  ex t r ac t i on  force 
u s ing  Ma lays i an  a n d  Pak i s t an i  u n i t s  equ ipped  wi th  
t a n k s  a n d  a r m o r e d  p e r s o n n e l  c a r r i e r s - - m u c h  as  
a n y  U.S. c o m m a n d e r  in m o r e  conven t iona l  
c i r c u m s t a n c e s  m i g h t  h a v e  done  in c o m m i t t i n g  h is  
reserves .  However,  the  m o s t  i m p o r t a n t  l e s son  to be 
d r a w n  f rom t h e s e  even t s  m a y  be the  use fu l  
r e m i n d e r  t h a t  c o m m a n d  a n d  con t ro l  u l t i m a t e l y  
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r e s t s  u p o n  the  j u d g m e n t  of t he  o n - s c e n e  
c o m m a n d e r  a n d  h i s  abil i ty to r e a c t  to t h e  
u n e x p e c t e d .  

In the  a f t e r m a t h  of th i s  bat t le ,  t he  Un i t ed  S t a t e s  
dec ided  to s e n d  add i t iona l  t roops  to S o m a l i a  for 
add i t iona l  p ro t ec t i on  of A m e r i c a n  forces .  While 
th i s  force w a s  p l aced  u n d e r  U.S. c o m m a n d  as  a 
JTF, f igure 5 s h o w s  h o w  an  a l r ead y  c o m p l i c a t e d  
c o m m a n d  s t r u c t u r e  b e c a m e  still m o r e  complex .  To 
i l lus t ra te  (us ing only the  bas i c  a c r o n y m s ) -  
the  n e w  J T F - S o m a l i a  fell u n d e r  OPCON of 
CENTCOM b u t  w a s  TACON to USFORSOMo The  
p u r p o s e  of th i s  a r r a n g e m e n t ,  in theory ,  w a s  to 
allow the  J T F  C o m m a n d e r  to c o n c e n t r a t e  on  
tac t ica l  m i s s i o n s  while  MG M o n t g o m e r y  w a s  left 
free to c o n c e n t r a t e  on h is  r e spons ib i l i t i e s  a s  the  
D e p u t y  U.N. c o m m a n d e r .  A l t h o u g h  the  J T F  t h u s  
cont ro l led  all U.S. t ac t i ca l  forces  In S o ma l i a  n e i t h e r  
the  J T F  n o r  USFORSOM cont ro l l ed  t he  Navy a n d  
Mar ine  Corps  forces,  s ince  t hose  of fshore  a s s e t s  
were  still u n d e r  t he  o p e r a t i o n a l  con t ro l  of 
CENTCOM. The  J T F  cou ld  no t  r o u t i n e l y  t a s k  t he  
of fshore  forces  for s u c h  t h i n g s  as  d rone  a i rcraf t ,  
a l t h o u g h  t h e y  did ob ta in  Mar ine  a n d  SEAL s n i p e r  
t e a m s  t h r o u g h  a n  I n f o r m a l  " h a n d s h a k e  
a r r a n g e m e n t . "  

MG M o n t g o m e r y  h a s  p o i n t ed  ou t  t h a t  m a n y  of 
t h e s e  odd p r o c e d u r e s  were  offset  by t he  close 
work ing  r e l a t i o n s h i p s  he  en joyed  wi th  all U.S. 
c o m m a n d e r s  t a s k e d  to s u p p o r t  UNOSOM II, a n d  
t h a t  "Ul t imate ly  the  U.S. a r r a n g e m e n t s  did work."  
T h a t  u n d e n i a b l e  fac t  is ye t  a n o t h e r  t r i bu t e  to t he  
ded ica t ion  a n d  p r o f e s s i o n a l i s m  of t hose  c h a r g e d  
wi th  c o m m a n d i n g  a n d  ca r ry ing  o u t  a diff icult  
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m i s s i o n .  However, there should  be no mis tak ing 
the fac t  that  the greatest  obstacles to uni ty  o f  
c o m m a n d  during UNOSOM II were imposed by the 
United States  on itself. E s p e c i a l l y  a t  t h e  e n d  of  t h e  
o p e r a t i o n ,  t h e s e  c o m m a n d  a r r a n g e m e n t s  h a d  
e f fec t ive ly  c r e a t e d  a c o n d i t i o n  t h a t  a l l o w e d  n o  o n e  
to s e t  c lear ,  u n a m b i g u o u s  p r i o r i t i e s  in  d e s i g n i n g  
a n d  e x e c u t i n g  a c o m p r e h e n s i v e  fo r ce  p a c k a g e .  
I n s t e a d ,  C E N T C O M  e x e r c i s e d  l o n g - d i s t a n c e  c o n t r o l  
o v e r  a n u m b e r  of  o r g a n i z a t i o n a l l y  c o - e q u a l  e n t i t i e s  
in a r e m o t e  t h e a t e r  o f  o p e r a t i o n s .  As a U N O S O M  
II a f t e r - a c t i o n  r e p o r t  s u m m e d  m a t t e r s  up" 

Unity of c o m m a n d  and  simplici ty remain  the  key  
pr inciples  to be  cons idered  when  designing a JTF  
c o m m a n d  archi tec ture .  The warfighting JTF  
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c o m m a n d e r  m u s t  r e t a i n  o p e r a t i o n a l  co n t ro l  ofa l l  
forces  ava i lab le  to h i m  in t h e a t e r  a n d  be  a l lowed 
to p o s t u r e  t h o s e  forces  a s  a l lowed u n d e r  UNAAF 
doc t r ine .  

UNAAF doc t r ine  is, of cour se ,  c o n t a i n e d  in J o i n t  
Pub. 0-2, w h i c h  s u c c i n c t l y  a d d r e s s e s  the  n e e d  for 
un i t y  of c o m m a n d  a n d  s imple ,  u n a m b i g u o u s  
c o m m a n d  a r r a n g e m e n t s  as  a p r e r eq u i s i t e  for a n y  
mi l i t a ry  o p e r a t i o n - - b u t  p a r t i cu l a r l y  for t hose  
involving jo in t  a n d  co lnb ined  forces .  The  r eco rd  of 
UNOSOM II s u g g e s t s  t h a t  peace  o p e r a t i o n s  s h o u l d  
no t  be e x e m p t e d  f rom t h o s e  s t a n d a r d s .  As a 
p rac t i ca l  m a t t e r ,  it m a y  also  be u se fu l  to beg in  t he  
p l a n n i n g  for s u c h  o p e r a t i o n s  wi th  four  ba s i c  
ques t ions :  

• W h o  sha l l  c o n m m n d ?  
* Wi th  w h a t  f o r c e s ?  
• B y  w h a t  m e a n s ?  
• To w h a t  e n d s ?  
To the  e x t e n t  t h a t  we are  u n a b l e  in f u t u r e  

ope r a t i ons  to a n s w e r  t h o s e  q u e s t i o n s  in s imple  
t e rms ,  diff icult ies  s imi la r  to UNOSOM II m a y  once  
aga in  awai t  us .  

~ l | ~ s i o n  I E x e e u t i o n  

L e s s o n s  

• M i s s i o n  e x e c u t i o ~  i s  xnore di f f icul t  w i t h o u t  
t ra ined  a n d  w e n - o r g A n i ~ d  s t a J ~ ,  e s p e c i a l l y  in  t h e  
j o i n t  e n v i r c m m e ~ t  o f  p e a c e  o p e r a t i o n s .  

• Forc ib le  d i s a n n m n e n t  i s  t h e  ' ~ r l g h t  l ln~'  o f  
p e a c e  o p e r a t i o n s :  w h e n  y o u  c r o s s  it, y o u  h a v e  
e n t e r e d  a d e  f a c t o  s t a t e  o f  war .  
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• R e s t r a i n t  is  a n  acquITed skin,  b u t  i t  i s  t h e  s ~ e  
q u a  n o n  o f  p e a c e  o p e r a t i o n s .  

Examples 
Tile " s t and ing-up"  of J T F - S o m a l i a  in Oc tobe r  1993 
provides  a u se fu l  e x a m p l e  of the  c o n t i n u i n g  pitfal ls  
of u n i t s  en t e r i ng  a jo in t  world for wh ich  t h e y  a re  
no t  a d e q u a t e l y  p repa red .  Once  again ,  th is  J T F  was  
fo rmed  a r o u n d  a n u c l e u s - - t h i s  t ime  the  Army ' s  
10th M o u n t a i n  Division. B e c a u s e  of its t ac t ica l  
o r ien ta t ion ,  no  d i v i s i o n - - a n d  especia l ly  no t  a l ight  
i n f an t ry  u n i t - - h a s  e i t he r  t he  s t a f f  s t r u c t u r e  or  t he  
cad re  of expe r i enced  p e r s o n n e l  n e e d e d  to c o n d u c t  
j o in t  opera t ions .  Necessar i ly ,  s t a f f  p r o c e d u r e s  a re  
"Army" r a t h e r  t h a n  "joint". The k inds  of 
c o m m u n i c a t i o n s  a n d  ADP e q u i p m e n t  r equ i r ed  to 
c o n d u c t  jo in t  o p e r a t i o n s  a re  a lso  m i s s ing  In t h e s e  
divisions.  W h a t  m a d e  m a t t e r s  worse  w a s  tha t ,  in 
spi te  of t he se  a n o m a l i e s ,  the  division was  given the  
J T F  mi s s i on  a n d  a c c e p t e d  the  h a n d o f f  for t h a t  
respons ib i l i ty  in S o m a l i a  less than 2 weeks  after 
receipt o f  the  trva-ning order. 

O t h e r  m i s c o n c e p t i o n s  Inc luded  the  a s s u m p t i o n  
t h a t  the  JTF  s t a f f  cou ld  be "small," or  t h a t  one  of 
the  division's  b r igades  could  f u n c t i o n  effectively as  
a de fac to  A r m y  c o m p o n e n t  c o m m a n d .  And 
a l t h o u g h  the  officer p laced  In c o m m a n d  of the  J T F  
was  a n  A~ my officer, Major  Gene ra l  Carl  F. Erns t ,  
he  h a d  no t  p rev ious ly  b e e n  a s s i g n e d  to the  
d iv i s lon - -a  fact  t h a t  m a d e  the  e s t a b l i s h m e n t  of n e w  
work ing  r e l a t i o n s h i p s  a n o t h e r  b u r d e n  a m o n g  
m a n y .  The  fac t  t h a t  t he  divis ion a c q u i t t e d  i t se l f  well  
u n d e r  t h e s e  d e m a n d i n g  c i r c u m s t a n c e s  owed m u c h  
no t  only to i ts s u p e r b  p e r s o n n e l  b u t  also to the  fac t  
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t h a t  t h e  m i s s i o n  w a s  la rge ly  c o n f i n e d  to force  
p r o t e c t i o n  for t h e  b a l a n c e  of  i t s  i n - c o u n t r y  t ou r .  

If t h e r e  w a s  a c r i t ica l  d i f fe rence  b e t w e e n  t h e  
speci f ic  t a s k s  d u r i n g  t h e  f inal  two  p h a s e s  of  t h e  
o p e r a t i o n ,  it  w a s  t h a t  t h e  s e c u r i t y  a n d  
p e a c e k e e p i n g  f u n c t i o n s  typ ica l  of Restore Hope 
(patrol l ing,  m i n e  c l e a r a n c e ,  h e a v y  w e a p o n s  
conf i sca t ion )  b e c a m e  i n d i s t i n g u i s h a b l e  f rom n o r m a l  
c o m b a t  o p e r a t i o n s  d u r i n g  UNOSOM II. MG 
M o n t g o m e r y  m a y  h a v e  s a i d  i t  be s t :  "If t h i s  i sn ' t  
c o m b a t ,  t h e n  I 'm s u r e  h a v i n g  a h e U u v a  n i g h t m a r e . "  
Unl ike  t h e  we l l -o rgan i zed  n u c l e u s  of  t h e  M a r i n e  
h e a d q u a r t e r s  in  c h a r g e  of  UNITAF, t h e  e x e c u t i o n  of  
m o r e  d e m a n d i n g  m i s s i o n s  d u r i n g  UNOSOM II 
b e c a m e  even  m o r e  d i f f icul t  b e c a u s e  t h e  Force  
C o m m a n d  h e a d q u a r t e r s  w a s  n o t  e q u i p p e d  to a c t  
l ike a b a t t l e  s taff .  T h e  in i t ia l  d i f f icu l t ies  in  
m a n n i n g  t h i s  h e a d q u a r t e r s  w e r e  n e v e r  en t i r e ly  
ove rcome ,  w i t h  t h e  r e s u l t  t h a t  key  f u n c t i o n s - - l o n g -  
r a n g e  s u p p o r t i n g  fires,  c o m b a t  e n g i n e e r s ,  a n d  a i r  
o p e r a t i o n s - - w e r e  e i t h e r  m i s s i n g  or  n o t  ava i l ab le  24  
h o u r s  a day.  T h e  J T F  h a d  to i m p r o v i s e  a J o i n t  
O p e r a t i o n s  C e n t e r  u s i n g  ex i s t i ng  e q u i p m e n t  a n d  
p e r s o n n c l ,  m a n y  of  w h o m  h a d  n o  rea l  e x p e r t i s e  in  
s o m e  of  t h e  a r e a s  for w h i c h  t h e y  were  n o w  
r e s p o n s i b l e :  j o i n t  a n d  c o m b i n e d  g r o u n d  o p e r a t i o n s .  
fire s u p p o r t ,  a i r  o p e r a t i o n s ,  t r a i n i n g ,  a n d  
in te l l igence .  E q u a l l y  i m p o r t a n t  w a s  t h e  n e e d  to 
i n s t i t u t e  effective m e a n s  for  l i a i s o n  w i t h  a d j a c e n t  
m u l t i n a t i o n a l  c o m m a n d s .  Whi le  h a r d  w o r k  a n d  
r a p i d  a d a p t a t i o n  c lear ly  h e l p e d ,  it  is d i f f icul t  in  
t h e s e  s t r e s s f u l  s i t u a t i o n s  to l i nk  c u r r e n t  o p e r a t i o n s  
w i t h  f u t u r e  o p e r a t i o n s - - a n d  b o t h  of  t h e s e  w i t h  
overa l l  m i s s i o n  r e q u i r e m e n t s .  
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T h a t  n e e d  is n o w h e r e  g r e a t e r  t h a n  in peace  
ope ra t ions ,  a n d  here ,  too, t h e r e  w a s  a c o n t r a s t  
b e t w e e n  Restore Hope a n d  UNOSOM II on the  all- 
i m p o r t a n t  i s sue  of d i s a r m a m e n t .  While the i r  
d i f ferent  a p p r o a c h e s  to s o m e  e x t e n t  re f lec ted  
di f ferent  miss ions ,  the  UNITAF l ead e r s h ip  w a s  
r e l u c t a n t  to do m o r e  t h a n  to conf i sca t e  t h o s e  
w e a p o n s  t h a t  t h r e a t e n e d  his  force a n d  its miss ion ,  
for example ,  " technica ls"  a n d  w e a p o n s  cach es .  The  
m o r e  a m b i t i o u s  UNOSOM II d i s a r m a m e n t  
m i s s i o n - - a l t h o u g h  it neve r  b e c a m e  m o r e  t h a n  an  
inc iden ta l  b y p r o d u c t  of  t he  Aideed m a n h u n t - - w a s  
a d i rec t  t h r e a t  to the  pos i t ion  of t he  c lans  wi th in  
the  local power  s t r u c t u r e  a n d  was  r e s i s t ed  
accord ingly .  The  respec t ive  diff icul t ies  of e x e c u t i n g  
t he se  two m i s s i o n s  s h o u l d  c o n s e q u e n t l y  se rve  as  a 
"bright  l ine on the  g r o u n d "  in p l a n n i n g  f u t u r e  p e a c e  
opera t ions .  There  is a bas ic  c o n c e p t u a l  d i f fe rence  
b e t w e e n  a r m s  con t ro l  a n d  d i s a r m a m e n t .  Removing  
or l imit ing the  m a j o r  w e a p o n s  of an  infer ior  or  
de fea t ed  mi l i t a ry  force c a n  be t h o u g h t  of a s  a form 
of a r m s  control ,  but  to commi t  military forces  to 
the mission o f  forcibly disarming a populace is to 
commi t  tho.se forces  to a combat  si tuation that  m a y  
thereafter involve t hem  as an active belligerent. 

