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No great commander was ever
a man of limited intellect.

Ondd o Moo
—Cail von Clausewitz

In the classic On War, Carl von
Clausewitz presents a comprehensive
war theory—the military gemus con-
cept! In Clausewitz’s view, com-
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war’s conduct through setting objec-
twes, combat decision malung and
leadership during war's chaos and
confusion. Military genius reflects the
instinct great commanders display for
assessing the situation and malang the
right choices on the battlefield. Addi-
tionally, a primary goal of Clause-
witz’s war theory was to capture the
essence of such genius, since “what
genius does is the best rule, and theory
can do no better than show how and
why this should be the case.”2

Defining Military Genius
Clausewitz’s starting point for
defining military genius is his assess-
ment of the commonly accepted
meaning of genius: “A very highly

rinva]nnnd mental antimde for a par-

thular occupation.” He then identi-
ﬁ&c and dlSCUSSBS various chamctcns-
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military genius quality. These charac-
teristics fall into two general catego-
ries: inteliectual and personality (or
temperament), as depicted in Figure 1.
On the intellectual side, Clausewitz
identifies three basic components.
First, a military genius must have a
broad knowledge base, specifically
focused on military-related informa-
tion. Second, this knowledge must be
so ingrained as to become innate,
directly influencing the commander’s
perceptions and decisions. As Clause-
witz states, “The commander’s
knowledge must be transformed into
a genuine capability.™* This fosters an

nbie’n

abxm.y [(¢] pcu.clvc the situation’s truth
during uncertainty and chaos. This
coup d’oeil (intuition) allows the com-
mander to quickiy recognize the truth
ordinarily missed or only perceived
after significant study and reflection.
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Genius

The ability to assess the situation rap-
idly and accurately gives a great com-
mander the presence of mind to deal
quickly and confidently with the
unexpected and the ability to make
Tapid and accurate decisions in the
presence of uncertainty.

Finally, the commander must pos-
sess a “sense of locality”— spatiai
awareness that allows him to visualize
the battlefield and account for the ter-
rain influence on operations.° This
capability is a component of what is
now called the ‘“commander’s
image.”” This image incorporates the
commander’s perceptions of unit
positions, status of friendly and enemy
forces and relevant terrain and battle
objectives.
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tance of intellectual capabilities in
warfare by stating, ‘The vital con-
iribution of intelligence is Clear
throughout. No wonder then, that war,
though it may appear to be uncompli-
cated, cannot be waged with distinc-
tion ex gt by men of outstanding
intellect.”

Concerning temperament or per-
sonality, Clausewitz identifies factors
equally important to military genius
intellectual capabilities. Primary
among these factors is courage—per-
sonal courage in adversity and the
courage of one’s convictions con-
cerning the consequences of deci-
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command. Factors such as determina-
tion, firmness or stability, endurance

and strength of character are ecsential
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for effective leadership. This includes
sticlcing to decisions and motivanng
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effects. Boldness, energy and vigor
must be tempered by self—control and
a caim nature.

Clearly, these intellectual and per-
sonality characteristics are interdepen-
dent. The firmness, self-confidence
and decisiveness that military
geniuses display are due in no small
measure to the knowledge level they
have achieved. Conversely, energy,
determination and ambition directly
contribute to the necessary pursuit of
education, training and experience
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edge and capability.
Genius and Expert
Concepts

In many ways, Clausewitz’s mili-
tary geniis concept has much in com-
mon with today’s expert concept. Var-
ious expertise studies have shown the
importance of having a iarge, weli-in-
tegrated knowledge base. This allows
the expert to recognize many situa-
tions as representin certain classes of

Such analogical problem solving and
decision making are characteristic of
e)(pgts.,9

Characteristics of Military Genius

Intellectual

Sensitive and discriminating judgment

Coup d'oeil (intuition)
Presence of mind

Comprehensive knowiedge
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Personality
Courage
Detemination
Strength of character

aen-comrc‘)l
Boldness

Enarms and vinnr
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Understanding of human nature Ambition (for honor or fame)

Understanding of friction
Experience in war

Endurance

Figure 1
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Beyond such purely intellectual
factors, James Shanteau has identified
numerous expert  decision—-maker
characteristics that correspond in
many ways to the essence of rmh(ar%
genius described by Clausewitz.!
The similarities between the two
descriptions, shown in Figure 2, ac-

centate Clausewitz’s incightfulness

and the identified characteristics’ con-
tinuing relevance. Figure 2 also has
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acquire each factor.

