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a0

EXERCISE

OF

COMMAND

On 27 January 1953, Vice Adm.
R.L. Conolly delivered a lecture at the
Naval Wer College entitled “The Exer-
cise of Command.” In it he delineated
the personal qualities necessary for suc-
cessful command and the personal satis-
faction which command brings to the
individual. The lecture was extremely
well received throughout the Navy and
was originally published in 1955. It is
here reproduced as an excellent re-
minder of the rewards and requirements
of successful military command.

An address delivered at the Naval War College

Admiral Richard L. Conolly, U.S. Navy

We are all of us vitally concerned
with the subject of command. We are all
of us interested in the successful com-
mander and the qualities, attributes, and
abilities that contributed to his success,
Command is our vocation. Preparation
for command starts when an individual
joins or apprentices himself to the offi-
cer corps of a military service and
continues for as long as he can look
forward to active employment in it.

I am impelled to give you my views
and observations on this important sub-
ject due to my good fortune in having
experienced command duty in the latter
part of my career in a larger measure
than is usual. My best qualitications are
that in 11% years, beginning in 1939 in
the rank of commander, I was privileged
to exercise command of combatant
forces for that entire period with the
exception of 15 months, During two
short periods of 7 and 8 months, respec-
tively, I served on the staff of the
officers who at those times exercised

command of our U.S. Naval Force in its
entirety. As a result of 38 months of it,
I am constrained to say that [ believe
that wartime command, due to the
pressure of circumstances and the ac-
celerated tempo of events, is so concen-
trated as to be much more significant in
an officer’s career than almost any kind
of peacetime employment. Having in
mind Frederick the Great’s mule, who
after seven campaigns was still a mule,
you are entirely at liberty to discount or
ignore my experience. However, my
wartime service did give me the oppor-
tunity of observing many eminent com-
manders—the opportunity of studying
their methods and of appreciating their
outstanding qualities. In a number of
different theaters, I either worked under
them directly or in lower echelons in
the chain of their command or in
associated commands. It is possible to
fearn much from every one of them.
The study of command would be a
dry subject if we merely analyzed and
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defined it without visualizing its em-
bodiment in the persons of known
suceessful commanders, After all, com-
mand has to be exercised by human
heings and not by mythical supermen
possessed with impeceable sels of ideal
qualities, all the virtues, and no vices.
Thus, looking hack through history, we
find a host of successtul commanders,
all of them stamped with mm individu-
ality of their own, possessing the recog-
nized qualilies of command and leader-
ship, each in different measure. Some
were glaringly deficient in those quali-
lies recognized as most important in the
ideal eommander, but, barring blind
luek, each must have heen possessed of
the combinalion necessary to prevail
and sufficient unto Lhe occasion.
Nowadays, in the exercise of high
command, one must prepare one’s self
for a large range of eommand functions.
In the sphere of the Joint Chiefs of
Staff or a theater command, the eom-
mander must have a good understanding
of the interrelationship between con-
lemporary political factors and military
strategy. [iven the theater commander is
not usually closely associaled with the
tactical battle, but he must understand
tactical realitics, tactical Lechniques, and
weapons employment as they develop
during the progress of the war, {le must
procure, to supporl his campaigns, Lhe
neeessary total logistic supportl and he
able to eoordinate ils distribution Lo his
forees. In the succeeding cchelons down
the chain of command, strategy and
taetics are usually both involved—and it
is sometimes difficult to delincate where
strategy ends and lacties begin. Still
lower in the chain of command, the
command is purely taetical, bul even
here an understanding by the tactical
commander of the general strategie situ-
ation and the main strategic objeclives
of the eampaign is essential. At every
level a commander is responsible for
providing, or assuring himselt of ade-
quale provision of, the requisite logistic
support—the “sinews of war.”

EXERCISE OF COMMAND 51

It should be evident Lthat some of the
qualities required for successful exceu-
tion of Lactical migsions might not he so
important in the making of strategic
decisions and that a good strategic
commander sometimes might not re-
quite the qualities requited in a laclieal
commander. Nol neecessarily is this al-
ways true, for we may find that the
suceessful tactical commander will also
snceced in the higher art of stralegy and
in relating it Lo the politieal situation. It
18 casy to illugteate this last statement
hy merely menlioning an ontstanding
example, General of the Army Dounglas
MacArthur. Anyone familiar with all of
lis earcer would hear me out in this, 1
am sure. Countless other examples
could be cited.

In order for a commander to estab-
lish personal leadership and control over
his forees, he should be associated with
them in his command capacity for as
long a period as possible in the intensive
and colleelive training and readying of
the unil he is to command. His hold on
his subordinates will he fully established
and confirmed when he has eommanded
them sueccessfully in aclive operations
against Lhe enemy for the first time.

