CIVIL‑MILITARY OPERATIONS

IN
JOINT TASK FORCE OPERATIONS
Section I - Introduction
General.  The doctrine of Civil‑Military Operations (CMO) reflects America’s broad approach to security.  Joint Task Force (JTF) operations are increasingly required to take account of social, political, cultural, economic, environmental and humanitarian factors when planning and conducting military operations.  These pressures, intensified by the cultural gap between military and civilian organizations, demand a dedicated means of communication between the two.  It is no longer sufficient to rely on ad-hoc arrangements to achieve unity of effort and cooperation.

The Civil‑Military Dimension.   JTF commanders need to establish relationships with a variety of civilian authorities and organizations. CMO may be a central part of the mission, as in the case of disaster or humanitarian relief.  The force may be partially dependent on the civilian population for resources and information, and rely on the civil authorities to provide security in certain areas.  It may even be impossible to gain full freedom of action and movement without their co​operation.  However, merely establishing good relations might be enough to deny the same advantages to hostile or potentially hostile forces.  Whatever the situation, commanders at all levels have a moral and legal responsibility towards the civilian populations in their area which can only be met by cooperation with the relevant civil and international bodies.

Section II ‑ Definition, Aim and Utility
Definition.  Joint Pub 3-57 defines CMO as:


“The decisive and timely application of military capabilities to enhance the relationship 
between the military and civilian populace in order to ensure accomplishment of the 
commander’s mission.”

CMO thus forms the interface between joint task force and civilian elements.

Aim.  The aim of CMO is to establish and maintain the full cooperation of the civilian population and institutions within a commander’s area of operations in order to create civil‑military conditions which offer him the greatest possible moral, material and tactical advantages. Implicit in this aim is the denial of such advantages to an actual or potential enemy.

Utility.  Some of the conditions for military success can be achieved without force, or the threat of force, by harmonizing the military commander’s aims and methods with those of the civilian population and institutions in his area.  This is especially true of Peace Operations, where civilian considerations impose severe constraints.  Where harmonization is undesirable or impossible, for example in a hostile theater or fast‑moving high intensity conflict, CMO will still be a major consideration because of the need to obtain local resources, operate within the international legal framework, and when dictated by the mission facilitate eventual transition to civilian government.  However, although CMO has an important function throughout the spectrum of conflict, it is of greatest use to military commanders in the prevention or resolution of conflict.  In these circumstances political pressures create a need to cooperate which is usually absent in peacetime or during actual combat.

Section III ‑ Principles
General.  CMO is guided by 10 principles, covered below.  The first four govern its military use and the remaining six govern the civil‑military relationship.


1.
Mission Primacy.  Soldiers of whatever rank will, when engaged in CMO activities, be confronted with sometimes shocking human deprivation.  It is a readily understandable human characteristic to be so affected by a desire to alleviate suffering as to lose sight of the military aim.  The pressure on individuals, particularly decision‑makers will often be intense and they must guard against actions that, while morally laudable, do not contribute to the achievement of the military mission.


2.
Command Direction.  As with many supporting functions, CMO efforts need to be accurately focused to achieve maximum effect.  Moreover, commanders at every level should be continually aware of their responsibilities for the civilian population and the effects of their operations.  The direction of CMO activity is the responsibility of the commander.


3.
Economy.  Low level CMO activities are most often carried out in circumstances where the civil population faces an inadequate infrastructure and widespread shortages of essential goods and services.  The desire to relieve suffering can lead to a depletion of the resources available to sustain the military force. Military resources are finite and care must be taken to preserve military capability; only the minimum required to achieve the aim should be used.  Commanders must guard against creating long term civilian dependence on military resources.  Once created, withdrawal or reduction of resources will strain civil‑military relations, retard the growth of civil authority and may cause lasting damage to public confidence in the military force.


4.
Concentration.  Assets available for CMO will normally be limited. It is essential that they are used to best effect and they should therefore be concentrated.  Concentration has the advantage of improving civilian perceptions of the military force and demonstrating its determination to act in the civil interest.  Dissipation of assets, on the other hand, will result in minimal impact on the population and runs the risk of wasting them.


5.
Civil Benefit.  Civilian organizations, on the whole, have little desire to work with the military, being distrustful of it and at the same time wary of compromising their independence, impartiality or authority.  A joint task force must be able to offer them something they need or from which they will benefit.  This may take many forms; manpower, equipment, a military service or merely information.  If the JTF has nothing which fulfills a civilian need, then the very basis for cooperation is lacking.