A m b a s s a d o r  Rober t  B. Oakley,  P r e s i d e n t  B u s h ' s  
Specia l  Envoy  to Somal ia ,  po in ted  ou t  t h a t  the  
app l ica t ion  of force i m p o s e s  spec ia l  ch a l l enges  for 
p e a c e k e e p e r s  who  wish  to avoid b e c o m i n g  act ive 
be l l igerents .  This  cha l l enge  involves a m i n d s e t  t h a t  
looks a t  the  local p o p u l a c e  as  po ten t i a l  allies r a t h e r  
t h a n  likely enemies ,  t h a t  gives r e p e a t e d  
w a r n i n g s b e f o r e  the  app l i ca t ion  of force a g a i n s t  a n y  
host i le  act; t h a t  l imits  the  app l i ca t ion  of force to 
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the  m i n i m u m  level r eq u i r ed ,  a n d  t h a t  c o n s t a n t l y  
s e e k s  to e n g a g e  in a d i a lo g u e  r a t h e r  t h a n  b e i n g  
t r i cked  in to  o v e ~ e a c t i o n .  U.S.  fo rces  t h r o u g h o u t  
t he  o p e r a t i o n s  in  S o m a l i a  c lear ly  did t h e i r  b e s t  to  
follow t h a t  adv ice  before  t he  UNOSOM II m a n d a t e  

U.S .  M a r i n e s  c o m m e n c e  a r ~  o n  M o g a d t s h u ' s  B a k a r a  
M ~ k ~  i n  a r ~  f o r  ~ a n d  m ~ t t t o n s .  O n e  c ~ h e  
y te ld .ed  e n o u g h  to ~ a 2. 5-  W n  t r u c ~  

m a d e  m a n y  of t h o s e  p o i n t s  moo t .  Even  t h e n ,  
A m e b e a n  forces  were  u n d e r  s t a n d i n g  o rde r s  to 
l imi t  ci~-ilian c a s u a l t i e s  a n d  co l l a t e ra l  d a m a g e .  
Accord ing  to G e n e r a l  M o n t g o m e ~ ,  for examp le ,  15- 
m i n u t e ,  1 0 - m i n u t e ,  a n d  5 - m i n u t e  w a r n i n g s  were  
n o - - a l l y  g iven  before  a t t a c k i n g  a n y  t a rge t .  
A l t h o u g h  t he  u s e  of A C-1 3 0  g u n s h i p s ,  h e l i c o p t e r  
rocke t s ,  a n d  R a n g e r  r a i d s  over  t h e  s t r e e t s  of 
M o g a d i s h u  c lear ly  conveyed  o t h e r  m e s s a g e s  to t h e  



66 SOMALIA OPERATIONS: LESSONS LEARNED 

media ,  s o m e  of  the  p rec i se  t a rge t t ing  p r o c e d u r e s  
u s e d  as  well a s  the  c o n s t a n t  s e a r c h  for more  
a c c u r a t e ,  l ess  dead ly  m u n i t i o n s  r e p r e s e n t  
s ign i f i can t  s t e p s  to a d a p t  mi l i ta ry  p o w e r  to t h o s e  
s i t u a t i o n s  w h e r e  the  line b e t w e e n  c o m b a t  and  
n o n c o m b a t  is diff icult  to draw.  

C i v i l - M i l i t a r y  O p e r a t i o n s  

/ ~ s s o n s  

• Th e  real  "peacekeepers" i n  a p e a c e  opera t ion  
are  t h e  h u m a n i t a x t a n  rel ief  o r g n n t ~ t i o n s  (HRO's) 
t h a t  prov ide  b o t h  a id  for t h e  p r e s e n t  a n d  h o p e  for 
t h e  future .  

• Th e  HRO's  c a n  b e  o u r  al l ies ,  b u t  t h e y  m u s t  a t  
l e a s t  b e  part  o f  o u r  p l a n n i n g  a n d  c o o r d i n a t i o n  
efforts.  

E~lmpIe~ 
Al though  the  civil af fa i rs  officer is a fami l i a r  
p a r t i c i p a n t  in m a n y  mi l i ta ry  ope ra t i ons ,  t he re  w a s  
no doc t r ine  in the  col lect ive e x p e r i e n c e s  of  e i the r  
the  se rv ices  or  the  J o i n t  S ta f f  to cover  a s i t u a t i o n  
in wh ich  a c o u n t r y  h a d  d e s c e n d e d  in to  a s t a t e  of  
a n a r c h y .  Along the  way,  however ,  t he re  w a s  a 
r ed i s cove ry  of  the  n e e d  to c o n s i d e r  mil i tary,  
d ip lomat ic ,  and  h u m a n i t a r i a n  effor ts  a s  p a r t s  of  a 
c o m m o n  whole .  A l t h o u g h  the re  w a s  no longer  a 
s ingle  g o v e r n m e n t  in Somal ia ,  t he r e  were  a t  l e a s t  
49  di f ferent  i n t e r n a t i o n a l  agenc ies ,  i nc lud ing  U.N. 
bodies ,  nongove rnmen ta l  organizat ions,  and  HRO's. 
Deal ing  effect ively wi th  t h o s e  agenc i e s  b e c a m e  the  
p r i m a r y  cha l l enge  for  civi l -mil i tary o p e r a t i o n s  in 
Somal ia .  This  w a s  an  i m p o r t a n t  f u n c t i o n  b e c a u s e  

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  
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t h e  H R O ' s  n o t  only  p r o v i d e d  m a n y  of t h e  re l ief  
s u p p l i e s  t h a t  h e l p e d  f ight  s t a r v a t i o n ,  b u t  a g e n c i e s  
s u c h  a s  t h e  Red C r o s s  a n d  Feed  t h e  C h i l d r e n  w e r e  
on  t h e  s c e n e  p ~ o r  to  t h e  a r r i v a l  of o u r  fo rces  a n d  
long  a f t e r  t h e i r  depar tu re : .  To t h i s  b a s i c  d i f fe rence  
in  p e r s p e c t i v e  s h o u l d  be  a d d e d  a n o t h e r :  for a 
v a r i e t y  of r e a s o n s ,  re l ie f  a g e n c i e s  t e n d  to  be  
s u s p i c i o u s  of m i l i t a r y  a n d  s e c u r i t y  p e r s o n n e l ,  e v e n  
w h e n  t h e y  c o m e  a s  p e a c e k e e p e r s .  

W o m e n  a n d  ch i l d ren  l ~ e  u p  f o r  a m e a l  ~ a 
c e n t e r  r u n  by  t h e  Ir i sh  h u m ~ i t t ~ i r t ~ n  a id  g roup  C o n c ~  

~ e  v i l l ~  q f  W a l n e  V~Loin, Som_dlo. 

O n e  t h i n g  t h a t  a f f ec t ed  r e l a t i o n s  in  S o m a l i a  w a s  
t h e  p a t t e r n  of a c c o m m o d a t i o n  t h a t  t h e  re l ief  
a g e n c i e s  h a d  fol lowed to  e n s u r e  t h e y  c o u l d  w o r k  
t h e r e  effectively.  ~ I s  u s u a l l y  m e a n t  h i r i n g  loca l  
s e c u r i t y  f o r c e s - - o f t e n  in  c o n c e r t  v~.th t h e  a r e a , s  
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d o m i n a n t  clan.  W h e n  p e a c e k e e p i n g  forces  ar r ived  
to se t  up  the i r  own s e c u r i t y  a r r a n g e m e n t s ,  t he r e  
were  the  Inevi table  q u e s t i o n s  as  to the i r  au tho r i t y .  
Once  t h e s e  i s s u e s  were  se t t led ,  it w a s  also 
n e c e s s a r y  to m a k e  excep t ions  to policy w h e n  
w e a p o n s  were  c o n f i s c a t e d  f rom those  people  
employed  by the  rel ief  o rgan i za t i ons  as  t he i r  
s e c u r i t y  forces,  

Dur ing  the  UNITAF p h a s e  of t he  ope ra t ion  t he r e  
was  an  u n d e n i a b l e  Inc r ea se  in b o t h  s e c u r i t y  a n d  
the  a m o u n t  of re l ief  supp l i e s  be ing  d i s t r ibu ted .  This  
per iod of re la t ive peace  a l lowed m o r e  rel ief  agenc i e s  
to e n t e r  the  c o u n t r y ,  b u t  it a lso u n d e r l i n e d  the  
n e e d  to i n s u r e  c loser  civi l -mil i tary coopera t ion .  
S o m e t i m e s  t h e s e  coopera t ive  efforts  involved smal l  
b u t  i m p o r t a n t  t h i n g s - - s u c h  as  a l lowing HRO 
r e p r e s e n t a t i v e s  to fly "space available" on mi l i t a ry  
a i rcraf t .  More s u b s t a n t i a l  efforts  took  p lace  w h e n  
mi l i ta ry  forces  d u r i n g  b o t h  Restore Hope a n d  
UNOSOM II w o r k e d  s ide  by  s ide  wi th  rel ief  
agenc i e s  to dig wells,  r ebu i ld  roads ,  r epa i r  schools ,  

a n d  the  like. With the  n e e d  to cont ro l  a c c e s s  to 
key  por t  a r e a s  a n d  food d i s t r ibu t ion  points ,  it also 
b e c a m e  e s sen t i a l  to provide pho to  ID c a r d s  to the  
rel ief  workers .  This  r e q u i r e m e n t  in t u r n  m e a n t  
s e t t i ng  up  p r o c e d u r e s  for ver i fying o rgan iza t iona l  
a n d  p e r s o n a l  bonafides b e c a u s e ,  as  one  obse rve r  
said,  "People c a m e  to view the  ID ca rd  as  bo th  
official UNITAF cer t i f ica t ion  of a pe r son ' s  role as  a 
h u m a n i t a r i a n  w o r k e r  a n d  also as  a g u n  permit ."  
Finally, s o m e  a g e n c y  h a d  to i s s u e  the  c a r d s  a n d  to 
r egu la t e  w h a t  privileges, if any,  t h e s e  ID c a r d s  
would  convey.  

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  
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A Somali  boy has taken  the  Som_alt fasc inat ion  for  
glasses one s t e p . h e r  by  craj~ng apar t  for  h L ~ f  out  
o f  a ~ c a r d e d  shoulder shoe. 

For  t h e s e  a n d  s i m i l a r  r e a s o n s ,  one  of t h e  m o s t  
i m p o r t a n t  i n i t i a t i v e s  of t h e  S o m a l i a  o p e r a t i o n  w a s  
t h e  e s t a b l i s h m e n t  of t h e  Civi l -Mil i tary  O p e r a t i o n s  
C e n t e r  (CMOC). S e t  u p  in  D e c e m b e r  1992  d u r i n g  
t h e  ear ly  s t a g e s  of UNITAF, CMOC b e c a m e  t h e  key  
c o o r d i n a t i n g  p o i n t  b e t w e e n  t h e  t a s k  force  a n d  t h e  
HRO's .  L i a i s o n  off icers  f rom t h e  m a j o r  
m u l t i n a t i o n a l  c o n t i n g e n t s ,  t o g e t h e r  ~ t h  t h e  U.S. 
c o m m a n d ,  u s e d  t h i s  c e n t e r  a s  a m e a n s  of 
c o o r d i n a t i n g  t h e i r  a c t i v i t i e s - - s u c h  a s  p r o v i d i n g  
m i l i t a r y  s u p p o r t  for c o n v o y s  of re l ief  s u p p l i e s  a n d  
a s s i g n i n g  p i e r  s p a c e  a n d  p o r t  a c c e s s  to M o g a d i s h u  
H a r b o r  for t h e  HRO's .  T h e s e  p r a c t i c a l  d u t i e s  a l s o  
l e n t  t h e m s e l v e s  to t h e  b r o a d e n i n g  of c o n t a c t s  
b e t w e e n  t h e  m i l i t a r y  a n d  c iv i l an  c o m p o n e n t s ,  
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i n c l u d i n g  t h e  c r e a t i o n  of p a r a l l e l  C M O C ' s  i n  e a c h  of 
t h e  n i n e  H u m a n i t a ~ a n  Rel ief  S e c t o r s .  E v e n t u a l l y ,  
CMOC c o n t r o l l e d  t h e  i s s u e  of ID c a r d s  a n d  
m a i n t a i n e d  a d a t a  m a t ~  s h o w i n g  t h e  s t a t u s  of 
food re l ie f  s u p p l i e s  t h r o u g h o u t  t h e  c o m m a m d ' s  a r e a  
of o p e r a t i o n s .  E q u a l l y  i m p o ~ a n t ,  h o w e v e r ,  w a s  t h e  
fac t  t h a t  CMOC w a s  ab l e  to  w o r k  c lose ly  ~ t h  t h e  

U.S. t r u c k s  f d l e d  u i t h  med i ca l  p e r s o n n d  ~ d  ~ i c i n e  
l ~ e  t h e  s w e e t s  h u  to per fo lwl  t h e  f l r s t  ~ d  
civic ~ n  p r ~ ~  ~ Som_dica 

H u m a n i t a r i a n  O p e r a t i o n s  C e n t e r  r u n  by t h e  U n i t e d  
N a t i o n s - - t h u s  a l l o ~ n g  a s i ng l e  focal  p o i n t  for  all 
re l ief  a g e n c i e s  o p e r a t i n g  l n - c o u n t ~ ,  h e  s t a f f  of 
CMOC w a s  d e l i b e r a t e l y  k e p t  s m a l l  i n  o r d e r  to  k e e p  
it  f o c u s e d  on  i t s  m i s s i o n  of c o o r d i n a t i o n  a n d  
i n f o r m a t i o n  e x c h a n g e .  ~ l s  i n n o v a t i o n  is  
su f f i c i en t ly  i m p o r t a n t  a s  a p r e c e d e n t  for  t h e  f u t u r e ;  
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its t ab le  of  o rg an i z a t i on  a n d  p r inc ipa l  f u n c t i o n s  are  
s u m m a r i z e d  in a p p e n d i x  C.) 

