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6 Cullen: From the Kriegsacademie to the Naval War College: The Military P1

For centuries military planning was thought to be the exclusive right of noblemen
and the highest achicvement of genius and charismatic leadership. Prussia’s defeat by
France in 1806 led to a new wview of military planning that was to prove
revolutiohary. To this end, the first wor college was established in Berlin, and the
once mysterious art of war began to be systemized and demonstrated to young
officer students. The Prussian general staff became a modcl for the world and with it
their system of planning. Since that time the military planning process has undergone
continual refinement, much of it here at the Naval War College.

FROM THE KRIEGSACADEMIE

TO THE NAVAL WAR COLLEGE:
THE MILITARY PLANNING PROCESS

A lecture delivered at the Naval War College

by
Lieutenant Commander Charles W. Cullen, U.S. Navy

Correspondence School

To begin our disenssion of the Mili-
tary Planning Process at the Naval War
College, we will have to cross the
Atlantic and cast our minds back to the
early 18th century and the personage of
I'rederick the Great, who was horn in
1712 and reigned as the King of Prussia
from 1740 to 1786. The compliments
of genius and greatness have been be-
stowed upon Frederick by many his-
torians and most of his biographers. 1lis
brilliance as a military tactician was
most conspicuous in the innovations he
brought to military organization and
planning. He lightened and inercased the
mobility of his cavalry and artillery;
and, since “God is always with the
strongest battalions and hattles arc wou
by superiority of fire,” he greatly in-
ercascd the fircpower of his deployed
lorces. Frederick’s insights and innova-
tions in military planning and tactics,
now very obvious to us, marked iu his
time a new era in combat. His brilliance,
coupled with holdness, led Napoleon 1o
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say of him, “lle was above all great in
the most critical moments.”

I'eederick’s greatness as a taetician
and licld general was celipsed in time by
the fcals of Napoleon, but for our
purposcs the point is not the greatness
of Frederick nor of Napolcon, but
rather the attitude and hehavior of the
military organizations tbey left behind.
In 1747 I'rederick wrote a manual for
his officers, revised a year Iater under
the title of The Principles of War. This
remarkable work, writtcn when the
Prince was but 35 years old, put forth in
great detail his concepls of mancuyers,
It was a closely guarded document, such
that each of the 50 copics was held
accouutahle. As one would expeet,
some hapless officer had the misfortune
of getting captured with the hook. 1t
was immediately recognized for its im-
portanee and promplly translated and
widely distribuled throughout Europe.
This and other writings left behind by
I'rederick, who died in 1786, had the
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fate of being clevated Lo near scripture
by the Prussiim military stafl. Indeed,
the process toward rigid formalism had
already begun while I'rederick was still
alive. And, not only in the Prussian
stalf, but in all of the military stalls of
Furope. As one contemporary hislorian
noted:

It has been one of the mis-
lortunes of armics that Freder-
ick’s great reputation led Lo
slavish imitation of the lorms of
the Prussian  military  system.
Young officers from Fngland and
France attended Lhe reviews at
Potsdam and thought all the se-
crcts of Frederick’s success lay in
Prussian drill, Prussian uniforms,
and the shine and polish tradition.
They were unable to distinguish
the symbol from Lhe substance in
the Prussian army. Drill was mis-
tuken for the art of war although
Frederick never so interpreted it.
He “laughed in his slecve,” says
Napolcon, “at the parades of Pols-
dam, when he perecived young
ofliecrs, French, linglish, and
Austrian, so inlatuated with the
mancaver of the oblique order,
which was (it [or nothing execpt
to gain a [cw adjutant-majors a
repulation.”

This blind adulation of VFrederiek’s
ideas continucd apace lor nearly a cen-
tury alter his death. In like manner the
wrilings and memory of Napoleon were
cherished by the French general ataff.
The results [or Prussia and Franee were
the same, namely a fall from greatness
through humiliating military defcaty
alter their leaders were dead. Prussia’s
refusal to change its taetics in the
Napoleonie I'mpirc Wars led Lo crushing
deleats agauinst inferior forees at Jena
and Aucrstidt in 1806, These delcats
led the following year to the Trealy of
Tilsit whereby Prussia lost all her terri-
tory cast ol the Elbe. The humiliation

of this trealy brought forth a determina-
lion on the part ol the Prussians to seck
out and identify what had gone wrong
in rccenl campaigns. Though an in-
creasing  percentage of the Prussian
troops were enlisted from loreign conn-
tries, there was no apparent decay in the
discipline of the Prussian Army, UBut
something was amiss and had to be put
aright il grealness was cver again Lo be
achieved,

An inquiry was conducted, and the
lindings marked the end of the I'reder-
ick the Great era and the beginning for
Prussia of a new philosophy of military
planning. The Prussian stafi reached the
[ollowing conclusions:

1. That it was the genius of Frederick
the Great that made the Prussian war
machine invineihle and not the organiza-
tional structure that developed around
him and survived him.

2.That such genius obviously was
not available on beek and eall.