The military genius concept was
critical to Clausewitz, given his
emphasis on the senior commander’s
or commander in chief’s (CINC’s)
central role in setting objectives,
assessing the battle situation, making
decisions and motivating troops. The
CINC’s undemtan_dlna of the mlmcal

purpose  allows him to establish

accurate battle perception during
chaos and confusion, allowing the
commander to select the proper
course of action. The commander’s
energy and strength of character
enable him to overcome the effects of
friction on his troops. Throughout his
work, Clausewitz places heavy
emphasis on warfare’s mvchnlnmca]

aspects which he refers to as the

“moral factors” in war. One of his
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Expert and Military Genius Concept Comparisons

Expert Decision Makers*

Military Genius™

A highty developed perceptual ability—
experts can see what others cannot.

“Coup doeil thequ;d(reeoomondammmatﬂ'\emndmldudmammassormuldoeroenve
only after long study and reflecion.” (102)

An awareness d the ditference between rele-
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how to concentrate on what is important. possbll:nesthatanordinarymlndmjdIabortondemr{ymdmarntselfomﬂdangso 12
An ability to simplify complexities—experts “Circumstances vary so enomously in war, andaresondefnable that a vast array of factors has
can make sense out of chaos. tobeag?reaated . The man responsible for evaluati thevholemustbnngtohslaskme
mMmthatpemveslhetruihaleverypomt rwise a chaos of opinions and con-
snderabons would arise and fatally entangle judgment.” (112)
A strong set of communication skills— “As each man's strength gives out, as it no longer responds to his will, the inertia of the whole

experts how to convince others of their gra comes to rest on the commander’s will alone. The ardor of his spirit must rekindle the

expertise. e of purpose in all others; his inward fire must revive their hoe. Only to the extent that he can
do this will he retain his hold on his men and keep control.” (105)

AimoMedgeofvmentomakeempbons— “t lay in the realm of genius, which rises above all rukes.” (136)
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expeils Know when and when nit 1o Toow

dedision rules.

A strong sense of responsibility for their ‘Determination [is] the courage to accept responsibility, courage in the face of a moral danger.

choices—experts are not afraid to stand Lookedam!hnsway,themieddeiemnaumnstolmttheagonesddwbtandthepenlsof

behind their dedsions. hesitation when the motives for action are inadequate.” (103)

A selectivity about which problems 1o sove—  “War is the realm of uncertainty; three quarters of the factors on which action in war are based are
experts know which dedisions 1o make and  wr in a fog of greater or lesser uncenalmy A sensitive and dmnlnMQ judgment is called

which not to [make]. for, a skilled intelligence to scent out the truth.” (101)

An ouiward confidence in their deasions—
experts believe in themselves and their abilities.

“Citen there is a beMeenpmapmamaauaJevemsmarwmotmysbeo' ibya
suwewmdlog?ulgp . Then a measure of self~confidence is needed.” (1%

An abiltty to adapt to changing task condi-
tions—experts avoid rigidity in decision
strategies.

“The commander continually finds that things are not as he expected. This is bound to influence
his plans, or at least the assumptions underlying them. If this influence is sufficiently powerful to
cause a change in his plans, he must usually work out new ones.” (102)

Anranlamad amabamd

A uanlLy Jeveropsd content Kowiedge about
their area—experts know a lot and stay up
with the latest developments.
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attained by a special talent, through the medium of reflection, study and ht: an in telledual

instinct which extracts the essence from the phenomena of life, as a bee honey from a
flouser  In additian 1o chichs and reﬁAva\ life #tealf senvas ag a source! I1AR\
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A greater automaticity of cognitive proc-
esses—experts can do readity what others
can only do with difficuty.

“As with a man of the world, instinct becomes almost habit so that he always acs, speaks and

moves appropriately, soontytheemenenwdomoerwilmakeﬂ'ne right decsion in major and minor

maners—al?/ezgpmseoeamw Praciice and experience diciae ihe answer, This is possible,
at is not."” (1

An ability to tolerate stress—experts can  “Strength of mind. the ability to keep one’s head at times of excentional stress and viglent emo-
work effectively under adverse conditions.  tions.” (105)

Ampabdltytobecteahve—expensareable “Bonapaﬂenghﬂysa:dmmscomeaionmatmanydﬂndedsionsfaoed the commander in
to find novel soiutions to probweiTs. Tiel feseimoee maihemabcal problems worthy of the gifts of a Newfon or a Eulei” (112)

An inability to articulate their decision proc-  “Knowledge must be so absorbed into the mind that it almost ceases 1o exist in a separate, objec-

esses—experts make decisions [based] on
expenence.

tive way. . . . By total assimilation with his mind and life, the commander’s knowledge must be
transformed into a genuine capabiity.” (147)

* From James

Shanteau’s “Psychological Charadteristics of Expert Decision

Makers,” Expert Judgment and Expert Systemns (see endnote 10).
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skill of the commander.’!! Military
genius is a key in influencing war’s
vulLullIc,.