Negot iat ions  

At all levels during Som-,]t~, operations, negotiating 
skill.q and  techniques  were essent ia l  to mi.qsion 
accompl i shment .  As M a i ~ e  Corps Lieutenant  
General Anthony  Ztn~! said, "Always consider 
negotiat ions as a great alternative to violences" 

Nrample~ 
J o i n t  P u b  3 -07 .3  n o t e s  tha t ,  in add i t i on  to the  
qua l i t i e s  of  p a t i e n c e  a nd  r e s t r a in t ,  p e a c e k e e p e r s  
m u s t  c o m b i n e  

an approachable,  understanding,  and tactful 
manner  with fairness and firmness. A 
professional demeanor  that  s t resses  quiet 
diplomacy and reasoning will achieve more than 
arrogance, anger, disdain, coercion, or sarcasm. 
Personnel mus t  be able to cope positively when 
each side seeks  to press  its position and then 
reacts  vocally when stopped. 

These  qua l i t i e s  a re  c lear ly  p a r t  of  a n  a t t i t u d e  
a d j u s t m e n t  f rom the  r e a c t i o n s  t r ad i t iona l ly  
a s s o c i a t e d  wi th  mi l i t a ry  o p e r a t i o n s :  b u t  t he re  
s h o u l d  be  no  m i s t a k i n g  h o w  i m p o r t a n t  t h a t  
a d j u s t m e n t  is d u r i n g  p e a c e  o p e r a t i o n s .  

O n e  p e r s p e c t i v e  w a s  o f f e r e d  b y  MG 
Mo n tg o mery ,  w h o  n o t e d  t h a t  " c o n s e n s u s  buf ld lng"  
w a s  a cr i t ical  p a r t  of  t he  p r o c e s s  of  deve lop ing  
p l a n s  a n d  p r e p a r i n g  o p e r a t i o n s  o r d e r s  in any  
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combined  o p e r a t i o n - - n o t  j u s t  t hose  i n v o l ~ n g  peace  
opera t ions .  Dur ing  UNOSOM II, however ,  the  
specific t e r m s  of re ference  gu id ing  the  pa r t i c ipa t ion  
of each  m u l t i n a t i o n a l  c o n t i n g e n t  a s  well as  the i r  
different  views of e m p l o y m e n t  doc t r ine  m e a n t  t h a t  
ac t ions  could  not  be t a k e n  w i t h o u t  b road  
ag reemen t .  F inding  those  a r e a s  of c o n s e n s u s ,  
bu i ld ing  on them,  a n d  app ly ing  t h e m  to specif ic 
o p e r a t i o n s  a r e  I n e v i t a b l y  c o m p l i c a t e d  
p r o c e s s e s - - a n d  ones  t h a t  are  no t i ceab ly  different  
form those  t h a t  mos t  mi l i t a ry  p e r s o n n e l  are  u s e d  
to. However.  MG Mon tgomery  t h o u g h t  nego t i a t ing  
skil ls  i m p o r t a n t  e n o u g h  to r e c o m m e n d  t h a t  t hey  be 
a d d r e s s e d  a t  Army p ro fess iona l  schools .  

U.S.&F. ~ r k e r s  unload f l o ~  from a C-130 Hercules 
aircraft ~ Operation Restore Hope workers b ~  
another day of humanltarian rellef e f f o ~  to S o m d ~  
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A n o t h e r  pe r spec t ive  c o m e s  f rom A r m y  Sta f f  
S e r g e a n t  Br ian  O'Keefe, who  se rved  o u t s i de  
M o g a d l s h u  d u r i n g  R e s t o r e  H o p e  a n d  n o w  t r a i n s  
so ld iers  in the  p e a c e k e e p i n g  skil ls  he  l e a r n e d  in 
t h a t  e n v i r o n m e n t .  An A r m y  p u b l i c a t i o n  r ecen t l y  
po in ted  o u t  t h a t  he  quick ly  c a m e  to real ize t h a t  a 
"show the  flag a n d  k ick  ass"  a p p r o a c h  w a s  no t  good 
e n o u g h .  In s t ead ,  t a c t  in app ly ing  ROE a n d  
w e a p o n s - c o n f i s c a t i o n  policies  w a s  essen t i a l ,  as  w a s  
the  u s e  of w a t e r  bo t t l e s  a n d  smi le s  a s  ba s i c  
nego t i a t i ng  tools.  "Most of all, we l e a r n e d  w h a t  it 
t a k e s  to c o n d u c t  p e a c e k e e p i n g  ope ra t ions :  
nego t i a t ing  skills, pa t i ence ,  a n d  a whole  lot of 
c o m m o n  sense . "  

The f u n d a m e n t a l  i m p o r t a n c e  of m a i n t a i n i n g  
th is  k ind  of a d ia logue  led to a key  UNITAF 
innova t ion :  a "Combined  Secu r i t y  Commi t t ee"  t h a t  
a l lowed LTG J o h n s t o n  a n d  key  m e m b e r s  of h is  s t a f f  
to m e e t  f r e q u e n t l y  wi th  M o h a m m e d  Aldeed a n d  
o the r  key  c lan  l eaders .  This  f o r u m  proved  
especia l ly  u s e f u l  in ga in ing  a n d  even  forc ing 
coope ra t i on  wi th  UNITAF m a n d a t e s ,  s u c h  as  
w e a p o n s  c a n t o n m e n t .  As LTG J o h n s t o n  r e c o u n t s  
the  p u r p o s e  of t h a t  d ia logue:  

Aldeed and All Mahdi were often unhappy  with 
the message we would send from time to time, 
bu t  for the most  part  (they) complied. Y o u  m a y  
n o t  l i k e  t h e  c h a r a c t e r s  y o u  h a v e  to dea l  u~ th  b u t  
y o u  are  b e t t e r  a b l e  to u n c o v e r  t h e i r  rno t i t~s  a n d  
i n t e n t i o n s  i f  y o u  k e e p  a c o m m u n i c a t i o n s  l i n k  
o p e n  (emphasis added). 
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l u t e l l i g e n e e  

L e s s o n s  

• In te l l i ge~ce  i s  a s  v i ta l  to  t h e  s u c c e s s  o f  a 
p e a c e  o p e r a t i o n  a s  i t  i s  to  a n y  o ther  mi l i tary  
acttvi  W. 

• A l t h o u g h  n c m ~ n t m s i v e  m e a n s  o f  co l l e c t ing  
i n f o r m a t i o n  are  e s p e c i a l l y  u s e f u l  for p e a c e  
op e r a t ion s ,  h u m a n  in t~Ulgence  i s  u s u a l l y  t h e  key .  

E x a m p / e s  

It  h a s  t a k e n  t h e  U n i t e d  N a t i o n s  seve ra l  y e a r s  of  
ever  m o r e  i n t e n s e  i n v o l v e m e n t  in  c o m p l i c a t e d  
o p e r a t i o n s  be fo re  it h a s  qu ie t ly  a d m i t t e d  s o m e t h i n g  
t h a t  mi l i t a ry  peop le  h a v e  a l w a y s  k n o w n :  
in t e l l i gence  is t h e  key  to a n y  o p e r a t i o n ,  i n c l u d i n g  
t h o s e  d e s i g n e d  to s e c u r e  t h e  peace .  While  
" in fo rmat ion , "  is t h e  t e r m  of  choice ,  o p e r a t i o n s  in 
S o m a l i a  p r o v e d  t h a t ,  w h a t e v e r  it is cal led,  
i n t e l l i gence  h a s  a c r u c i a l  role  to p lay  a t  t h e  lower  
e n d  of  t h e  conf l ic t  s p e c t r u m  as  well a s  in  o t h e r  
p l aces .  A wide  r a n g e  of  in t e l l i gence  s y s t e m s  w a s  
e m p l o y e d  the re ,  m a n y  of  t h e m  for t h e  f i rs t  t ime .  
N igh t -v i s ion  devices ,  g r o u n d - s u r v e i l l a n c e  r a d a r s ,  
t ac t i ca l  a i r  r e c o n n a i s s a n c e ,  a n d  u n m a n n e d  aer ia l  
veh ic l e s  all p l a y e d  i m p o r t a n t  ro les  in p r o v i d i n g  
t ac t i ca l  i n t e l l i gence  a n d  e a r l y - w a r n i n g  i n f o r m a t i o n .  
The  m o s t  b a s i c  i n t e l l i gence  in a l o w - i n t e n s i t y  
conf l ic t  s c e n a r i o  is Inva r i ab ly  p r o v i d e d  by h u m a n s ,  
t he  b e s t  a n d  m o s t  i m p o r t a n t  HUMINT s o u r c e  
a lways  be ing  t h e  s o ld i e r  or  m a r i n e  in t h e  field. 
Pa t ro l  t a c t i c s  a n d  in t e l l i gence  r e q u i r e m e n t s  were  
a d j u s t e d  to a l low h i s  eyes  a n d  ea r s  to p rov ide  U.S. 
c o m m a n d e r s  w i t h  b e t t e r  " s i t u a t i o n  a w a r e n e s s . "  



OPERATIONAL LESSONS LEARNED 75  

The  m a j o r  p r o b l e m s  e n c o u n t e r e d  c a m e  in  two  
ca t ego r i e s .  T h e r e  is a l w a y s  a n  i s s u e  of  h o w  to p ipe  
in te l l igence  f rom n a t i o n a l  s o u r c e s  d o w n  to t h e  on-  
s c e n e  c o m m a n d e r - - b u t  t h i s  w a s  so  di f f icul t  in  a 
c o u n t r y  w i t h  no  f u n c t i o n i n g  t e l e p h o n e  s y s t e m  t h a t  
all t h e  l i nks  h a d  to be  p r o v i d e d  by  sa te l l i t e ,  To 
p rov ide  a focal  p o i n t  for d i s s e m i n a t i o n .  CENTCOM 
e s t a b l i s h e d  a n  In t e l l i gence  S u p p o r t  E l e m e n t  riSE) 
s t a f f ed  so le ly  by U.S. p e r s o n n e l .  Th e  ISE r ap id ly  
b e c a m e  t h e  s ing le  m o s t  i m p o r t a n t  p a r t  of  t h e  
in te l l igence  s u p p o r t  to  U N O S O M - - w h l c h  r a i s e d  t h e  
s e c o n d  p r o b l e m .  U.S. law e x p r e s s l y  fo rb ids  
d i s s e m i n a t i o n  t h r o u g h  a n y  in t e l l i gence  c h a n n e l  
over  w h i c h  t h e r e  is a n y t h i n g  o t h e r  t h a n  
exc lus ive  U.S. con t ro l .  In  a d d i t i o n ,  t h e r e  w a s  g r e a t  
c o n c e r n  t h a t  s e n s i t i v e  U.S. i n t e l l i gence  s o u r c e s  a n d  
m e t h o d s  m i g h t  be  c o m p r o m i s e d  in t h e  s e t t i n g  of  
m u l t i n a t i o n a l  o p e r a t i o n s .  For  b o t h  t h e s e  r e a s o n s ,  
g u i d e l i n e s  w e r e  d e v e l o p e d  a n d  a d h e r e d  to w h i c h  
l im i t ed  t h e  d i s s e m i n a t i o n  of  i n f o r m a t i o n  r e l a t i n g  to 
t a r g e t t i n g  a n d  o p e r a t i o n a l  s e c u r i t y  b u t  gene ra l l y  
p e r m i t t e d  t h e  flow of  t ime ly  in t e l l i gence  to t h e  
coa l i t ion .  U.S.  off icers  s e r v i n g  in  t h e  UNOSOM 
Force  C o m m a n d  S ta f f  n o r m a l l y  a c t e d  a s  t h e  
c o n d u i t  for i n f o r m a t i o n  d e v e l o p e d  by  t h e  ISE in 
s u p p o r t  of  s p e c i f i c  o p e r a t i o n s - - w i t h  MG 
M o n t g o m e r y  o f t en  m a k i n g  t h e  f inal  call  on  I ts  
d i s s e m i n a t i o n .  In  all c a s e s ,  h o w e v e r ,  LTG Bir a s  
t h e  Force  C o m m a n d e r  w a s  k e p t  ful ly a p p r i s e d  of  
t h e  c o m p l e t e  U.S.  i n t e l l i gence  p i c t u r e  a s  It a f f ec ted  
h i s  a r e a  of  o p e r a t i o n s .  

If t h e r e  is a p r e c e d e n t  for  t h e  f u t u r e  It is t h a t  
p e a c e  o p e r a t i o n s  p r e s e n t  a n e w  k i n d  of  
" i n f o r m a t i o n  war"  in  w h i c h  t h e  s ide  w i t h  t h e  b e s t  
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s i t u a t i o n  a w a r e n e s s  h a s  a g rea t  e d g e - - a n d  in a 
m u l t i n a t i o n a l  s e t t i ng  t he re  are,  by  defini t ion,  m a n y  
s ides .  While in te l l igence  h a s  t radi t ional ly,  t e n d e d  to 
focus  on the  enemy ,  the  def in i t ion  of  who  or w h a t  
the  e n e m y  is in a p e a c e  o p e r a t i o n  is no t  a l w a y s  
clear.  Clear ly  the  forces  of  M o h a m m e d  Aideed 
b e c a m e  the  m a i n  a d v e r s a r y  t h a t  the  U.S° h a d  to 
c o n t e n d  wi th  in Somal ia .  In f u t u r e  ope ra t i ons ,  
however ,  c o m m a n d e r s  ma y  w a n t  to gea r  the i r  
in te l l igence a n d  o t h e r  i n f o r ma t ion  col lec t ion  
s y s t e m s - - i n c l u d i n g  the  f ront - l ine  s o l d i e r - - t o  col lect  
as  well on  t h o s e  i n d i c a t o r s  s ignal l ing  the  d i rec t ion  
In wh ich  the  o p e r a t i o n  is head ing .  The  u s e  of  
CMOC to m o n i t o r  the  s t a t u s  of  food d i s t r i b u t i o n  in 
S o m a l i a  f rom all re l ief  agenc i e s  ls one  e x a m p l e  of  
the  c rea t ive  u s e  of  i n f o r m a t i o n  to bu i ld  b e t t e r  
s i t u a t i o n a l  a w a r e n e s s  t h r o u g h  the  u s e  of  
n o n t r a d i t i o n a l  m i s s i o n  ind ica to r s .  F u t u r e  
o p e r a t i o n s  m a y  s u g g e s t  o the r s .  