6.
Common Goals.  Once a relationship is established, it will usually need to be maintained. This can be difficult during actual or threatened hostilities. To achieve co​operation the relationship must be able to survive disagreement, setback, compromise and even threats from third parties. The basis for robust and effective cooperation is that both parties share common goals. They must be established and recognized and allied commanders must integrate them into military plans and operations.


7.
Consent. Because a military organization does not ultimately require consent to function, its crucial importance in CMO matters can be overlooked.  Every effort must be made to secure the willing consent of civilian organizations with which the JTF deals; coercion may have a similar effect to consent, but it achieves poor results and will not endure.  Loss of consent can occur suddenly, for reasons that seem trivial and commanders must be prepared to expend time and energy in its pursuit and retention.


8.
Humanity.  The use of military force, with few exceptions, entails human suffering which should be relieved whenever possible and wherever it is found.  The dignity and human rights of individuals and groups must be respected and, within the limitations of the law and Rules of Engagement, be protected.


9.
Transparency.  The tension between political, military, humanitarian and other components of a civil‑military relationship will inevitably lead to confusion and misunderstanding at times.  These tensions will be aggravated by political bias, media inaccuracy or distortion and poor communications.  Transparency is vital in preventing and defusing such potentially volatile situations because it instills trust, increases confidence and encourages mutual understanding.


10.
Communication.  The cultural and structural differences between military and civilian organizations require an investment in time and understanding to overcome.  Most civilian organizations with which the military will deal will, to a large extent, pursue their own priorities.  Indeed, some may take the view that cooperation and independence are mutually exclusive.  The key to alleviating these difficulties is to maintain open and constant communication.

Section IV ‑ Tasks and Functions
General.  CMO covers a wide range of activity from sustaining life to restoring government.  For doctrinal purposes, however, CMO functions can be divided into the following three groups who will, in practice, overlap and intertwine: 



1.  pre‑operational, 



2.  operational 



3.  transitional. 


1.  Pre‑operational.  Before an operation begins, the CMO task is to prepare the JTF to deal with the 
civilian conditions it will meet in the area of operations.  This process will involve three functions:

a.  Planning.  CMO staff writes the commander’s CMO Plan, normally an annex to the campaign plan or main operation order.  To arrive at this plan, it will be necessary to carry out an assessment based where possible on detailed reconnaissance.  Because many of the organizations with which the force will have to cooperate are likely to be on the ground already, CMO representation on the commander’s recce is advisable.  The CMO assessment will cover the geography and the political and cultural history of the area.  It will also cover the state of government, public administration, public services, the media and industrial, agricultural and economic capacity.




b.  Advice.  CMO staff will then be responsible for briefing commanders and 

their staffs on civilian conditions in the area of operations.  It is most important at 

this stage that commanders are given clear advice on how their operations and the 

civilian population and institutions will affect each other.




c.  Education.  CMO staff will also be responsible for the production of troop 

information to ensure that the JTF enters the area of operations with the best 

possible understanding of the civilian situation.


2.  Operational.  The core CMO task is to secure effective civil‑military cooperation in execution of the commander’s CMO plan.  Relationships must therefore be established and maintained.  Given the fluid 
nature of civil and political structures in times of tension, there must be a continual re‑assessment of where contact needs to be made; new civil organizations will emerge, existing ones will change radically or even disappear.  Thus there will be a need to make initial contact throughout the operational phase. Once made, 
the relationship needs to be developed to the point where cooperation is possible.  In some cases this will be simple (for example; where a civilian organization cannot function effectively without military support) and in others it will require considerable effort.  Thereafter, the relationship must be maintained in order to ensure continuing co​operation.  Throughout, the CMO functions do not vary, although some will assume greater importance depending on the state of development of the particular relationship.