Sueeess in personal leadership in
command becomes more and more diffi-
cult as the size and complexity of the
unil commanded inereascs. To a few
individuals is the personality of the
commander of a unit larger than an
army division known or felt. Notable
exceptions to this are some of the great
commanders of the last war who exer-
cised large-scale tactical command most
successfully and whose men and officers
knew and felt the influenee of their
authority and control. Fxamples that
come immediately to mind are General
Patton, Admiral Halsey, and Doolittle in
our services and Montgomery, A.L.
Cunningham, and Slessor in the British
services. All of these were known and
idolized by their men and their officers.

[ have heard the story, which 1 well
helieve, that in proceeding on an
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inspeetion aeross the U.S. froul in the
last war in [rance, a sampling of this
was taken, and the soldiers were re-
peatedly asked by Lhe visitor to what
unit they helonged. Only upon en-
tering the Third Army sector were the
men universally conscious Lhat they
were members of an army. The reply
usually took the form of their saying,
“We are Georgie’s boys.™ Sueh a proud
spirit inculealed into such a large unil is
of inestimable value and can be con-
sidered as the ullimate in command
genius,

| have no doubt that approximately
the same spirit existed in the Britlish
Eighth Army. Yet the two commanders,
Patlon and Monlgomery, were as dis-
similar in mosl respeclts as any two
characters that you might encounter
anywhere. Halsey exhibited a similar
genius in the several types of command
that he excrcised in the Pacific: first, of
a task force; then, of the South Paeific
area; and, later, the 3d Flect. There was
never any laek of consciousness as to
who was in command, and the fiery
fighting spirit of this eommander was
infused into his entire foree as soon as
he issued his first orders. All of these
three--Patton, Montgomery, and Hal-
sey—had deeided personal  idiosyn-
cracies, and yet they cach had one
factor in common: a superior in stra-
legic command who understood and
appreciated their outstanding qualities
and made use of them in the besl way
posaible. Montgomery was under Alex-
ander, himscelf a fine soldier of broad
strategie appreeiation, sclfless, reserved,
and of well-balanced judgment. The
same words, with but slight modifica-
tion, ean be used Lo describe General
Eisenhower and Admiral Nimitz,

We may ask what constitntes military
command. Well, | would say that it
eonsists of the cxereise of anthorily
over the lorces assigned by inspiring,
leading, and controlling these forces in
the attainment of wilitary objeetives
and the exeeulion of the mission as

ordered by higher authority. You then
may ask whal are the qualities of a
commander which may he considered as
essential that he possess in some degree.
Some of the qualities that | will descrihe
are often identified with leadership, but
I believe the qualities of a good military
commander must transeend those of
mere leadership. Mahatma Gandhi was a
great leader, but he laeked many of the
qualities that could be considered essen-
tial in a military commander.

First of all, a military commander
musl possess a sensc of responsibility, a
willingness—and cagerness—to
acecpl  responsibility, and he must
keenly appreciate of what his respon-
gibilities consist. | helieve that there is a
gpiritual quality in this sense of respon-
sihility, at ite best, that springs from a
proper pride, a loyally to idcals, and
supreme sclf-respect.

A good commander should have a
proper ambition lo succeed and rise in
his profession. This should spring from a
desire and a hope that he will have
scope for the exercise of the abilities
which he is confident he possesses and
for the benefit of the national interest—
nol merely in the furtherance of his
own personal welfare, advancement, or
glorification.

Another cssential quality is decisive-
ness. This requires a bold and enter
prising temper. Deeisions must not be
irresponsible, but time and eireum-
stanecs often compel decisions involving
different degrees of ealenlation- -ranging
all the way from the toss of a coin, an
intelligent guess, or intuitive surmise to
a reasoncd and carefnlly cvaluated csti-
mate. All the world beats a path to the
door of the man wbo ean make a
decision. Adm. C.M. “Savvy” Cooke
said this to me—I do not know whom he
quoted or whom he paraphrased.

There arc countless cases in history
where lack of deeision on the part ol
the commander resulled i loss of bat-
tles and, sometimes, where it resulted in
the loss of campaigns., Often any

eyen
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deeision to ael would have heen hetler
than none with the resulting paralysis
and chaos deriving from a total lack of
directives. In war if yon do nothing, yon
are sure lo he wrong. ! you do some-
thing, even blindly, you have aboul an
cven chance of heing right.