Support 
The u n p r e c e d e n t e d  n a t u r e  of  the  o p e r a t i o n s  in 
S o m a l i a  c r e a t e d  a n e w  r a n g e  of  p r o b l e m s  for the  
cri t ical  s u p p o r t  s e rv ices  t h a t  m u s t  w o r k  effectively 
if the  m i s s i o n  is to be  s u c c e s s f u l .  There  w a s  no 
t e l e p h o n e  serv ice  of  a n y  kind,  a nd  s u c h  logis t ical  
facil i t ies a s  the re  were  r e s e m b l e d  t h o s e  of  a w a r  
z o n e - - y e t  the  t r o o p s  h a d  to be  s u p p o r t e d ,  an  
i n f r a s t r u c t u r e  has t i ly  c o n s t r u c t e d ,  a n d  the  
A m e r i c a n  peop le  kep t  i n fo rmed  of w h a t  the i r  s o n s  
a n d  d a u g h t e r s  were  do ing  in th is  s ingu la r ly  
i n h o s p i t a b l e  c l imate .  Here  again ,  the  key  f ac to r  in 



OPERATIONAL LESSONS LEARNED 7 7  

a d a p t i n g  to t h e s e  ch a l l en g es  w a s  the  qua l i ty  of the  
jo in t  force serv ing  in Somal ia .  

C o m m u n i c a t i o n s  a n d  i n t e r o p e r a b i l i t y  

L e s s o n s  

• In a p e a c e  opera t ion ,  t h e  i n h e r e n t  d i f f icul t ies  
o f  c o m m a n d  a n d  contro l  d e m a n d  ef fect ive  
c o m m u n i c a t i o n s  a m o n g  t h e  s trateg ic ,  opera t iona l ,  
a n d  tac t i ca l  l eve ls .  

• D iver s e  coa l i t i on  forces  g e n e r a l l y  m e a n  w i l d l y  
di f ferent  COs'nmun|cations c a p a b l l i t i e s - - a  fac t  o f  l ife 
t h a t  d e m a n d s  e f f e c t i v e  c o m m u n i c a t i o n s  
m a n a g e m e n t .  

E x a m p I ~  

Ope ra t i on  Provide Relief  entered a n  e n v i r o n m e n t  In 
w h i c h  t he r e  were  few, if any ,  c o m m u n i c a t i o n s  
p a t h w a y s  b e t w e e n  the  s t r a t eg i c  a n d  lo rward-  
ope ra t i ng  base .  The  b a s e l i n e  c o m m u n i c a t i o n s  
capabi l i t ies  t h e y  b r o u g h t  wi th  t h e m  are  
s u m m a r i z e d  in f igure 6; s u c h  p a c k a g e s  m a y  well 
serve  as  m o d e l s  for the  fu tu re .  

Dur ing  b o t h  Restore Hope a n d  UNOSOM II, t he  
c o m m u n i c a t i o n s  s u p p o r t  p rovided  to U.S. forces  
was  genera l ly  s u p e r b ,  wi th  "connect iv i ty"  he lp ing  to 
ove rcome  s o m e  of t he  i n h e r e n t  diff icul t ies  of 
e n s u r i n g  t h a t  u n i t y  of effort., if no t  c o m m a n d ,  w a s  
be ing  exerc i sed .  Pa r t  of w h a t  m a d e  th i s  s y s t e m  
work  w a s  the  p r e s e n c e  of a l ia ison officer f rom the  
Defense  I n f o r m a t i o n  S y s t e m s  Agency  to UNITAF a t  
the  very s t a r t  of the  opera t ion ,  an  a r r a n g e m e n t  t h a t  
p e r m i t t e d  s o m e  f l e x i b i l i t y  In  a d j u s t i n g  
c o m m u n i c a t i o n s  p a c k a g e s  a n d  p a t h w a y s .  The  
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]~[GURE 6.  B ~ z ~ l l n e  ¢omnllLUiOadO~q 
r e q n h ' e m e n t . s  [ o r  h m a n l t ~ u ~ ' a n  

• DSN (GMF Suite) 
• Autodin (GMF Su i t e /Tac t i ca l  Comm Center) 
• In t ra -camp Telephone  Sys t em (tactical swi tchboard;  
phones ;  at  l eas t  2 STU-III's) 
• Facsimile  n lach lnes  (secure  and  nonsecure )  
• Secure  Tactical  Satel l i te  Radio (UHF TACSAT) 
• Long-Range UHF Radio (MRC-138 or equivalent) 
• Commercial  Satel l i te  Terminal  (INMARSAT) 
• S u ppo r t  Items: cables ,  genera to rs  
• Others:  h a n d h e l d  radios;  publ ic  add re s s  sys t ems ,  
copiers,  extra ba t ter ies ,  d isket tes ,  c o m p u t e r  pape r  

o p e r a t i o n  u t i l i z ed  b o t h  m i l i t a r y  a n d  c o m m e r c i a l  
s a t e l l i t e  l i n k a g e s ,  a l t h o u g h  t h e  a v a i l a b i l i t y  a n d  
e f f i c i ency  of  t h e  c o m m e r c i a l  INMARSAT t e l e p h o n e  
s e r v i c e  w e r e  o f f s e t  s o m e w h a t  b y  t h e  f a c t  t h a t  i t  c o s t  
$ 6  a m i n u t e .  A n o t h e r  p r o b l e m  w a s  t h a t  t h e  
p o p u l a r i t y  of  t h i s  s y s t e m  q u i c k l y  o u t r a n  i t s  
c a p a c i t y .  B e c a u s e  t h i s  a n d  o t h e r  c o m m u n i c a t i o n  
p a t h w a y s  b e c a m e  c r o w d e d ,  e v e n  a n  a u s t e r e  
s i g n a l l i n g  e n v i r o n m e n t  r a p i d l y  b e c a m e  c r o w d e d  
a n d  r e q u i r e d  i n c r e a s i n g  a t t e n t i o n  to t h e  "de-  
conf l i c t ion"  of  r a d i o  f r e q u e n c i e s  b e i n g  u s e d  b y  t h e  
m i l i t a r y  u n i t s  a n d  H R O ' s .  

The  s ize  o f  t h e  o p e r a t i n g  a r e a  a l s o  s t r e t c h e d  in-  
c o u n t r y  c o m m u n i c a t i o n s .  I n f a n t r y  u n i t s  c o m m o n l y  
o p e r a t e d  m o r e  t h a n  5 0  m i l e s  f r o m  t h e i r  
h e a d q u a r t e r s ,  w h i l e  t r a n s p o r t a t i o n  a n d  e n g i n e e r  
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u n i t s  were  of ten  h u n d r e d s  of mi les  f rom the i r  
bases .  E i the r  HF or TACSAT were  po ten t ia l  
a n s w e r s ,  b u t  b o t h  the  e q u i p m e n t  a n d  the  avai lable  
n e t  s t r u c t u r e s  were  l imited.  The  o p e r a t i o n s  
provided a n u m b e r  of o p p o r t u n i t i e s  to e x p e r i m e n t  
wi th  t ac t i ca l  sa te l l i te  a n t e n n a e s ,  especia l ly  t hose  
t h a t  cou ld  provide  c o n t i n u o u s  c o m m u n i c a t i o n s - -  
a n d  b e t t e r  force p r o t e c t i o n - - f o r  convoys  ope ra t i ng  
in r emote ,  h i g h - t h r e a t  a reas .  Soldiers  a t  all levels 
r e p e a t e d  the  expe r i ence  of Deser t  S t o r m  and  
b r o u g h t  t h e i r  p e r s o n a l  c o m p u t e r s  w i t h  
t h e m - - e s p e c i a l l y  t he  n e w e r  l ap top  vers ions ,  Field 
e x p e d i e n t s  f l ou r i shed  to p r o t ec t  t h e m  from blowing  
wind  a n d  s a n d - - i n c l u d i n g  the  t ap ing  of Ziplock 
baggies  a c r o s s  t he  open ing  to the  d i sk  drive in a 
way  t h a t  a l lowed a c c e s s  to t he  f loppy d i sk  b u t  
effectively s e a l e d  o u t  dus t .  

T h e  m o s t  s i g n i f i c a n t  p o t e n t i a l  f o r  
in te roperab i l i ty  p r o b l e m s  o c c u r r e d  b e t w e e n  U.S. 
forces  a n d  the  m u l t i n a t i o n a l  c o n t i n g e n t s .  Dur ing  
UNITAF, t h e s e  p r o b l e m s  were  m i n i m i z e d  by  two 
i m p o r t a n t  exped ien t s :  impos ing  c o m m u n i c a t i o n s  
m a n a g e m e n t  d isc ipl ine  over  t he  force as  a whole;  
a n d  a s s i g n i n g  fu l l - t ime l ia ison officers wi th  t ac t i ca l  
sa te l l i te  r ad ios  to e a c h  of t he  m u l t i n a t i o n a l  
c o n t i n g e n t s - - m u c h  as  h a d  b e e n  d o n e  d u r i n g  the  
Gul f  War.  Dur ing  UNOSOM II, however ,  a n d  wi th  
the  U.S. no  longer  in cha rge ,  t h o s e  p r a c t i c e s  were  
d i s c o n t i n u e d .  In s t ead ,  e a c h  t ac t i ca l  a r e a  of 
respons ib i l i ty  w a s  c o m m a n d e d  by one  of t he  
m u l t i n a t i o n a l  c o n t i n g e n t s ,  w h o s e  c o m a n d e r s  were  
r e spons ib l e  for e n s u r i n g  t h a t  all forces  u n d e r  t he i r  
ope ra t i ona l  con t ro l  h a d  compa t ib l e  c o m m u n i -  
c a t i ons  e q u i p m e n t .  B e c a u s e  a r e a  b o u n d a r i e s  
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rough ly  c o r r e s p o n d e d  to na t iona l  forces,  th i s  
s y s t e m  w o r k e d  r e a s o n a b l y  w e l l - - a s  long a s  each  
na t iona l  force s t u c k  to i ts  own  area .  C r o s s i n g  over  
the  " seams"  of  n a t i o n a l  cont ro l  c r e a t e d  severe  
i n t e r o p e r a b i l i t y  p r o b l e m s - - a  s i t u a t i o n  t h a t  
o c c u r r e d  w h e n e v e r  one  n a t i o n a l  c o n t i n g e n t  h a d  to 
c ro s s  over  an  a r e a  b o u n d a r y  to re inforce  ano the r .  

S o m e  of t h e s e  p r o b l e m s  h a d  b e e n  offse t  ear l ier  
by  the  o p e r a t i o n a l  c o m m u n i c a t i o n s  s t r u c t u r e  s e t  
up  an d  m a n n e d  by  UNITAF. Fol lowing the  Mar ine  
r e d e p l o y m e n t ,  a b a c k b o n e  c o m m u n i c a t i o n s  
capab i l i ty  f rom t h e  l l t h  Signal  Br igade  w a s  
m a i n t a i n e d  in each  of  the  a r e a s  of  o p e r a t i o n  unt i l  
a U.N. s t r u c t u r e  w a s  e s t a b l i s h e d  in D e c e m b e r  
1 9 9 3 .  H o w e v e r ,  o t h e r  c o m m u n i c a t i o n s  
r e spons ib i l i t i e s  were  effect ively t u r n e d  over  to the  
s ignal  b a t t a l i o n  of  the  Army ' s  10th  M o u n t a i n  
Division. There  is, u n f o r t u n a t e l y ,  no way  t h a t  a 
division-level  s igna l  b a t t a l i o n  cou ld  be  p r e p a r e d  to 
a s s u m e  w h a t  a m o u n t e d  to a s t r a t e g i c  
c o m m u n i c a t i o n s  mi s s ion ,  e spec ia l ly  one  in wh ich  
so  m a n y  di f ferent  c o m m u n i c a t i o n s  s y s t e m s  were  
be ing  u s e d ,  

The in te rna l  i n t e rope rab i l i t y  p r o b l e m s  affec t ing 
af fec ted  U.S. fo rces  did no t  involve a ny  G r e n a d a -  
like o p e ra t i o n a l  f iascoes :  however ,  the  o n e s  t h a t  did 
o c c u r  u n d e r l i n e  the  c o n t i n u i n g  p r o b l e m  of a l igning 
e q u i p m e n t ,  p r o c e d u r e s ,  a n d  s t a n d a r d s  in the  j o in t  
e n v i r o n m e n t .  D u r i n g  Restore Hope, it w a s  
d i scove red  t h a t  UNITAF, a s  a M a r i n e - c e n t e r e d  
h e a d q u a r t e r s ,  u s e d  an  o b s c u r e  w o r d - p r o c e s s i n g  
so f twa re  cal led E n a b l e  OA, whi le  CENTCOM, like 
m o s t  o t h e r  mi l i ta ry  u s e r s ,  p re fe r red  Wordper fec t .  A 
s imi l a r  diff icul ty p l a g u e d  the i r  e x c h a n g e s  of  e-mail .  
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U.S. ArTny UH-60  B l a c k h ~  h d ~ o p t e r  l a n d s  ~ t h e  
Bele t  U m  ~ s t r t p ,  d r o p p i n g  o f f  so ld iers  f l o r a  2 n d  
Brig(Me, I Oth M o u n t a i n  D t v ~ t o n ,  Fort  D r ~  1VE m 
sei~e t h e  airs tr ip  as  p ~  o f  a c o m b t n ~  U.S. a n d  
C ~ o d ~  as sa t J_ [ t  ~ F t n g  O p ~ a t t o n  Restore Hope. 

~-fis s i t u a t i o n  c o m p l i c a t e d ,  a l t h o u g h  it did n o t  
p r e v e n t ,  file t r a n s f e r s  b e t w e e n  t h e  two  
h e a d q u a r t e r s :  h o w e v e r ,  it i l l u s t r a t e s  t h e  g r o w i n g  
i m p o r t a n c e  of "'officeware" in m i l i t a r y  o p e r a t i o n s  
a n d  t h e  p r o b l e m s  r e s u l t i n g  f rom m i s m a t c h e s .  In  
t h e  t a c t i c a l  a r e n a ,  it w a s  a l so  d i s c o v e r e d  t h a t  t h e  
a i r - t a s k i n g  o r d e r  f o r m a t s  dif fered b e t w e e n  t h e  e a s t  
a n d  w e s t  c o a s t  s h i p s  of t h e  M a r i n e  A m p h i b i o u s  
Ready  G r o u p s - - a n d  t h a t  t h e  s a m e  ~ m y  a n d  
M a r i n e  s i n g l e - c h a n n e l  t a c t i c a l  r a d i o s  h a d  a c q u i r e d  
c o m p a t i b i l i t y  p r o b l e m s  c a u s e d  by di f fer ing 
u p g r a d e s .  M o s t  s e r i o u s l y ,  for t h e  f i r s t  3 w e e k s  t h e  
Navy w a s  of fshore ,  | h e  Army  h o s p i t a l  in  M o g a d i s h u  
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c o u l d  n o t  t a l k  to t h e  s h i p s ,  n o r  w e r e  A r m y  
MEDEVAC h e l i c o p t e r  p i lo t s  c l e a r e d  to l a n d  on  
t h e m .  