3. That some new methods were
necessary and therefore must be gen-
erated to insure future leadership.

4. 'That Napolecon’s system appearcd
Lo possess the same inherent weakness
ag theirs, namely, dependence on genius
lor leadership.

It appears that the stafl coneluded that
it was saler and wiser to develop a high
average of ability and leadership
through training than to trust untrained
commounscnse or to rely upon the
appearance of genius at the time of war.

The profound inferenee was that the
art of military command could actually
he taught. That was a rejection of the
18th century view that war could be
carricd on effectively by amateurs and
that military planning and tactics were
the sole provinees of charismatic
leaders,

In 1810 the Prussian general stafl
established in Derlin, under the com-
mand of Gen. Gerhart von Sharnhorst,
the Kriegsacademie (War Academy), for
the purpose ol “training oflicers for
high eommand and general stall work.”

https://digital-commons.usnwc.edu/nwc-review/vol23/iss1/4



8 N AVA}&T‘ Wﬂﬁ?e&eﬁs‘iﬁ%ﬁlﬁleﬁ)ﬁ Niw War College: The Military Pl

The period ol study at the academy was
a lull 3 ycars! The curriculum included
lecturcs and discussions on tactics, for-
Lifications, administration, geography,
and military law. The academy stood
for the beliel that men of ordinary
intelligence, il properly trained and
organized, could carry out any ol the
tagks of high command.

The suceess of General von Sharn-
horst and those that lollowed him, chicl
among lhem General von Moltke, went
largely unnoticed throughout Lurope
for nearly 60 years until the Prussians
gained startling viclories over Auslria in
1806 and I'rance in 1870, In both of
these campaigns the efficiency and
training ol the Prussian officer corps
and the general stalf were demonstrated
with such clarity that historians cite the
evenls as the lime in history when
Germany replaced Franee as the model
for all military men in Weslern civilina-
Lion.

In 1905 Col. G.I'.I}. Henderson, a
widely vead Dritish aulhor of his lime,
commented on the impact these events
had on the role ol cducation and the
teaching of the scicnee of war:

In all ages the power of intel-
lect has asserted itsell in War, It
was not courage and expericnee
only that make llannihal, Alexan-
der, and Caesar the greatest names
of antiquity. Napoleon, Welling-
ton, and the Archduke Charles
were certainly the most educated
soldicrs of their time; while lee,
Jackson, and Sherman probably
knew morc of war before they
made it than anyone else in the
United States . . .. But it was not
until 1866 and 1870 that the
preponderating influcnee of the
lrained mind was made manilest.
Other wars had shown the value
of an educated general, these
showed the velue of an educated
army .. .. The great host of Aus-
Iria was shattered to fragments in

seven weeks; the I'rench Lmperial
Army was destroyed in seven
wecks and three days. [Ttalies
added |

Greeks, Rumanians, and Turks hiked
to Berlin to study al the Kricgsaca-
demie. Later In that same decade, war
colleges were started in Great Writain
and I'rance. The Royal Military Stall
School was established in 1873, and the
Ecole Militaire Superior was sel up in
1878,

Our own Naval War College was
starled under the leadership of Com-
modore Slephen B. Loce in 1884, It,
too, was based on the Prussian model
and the same notiou Lhat war was a
legitimate arca of sludy and that il
could be taught and learned. llere, asin
lurope, Lhere was still debale over this
idea. In the lale 1800% 1L was widcly
held thal gencralship was the product of
genius and intuition. ln our own Navy,
stalements such as “Parragul never
altended a war school” persisted. Lt is
signilicant to note, however, that in the
carly years, when the college was still
struggling lor recognition and accep-
tance, therc were no crities of the
college among those officers who had
altended the course. Those who eriti-
cized the college had not attended ix!

Besides the Prossian notion thal war
could be taught and learned, Admiral
lamce also held what we might call a
scicntistic view ol history. lle was conli-
dent that a systematic study of history
would yield general theories ol strategy.
This poinl ol view was not held by all,
any morc than was Prussian military
thought, but it was shared by Admiral
Luee and Caplain Mahan. In a most
valuable unpublisbed doctoral disserta-
tion, cntitled “Professors ol War, The
Nuval War College and the Modern
American  Navy,” Tonald Speetor
statcs: “Just as the |8th century phi-
losophers had gone up and down the
ficld ol history looking [or man in
general so Mahan was later to go up and

Published by U.S. Naval War College Digital Commons, 1970 3
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down the licld of naval history looking
for unchanging principles of strategy.”

The assumptions of the professional
officer, at the turn of the century, not
only differcd within the military com-
munity but, as a group, were con-
siderahly different than those held by
his fellow citizens. For the professional
oflicer, war was inevitable and necessary
for national survival; to the civiliun, war
was probahly avoidable and in all cascs
undesirable. Morecover, if a war had to
he tought, it could best be waged by a
body ol citizen soldiers and sailors
springing romantically to arms at the
last moment of danger. It was the
talented and improvising amateur that
hest [it the American image ol the
military leader.