Drive-- This is a mosl expressive word
to describe an important eombination
of qualities. It seems Lo me Lo involve a
combinalion of determination, stuliborn
persislence, and a conlinuing energelie
“followthrough™ thal minimizes resis
tanee and overrides all obstacles to
accomplishment. 'To succeed, a good
commander must do things. He must
have the drive necessary lo gel things
done, implement his own decisions, and
consummate his own plans. To para-
phrase a Tamous princeton  foothall
coach: “A man that woun’t be frustrated
tan’t be frustrated.”

In order to execnle his decisions, o
commander musl have anolher quality —
persuasiveness. This will require that he
be articulste in the formulation of
orders and direclives. lle musl wrile and
gpeak clear and foreefnl Faglish (or his
native language, whalever it may be).
Command eannol be pracliced in dil-
ferential  eguations. A commander
should have the abilily, in his eonlacls
with his subordinates, of impressing
them by word, by manner, and by his
acts of execulion with Lhe importance--
and even Lhe necessily—of what they are
doing. He must be sanguine and con-
fident in manner and hearing. His exhor-
tations musl carry eonviction that the
plan of operations is sound and work-
able and that he has Lhe eapability of
executing it with the forees and re-
sources al his disposal.

Again, he must have intogrity. This is
considered Lo include loyally. He must
be loyal Lo his country, lo the organiza-
tion of which he is & part, and to his
own command. [ mention this because,
although it should be taken for granted,
the lack of it would incapacitale

malter how able, how br

lca(%‘ —n il-
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liant, or how aggressive. But he must he
true Lo himsclf. His ethical sense must
dictate a line of conduet and impel him
to follow it, even though il may be
againsl his own individual interest, [le
must have Lhe strength of charaeter to
refrain from backbiting and from prae-
Licing Lhe gentle art of undermining his
associales for Lhe benefil of his own
advancement. He must realize that his
own carcer is ingignifieant compared to
the wellare of his command, the success
of the operations, and the attainment of
the objectives of the fighling.

We musl include, as an element of
inlegrily, reliahility. A commander must
he meliculous in the accuracy of reporls
Lo his superior; particularly when he is
reporting damage inflicled upon enemy
forces. Upon the reliability and correet-
ness of lus estimate of damage o his
own and enciny forees may depend the
aclion of his superior in a far larger and
more imporlanl field of activity than his
own. In the last war there werc many
cases of reporls from our own comman-
ders whieh were distorted throngh wish-
ful and hopefnl exaggeration, mostly in
good faith and in the enthusiasm of the
moment. Somclimes Lhese resulted in
action in high places that was based on
an incorrecl estimate; it, in turn, being
based on the inaceurate report. The
leadership must know the truth and the
military commander must know it.

Foresight is an cssenlinl in the good
eommander, otherwise he would always
he dedicated o the defensive. With no
foresight, his aclion would he limited to
reaelion. lle would be confined 1o the
riposie, Lhe counteratlack, and would
never altain Lhe initialive nor know
whal Lo do with it if he hod it. A pood
eommander is somewhat of a planner.
Just as he must be close to the super-
vision of the operations, he must con-
trol the development of the plans and
be sure they are so developed as Lo
altain the objeetives of the tasks as-
signed Lo him. He must continually

sa/lisfy himselfl as to the readiness of his
ss5/6
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command. All of these functions look
into the future and require foresight.

Sense of judgment—He must recog-
nize and properly assess the relative
importanee and relative values of all the
various elements of a situalion pre-
sented to him. He must reject all irrele-
vant or relatively unimportant matter,
concentrate on Lhe essentials, and hew
to the line. Hle must keep his objective
always in view.

Good judgment must comhine imagi-
nation, keen intelligenee, and practical
good sense. 1t must be excreised in such
manncr a8 not Lo dampen initialive, but
temper and shape it go that it is usable.
Of the great leaders that | have known,
Adm. A.B. Cunningham of the British
Royal Navy comes immediately to my
mind as one whose judgment in naval
maltters and in large-scale operations was
almost infallible.

Character (Military Character)—He
musl have the moral courage to stand
by his convictions and enforee his deei-
sions upon hig subordinates, have the
neeessary patienee and determination 1o
see his orders carried out, and sufficient
personal physieal courage to keep him-
self informed by elose contact as Lo the
progress of the battle, and, if and when
necessary, Lo give an example to his
subordinates.