All t h e s e  a n d  m a n y  o t h e r  d i f f i cu l t i e s  were  
o v e r c o m e  by c a p a b l e ,  p r o b l e m - s o l v i n g  people ,  The  
m o r e  d i f f icu l t  a n d  m u c h  l o n g e r  t e r m  i s s u e  is t h e  
" s tovep ip ing"  of  d i f f e r e n t  d a t a  s y s t e m s .  D u r i n g  
Restore Hope t h e r e  w e r e  a t  l e a s t  10 d i f f e r e n t  d a t a  
s y s t e m s ,  m o s t  b u i l t  a r o u n d  t h e  r e q u i r e m e n t s  o f  a 
s ing l e  s e rv i ce  b u t  h a n d l i n g  a h o s t  o f  c o m m o n  
f u n c t i o n s :  i n t e l l i gence ,  p e r s o n n e l ,  log i s t i c s ,  f i n a n c e ,  
etc.  E a c h  s y s t e m  b r o u g h t  i t s  o w n  log i s t i ca l  "tail" 
a n d  r e q u i r e d  i t s  o w n  l a n e  on  t h e  ve ry  n a r r o w  
i n f o r m a t i o n  h i g h w a y  a v a i l a b l e  to d e p l o y e d  forces .  
Th i s  is no t  a s i t u a t i o n  t h a t  m a k e s  s e n s e  f r o m  
e i t h e r  a l og i s t i ca l  or  o p e r a t i o n a l  p e r s p e c t i v e ,  O n e  
a f t e r  a c t i o n  r e p o r t  s u m m a r i z e d  t h e  p r o b l e m :  

Time spen t  t rying to learn and  engineer  j u s t  the 
{comparatively) few sys t ems  we were assoc ia ted  
with dur ing  Restore Hope could have been be t te r  
spen t  providing h igher  quality, overall service. 
Money spen t  on these  circuits  could have gone a 
long way to resolving our  tnteroperabt l i ty  
problems. 

IIn4~ountry Logistics 
L e s s o n  

We h a v e  t h e  t )nes t  theate~r-level c o m b a t  serv ice  
s u p p o r t  o r g a n i z a t i o n  in  t h e  wor l& it  wi l l  b e  e i ther  
s o u g h t  a ~ e r  or m o d e l l e d  i n  a n y  f u t u r e  p e a c e  
opera t ion .  
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Exam/~les 
The " lessons  l ea rned"  f rom the  p e r f o r m a n c e  of t he  
c o m b a t  serv ice  s u p p o r t  s t r u c t u r e  in S o m a l i a  do no t  
so m u c h  s u g g e s t  t he  n e e d  for specif ic  c o r r e c t i o n s  
as  m u c h  as  t h e y  u n d e r l i n e  t he  I m p o r t a n c e  of t he  
U.S. c o n t r i b u t i o n  to t he  s u c c e s s  of th is  or a n y  
f u t u r e  peace  opera t ion .  W h a t  is c lea r  espec ia l ly  
from the  r eco rd  of o u r  s u p p o r t  to UNOSOM II is 
t h a t  the  m a n a g e m e n t  of thea te r - l eve l  c o m b a t  
service  s u p p o r t  in a n  a u s t e r e  e n v i r o n m e n t  is 
s o m e t h i n g  in w h i c h  we excel.  The  ba s i c  c o n c e p t  for 
UNOSOM w a s  t h a t  s u p p o r t  f u n c t i o n s  w o u l d  be 
o rgan ized  a r o u n d  the  U.N. Logist ics  S u p p o r t  
C o m m a n d  (UNLSC}--a s t r u c t u r e  t h a t  c losely  a n d  
de l ibe ra te ly  r e s e m b l e d  a n  Army  Corps  S u p p o r t  
Group.  

This  c o m m a n d  w a s  a u g m e n t e d  by U.S. logist ics  
p e r s o n n e l  as  well as  t a s k - o r g a n i z e d  u n i t s  f rom the  
s m a l l e r  na t i ona l  c o n t i n g e n t s .  A l though  the  t e r m s  of 
r e f e rence  for e a c h  m e m b e r  of the  m u l t i n a t i o n a l  
c o n t i n g e n t  speci f ied  t he  types  of s u p p o r t  t h e y  
would  give a n d  receive,  t he  g en e r a l  ru le  w a s  t h a t  
the  UNLSC wou ld  provide  c o m m o n  u s e r  i t e m s  
(such  as  fuel  a n d  water )  whi le  the  n a t l o n a l  
c o n t i n g e n t s  supp l i ed  the i r  own  specif ic  n e e d s  
( a m m u n i t i o n  a n d  m a i n t e n a n c e ) .  In p rac t i ce ,  
however ,  the  wide v a r i a t i o n s  in t he  e q u i p m e n t  
b r o u g h t  by the  n a t i o n a l  c o n t i n g e n t s  m e a n t  t h a t  
t he r e  w a s  a c o n s t a n t  c o m p e t i t i o n  for r e s o u r c e s .  
wi th  the  Uni ted  S t a t e s  of ten  m a k i n g  up  the  
di f ference.  As the  ope ra t i on  p r o g r e s s e d  into m o r e  
i n t e n s e  c o m b a t ,  a n d  wi th  c o r r e s p o n d i n g l y  g r e a t e r  
logist ical  d e m a n d s ,  the  p r e s u m p t i o n  of self- 
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suf f ic iency  b roke  down  m o r e  a n d  more .  A l though  
s u c h  respons ib i l i t i es  h a d  neve r  b e e n  in t ended ,  th i s  
smal l  logist ical  force even tua l l y  provided  bo th  
genera l  s u p p o r t  a n d  d i rec t  s u p p o r t  to a large 
por t ion  of the  coali t ion,  The r e s u l t i n g  d e m a n d s  on 
b o t h  the  U.N. logist ics  s t r u c t u r e  a n d  its A m e r i c a n  
u n d e r p i n n i n g s  were  i n t e n s e - - a n d  a c c o m p l i s h e d  
only by the  e x t r a o r d i n a r y  efforts  of U.8° logistical  
pe r sonne l .  As b o t h  h i s to ry  a n d  p r eced en t ,  t he re  is 
little q u e s t i o n  t h a t  t he  logist ical  abil i ty the  U.S. 
d i sp layed  in S o m a l i a  will e i the r  be r e q u e s t e d  or 
copied in all f u t u r e  peace  opera t ions .  

M e d i c a l  

L e s s o n  

In p e a c e  o p e r a t i o n s ,  e s p e c i a l l y  m u l t i n a t i o n a l  o n e s ,  
it  i s  e s s e n t i a l  t h a t  m e d i c a l  s u p p o r t  p e r s o n n e l  comae 
prepared  to  d e a l  w i t h  s o m e  o f  t h e  world's  m o s t  
d e a d l y  a n d  e x o t i c  d i s e a s e s .  

~amp!es 
The Uni ted  S t a t e s  h a s  h a d  s ign i f i can t  expe r i ence  in 
coping wi th  the  c h a l l e n g e s  of med ica l  ca re  in 
a u s t e r e  e n v i r o n m e n t s .  W h a t  m a d e  Somal i a  u n i q u e  
was  t h a t  t he re  were  l i teral ly no h o s t  c o u n t r y  
hosp i ta l  facil i t ies to a u g m e n t  t hose  t h a t  the  Uni ted  
S t a t e s  w a s  p r e p a r e d  to br ing.  One  l e s son  f rom t h a t  
exper i ence  is t h a t  it will be  use fu l  in the  f u t u r e  to 
t r ack  med ica l  facil i t ies t h ea t e r w i d e ,  as  well as  
coun t rywide .  As a n  example ,  it b e c a m e  n e c e s s a r y  
to a r r a n g e  for the  e v a c u a t i o n  of U,S. p e r s o n n e l  to 
ne ighbor ing  Kenya  a n d  the i r  t r e a t m e n t  there .  
A n o t h e r  point  is t h a t  med ica l  in te l l igence  is c ruc ia l  
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in he lp ing  p r e v e n t  e x p o s u r e  to i n d i g e n o u s  d i seases .  
In Somal ia ,  e a r t h m o v i n g  e q u i p m e n t  b r o u g h t  In to 
r epa i r  r o a d s  a n d  o t h e r  facil i t ies r e l e a s e d  
t u b e r c u l o s i s  s p o r e s  long d o r m a n t  in t he  soil, An 
add i t iona l  p r ob l em  to be faced  w a s  t h a t  t he  full 
r a n g e  of exper t i se  in t ropica l  m e d i c i n e  w a s  
requi red ,  to he lp  t r e a t  the  med ica l  p r o b l e m s  not  
only of the  i n d i g e n o u s  p o p u l a t i o n  b u t  t h o s e  of t he  
m u l t i n a t i o n a l  c o n t i n g e n t s  as  well. A l t h o u g h  the  
Uni ted  S t a t e s  m a y  n o t  be di rect ly  r e spons ib l e  for 
t h e s e  pe r sonne l ,  it is p robab ly  inevi table  t h a t  we 
will be expec ted  to give s o m e  form of med i ca l  
s u p p o r t  to f u t u r e  coal i t ion  p a r t n e r s .  

~ [ e d i a  
L e s s o n  
An effective publ i c  info ,  uJation program is  crJUcal 
to t h e  s u c c e s s  o f  a n y  operat ion,  e spec /a l ly  t h o s e  
involving p e a c e m a k i n g  or peacekeeping .  

Nlcamplea 

The l e s sons  l e a r n e d  f rom S o m a l i a  a b o u t  mi l i t a ry  
r e l a t ions  wi th  the  m e d i a  s u g g e s t  the  i m p o r t a n c e  of 
two th ings:  

• First ,  t h e r e  m u s t  be a n  eff icient  m e a n s  of 
dea l ing  wi th  visi tors ,  i nc lud ing  no t  only t he  m e d i a  
b u t  c o n g r e s s i o n a l  l e ad e r s  a n d  o t h e r  pub l ic  f igures.  
The h o r r o r  of t he  su f fe r ing  In S o m a l i a  a s  well as  
the  role of A m e r i c a n  forces  in a n  en t i re ly  n e w  
ope ra t i ona l  s e t t i ng  were  b o u n d  to a t t r a c t  s u c h  
a t t e n t i o n - - a n d  did so cons i s t en t ly .  Most  pub l ic  
affairs  o p e r a t i o n s  in t he  mi l i t a ry  a re  well e q u i p p e d  
to h a n d l e  s u c h  du t ies ,  b u t  p l a n n i n g  for t he i r  
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e m p l o y m e n t  in  p e a c e  o p e r a t i o n s  s h o u l d  n o t  b e  lef t  
to c h a n c e .  In  fac t ,  a g o o d  r u l e  m a y  b e  to  h a v e  t h e  
p u b l i c  a f f a i r s  t e a m  o n  t h e  f i r s t  p l a n e  in  c o u n t r y .  

* The  s e c o n d  p o i n t  is  t h e  i m p o r t a n c e  of  
i n f o r m a t i o n .  If t h e  m i s s i o n  h a s  b e e n  wel l  a n a l y z e d ,  
t h e  c o r r e c t  m i l e s t o n e s  c h o s e n ,  a n d  t h e  m e a n s  o f  
c o l l e c t i n g  t i le a p p r o p r i a t e  I n d i c a t o r s  d e t e r m i n e d ,  
t h e  l e a d e r s h i p  will  h a v e  a n  e f fec t ive  d e g r e e  of  
s i t u a t i o n  a w a r e n e s s .  T h e  c o m m a n d e r ' s  ab i l i t y  to  
c o m m u n i c a t e  t h a t  s i t u a t i o n a l  a w a r e n e s s  to  t h e  
m e d i a  (as wel l  a s  t h e  c h a i n  of  c o m m a n d )  is  a r ea l  
t e s t  o f  l e a d e r s h i p .  H o w  wel l  t h e  p u b l i c  i n f o r m a t i o n  
of f icer  d e f i n e s  t h a t  s i t u a t i o n  in  e v e r y  p u b l i c  
c o m m e n t ,  TV a p p e a r a n c e ,  o r  n e w s p a p e r  i n t e r v i e w  
will s i m i l a r l y  h e l p  to  d e t e r m i n e  h o w  t h e  m i s s i o n  is 
p e r c e i v e d  a t  t h e  t a c t i c a l ,  o p e r a t i o n a l ,  a n d  s t r a t e g i c  
leve ls .  The  u n c o m f o r t a b l e  g l a r e  of  t h e  m e d i a  
s p o t l i g h t  is a n e c e s s a r y  p a r t  o f  t h e  c o n s e n s u s -  
b u i l d i n g  p r o c e s s  w h i c h ,  a s  MG M o n t g o m e r y  
p o i n t e d  ou t ,  is  a n  i n t r i n s i c  p a r t  o f  c o m b i n e d  
o p e r a t i o n s  in a n y  m u l t i n a t i o n a l  s e t t i n g .  As  u s u a l ,  
t h i s  w a s  a l e s s o n  l e a r n e d  t h e  h a r d  w a y :  

U.S. forces in UNOSOM II had  no pub l i c  affairs 
organization. And one of the  major  l e s sons  
l ea rned  is t ha t  any  U.S. force which  is pa r t  of a 
U.N. operat ion m u s t  have  a first c lass  publ ic  
affairs secUon in the  future° After 3 October  I 
was  s e n t  a 3 0 - m a n  J o i n t  InformaUon B u r e a u - -  
and  qual i ty  of coverage improved enormous ly  
thereafter .  

The  r e s p o n s i b i l i t y  of  s h a r i n g  s i t u a t i o n a l  
a w a r e n e s s  w i t h  t h e  m e d i a  is  a b a s i c  a n d  m o s t  
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i m p o r t a n t  f u n c t i o n  in a n  age w h e r e  i n f o r m a t i o n  
especia l ly  af fec ts  t h o s e  mi l i t a ry  act ivi t ies  ca r r i ed  
ou t  wi th  the  c o n c u r r e n c e  of t he  i n t e r n a t i o n a l  
c o m m u n i t y .  In o u r  s y s t e m ,  however ,  t h e  m e d i a  
spot l igh t  se rves  the  add i t iona l  p u r p o s e  of publ ic  
a c c o u n t a b i l i t y  a n d  h i g h l i g h t s  o u r  s p e c i a l  
respons ib i l i t i es  w h e n e v e r  we p u t  t he  lives of 
A m e r i c a n  t roops  a t  r i s k - - s o m e t h i n g  t h a t  is a n  
inevi table  p a r t  of a n y  peace  opera t ion .  



I I I .  C O N C L U S I O N S  

The difference between genius and stupidity is that 
genius has limits. 