Spector adds:

In fact the War College was
tundamentally an  un-American
institution. Nol simply in the
sensc that it derived its inapiration
from foreign examples but in its
whole coneept. In every way it
was opposed to traditional Ameri-
can ideas. It stood lor the theo-
rctical in a socicly which valued
the practical. In an age ol in-
creasing specialization it stood for
the ideal of the generalist. [n a
country whicb viewed wars as an
aherration and foreign policy as a
nuisance, it insisted that the two
were inscparable and that they
were a8 much the business of
government as tarills, and civil
reform. It is not surprising then
that Luec’s bybrid Kuropean plant
did not flourish in American soil.
What is surprising is that it grew at
all.

Added to all these difficulties was
the discovery that little had heen writ-
ten at that time on the subject of naval
tactics and strategy. One ollicer, aflter
surveying the field in 1884, concluded
that cven the latest and best puhlic

writing on the subjeet was “more or less
unsatisfactory.” Spcctor comments
that, in cllect, the War College was
cstablished to teach a subject that did
not even exist.

(nc arca ol military study did exist,
however, and already enjoyed a well-
developed hody of literature in Europe.
This was, of course, the Prussian general
stalf approach to military planning. At
the turn of the eentury the subject was
referred to as the “System™ or as the
“Iistimate of the Situation.™ It was the
beginning of what we call today the
Military Planning rocess.

X X X X X

llaving seen the coneepl ol sys-
temized planning germinate in Furope
and that the art of war could be taught
and learned, we might eontinue our
investigation by teacing how the Fsthi-
male ol the Situation was brought to
Newport. There is no evidenee to indi-
cate that Admiral l.uec had direct con-
tuct with members of the Prussian staff
or the Kriegsacademie. llowever, we do
know Lhat Luce had made the acquain-
lance of Gen. Emory Upton, an Army
olficer of great hrilliance and influenee.

It was Upton who was largely respon-
gible for bringing the German tech-
niques ol military edueation to the
United States. lle languished in the
post-Civil War period aud i 1876 per-
suaded General Sherman and the then
Seerctary of War Belknap to send him
on an extensive tour ahroad to study
military institutions and techniques. He
was instructed by Helknap te “‘pay
particular  allention to the German
schools for the instruction of officers in
slrutegy, good tactics and applied tac-
ties.” Upton returned home to write a
hook ol his ohservations enlitled The
Armies of Asia and Europe published in
1878.

L.uee met Upton the sane year at the
Army Arlillery School whieh Upton
headed al Fort Monroe, Va. It was here,

https://digital-commons.usnwc.edu/nwc-review/vol23/iss1/4
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according to Spector, that Uplon en-
couraged Luce to establish a college for
the Navy. Admiral Luce concurred in
the need [or such a sehool hat saw its
potential role, nol in the Upton image
of a training school for staff and com-
mand techniques, hut rather as a eenter
for strategie studics and original re-
search. The development of the War
Collcge during its early years and the
arpuments over ils worth, purpose, and
conlribulions is a fascinating tale, but
for the task at hand we best leave
Admiral Luec and move ahead to the
second decade of the 20th ecntury.

In 1912 the [first article of the
Lstimate ol the Situation was published
in the September issue of the United
States Naval Institute Proceedings,
under the authorship of the “members
of the staff of the United States Naval
War College.” This article, bearing the
laborious title of “Noles on the Applica-
tory System of Solving War Problems
with Examples Showing the Aduptation
of the System to Naval Problems,”
marks the official beginning of the
Military Planning Process in the curricu-
lum of the Naval War College. Tt appears
from the rough drafts, still availahle in
the War College archives, that the article
was actually written by Commander
Vogelgesang, with generous assistanee of
McCarty Little.

Briefly, the applicatory system was
described as consisting of three parls.
I'iesl, the Lstimate of the Situation;
sccondly, the Writing of Orders; and
finally, the Lvaluation of the Plan,
cither through a “map mancuver” or in
the ficld.

Notwithstanding the rather stileed
literary style of mnilitary authors in the
carly 1900’s, today’s rcader of the 1912
artiele ol the applicatory system cannot
help but he struck by the formalized
and clevated manner in which the
“system” was discussed.

It stands alone without a rival,
and has so stood, for a hundred

years . . .. It has been consecrated
by Buecess in its application to the
conditions of war; and it behooves
any who would scck to gain efli-
cicney in the art to follow in the
wake of its most suceessful
teachcrs.

Why such reverent references to the
system? Why, at this early date, at lcast
in the United States and most ecrtainly
at Newport, bad this young diseipline
alrcady laken on the trappings of holy
writ? The answer lics, | believe, in the
theoretical foundations of the system: a
numher of revolutionary ideas, the ae-
ceptance of which in Bedin, Europe,
Fort Leavenworth, and finally in New-
port, took great foresight, courage, and
no small amount of risk on the part of
those officers who were now putting
belore their students and their service
this aystem of military planning.