There are six functions in the operational phase:




a.  Communication.  Effective and constant communication is CMOs 


fundamental function.  In many situations there will be likely little, or no public 

communications, infrastructure, road, rail and air transport will be infrequent and 

dangerous and many civilian organizations will be reluctant to enter military 

establishments.   Nevertheless, without communications at every level of 


command effective co​operation is impossible.  CMO must both provide and keep 

open the means to communicate.  Measures may include; the establishment of 

easily accessible Civil Military Operations Centers (CMOC), the exchange of 

liaison officers, regular meetings, the provision of interpreters and use of 


compatible communications equipment.  




b.  Coordination.  Despite good communications it is inevitable, given their 

differing motives and cultures, that conflict will arise between the military and 

civilian sides of a cooperative venture.  CMO’s function is to enable proper 

coordination of activity between the two to avoid such conflict.  At the least, 

CMO must have sufficient knowledge to reduce the effect on military operations 

of any potentially damaging civilian activity.  There are practical measures that 

can be taken (the collocation of HQs with key civilian organizations or the 

creation of common boundaries are examples) but they will not always be 


acceptable.




c.  Agreements.  A constant feature of civil‑military relations is the need for each 

to provide goods or services to the other.  These obligations must, in most cases, 

be the subject of formal agreements.  CMO’s function is twofold; to bring the 

relevant military and civil agencies together in the first place, and then give 

appropriate advice.  CMO staffs are responsible for drafting agreements which 

define a direct relationship or understanding between the JTF commander and a 

civilian body.  Lower levels of agreement fall outside their expertise and is the 

primary responsibility of the relevant staff benches, although CMO staff may be 

involved in an advisory capacity if appropriate.





d.  Information.  CMO also functions as a civil‑military information exchange.  It 

provides commanders with up-to-date information on civilian organizations in 

their area.  Commanders must be aware of how civilian activity will affect 


operations.  It is also CMO’s function, within security limitations, to provide 

civilian organizations with similar information on the military force and its 

planned operations.




e.  Assessment.  Commanders need to know, particularly in Peace Operations, 

how the military force and its operations are viewed from the civilian perspective.  

CMO functions as the commander’s eyes and ears in this regard and provides 

continual assessment of civilian perceptions.




f.  Operations.  In most situations, Civil Affairs forces will plan and execute 

CMO in support of the overall military plan and they will form a part of it.  In a 

few cases, the entire force deployment will be CMO‑dominated, for example in 

the aftermath of a natural disaster or a humanitarian assistance mission.  CMOs 

must be closely coordinated with the operations and planning staffs.

3.  Transitional.  Based on the relationships established in the operational phase, the CMO task is to ensure the smooth transfer to civil authority of those military responsibilities identified for transition.  Other tasks will no longer be required and they will cease; CMO’s role is to ensure that the JTF does not become decisively engaged in activities which cannot be terminated, or transitioned with the least possible disruption to civilian life.

Section V ‑ Staff Relationships and Organization
Staff Relationships.  CMO is a commander’s responsibility. It competes for resources and priority in the same way as all other command functions.  Like reconnaissance or intelligence, the major part of CMO activities are carried out by forces under the control of the operations staff.   J3 is therefore, CMO’s primary staff focus, to and through which it functions.  The establishment of a J9, Civil Military Operations staff section (similar to IFOR/SFOR in Bosnia-Herzegovina) may be required depending upon the mission.  To be effective, however, CMO must develop close working relationships with those other staff branches which interact with the CMO function.

Organization.  In order to achieve the aims set, CMO requires an organization containing three elements; staff to plan and advise the commander, civil affairs functional area specialists to support the Civil Affairs activities and additional resources, drawn from the force for specific CMO tasks.



 
      a.  Staff.  The size and specific organization of the CMO staff will vary from HQ to   

       HQ.  
 It will also depend to some extent on the formation’s mission.  The CMO staff 

       are not 
necessarily from specialist backgrounds, but must have broad military 

                experience and be capable of explaining military requirements to civilian 



       organizations and vice versa.


b.  Specialist Advisers.  There will be CMO tasks to perform which fall outside the range 
of skills and experience of the military for which civil affairs area functional specialists 
(specialist advisers) will be required. These specialists will be essential in 
communicating with civilian organizations and providing technical advice.


c.  Resources.  Although both the CMO staff will require a basic scale of equipment to 
operate, the majority of CMO resources will be found from within the force.  They, along 
with any augmentation forces should be ATTACHED to the ground force commander in 
the AO where the main CMO effort will be focused.

Section VI ‑ Summary

CMO, like any other staff function, is designed to support a commander in the successful accomplishment of his mission.  It forms a specialist interface between a military force and the civilian organizations with which the force deals.  Its core task is to establish and maintain civil‑military unity of effort in order to secure the greatest military advantage for the commander and deny similar advantages to a hostile or potentially hostile force.  CMO staff and those elements of the force engaged in CMO activity achieve unity of effort by applying the CMO principles given above to the tasks and functions already described.
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