Anonymous 

1 ~ e  bas i c  cha l l enge  c o n f r o n t i n g  t h o s e  who  c o m m i t  
U.S. forces  to peace  o p e r a t i o n s  is k n o w i n g  h o w  to 
get  t h e m  in effectively w h e n  the  s i t u a t i o n  
w a r r a n t s - - a n d  h o w  to get  t h e m  o u t  once  the i r  
m i s s i on  h a s  b e e n  a c c o m p l i s h e d .  While recogniz ing  
the  i m p o r t a n c e  of "pe r seve rance"  in o p e r a t i o n s  
o t h e r  t h a n  war ,  the  rea l  t e s t  of th is  pr inciple  is to 
e n s u r e  t h a t  the  Uni ted  S t a t e s  r e m a i n s  able to 
pro jec t  its power  w h e n  n e e d e d - - a n d  avoids  
indef in i te  c o m m i t m e n t s  a t  the  e x p e n s e  of i ts o t h e r  
respons ib i l i t i es  wor ldwide .  By itself, o u r  o p e r a t i o n s  
in S oma l i a  did no t  s e r ious ly  In te r fe re  wi th  t h o s e  
reponsibi l i t les ,  b u t  t he  r eco rd  of o u r  i n t e r v e n t i o n  
into  t h a t  m o s t  u n f o r t u n a t e  c o u n t r y  t e a c h e s  u s  t h a t  
t he r e  m u s t  be  l imi ts  to the  c o m m i t m e n t  of 
A m e r i c a n  mi l i t a ry  power .  T h a t  expe r i ence  a lso  
s u g g e s t s  the  ex i s t ence  of c e r t a i n  "bright  l ines" In 
peace  o p e r a t i o n s  i nd i ca t i ng  w h e n  t h o s e  l imits  a re  
be ing  r e a c h e d .  One o f  t hem invoILw_s the  use  o f  
military forces  in nation-building, a mission for  
u~ ich  our forces  should  not be primarily 
responsible. While mi l i t a ry  power  m a y  well s e t  t he  
s t age  for s u c h  ac t ion ,  t he  rea l  r espons ib i l i ty  for 

89 
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na t i on - bu i l d i n g  m u s t  be ca r r i ed  o u t  by  the  civillan 
agenc ies  of the  g o v e r n m e n t  b e t t e r  able  to specia l ize  
in s u c h  long- t e rm h u m a n t l a r i a n  efforts,  A n o t h e r  
"bright  line" is a n y  ac t ion  in a peace  ope ra t ion  t h a t  
effectively t a k e s  s ides  b e t w e e n  fac t ions  engaged  in 
i n t e rna l  civil s t r i f e - - c l ea r ly  as  m u c h  of a p rob lem 
for U.S. t roops  in Somal i  as  it was  for an  ear l ie r  
g e n e r a t i o n  of A m e r i c a n  so ld iers  in the  D o m i n i c a n  
Republ ic  a n d  Lebanon .  S u c h  ac t ions  ce r t a in ly  
inc lude  coercive d i s a r m a m e n t  of a popu lace ,  an  ac t  
t h a t  is qua l i ta t ive ly  d i f ferent  f rom s imply  
cont ro l l ing  or conf i sca t ing  the  a r m s  w h i c h  m a y  
overt ly  t h r e a t e n  the  p e a c e k e e p i n g  force. The  
reason :  In soc ie t ies  w h e r e  p e a c e k e e p i n g  m a y  be 
needed ,  t he  d i s t r i bu t ion  of a r m s  ref lec ts  i n t e r n a l  
power  s t r u c t u r e s  (political, cu l tu ra l ,  e t h n i c  or even 
tribal) t h a t  c a n  be expec ted  to f ight  to m a i n t a i n  
the i r  posi t ion.  I f  the  d i sarmament  o f  the population 
becomes an objective, then there should  be no 
mis taking the  fac t  that  the  troops given this 
mission have been commi t t ed  to combat.  

The u n c e r t a i n t i e s  s u r r o u n d i n g  the  Soma l i a  
ope ra t i ons  also u n d e r l i n e  the  i m p o r t a n c e  of 
u n d e r s t a n d i n g  the  s t r e n g t h s  a n d  l imi ta t ions  of the  
Uni ted  Nat ions  a n d  o t h e r  i n t e r n a t i o n a l  in s t i tu t ions .  
In the  ca se  of the  Uni ted  Nat ions ,  th is  m e a n s  
e n s u r i n g  t h a t  i ts m a n d a t e s  a re  p rec i se  a n d  fully 
ref lect  a c l ea r  u n d e r s t a n d i n g  of a given s i t u a t i o n  
a n d  its mi l i t a ry  impl ica t ions .  The  i m p o r t a n c e  of 
th is  pr inciple  c a n n o t  be u n d e r s t a t e d ;  the  Soma l i a  
exper i ence  s h o w s  j u s t  how di rec t ly  the  c h a n g i n g  
m a n d a t e s  of the  Uni ted  Nat ions  s h a p e d  the  
d i f ferent  m i s s i o n s  of the  mi l i t a ry  forces  s e n t  the re .  
F u t u r e  A m e r i c a n  p o l i c y m a k e r s  fami l ia r  wi th  th is  
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r eco rd  will h a v e  s t r o n g  Incen t ives  to e n s u r e  t h a t  
c h a n g e s  in a n y  f u t u r e  U.N. m a n d a t e  a re  fully 
r econc i l ed  wi th  t he  specif ic  mi l i t a ry  capabi l i t i es  
r equ i r ed  to e x e c u t e  t h e m .  T h a t  expe r i ence  s u g g e s t s  
as  well why  the  P res iden t i a l  Direct ive of May 1994 
s t a t e d  t h a t  U.N. c o m m a n d  wou ld  no t  be the  tool of 
choice  in f u t u r e  p e a c e  e n f o r c e m e n t  ope ra t ions .  "Fne 
la rger  po in t  he re ,  however ,  is no t  w h e t h e r  U.S. 
so ld iers  s h o u l d  serve  u n d e r  U.N, control :  No 
soldiers o f  any  nationality should  be expected to 
serve under the  U.N. c o m m a n d  s tructure  in any  
combat  sett ing until  the reforms called for  by the  
President in PDD-25 have been pu t  in place° At a 
m i n u m u m ,  s u c h  r e f o r m s  m u s t  ach ieve  m o r e  
effective m e a n s  t h a n  t hose  d e m o n s t r a t e d  In 
Soma l i a  for c o m m a n d i n g ,  control l ing,  coord ina t ing ,  
a n d  c o m m u n i c a t i n g  wi th  m u l t i n a t i o n a l  forces  
c o m m i t t e d  to p e a c e  ope ra t ions .  

These  l imi t a t ions  s h o u l d  no t  b l ind  us ,  however ,  
to t he  g r ea t  s t r e n g t h s  w h i c h  U.N. agenc i e s  a n d  
h u m a n i t a r i a n  rel ief  o rgan i za t i ons  b r ing  to the  
i n t e r n a t i o n a l  a r ena .  S o m e  of t he  m o s t  va luab le  
c o n t r i b u t i o n s  by  U.S. a n d  coal i t ion  t roops  in 
S oma l i a  were  digging the  wells,  g r ad ing  the  roads ,  
a n d  work ing  s ide  by  s ide wi th  m a n y  of t h e  agenc i e s  
l is ted in a p p e n d i x  B, agenc i e s  t h a t  a re  t he  real  
p e a c e k e e p e r s  a n d  p e a c e b u i l d e r s .  Bu t  we s h o u l d  
u n d e r s t a n d  t h a t  t he i r  pe r spec t ives  ref lec t  
p e r m a n e n t  c o m m i t m e n t s ,  w h i l e  m i l i t a r y  
pe r spec t ives  a re  n e c e s s a r i l y  sho r t e r .  Even  m o r e  
i m p o r t a n t  is t he  r ecogn i t ion  t h a t  t he  ca re fu l  
In t eg ra t ion  of d ip lomat i c  a n d  mi l i t a ry  act iv i t ies  wi th  
h u m a n i t a r i a n  ac t i o n s  n o t  only  c o n t r i b u t e s  to the  
overall  s u c c e s s  of the  m i s s i o n  b u t  a lso  r e d u c e s  t he  
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poten t i a l  for ca sua l t i e s .  
The  n e e d  to w o r k  effectively wi th  coal i t ion  

p a r t n e r s  also h igh l igh t s  the  diff iculty of exerc i s ing  
un i ty  of c o m m a n d  in a n y t h i n g  like the  c lass ic  
sense .  Uni ty  of effort, or  a t  l ea s t  u n i t y  of pu rpose ,  
is a m o r e  rea l i s t ic  goal  in coal i t ion o p e r a t i o n s - - a s  
it h a s  b e e n  s ince  the  P e l o p o n n e s i a n  Wars.  
However,  t he r e  is no r e a s o n  w h y  we s h o u l d  se t t le  
for a n y t h i n g  less  t h a n  u n i t y  of c o m m a n d  over  the  
A m e r i c a n  forces  t h a t  m a y  be c o m m i t t e d  to p e a c e  
ope r a t i ons  or, for t h a t  m a t t e r ,  a n y  o t h e r  j o in t  
opera t ion .  The t h r ee  c h a i n s  of c o m m a n d  r u n n i n g  
d u r i n g  UNOSOM II u n d e r l i n e  the  i m p o r t a n c e  of a 
l e s son  t h a t  s h o u l d  be a d a p t e d  f rom M u r p h y ' s  Laws 
of Combat :  I f  it takes  more than 10 seconds to 
explain the c o m m a n d  arrangements,  they probably 
won't work. 

The way  in w h i c h  c o m m a n d  w a s  s t r u c t u r e d  by 
the  U.S. forces  s e n t  to S o m a l i a  also dese rves  s o m e  
carefu l  a t t e n t i o n  in the  f u t u r e  b e c a u s e  of t he  
p e r s i s t e n t  p r o b l e m s  in o rgan iz ing  jo in t  t a s k  forces.  
While t he r e  is lively d e b a t e  a b o u t  w h e t h e r  the  
uni f ied  c o m m a n d s  s h o u l d  organize  " s t and ing  jo in t  
t a sk  forces," t he r e  s h o u l d  now be little d o u b t  t h a t  
the  o rgan iza t ion  of the  h e a d q u a r t e r s  for t hose  t a s k  
forces  is an  i s sue  t h a t  s h o u l d  no longer  be left to 
l a s t - m i n u t e  a r r a n g e m e n t s .  More specif ical ly,  it 
he lps  i[ a n y  jo in t  h e a d q u a r t e r s  is bui l t  a r o u n d  a 
n u c l e u s  of people  a l r e ad y  a c c u s t o m e d  to work ing  
toge ther ,  a n d  it he lps  even m o r e  if t h a t  n u c l e u s  
ref lec ts  solid exper t i se  in jo in t  a n d  c o m b i n e d  
opera t ions .  The re  s h o u l d  be no q u e s t i o n  t h a t  
developing a n d  b r o a d e n i n g  th i s  exper t i se  is a 
f u n d a m e n t a l  r e q u i r e m e n t  for t he  A m e r i c a n  mi l i t a ry  
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e s t a b l i s h m e n t .  Dur ing  UNOSOM II, for example ,  
U.S. forces  were  also en g ag ed  in 12 other major 
operations r equ i r ing  the  f o r m a t i o n  of Joint  t a s k  
f o r c e s - - o p e r a t i o n s  r a n g i n g  f rom pat ro l l ing  no-fly 
zones  over  I raq to provid ing  flood rel ief  in t he  
A m e r i c a n  Midwest .  Fa r  f rom be ing  u n u s u a l  or  
e x t r a o r d i n a r y  events ,  it s h o u l d  be  recogn ized  t h a t  
the  f o r m a t i o n  o f j o l n t  t a s k  forces  h a s  now b e c o m e  
" b u s i n e s s  as  usua l "  for the  Armed  Forces  of the  
Uni ted  S ta tes .  

A n o t h e r  bas i c  ins igh t  coming  o u t  of the  Soma l i a  
expe r i ence  is t h a t  the  n e w  e m p h a s i s  on p e a c e  
ope r a t i ons  h a s  n o t  r e s c i n d e d  the  f u n d a m e n t a l s  of 
mi l i t a ry  ope ra t ions .  As a lways  t hose  m i s s i o n s  m u s t  
beg in  wi th  a s t r a t e g y  t h a t  f o c u s e s  on  l o n g - t e r m  
in te res t s .  The  l ack  of a c o n s i s t e n t  "big p ic ture"  
focus  w a s  c lear ly  one  of the  t h ings  t h a t  c o m p l i c a t e d  
the  t r a n s i t i o n s  b e t w e e n  the  v a r i o u s  p h a s e s  of t he  
o p e r a t i o n - - t h e  re la t ive  s u c c e s s  of UNITAF m a k i n g  
the  t a s k  of UNOSOM II m o r e  difficult.  Equa l ly  
f u n d a m e n t a l  mi l i t a ry  t a s k s  a re  t h o s e  t h a t  m u s t  be 
developed  f rom a c lear  s t ra tegy :  m i s s i o n  a n a l y s i s  
a n d  ope r a t i ons  p l ans  l ead ing  to c lear ly  def ined  
object ives.  While t h o s e  t a s k s  were  ce r t a in ly  
u n d e r t a k e n  in Somal ia ,  the  r eco rd  of w h a t  we did 
the re  also c o n t a i n s  a c l ea r  w a r n i n g  for t he  fu tu re :  
B e tmr e  o f  the  temptat ion to do too muc t z  

Giving in to t h a t  t e m p t a t i o n  is a n  o c c u p a t i o n a l  
h a z a r d  in an  i n s t i t u t i o n  bu i l t  a r o u n d  c a n - d o  
a t t i t u d e s  a n d  the  e x p e c t a t i o n  of s u c c e s s .  All t he  
m o r e  r ea son ,  t hen ,  to i n s u r e  t h a t  the  a n a l y s i s  of 
any  peace  ope ra t i on  i n c l u d e s  the  se lec t ion  of t h o s e  
ind ica to r s  t h a t  c a n  b e s t  m e a s u r e  m i s s i o n  
a c c o m p l i s h m e n t .  W h a t  s igns,  for  example ,  wou ld  
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s h o w  if the  levels of  v io lence  were  i n c r e a s i n g  or 
d e c r e a s i n g ?  How s h o u l d  t h e s e  t h ings  be m e a s u r e d  
a n d  by w h a t  p a r t  of the  c o m m a n d ?  S u c h  a n  
u n c o n v e n t i o n a l  a p p r o a c h  to m i s s i o n  ana ly s i s  m a y  
also help  to focus  on s o m e t h i n g  c lear ly  mi s s ing  in 
S o m a l i a - - e m p h a s i z i n g  s ingle  o p e r a t i ons  r a t h e r  
t h a n  focus s ing  on tile c o n t i n u i t y  of the  mi s s ion  as  
a whole  f rom the  overr id ing  pe r spec t ive  of U.S. 
in te res t s .  It is th is  pe r spec t ive  t h a t  s h o u l d  gu ide  
the  d e t e r m i n a t i o n  of e n t r y  a n d  exit  s t ra teg ies ,  as  
well as  fix o u r  pos i t ion  a t  a n y  m o m e n t  on the  l ine 
b e t w e e n  t h e m .  