As an aside, it is inleresting to note
that the adoption of the applicatory
gystem marked a swing toward a morc
technical orienlation of the curriculum
of the college, in contrast to the stra-
tegie orientation founded by Luec and
Mahan. Admiral Knight commented iu
his 1916 history of the Naval War
College that *...the ‘stratcgic level’
educational mission envisioned by
Admiral Luce gradually began to suc-
cumb to ‘hasic professional Lraining.™
Indeed, in Spector’s view the introdue-
tion of the applicatory system was the
beginning of the end of the War Collcge
as a center [or original rescarch,

The propositions that had to he
acecpted hefore the stage could be set
for the presentation of the military
planning process and its acecplance as
part of the curriculum here and clsc-
where were as follows: First, as we have
already scen, was the notion that war
and its planning could be taught and
learned. Sccondly, that subordinate offi-
cers should be given responsibility; they
should he trained to obey orders, not as
automatons, but rather as rcasoning

Published by U.S. Naval War College Digital Commons, 1970 5
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men capable ol and expected to lurther
tbe intentions of their superiors. And
finally, that a hody of theory and its
applications, hasie to the understanding
of war, its planning and exeeution,
eould he developed into what is today
called doetrine. Indecd, the very con-
cept of doetrine had to be invented to
make the system work!

We have already examined in sulfi-
cient detail the development of the
notion that war and military planniug
eould be teught and learned. We have
also scen how the acceptance of this
idea led in parl to the establishmenl of
war colleges hoth herc and in Furope.
This leads, then, to the second idea,
namely, that subordinate offieers should
he given responsibility and be expeeted
to think. We view this idea today as a
sclf-evident truth. Yet, for many offi-
ects at the turn of the eentury it was
viewed as eomplete heresy and the
beginning of the end of military order,
digeipline, and the profession of arms.
For many 19th century oflficers the
single coneept of command was simply,
“l command—you obey.” To them, a
thinking subordinate left to his own
devices was downright dangerous and a
hazard Lo discipline and authority. Fur-
ther, as Henderson observed, “It was no
part of their duty, they declared, to
train the judgement of their subordi-
nales; they were soldicers, and not peda-
gogues.”

Nonctheless, as the 19th century
drew Lo a close, the Prussians and others
began to refleet, nol only on the recent
wars of Earope, but on the Civil War in
America as well. Clearly, modern war-
farc with its large conseripted armies
moving wilh inercased mobility and
firepower required new command and
eontrol structures.

The Prussians sct oub to meet Lthese
requirements hy developing a new and
sound system of military organization.
At the outsct some practical obscrva-
tions influenced the carly designers. The
new system had to reeognize that an

army cannot be clliciently eontrolled
by dircet orders [rom headquarters. The
on-scene commander is often the best
judge of the situation, and his intelligent
cooperation is of infinitely more value
than his mechanical obedience. Hender-
son states that it was proposed, there-
fore:

. . . that no order was to he blind-
ly obeyed unless the superior who
issued it was actually present, and
therefore cognizant of the situa-
tion at the time that it was re-
ecived. I this was not the case,
the recipient was to use his own
judgement, and act as he helieved
his superior would have directed
him to do had he been aware of
how tmalters stood .... It was
long before the system was ae-
cepted, even in Germany itself.

Obviously, if subordinates were Lo be
given such responsibility, measures had
to be taken to insure that their actions
were struetured to reflect with precision
the objeclives of their superiors. [t was
remarked thal Napoleon, in criticism of
his marshals, frequently made use of the
statement that so and so failed “beeanse
he did not understand my syslem.” By
1870 there were very few Prussian
ollicers, if any, on the general stall or
clsewhere in the ficld thal ran this risk,
Nearly all were thoroughly conversant
wilh Lhe theories and procedures Laught
al the academy and practiced hy Lhe
staff.

As these nolions developed, a body
of knowledge began Lo emerge which
supported the establishunent of the
system, Expectations were deflined, und
proecdurcs were formalized into whal
we eall doctrine loday. In addition,
junior officers were discouraged [rom
“displaying rashness or sellish enter-
prise.”” 'The difference between orders
and instructions was clearly defined,
and finally, officers wete trained Lo
arrive at correck  decisions—thus the

https://digital-commons.usnwc.edu/nwc-review/vol23/iss1/4
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beginning of the Eslimate of the Sita-
tion.

We hegin lo sec then that the sti-
mate of the Situation, though a new
devclopment, was not nearly so re-
markahle [or ils time as the enyiron-
ment for which it was desigued. This
was a new and exciling era (or military
officers, but one in need ol saleguards
and struetured command and control
procedures. The Iistimate ol the Silua-
tion provided the guidance so necessary
to eontrol the new frecdom of sub-
ordinates thal was now deemed essential
for modern warlare.