Lieutenant Colonel Patrick Thomn-
ton echoes this position by emphasiz-
ing the continuing importance of these
military genius qualities in the com-
mand and control (C2) arena.!? He
identifies three primary areas where
such factors are important: the situa-
tion assessment; the operational deci-
sion (the commander s intent); and the
organization and C2 process tailored
to the commander’s needs.

Thomton states, “‘Despite the prog-
ress of [C?] support systems, the

ature of war the realm of
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danger, exertion and uncertainty.
Because of these elements and the
inherent friction involved with wag-
ing war, Clausewitz saw the need for
genius in the military commander to
successfuily operate in such an envi-
ronment. The reguirement for genius
remains today.”!

Developing Military Genius
Given the options of “‘nature versus
nurture” as military genius develop-

mental factors, Clausewitz supports
both, He believes hoth intellectial

and temperament factors are impor-
tant in such genius, saying, “Great
ul'imso alone can imake a great
mind.”!4 In the intellectual domain,
education, training and experience are
needed to deveiop the great com-
mander. The most critical factor in
Clausewitz’s mind is war experience,
which cannot be sufficiently dupli-
cated in drills or exercises, since this is
what prepares the commander to deal
with the effects of friction.
Clausewitz states, “No activity of
the human mind is possible without a
certain stock of ideas; for the most
part, these are not innate but acquired
and constitute a man’s knowledge. . .
. Clearly, most of these are not quali-
ties that can be acqunred through book
earning If me‘y can be mugm at all,
a general will have to receive his
instruction from sources other than the
printed word. . . . We have identified
danger, physical exertion, intelligence
and friction as the elements that
coalesce to form the atmosphere of
war and turn it into a medium that
impedes activity. In their restrictive
effects, they can be grouped into a
single concept of general friction. Is
there any lubricant that will reduce

this abrasion? Only one, and a com-
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mander and his army will not always
have it readlily available: combat
Clausewitz considers education
and experience essential to developing
military genius’ inteilectual aspects.
He views personality factors such as
boldness, courage and decisiveness as
innate or untrainable. At best, one can
expect them to be shaped or focused
by training and experience. This is
similar to Shanteau’s position that
such personality factors are more a
matter of selection than experience.

Genius and
Expert Similarities

What implications can be drawn
from the similarities between Clause-
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current expert concept? First, there is
thc continuin ng importance of effective
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itary success, in large part, to the com-
mander’s capabilities. Key factors
include the ability to accurately per-
ceive the situation, make effective
decisions and motivate troops. As
Thomnton argues, such factors are
important on today’s battlefield.!” In
the information age, with its acceler-
ated planning and decision—making
pace and increasing dependence on
dispersed operations, the criticality of
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such capabilities is magnified.!8
Second training plays acritical role
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Although Clausewitz felt that only
combat could provide the necessary
experience, this is an area where train-
ing and warfare technology advances
have made it easier to provide the
appropriate experience outside of
combat. Today, most senior com-
manders interact with the battlefield
through synthetic environments cre-
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ated by command, control, commu-
nications and intelligence (CI) sys-
iems. Tris makes it feasibie o create
live, virtual and constructive environ-
ments using modeling and distributed
interactive simulation that are realistic
and challenging. Thus, training and
exercises can approach combat’s real-
ism, at least as far as the commander’s
interfaces are concemed.
Understanding the essential factors
in expertise development can help us
provide the appropriate training envi-
Advances in cogmtwe “task analysxs
techmques and training methods can
contribute to effective Gaining regime
development. However, as suggested
by both Clausewitz and Shanteau, we
must also recognize that personnei
selection plays a role in identifying
potential leaders who have the essen-
tial characteristics that cannot be
achieved through training. Factors
such as decision-making speed, in-
formation synthesis from multiple
sources and battlefield visualization
will become increasingly important
for the next generation’s leaders. On-
going research at the US Armmy