Three  o the r  i s s u e s  a r i se  f rom the  S o m a l i a  
expe r i ence  t h a t  m a y  have  equa l ly  l as t ing  
s igni f icance  b e c a u s e  they  s h o w  h o w  U.S. mi l i t a ry  
power  is a d j u s t i n g  to the  rea l i t ies  of the  pos t -Cold  
War  world: 

• In d e p l o y m e n t  p a t t e r n s ,  for example ,  we 
have  long excel led a t  quickly  moving  large n u m b e r s  
o f  f o r c e s ,  s u p p l i e s ,  a n d  e q u i p m e n t  
o v e r s e a s - - p r e c i s e l y  as  we wou ld  have  done  in the  
event  of  a NATO r e i n f o r c e m e n t .  In p e a c e  
opera t ions ,  especia l ly  t h o s e  w h e r e  the  m a j o r  
f unc t i on  is d i s a s t e r  re l ief  or  h u m a n i t a r i a n  aid, we 
will ce r t a in ly  n e e d  to be able to fine t u n e  t h o s e  
d e p l o y m e n t s .  R a t h e r  t h a n  m a s s i v e  airlifts, for 
example ,  it m a y  m a k e  m o r e  s e n s e  to p u t  a f u t u r e  
J T F  c o m m a n d e r  in on  the  g r o u n d  as  ear ly  as  
poss ib le  a n d  al low h i m  to ta i lor  the  p a c k a g e  as  
needed .  This  will ce r t a in ly  m e a n  a d j u s t i n g  J O P E S  
a n d  TPFDD p r o c e d u r e s  to al low the  add i t iona l  
flexibility. Converse ly ,  it will a lso m e a n  even  
g r e a t e r  e m p h a s i s  on u s e r  discipl ine,  b e c a u s e  
JOPES,  in pa r t i cu la r ,  is t he  c o m m o n  l ink 
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a m o n g  the  CINC, t he  c o m p o n e n t s ,  the  s u p p o r t i n g  
c o m m a n d s ,  a n d  the  deploying  forces .  

• The  s e c o n d  i s sue  is t he  u n d e r s t a n d i n g  of t he  
world  a t  large t h a t  t he  p ro fes s iona l  mi l i ta ry  b r ings  
to its p r e p a r a t i o n s  for o p e r a t i o n s  r a n g i n g  f rom 
p e a c e k e e p i n g  to g en e r a l  war .  It u s e d  to be  t h a t  
m o s t  of th i s  exper t i se  was  c e n t e r e d  on the  Soviet  
Union,  W e s t e r n  Europe ,  or  Korea,  for obvious  
r e a s o n s .  Now, however ,  the  i m p o r t a n c e  of m o r e  
b road ly  f oc used  "a rea  s tud ies"  h a s  i n c r e a s e d ,  
desp i te  t he  fac t  t h a t  a cqu i r i ng  th i s  exper t i se  h a s  
no t  b e e n  a t r ad i t i ona l  m i l e s t o n e  on  the  p a t h  to 
h i g h e r  level c o m m a n d ,  a d v a n c e m e n t ,  a n d  
p romot ion .  The  S o m a l i a  expe r i ence  u n d e r l i n e s  the  
i m p o r t a n c e  of k n o wi n g  the  coun t ry ,  the  cu l tu re ,  the  
g round ,  a n d  the  l a n g u a g e  as  a p r e - co n d i t i on  for 
mi l i t a ry  ope ra t ions ,  wi th  i m p r o v i s a t i o n s  in th is  
i n s t a n c e  m a k i n g  no tab ly  good u s e  of t he  exper t i se  
b r o u g h t  by Reserve  C o m p o n e n t  pe r sonne l .  A n o t h e r  
r e c e n t  example  of t he  p a r t i c u l a r  s t r e n g t h s  of hav ing  
a c o m m a n d e r  s choo l ed  in a local c u l t u r e  w a s  
provided  by G e n e r a l  N o r m a n  Schwarzkopf .  
A l though  h is  e x p o s u r e  to Middle E a s t e r n  c u l t u r e  
c a m e  pr imar i ly  f rom his  b o y h o o d  e x p e r i e n c e s  in t he  
region,  th is  exper t i se  w a s  especia l ly  va luab le  in 
l ead ing  the  Gul f  War  coal i t ion.  I n s u r i n g  as  a m a t t e r  
of policy t h a t  the  f u t u r e  officer co rps  will have  
s imi la r  s t r e n g t h s  is an  i s sue  t h a t  m u s t  be care fu l ly  
a d d r e s s e d  wi th in  the  mi l i t a ry  e d u c a t i o n a l  
e s t a b l i s h m e n t .  

• The  th i rd  I s sue  is one  t h a t  ls quickly  
s u m m e d  up: Peace  o p e r a t i o n s  s u c h  as  t h o s e  In 
Soma l i a  s h o w  h o w  the  t r a in ing  a n d  p r o f e s s i o n a l i s m  
of the  m e n  a n d  w o m e n  in o u r  A r m e d  Forces  a re  a s  
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i m p o r t a n t  in  a d a p t i n g  to  t h e  r e q u i r e m e n t s  of  n e w ,  
n o n t r a d t t i o n a l  m i s s i o n s  a s  t h e y  a r e  in  c a r r y i n g  o u t  
t h e  d e m a n d s  of  m o r e  c o n v e n t i o n a l  s c e n a r i o s ,  F o r  
t h o s e  fo r ce s  l ike ly  to  be  d e p l o y e d  a s  p e a c e k e e p e r s ,  
s u p p l e m e n t a r y  t r a i n i n g  is  a l w a y s  a g o o d  i d e a - - f o r  
s i t u a t i o n - s p e c i f i c  o r i e n t a t i o n s ,  for  f a m l l t a ~ a t t o n  
w i t h  t y p i c a l  o p e r a t i o n a l  t a s k s ,  a n d  e s p e c i a l l y  for  
b u i l d i n g  t h e  s t a f f  c o m p e t e n c i e s  r e q u i r e d  by  j o i n t  o r  
m u l t i n a t i o n a l  e n v i r o n m e n t s .  

T h e r e  is,  h o w e v e r ,  a n  i m p o r t a n t  s e n s e  in  w h i c h  
t h e  m o s t  b a s i c  q u a l i f i c a t i o n  of  o u r  A r m e d  F o r c e s  to  
a c t  a s  p e a c e k e e p e r s  r e s t s  u p o n  t h e i r  c r ed ib i l i t y  a s  
w a r f l g h t e r s .  ~ e i r  t e c h n i c a l  c o m p e t e n c e  a n d  
p h y s i c a l  p r o w e s s  a l low o u r  s o l d i e r s ,  s a i l o r s ,  
a i r m e n ,  a n d  m a ~ n e s  to  p r e v a i l  in  a n y  o p e r a t i o n a l  
e n v i r o n m e n t a l :  b u t  t h e i r  r e c o r d  of  g o i n g  in  h a ~ ' s  
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w a y  i n  t h e  c a u s e  o f  p e a c e  i s  o n e  t h a t  p r e c e d e d  o u r  
i n t e r v e n t i o n  i n  S o m a l i a  a n d  t h a t  w i l l  e n d u r e  l o n g  
a f t e r  t h e  c o n t r o v e r s i e s  s u ~ o u n d l n g  i t  h a v e  f a d e d .  
P r e s i d e n t  C l i n t o n  s u r e l y  s p o k e  f o r  t h e  A m e f l c a n  
p e o p l e  w h e n  h e  w e l c o m e d  h o m e  t h e  1 0 t h  M o u n t a i n  
D i v i s i o n  a f t e r  t h e i r  r e d e p l o y m e n t  f r o m  S o m a l i a  i n  
M a r c h  1 9 9 4 :  

If t h e r e  axe m y  d e b a t e s  s t i l l  to b e  h a d  a b o u t  o u r  
m i s s i o n  in  S o m a l i a .  l e t  p e o p l e  h a v e  t h o s e  
d e b a t e s  ~ t h  me .  B u t  l e t  ~ e r e  b e  n o  d e b a t e  
a b o u t  h o w  y o u  c ~ e d  o u t  y o u r  m i s s i o n  . . . .  You 
h a v e  s h o w n  ~ e  wor ld  w h a t  A m e r t c m a s  a r e  m a d e  
of. Your  n a U o n  is  g r a t e M  m'~d y o u r  P r e s i d e n t  i s  
t e ~ b i y ,  t e ~ b l y  p r o u d  of you .  



A P P E N D I X  A: 
S e l e c t e d  B i b l i o g r a p h y  

Lis ted  be low are  p u b l i c a t i o n s  d e v e l o p e d  by  t h e  
J o i n t  S ta f f  a n d  t h e  mi l i t a ry  s e rv i ce s  t h a t  m a y  a s s i s t  
t h e  J T F  C o m m a n d e r  in  o p e r a t i o n s  l ike S o m a l i a ,  
w h e r e  t h e  e n v i r o n m e n t  is u n p r e d i c t a b l e ,  t h e  
o p e r a t i o n  fal ls  in  t h e  c a t e g o r y  of  "o the r  t h a n  war ,"  
a n d  t h e r e  m a y  be  o t h e r  a g e n c i e s ,  n a t i o n s ,  a n d  
p r iva t e  o r g a n i z a t i o n s  involved .  P u b l i c a t i o n s  st i l l  in  
d ra f t  f o r m  are  n o n e t h e l e s s  l i s t ed  so  t h e  r e a d e r  m a y  
w a t c h  for t he i r  p u b l i c a t i o n .  

J o i n t  P u b l i c a t i o n s  
J o i n t  Chie fs  of  Staff .  Joint  Pub 1, "Joint 

Warfare o f  the  US Armed  Forces." U.S. 
G o v e r n m e n t  P r i n t i n g  Office, W a s h i n g t o n ,  
DC, 11 N o v e m b e r  1991.  

J o i n t  Ch ie f s  of  Staff .  Joint  Pub 0-2, "Unified 
Action Armed  Forces (UNAAF)." U.S. 
G o v e r n m e n t  P r i n t i n g  Office, W a s h i n g t o n ,  
D e ,  11 A u g u s t  1994.  

J o i n t  Chie fs  of  Staff .  Joint  Pub 3-0, "Doctrine 
for  Joint  Operations." U.S. G o v e r n m e n t  
P r i n t i n g  Office,  W a s h i n g t o n ,  DC,  9 
S e p t e m b e r  1993.  

J o i n t  Chie fs  of  Staff .  Joint  PUb 3-07, "Joint 
Doctrine fo r  Military Operations Other Than 
War." (Draft) 

J o i n t  Ch ie f s  of  Staff .  Joint  PUb 3-07.1, "Joint 
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Tactics, Techniques, and Procedures for  
Foreign In ternal  De fense  (FID)." U.S. 
Government  Printing Office, Washington,  DC, 
20 December  1993. 

Jo in t  Chiefs of Staff. Joint Pub 3-07.3, "Joint 
Tactics, Techniques, and Procedures for  
Peacekeeping Operations." U.S. Government  
Printing Office, Washington,  DC, 29 April 1994. 

Jo in t  Chiefs of Staff. Joint Pub 3-07.6, "Joint 
Tactics, Techniques, andProcedures for  Foreign 
Humanitarian Assistance." (Draft) 

Jo in t  Chiefs of Staff. Joint  Pub 3-17, Joint Tactics 
Techniques and Procedures for  Theater Airlift 
Operations." (Draft) Jo in t  Chiefs of Staff. Joint  
Pub 5-00.2, "Joint Task Force Planning 
Guidance and Procedures." U.S. Government  
Printing Office, Washington,  DC, 3 September  
1993. 

M u l t i - S e r v i c e  P u b H e a t i o n s  
Air Land Sea Application Center.  "Multi-Service 

Procedures for  Humanitarian Assistance 
Operations." (Draft) This publ icat ion is in 
development  as of this writing. Each service 
will adopt  it into their  publ icat ions  sys tem upon  
completion.  

U~S. A r m y  P u b H e a t i o n s  
Headquar te rs ,  Depa r tmen t  of the Army. F/e/d 

Manual 7-98, "Operations in Low Intensity 
Conflict." U.S. Government  Printing Office, 
Washington,  DC, 19 October  1992. 

Headquar te rs ,  Depa r tmen t  of the Army. F/e/d 
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Manual  100- 7, "Decisive Forc~ 
Theater Operations." (Final Draft) 

Headquarters,  Department of the Army. 
M a n u a l  100-8 ,  " M u l t i n a t i o n a l  
Operations." (Final Draft) 

Headquarters, Department of the Army. Fie/d 
Manual  100-16, "Army Operational Support." 
(Final Draft) 

Headquarters, Department of the Army. F/eld 
Manual  100-23, "Peace Operations." (Final 
Draft) 

Center for Army Lessons Learned. Handbook  f o r  
the  Soldier in Operations Other Than War 
(OOTII0." U.S. Government Printing Office, 
Washington, DC, July  1994. 

The Army  in 

Field 
A r m y  

U.S. Navy  P u b l i c a t i o n s  
Headquarters, Department of the Navy. TACNOTE 

ZZ  0 0 5 0 . 1 . 9 4 ,  " M a r i t i m e  I n t e r c e p t i o n  
Operations." U.S. Government Printing Office, 
Washington, DC, 1 July 1994. 

IIeadquarters, Department of the Navy. TACMEMO 
XZ 0057.1.92,  "Marit ime Conduc t  of 
Noncombatant Evacuation Operations." (Draft) 
U.S. Govemment Printing Office, Washington, 
DC, 30 May 1993. 

Headquarters, Department of the Navy. TACMEMO 
X Z  0 0 2 1 . 1 . 9 3 ,  " E x p e d i t i o n a r y  F o r c e s  
Conduct ing Humani tar ian  Asslstance." (Draft) 

U. S. Mar ine  Corps P u b l i c a t i o n s  
Headquarters,  U.S. Marine Corps. Fleet Marine 

Force Manual  1-5, "Maritime Preposit ioned 
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Shipping." U.S. Government  Printing Office, 
Washington,  DC, September  1993. 

Headquar ters ,  U.S. Marine Corps. Fleet Marine 
Force Manua l  1-23, "Forcible En t ry  
Operations." (Draft) 

Headquar ters ,  U.S. Marine Corps. Fleet Marine 
Force Manual  4, "Combat Service Support." 
U.S. Government  Printing Office, Washington,  
DC, August  1993. 