Our own military planning process
and the pnblished gnidelines that
ahound in the form of NWP’s and
NWIP’s share a rationale founded in
these earlier Limes. 1t is not difficull Lo
see Lhe historical relationship between a
current “Coneepl Annex” in an opera-
tion order and the letter of instruclions
that was delivered to a Prussian com-
mander in the ficld. We can also better
nnderstand  how  initiative  through
knowledge, instead of traditional blind
and inert obedienee, led to the present
requircment in  all modern military
dircetives {or the commander to stale
his mission, nol only in terms of tasks
to be accomplished, but in terms ol
purpose as well.

Over time, we have come to accept
the command deyvices at onr disposal
without realizing that they were not
always so designed. Without some
understanding of the origins of these
devices and their evolution, we run the
risk oursclves of adhering blindly to
present doetrine in the manner of the
carly Prussians.

¥ X X XX

Many planning related aclivities at
the Naval War College influenced the
first lecture on the Estimale of the
Situation. The need for well-coneeived
war plans was profoundly recognized by
members ol the eollege stafi rom the

carliest days of luec and Mahan. Evi-
denee of earelul and delailed historical
researeh on Lhe effects of good plan-
ning—or the lack of it—is impressively
rellceted in a memorandum dralted in
one day, 24 l'ebruary 1904, by mem-
hers of the stafl in rcsponse to an urgent
telegram [rom the Hureau ol Navigation,
President Theodore Roosevelt, through
the Secretary ol the Navy, desired
“ ... historical [facts and arguments
showing wherein war operalions care-
(ully prepared doring peace hy a well
organized general stall show deeided
snperiority over those condncted by a
badly organized or no stall.”

Eleven campaigns were analyzed in
the 31l-page Lyped report. Capt. C.S.
Sperry, the President ol the college,
summarized for the President that:
“Ihe failures noted are much more
nonmerons than the snccesses, but it is
nol difficnlt to trace many of the
failnres to lack of well digested plans
and the successes are notable instances
of carcful, intelligent, and leisurely plan-
ning in advance.”

As we would expeet, the report cites
the Prussiau eampaigns againsl Austria
and IFrance as the “first class ol illnstra-
tion.”

The German General Staff
under the ehieltainship of von
Moltke, had made the most elabo-
rale provisions for Lhis, as douht-
less for other wars. There was
nothing to do when war came
excepl lo lelegraph the order to
mohilize. That order reecived,
every ollicer, even in the remotest
part of the Kingdom ol Prussia,
knew precisely his dnlies. . . and
in an ineredibly shorl space of
time the German troops were
pouring loward the fronlicr. Then
another porl-folio was opened and
the strategical plans appeared . . ..

The Russo-Japanese War, then still in
progress, was also eited as an example of

Published by U.S. Naval War College Digital Commons, 1970 7
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good planning on the parl of the Japa-
nese. The elassified report continued:

We know that Japan has a
General Staff and that it is physi-
cally impossible for snch a plan
[the successful attack againsl the
Russian Flect at Port Arthur and
the snbsequent amphibious inva-
sion ol Korca] to have matured in
all its details of mohilization and
transport within a lew weeks prior
to the outhreak of hostilities hy
advisors colleeted on the instant,
and exeecuted faultlessly on clock
time.

With reflreshing candor, President
Roosevelt  was invited to  compare
Japan’s performanee with “the hasty
purchase and makeshilt outfit of all
classes ol vesscls at the onthreak of our
Spanish War of 1898, and the embarka-
tion at Tampa.”

Commenting on the Revolutiouary
War and the Fnglish War Ministry’s lack
of organization and planning, the
authors of the rcport eited as sulflicient
comment the contemporary ohscrva-
tions of our old acquaintance, I'rederick
the Great: “When [ refleet on the
conduct of that government in the war
with their colonies, | am also tempted
to say what the theologians maintain
with regard to Providence, that their
ways are not ours.”

Of our own Civil War, the stall had
these ohservations for the President:

The war of secession 1861-05
is prohably the most conspicuous
example in history, certainly in
reeent history, of the results that
flow from the lack of everything
that a General Stafl implies. There
was  no organization for the
making of plans, and no plans
execpt such as were made by one
General or Admiral, superseded
hy those ol another, these to be
changed in turn by superior

authority. The result was conlu-
sion, delay, loss, marching to and
Iro, and fonr years of war. Per-
haps it was nceessary that a great
war involving the aholition of
slavery should have been fought
to a [inish, but from a military
point of view it cannol bhe
donbted that in 1861 a small but
well cqnipped and  diseiplined
army could have gone anywhere
North or South, and have over-
come any force of volunteers
hastily and imperfcetly assemhled
to oppose it

These historical analyscs, in the tradi-
tion of Mahan, were not the only
aspeets of war planning entertained at
the Naval War College. Members of the
staff dralted actnal war plans as carly as
1895, In 1907 the first of a series of
“War Portlolios” was preparcd by the
college stafl in conjunction with the
General Board in Washington. At this
time the War College was the only
ageney in the Navy capable of doing
general staff work! By 1911 planning
requirements had become so demanding
that the President of the college, Rear
Adm. Raymond Rogers, advised Wash-
ington that Inrther production of war
plans lor the General Board could no
longer he done without prejudice to the
college’s role as an educational institu-
tion. Planning commitments were in
time relaxed; however, the War College
continned to assist the General Board
until the Chiel of Naval Operations
assumed the role ol chicl war planner in
1915.