Recearrh Institite on leader slall as-
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sessment and developmental technol-
ogies, battle command and battlefield
Vi)udlilAL.lUll W’ill plUViUC illbislll& iutO
this lssuc s selection and training
aspects

Finaily, consideration of the char-
acteristics and information needs of
military commanders who represent
the expertise spectmm must inform
the design of the C3I systems that sup-
port the commanders. For example,
the Ammy Research Laboratory
(ARL) is investigating the capabilities
essential for an integrated battlefield
intelligence system and has identified
these essential features:

a (Cammander’c intant
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® Operations battlefield area (such
as texrain and weather)

® Battle analysis tools and the
mission—critical support data

ARL is using a rapid prototyping
tool—Commander (and staff) Visual-
ization Research Tool (CoVRT)—to
investigate content and format issues
supporting  integrated  battlespace
visualization. The information con-
tent and format must be responsive
to the varying levels of experience

usmg CoVRT “This requues some

99



adaptability in the resulting displays.

In a related vein, recent work by
Gary A. Klein and his associates on
naturalistic decision making has led
to some specific recommendations
for new approaches to decision aid-
ing20 Through studies of real world
decision makers, including tactical
commanders, Klein and associates
developed the Recognition—Primed
Decision (RPD) model. Simply put,
the RPD model asserts that decision
makers draw upon their experience
to identify a situation as representa-
tive of or analogous to a particular
class of problem. This recognition
process then leads to the generation of
an appropriate course of action—
either directly when prior cases are
sufficiently similar, or through adap-
tation of previous approaches, if nec-
essary—which the decision maker
evaluates through a mental simula-
tion process. This approach to the
decision—making process differs
markedly from earlier analytical mod-
els that focused on generation and
option comparisons based on
weighted features.

Doctrine

This update was prepared by the
Concepts and Doctrine Directorate
(CDD), US Army Comvnand and
General Staff College, Fort Leaven-
worth, Kansas. Future joint doctrine
updates will appear periodically in
Military Review.—Editor

Joint doctrine is being rapidly
developed. The summary below lists
current and proposed joint publica-
tions with accompanying current (C)
or predicted (P) publication dates as of
22 February 1995. Sources used to
compile the summary are the 22 Feb-
ruary 1995, Headquarters, Depart-
ment of the Amy (HQDA), Con-
cepts, Doctrine and Force Policy
Division (DAMI lester, and
the 4 May 1995 Joint Staff J-7/Joint
Doctrine Division Joint Publications
Milestones message.

Units with immediate or recurring
joint publication needs should sub-
scribe to the automated Joint Elec-
tronic Library (JEL). JEL provides
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The RPD model has led to the
design of decidedly different decision
support systems that focus on accurate
situation assessment and case-based
reasoning as opposed to feature—based
option comparisons. Studies of deci-
sion making in natural settings prove
that decision makers employ RPD and
analytical strategies at different times,
depending on the problem situation,
their experience level and other fac-
tors.2! Display format and decision
aid designs must take such alternative
strategies into account to support opti-
mal performance.

Clausewitz’s military genius view
is surprisingly modem in terms of the
elements it shares with current expert
concepts. Involving both intellectuai
and personality factors, it influences
the extent to which we can expect
such genius to be developed as
opposed to being an innate individ-
ual quality. Concern for the nature
of such expertise should inform our
processes of personnel selection,
training and system design. By doing
s0, we can improve command quality
and ensure our leaders are prepared

on-line access to all approved joint
publications and numerous US Air
Force, Navy, Marine Corps and Army
manuals, along with joint publications
milestone messages that include
updated publication status. New pub-
lications usually appear on JEL within
a few weeks of final approval. With
JEL, users can eliminate the time—
consuming ordering process, meet
time—sensitive operational require-
ments and download publications for
local reproduction. All that is needed
to access JEL is a personal computer,
modem, communications software
and an approved JEL subscription.

To open a JEL account, contact
Gary Bounds, HQDA point of con-
tact, at DSN 227-6949 or (703)
697-6949. Written queries should
be sent to: Headquarters, Department
of the Amy,; ODSCSOPS (Attn:
DAMO-FDQMr. Bounds); 400
Army Pentagon; Washir

vvasiington, DC
20310-0460.
Another joint publication source

for information age warfare. MR
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