Headquar ters ,  U.S. Marine Corps. Operational 
H a n d b o o k  1-24, "Exped i t ionary  Forces  
C o n d u c t i n g  H u m a n i t a r i a n  A s s i s t a n c e  
Missions." U.S. Government  Printing Office, 
Washington,  DC, 1993. 

U. ~ A i r  F o r e e  P u l b l i e a t i o n s  

Headquar ters ,  U.S. Air Force. Air Force Doctrine 
Directive 35, "Special Operations." U.S. 
Government  Printing Office, Washington,  DC. 

Headquar ters ,  U.S. Air Force. Air Force Doctrine 
Directive 3, "Military Operations Other Than 
War." (Draft) 

Headquar ters ,  U.S. Air Force. Air Force Doctrine 
Directive 12, "Airspace Control tn a Combat 
Zone." (Draft) 

I Ieadquarters ,  U.S. Air Force. Air Force Doctrine 
Directive 30, "Airlift Operations." (Draft) 

Deputy Chief of Staff, Plans and Operations; 
Headquar ters ,  U.S. Air Force. JFACC Primer 
(Second Edition, February 1994). HQ, 
USAF/XOXD, Washington,  DC, February  1994. 
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National  Defense  Univers i ty  Publ iem~ons  

A l t h o u g h  t h e s e  NDU p u b l i c a t i o n s  a re  n o t  d o c t r i n a l  
In n a t u r e ,  t h e y  do c o n t a i n  i n f o r m a t i o n  t h a t  is 
v a l u a b l e  to t h e  o p e r a t i o n a l  c o m m a n d e r ,  

G r a h a m ,  J a m e s  R., ed.  Non-Combat Roles for  the 
I].S. Military in the Post-Cold War Erca 1993.  

Lewis,  Wil l iam H., ed.  Military Implications of  
United Nations Peacekeeping Operations. J u n e  
1993.  

Lewis,  Wil l iam H., ed.  Peacekeeplng: The Way 
A h e a d ?  N o v e m b e r  1993.  

Lewis,  Wil l iam H., a n d  Marks ,  E d w a r d .  Trlagefor 
Failing States. J a n u a r y  1994.  

Maure r ,  M a r t h a .  Coalition Command and Control 
1994.  

Q u i n n ,  D e n n i s  J . ,  ed.  Peace Support Operations 
and the U.S. Military. 1994.  



A P P E N D I X  B:  
H u m a n i t a r i a n  R e l i e f  

O r g a n i z a t i o n s  A c t i v e  in  S o m a l i a  

CRS 

IMC 

AWO 

DCG 

CARE 

ADRA 

AMA 

COSV 

AICF 

SOS 

MERCY 

Catholic Relief Services--Food and  
clothlng dis t r ibut ion 
In te rna t iona l  Medical 
Corps- -Hospi ta l  suppor t  services 
Abu Dabi Welfare 
Organ iza t ion - -Funds  for food and  
clothing 
Diakonic Care G e r m a n y - -  
Ass is tance  to chi ldren and  o rphans  
CARE Internat ional---General  relief 
services for displaced people 
Adventist  Relief and  Development  
Agrncy--Ald in local schools,  etc. 
Africa Musl ims Agency--Genera l  
welfare suppor t  services 
Coordinat ion Commit tee  of 
Organizat ions for Voluntary  
Service---General m a n a g e m e n t  and  
supervis ion services 
In te rna t iona l  Action Against  
F a m i n e - - E m e r g e n c y  food relief 
service 
Chfldrens Emergency  
Services- -Care  and  feeding for 
chi ldren  
Mercy In te rna t iona l - -F i r s t  aid and  
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MSF 

MCF 

PSF  

RIHS 

SCR 

N O R C R O S S  

ICRC 

FRCS 

OXFAM 

CWS 

ACORD 

AFSC 

IARA 

IIRO 

r e l a t e d  a s s i s t a n c e  
D o c t o r s  W i t h o u t  F r o n t i e r s - - T r i a g e  
s u p p o r t  for  i l lness  a n d  t r a u m a  
w o u n d s  
M u w a f a q  C h a r i t y  
F o u n d a t i o n - - P r i v a t e  I s l a mic  g r o u p  
p r o v i d i n g  food a n d  c l o t h i n g  
P h a r m a c i s t s  W i t h o u t  B o r d e r s  
- - P r o v i d e s  e s s e n t i a l  p h a r m a c o l o g y  
Revival  I s l a m i c  Her i t age  
S o c i e t y - - R e l i g i o u s  s u p p o r t  s e rv i ce s  
S w e d i s h  C h u r c h  Re l i e f - - Ge ne r a l  
food a n d  c l o t h i n g  a id  
Nord ic  Red C r o s s - - P r o v i d e  
e m e r g e n c y  s h e l t e r  a n d  food 
I n t e r n a t i o n a l  C o m m i t t e e  of  t h e  Red  
C r o s s - - O b s e r v e r  S t a t u s  
F e d e r a t i o n  of  t h e  Red Cr o s s  
S o c i e t y - - g e n e r a l  c o o r d i n a t i o n  
Oxford  F a m i n e  Rel ief- -U.K.  food 
re l ief  o r g a n i z a t i o n  
C h u r c h  Wor ld  S e r v i c e s - - P r o v i d e  
food a n d  c l o t h i n g  
Agency  for C o o p e r a t i o n  a n d  
R e s e a r c h  
D e v l o p m e n t - - C o o r d i n a t i o n  of  
p l a n n i n g  for i n f r a s t r u c t u r e  a n d  
i n s i t i t u t i o n  b u i l d i n g  
A m e r i c a n  F r i e n d s  Serv ice  
C o m m i t t e e - - E m e r g e n c y  c l o t h i n g  
a n d  f eed ing  
I s l a m i c  Afr ican  Relief  A g e n c y - - A i d  
to i n d i g e n t  M u s l i m s  
I n t e r n a t i o n a l  I s l a mic  Relief  



IDRA 

DAWA 

MAUK 

SCF 

ACSSOM 
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Organ iza t ion - -Food  and  c lo th ing  
services  
In t e rna t iona l  Deve lopmen t  and  
Relief Agency - -Coord ina t e  relief 
efforts on pa r t  of va r ious  
i n t e rna t i ona l  o rgan iza t ions  
M u n z a m a i  Is lamic  Soc i e ty - -Mus l im  
relief in form of clothing,  etc. 
Mus l im Aid UK-- Is lamic  s u p p o r t  for 
needy  d i sp laced  p e r s o n s  
Save the  Chi ldren--U.K.  a n d  U.S. 
food a n d  c lo th ing  relief aid 
African Char i ty  Society for 
Materni ty  and  C h i l d h o o d - - M a t e r n i t y  
s u p p o r t  p r o g r a m  

UNHCR 

UNICEF 
UNESCO 

UNDP 

UNCTAD 

ECOSOC 

United Nat ions  l lumanitmrian Agene ies  
Uni ted  Nat ions  High C o m m i s s i o n e r  
for Refugees  
Uni ted  Nat ions  Chi ld rens  F u n d  
Uni ted  Nat ions  E d u c a t i o n a l  and  
Scientific Organiza t ion  
Uni ted  Nat ions  Deve lopmen t  
Program 
Uni ted  Nat ions  Conference  on Trade  
a nd  Dev lopmen t  
Economic  and  Social Counci l  



A P P E N D I X  C: 
M i s s i o n s  a n d  T a s k s  o f  t h e  U N I T A F  
C i v i l - M i l i t a r y  O p e r a t i o n s  C e n t e r  

(CMOC) 

~ i o n  
The  CMOC w a s  t h e  key  c o o r d i n a t i n g  p o i n t  for 
H u m a n i t a r i a n  Relief  O r g a n i z a t i o n s  in  t h e i r  d e a l i n g s  
wi th  IJNITAFo 

I P u n ~ h l o ~  

1. V a l i d a t i o n  of  r e q u e s t s  for mi l i t a ry  s u p p o r t .  T h i s  
i n c l u d e d  r e q u e s t s  w i t h i n  t h e  M o g a d l s h u  a rea ,  l o n g  
h a u l  convoy ,  s e c u r i t y  e s c o r t s  to t h e  in te r io r ,  a n d  
r e q u e s t s  for s u p p o r t  a t  spec i f ic  s i t e s  w i t h i n  t h e  
UNITAF a r e a  of o p e r a t i o n s .  Mil i tary s u p p o r t  to 
HROs  w i t h i n  a H u m a n i t a r i a n  Relief  S e c t o r  w a s  
u s u a l l y  t h e  r e s p o n s i b i l i t y  of  t h e  local  m i l i t a ry  
c o m m a n d e r  a n d  h i s  CMOC. 

2. C o o r d i n a t i o n  of  r e q u e s t s  for  m i l i t a ry  s u p p o r t  
w i t h i n  t h e  v a r i o u s  mi l i t a ry  c o m p o n e n t s  of  UNITAF. 

3. C o n v e n i n g  a n d  h o s t i n g  ad  h o c  m i s s i o n  p l a n n i n g  
g r o u p s  a s  a n  a r m  of t h e  UNITAF J -3 ,  for r e q u e s t s  
invo lv ing  c o m p l i c a t e d  mi l i t a ry  s u p p o r t  a n d / o r  
n u m e r o u s  mi l i t a ry  u n i t s  a n d  HROs.  

4. P r o m u l g a t i n g  a n d  e x p l a i n i n g  UNITAF pol ic ies  to  
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t h e  h u m a n i t a r i a n  c o m m u n i t y .  

5. P rov id ing  i n f o r m a t i o n  on  UNITAF o p e r a t i o n s  
a n d  t h e  g e n e r a l  s e c u r i t y  s i t u a t i o n  via da i ly  s e c u r i t y  
br ief ings .  

6. A d m i n i s t e r i n g  a n d  i s s u i n g  HRO iden t i f i c a t i on  
ca rds .  

7. Va l ida t ing  HRO p e r s o n n e l  r e q u e s t s  for s p a c e -  
ava i lab le  s e a t s  on  UNITAF a i rcraf t .  

8. Ac t ing  a s  a n  in te r face ,  f ac i l i t a to r  a n d  
c o o r d i n a t i o n  a g e n c y  b e t w e e n  UNITAF e l e m e n t s  a n d  
HROs  a n d  UNOSOM h e a d q u a r t e r s  s taff .  

9. C h a i r i n g  M o g a d i s h u  Por t  S h i p p i n g  C o m m i t t e e  
w h i c h  d e a l t  w i t h  p ie r  s p a c e ,  p o r t  a c c e s s  a n d  r e l a t e d  
i s s u e s  i m p o r t a n t  to HROs.  

10. Ac t ing  as  t h e  a g e n c y  t h a t  r e t r i eved  a n d  
r e t u r n e d  w e a p o n s  c o n f i s c a t e d  f r o m  HRO 
o r g a n i z a t i o n s .  

11. R e s p o n d i n g  to e m e r g e n c y  r e q u e s t s  for 
a s s i s t a n c e  f rom HROs  in t h e  M o g a d i s h u  a r e a  e i t h e r  
by r e s p o n d i n g  d i rec t ly  w i t h  CMOC a s s e t s  o r  by  
r e q u e s t i n g  a s s i s t a n c e  via  t h e  UNITAF J o i n t  
O p e r a t i o n s  C e n t e r  (JOC). 

12. M a i n t a i n i n g  a n d  o p e r a t i n g  a 2 4 - h o u r  w a t c h  in 
t he  CMOC. 

13. M a i n t a i n i n g  c o n t a c t  w i t h  r eg iona l  CMOCs.  
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14. Suppor t ing ,  as  r equ i red ,  a s i x - p e r s o n  Civil 
Affairs Team.  

15. Fac i l i ta t ing  the  c r e a t i o n  of a Food Logist ics  
S y s t e m  for S om a l i a  w h i c h  f ac to red  In food s tocks ,  
del ivery da tes ,  w a r e h o u s i n g  capac i t i e s ,  t r a n s p o r t  
avai labi l i ty  a n d  road  r epa i r  effor ts  to c r e a t e  a bas i c  
m a t r i x  for food rel ief  efforts  w i th in  the  UNITAF a r e a  
of ope ra t ions .  

i lendquarters  Strueture 
Rank  Billet 

Corruaand 
Colonel Director 
Lt. Colonel Deputy Director 

Major 

Captain (2) 
MSgt 
SFC 
sgt 
Cpl and Below 

Operations 
Operations/Civil Affairs 

Operations Officer 
Asst Operations Officer 
Operations Chief 
Admin Chief 
Asst Admin Chief 
Driver/Securi ty/Clerk 

Maj or 

Captain 
SFC 
Cpl 

Transport  
Convoy/Control/  

Transportation Officer 
Asst Transportation Officer 
Air NCO 
Driver/Securi ty/Clerk 
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COL K e n n e t h  Allard, U.S. Army,  is Sen io r  Mili tary 
Fellow a t  the  I n s t i t u t e  for Nat iona l  S t r a t eg ic  
S tud ies ,  Na t iona l  Defense  Univers i ty ,  a n d  a lso  
se rves  as  a n  A d j u n c t  P ro fesso r  in t h e  Na t iona l  
S e c u r i t y  S t u d i e s  P r o g r a m  a t  G e o r g e t o w n  
Univers i ty .  Prev ious ly  he  w a s  Specia l  A s s i s t a n t  to 
t he  Chief  of S taf f  of t h e  A r m y  f rom 1987-1990 a f t e r  
hav ing  w o r k e d  on  the  1986 DOD Reorgan iza t ion  
(Goldwater-Nichols)  Act as  a n  A r m y  C o n g r e s s i o n a l  
Fellow. In add i t ion  to ope ra t i ona l  in te l l igence  
a s s i g n m e n t s  in the  Un i t ed  S t a t e s  a n d  overseas ,  he  
h a s  se rved  on  t h e  f acu l ty  of t he  Social  S c i e n c e s  
D e p a r t m e n t ,  Un i t ed  S t a t e s  Mili tary A c a d e m y ,  a n d  
as  D e a n  of S t u d e n t s  a t  the  Nat iona l  War  College. 

COL Allard h a s  wr i t t en  ex tens ive ly  on  
i n f o r m a t i o n  w a r f a r e ,  t h e  m i l i t a r y - t e c h n i c a l  
revolu t ion ,  a n d  d e f e n s e  p r o c u r e m e n t  re form.  His 
m o s t  r e c e n t  fu l l - l eng th-work ,  Command,  Control 
and  the  Common Defense (Yale Univers i ty  Press ,  
1990), won  the  1991 Na t iona l  S e c u r i t y  Book  Award  
a n d  is i n c l u d e d  on  the  p ro fe s s iona l  mi l i t a ry  r e a d i n g  
list r e c o m m e n d e d  by the  C h a i r m a n  of the  J o i n t  
Chiefs  of Staff.  

COL Allard ho lds  a Ph.D. f rom the  F l e t che r  
School  of Law & D i p l o m a c y  a n d  a n  MPA f rom 
H a r v a r d  Univers i ty .  
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