There were other [actors that in-
{luenced the form and suhstance of the
applicatory system aud Comdr. I'rank
Marble’s [irst lecture. In 1893, under
the presidency of Comdr. Ilenry C.
Taylor, the eollege stall sought to find a
“comprechensive system”™ which would
better suit the current organizational
needs of the Nayy. Many forms of
organizations were examined, ineluding
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commercial companics, the Dritish
Board of the Admiralty, and the general
stall ol the German Army. Ten years
later, commenting on the findings and
decision, Admiral Taylor stated:
‘... the German methods, nearer than
any other, are whal are needed for us,
after they have hoen meodified to suit
the diflerent political conditions exist-
ing in this eountry.”

Much the same conclusions were
reached at the Army War College at
Fort Leavenworth, where the task of
modifying the German system Lo suit
Amecrican needs was alrcady well under-
way. Two pamphlets were published
there that influenced the format and
substance of the carly leclures and
publications here in Newport. The first
of Lhese was entiled Field Orders,
Messages and Reports, writlen in 1906
by Maj. Fban Swift. The second, and
most imporlant, was written in 1909 by
Capt. Roger S. liteh and was entitled
Listimating Tactical Situations and Com-
posing Orders. Captain Fiteh’s work was
cited and widely quoted hy the New-
port stalf.

Fiteh’s form for the Lstimate of the
Situation eonsisted of the following
outline:

I Mission
1T The Enemy—strength, position
and iutentions
III' Our Own Troops
IV Terrain
V Time and Space
V1l Mecthods—advantages and
disadvantapes
VII Decision—“The eapstone of the
structurc”

Fiteh delined the mission as “The gen-
eral purpose of the supreme command
and the means through which it can be
furthered.”

As the Commander’s true mis-
sion should he the guiding star of
all his ordered movemenlts, it is

plain that he, cspecially if acting
independently, cannot be too
careful in interpreting his orders
aright and in acting in such a way
as will best further the interests ol
his superior commanders.

Fitch eautioncd his readers that the
so-called “fog of war” would obscure
the eommander’s view of enemy inten-
tions and that therefore “the comman-
der should make his migsion and not the
movement of the enemy the governing
faetor in planning.” This good counsel
was lost by all tor 33 years, as we shall
see laler,

And so, with Admiral Taylor’s deci-
sion Lhat the German syslem of plan-
ning was hest and armed with the Fitch
outline, Commander Marble prepared
and delivered the first lecture on the
Estimate of the Situation to the class of
20 officer-siudents then atlending the
summer session of 1910, He introduecd
lis suhject, confident that “no amount
of education and training would assurc
suceess to some, but no one can deny a
careful and assiduous training is vastly
beneficial cven to the stupid.” The
lecture opened with a hrict demonsira-
tion ol the need for systematic study of
tactical problems. Marble acknowledged
that the form adopted for the estimate
was “virlually the same as that adopted
by the Army, somewhat condensed and
meoditied to suil naval needs.” 'I'he form
for the Navy’s first Lstimate of the
Situation consisted of four headings:

I Mission
Il Position and Strength of the
Encmy
IIE Position and Strength of Own
Forees

IV Decision

Marble’s form remained cssentially un-
changed from 1910 o 1921, The
separate emphasis that Fitch gave to
time and space [actors, tcrrain con-
siderations, and mcthods of
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aeceomplishing the mission were not to
appear in the Naval War College outlines
for many years.

The first planning prohlem presented
to the students in 1910 is interesting
historieally, and since Marble presented
it eoneiscly we ean afford to quote it
here:

Situation: A Blue force of 15
bhattleships and & armored eruisers
is steaming northeast at 12 knots
to intercept a Red force of 12
battleships and 9 armored cruisers
reported eoming [rom the cast-
ward. The Blue Admiral expects
to sight the enemy’s smoke in the
morning. He has signalled his
captains to repair on board in
order to explain to them his in-
tended plan of action. The
weather is warm and elear, with
smooth sea and moderate breeze
from the NW. The maximum
speed of the Blue battleships and
cruisers may be taken at 16 and
20 knots respeetively and that of
the Red ships at 14 and 1%,

Desired: 1.The plan of action,
and the manner and formaltion of
approach,

2. The Blue Admiral’s
Estimate of the Situation showing
the reasons which have led to the
line of action determined upon.

Marble conecluded his lecture with a
detailed discussion of the writing of
orders and the various forms that orders
could be put into. lle followed as a

referenee in these matters the work of
Maj. Ebhan Swift.

XX XXX

Over the ycars the Estimate of the
Situation has evolved from Commander
Marble’s brief discussion to our present
college text Naval Planning whieh is but
a detailed commentary on the doetrinal

publication, NWP 11A—Naval Opera-
tional Planning. Any diseussion, how-
ever brief, of the various pamphlets that
have been written on the subject over
the ycars would be a lengthy and dry
task, sinee, on the average, a new
version of the estimate or its sometimes
scparate companion “Formulation of
Orders” appearcd on campus cvery 2
years sinee 1910. Changes in most revi-
sions were usually minor with an occa-
sional major edition appearing about
every 10 years up to ahout 1950.

The first of these major editions
appeared in 1915 under the dircet au-
thorship of Rear Adm. Austin M.
Knight, then President of the eollege.
Published by the United States Naval
Institute Proceedings under the title
“The Estimate of the Situation™ and
reproduced for distribution to the stu-
dents, the treatise followed in outline
the original form for the estimate as set
down by Commander Marble in 1919,
Admiral Knight was the first author at
the War College to lay great stress on
the neccssity for a logical exposition of
the problem and the need for sound
reasoning. ‘“The Estimate is not for the
purpose of justifying a decision pre-
viously arrived at. It is a reasoned
solution of a problem where each step
in the process approaches a decision
which, without those steps, could be
arrived at by aceident only.” [Knight’s
italies |

In 1924 the form for the cstimate
was considerably expanded and, in the
main, confused. For example, a detailed
serics of questions bad to be answered
hy the commander incident to iden-
tifying his mission. In cffect, this
amounted to an cstimate within the
Estimate of the Situation. Further eon-
fusion was added in a detailed discus-
sion on “minor decisions,”” seen then as
missions rather than tasks. One curious
oversight in earlier works, in light of the
numerous German references to “pur-
pose” a8 well as “task,” was at least
corrected in this edition. This was the
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nced to state the “why™ as well as Lhe
“what and how” in the decision state-
ment.

The simple logic underlying the form
of the estimate was ncarly lost sight of
in the 1926 revision. In addition to the
small estimate required for the mission
in 1924, two more cstimates appcared
in the 1926 outline; one for cnemy
foree considerations and the other for
own forces. Compounding the confu-
sion was the notion that the “deeision™
dealt with the first problem at hand
only. Thus the accomplishment ol one
immediate mission called for the assign-
menl of a new mission and thercfore a
new cstimate. In elfeet, the estimate
became a recurring process for the
commander as he went from one im-
mediate crisis to the next, hopefully in
the end accomplishing the “ultimate
mission of the superior.” This eonfusion
was Lhe result of a lack of precision in
defining the concept of mission. The
discussion sulfered from a lack ol
vocabulary which has since developed,
namely, the distinction between the
mission and its associated objectives,
requirements, and tasks.

The problem began to get sorled out
in 1929, In this revision, written while
Rear Admiral Pringle was President of
the War College, the commander’s mis-
gion was defined in terms of task and
purpose. The concept of “ohjectives™
was introduced, wherein the various
cnemy forees which had to be encoun-
tered were identilied. Finally, after “the
decision” was made, the commander
was to identily what “operations”
would be required to carry it out. This,
in turn, was the basis lor making “aux-
iliary decisions” which included the
“formulation of tasks.”

In 1933 Capt. l'orde A. Todd, the
head of the Scnior Class Strategy, wrote
an excellent volume entitled The Study
and Discussion of the Estimate of the
Situgtion. 1t is noteworthy in that it
carrics a briel resume of the estimate as
it evolved both herc and in Kurope; a

bricf discussion ol student dillicultics
was also included. To show the flexi-
bility of the cstimate and the order
forms, Capt. R.B. Colffey transposed
General Grant’s letter of instruetions to
General Mcade into the then eurrent
standard operation plan format. This
done, Admiral Nelson’s memorandum
hefore Trafalgar was transposed into the
hattle plan format. This exercise came
ol[ rather well and must have heen good
sport. The entire work was admirable in
that it was the first pamphlet written
ahout the estimate from the point of
view ol commenting on estahlished doe-
trinal procedures; nothing quite like it
appears again umtil alter 1950,

Sound Military Decision, 1942, was
written under the supervision of Rear
Adm. E.C, Kalbfus. This loose-bound
volume in a green eover was the most
lengthy and literate treatment of the
subject ever written at the college.
Referred to by the students as the
“Green Hornet,” the text discussed at a
leisurcly pace, not only the estimate,
hut the art and science of war, the
nceessity [or logical thought, and the
exercise of professional judgment. It
was widely used throughout World War
. In 1944 Vlcet Admiral King, as
Commander in Chief, U.S. Fleet, and
the Chicl of Naval Operations, issued to
his stall a briel excerpt of the volume
under the title “Cominch P-1, Naval
Directives and the Order Form.”™

Many terms and conecpts, basic to
present-day doctrine, were introduced
in Sound Military Decision or the
smaller pamphlets in the years im-
mediately preeeding it. The role of
assumptions and the need lor alternative
plans were reeognized in 1938. The
testing ol courscs of action by suita-
hility and feasihility eriteria appeared in
1940, and the additional test for ac-
eeptahility was added to this edition. In
addition, the last major change to the
cstimate appearcd in this edition.

Up until 1942 Commanders were
enjoined to consider cnemy actions in
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the same light as their own; that is, the
cnemy’s mission and ohjectives were to
be deduced, il at all possible, and his
probable intentions were to be deter-
mined and planned against. (In tact, up
until the Knight edition in 1915,
courses of action were actually eon-
sidcred as answers to the enemy inten-
tions.) This econcept began to weaken in

1936.

The definite formulation of the
finemy Mission, however, is not
always possihle with sufficient
accuracy Lo be of hencfit. Morc-
over, it appears that if a choice of
Missions is open to the cnemy, the
Commander may fall into error hy
choosing one to the exelusion of
the others. lle may, therefore,
find it uselul to sct forth several
Missions, any one of which the
cnemy might reasonably be ex-
pected to adopt,

By 1942 the umpracticability and the
danger of dealing in enemy intentions
were fully recognized, and the term
“enemy ecapabilitics” came into use.
“The  Commander is not cxclusively
interested in what the enemy may in-
tend to do, or even in what the cnemy
may be known at the time, to intend to
do; such intentions are subject to
change, and do not therelore, cover the
whole field of capabilitics.”

The experiences of large naval stalls
during World War 11 pointed up the
need ftor comprehensive service-wide
planning documents. After the war,
efforts of the college staff were direeted
toward this end. In a memorandum for
the stalf, dated 12 Mareh 19406, Admiral
Spruance, then President of the college
was quoted by his chiel ol stalf as
stating:

The Estimate of the Situation
should be simplified and reduced
and a standard publication should
be issued which is not lo he

17

changed hy a shift in command of
the Naval War College or hy the
new ideas of individuals every one
or two years. In other words, a
fixed meaning wilt grow up from
midshipman to flag officer as to
certain features of the Estimate of
the Situation.

Under Admiral Spruance’s supervision,
the current War College texts on the
estimate were compared with a joint
text prepared by the War Department
and the texts used by the other scrvices.
The comparison was favorable, and no
major changes in the hasic sequence of
the estimatc as taught at the college
were deemed necessary.

The military planning proeess had
come of age. And so, at the behest of
Admiral Denleld, then Chiel of Naval
Operations, Admiral Spruance sub-
mitted to Washington a rough draft of
what was to beeome, the following year,
our [irst doetrinal treatise on the sub-
ject—The Naval Manual of Operational
Planning. After a numher of revisions,
this manual was superscded in 1953 by
NWP 11—Naval Operational Planning.

Since that time the War College has
continued to issuc to its students de-
tailed commentarice on the subject. Our
most recent text is Naval Planning 1966.
In turn, thesc commentaries and the
diseussions they stimulate among the
students, hoth resident and cortespon-
dent, influcnce not only the eurriculum
at the War College, but the basic doe-
trine as well.

The Military Planning Process has
evolved into an agreed sequenee of
formal, logical steps as outlined in the
planning guides promulgated by the
various services. In actual practice how-
ever, particularly under the stress of
crisis, these formal steps are [requently
telescoped. Indeed, this is the rule
rather than the exception. Mental Esti-
males of the Situation and compressed
Developments of the Plan can be made
with eonfidence by the experienced
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military planner as long as the basic
elements of the Military Planning
Process are not slighted. For the student
planner, not yet formally introduced to
the process, such abbreviations, born
out of impatience, not crisis, invariably
lead to numerous errors, lost motion,
and uncontroiled leaps of illogic.

To avoid these errors the student
must be made to appreciate the need for
the Military Planning Process. The
frailty of man, the reasoning animal, can
be demonstrated to the point of near
despair, as in Captain Sperry’s memo-
randum to President Roosevelt. On the
other hand, the process should not be
advertised as an infallible problem-
solving system—which it is not—but
rather as a logical way to conduct a
thorough analysis. 1f, as a result, all still
goes wrong, the commander will have at
least made reasoned errors.

Of late, the greatest strain on mili-
tary planners has been the Supervision
of the Planned Action. How is the
achievement of objectives measured?
How are objectives altered by the course
of events? When are such alterations
unacceptable to a course of action being
executed? At what point in the un-
folding action can the commander con-
sider his mission accomplished? These
problems are not new, just more com-
plex and vital. Without recourse to a
thorough Estimate of the Situation, the
foundations for value judging these
problems are lacking, and reason gives

way to bias and emotions. Further,
within the estimate and at the very
outset, special emphasis must be given
to understanding the assigned mission
and its military and nonmilitary implica-
tions. If these essential matters are not
fully appreciated and always kept in
mind, the “fog of war” will be left
undispelled, and the commander’s
forces will be committed to seeking
solutions to a problem not understood.
Sixty years have not diminished the
cogency of Captain Fitch’s advice: “The
Commander’s true mission should be
the guiding star of all his ordered
movements.”
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