A good personal charaeter instills
confidence in one’s subordinates, associ-
ales, and superiors, Everyone would like
to work with or for an officer who is
also a gentleman, but il is not enough
that the commander be merely a “nice
man” or a “good fellow.” Some un-
desirable traits can be forgiven if the
moral character is sound and the com-
mander is gifted in the art and praclice
of war. It has been said, for instance,
that loss of temper under extreme
provocation is condoned hy subordi-
nates. The troops expect the “old man”™
to be emphatic in his righteous rage at
Limes; as long as the lightning does not
strike them personally, they seem to
cnjog a little of it. There is a famous

y U.S

word picture of the saintly Washington
rallying defeated troops by laying about
him with the flat of his sword and
roundly eursing them for cowardice. His
petsonal example and the very violence
of his anger helped to eheck the rout
and gaved the day. Of course, he had
other qualities known to them, and it
was not [ear of him but confidence in
him that turned thein about to face the
enemy.

Military character is an essenlial in a
commander beeause it will provide him
with the moral strength and the self-
justification to hear and to surmount
the reverses and the loss of life which
arc coneomitant to larger success and
ultimate vietory. It will mentally pre-
pare him to aceept the inevilable losses
incident Lo all military operations.

War cannot be staged without loss of
life, Again, the commander may be
called upon to bear up under staggering
losses of his material means and must
find the tortitude to continue the fight
with greatly reduced eapabilities,

Strength of charaeter should not be
confused with eallous indifference or a
cold and brutal nature. No loss of life is
negligible; no large loes of material
resourees can be lightly written off.

Ruggedness—He must have the physi-
cal force, the nervous stamina, and the
mental energy to continue to execule
his funclions approximalely uuabated
through long periods of extreme stress.
This capaeity is usually associated with
youth. However, lherc are many cases
of military eommanders of very mature
and even advaneed years who have
sueeceded speclacularly. Prohably ex-
perience, knowledge, and habitude les-
sen Lhe strains of command, and the
tough fiber of a man is nol always
measurcd by years, Julius Cacsar, Crom-
well, Marlborough, Foch, Hindenburg,
MacArthur, and King are historical
examples of elderly successes that will
suffiee.

It ean be seen thal the character, or
kind, of command has much to do with

. Naval War College Digital Commons, 1970
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the stress Lo which Lhe commander is
subjecled. Tt takes an exceedingly physi-
cally rugged and mentally balanced in-
dividual Lo command an army division
in the field or a task group at sca or the
air defense of an anchorage or a force in
any Llactical siluation where the com-
mander must be alert and funetioning at
high tension over protracted periods.
Probably the best criterion is lhe old
adage, “Young men for fighting; old
men for counsel.” The cfficicney of
Mitacher, McCain, and Lee, who were
our taclical viee admirals in the van of
our Pacific advanee, never flagged—but
they all three died comparatively young.
It cannol he doubted that Lhis was due
to the strain and incessanl demands of
too-prolonged vigilance and the eumula-
Live faligue of heing on edge and keyed
up lo the making, day and night, of
instantaneous decisions affecting the
proseention of Lhe campaign or the
security of the vitally important tactical
forces cenlrusted to Ltheir command.
Somewhat younger men under slightly
less stress, it is lrue, were merely Lem-
pered and seasoned by these rigars.

Humanity -A  leader must have a
degree of firmness exercised with kind-
ness, By his personality he must some-
how transmil his spirit, his high pur-
pose, and his confidenee Lo his sub-
ordinates. He must have a sympathelic
understanding of Lheir difficullics wilh-
oul too soft a treatment of either Lheir
frailities or their hardships. 'There is no
place in high ecommand for the bully or
the sadist. Nevertheless, the commander
musl have schooled himself, psycho-
logically, to bear the responsibility of
losses of personnel, and his humani-
tarian impulses must be condilioned by
the overriding necessily of prosceuling
the war and winning the battle,

The leader is faced wilh Lhe lask of
persuading men to overcome their mosl
nataral inhibitions and instinets. No
man wants to dic. Here is where war
beecomes serious business indeed, The

s oo mifitany, fomemand

r
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convinces his men Lhat it is necessary
for them to risk their lives are many and
diverse. The methods of leadership used
vary wilh the commander, with the men
he commands, with their nationalities,
their state of Lraining, their hackground
in previous civil life, and their pride and
spiril. T menlion nationalily beeause il
seemns almost as if a nation had a
personality. 1L is true that this may
change, due lo lime or progresa or
decay; bul just as some men will fight
and some men won’l, so it can be said
of nalions, and so it can bc said of
armies or mililary organizalions of any
size and characler. One of the most
graphic and dramalic instances of Lhe
transformation of a fighting force from
demoralization and  defeal Lo savage
resistance and aggressive prosecution of
a mosl difficult and unpopular cam-
paign has taken place in recent limes. [1
was accomplished by one man, the late
General de Lattre, in the campaign in
Indochina. The methods he used, |
believe, were in the field of tnorale,
emolion—perhaps deseribed best by a
I'rench  word, “esprit.” His methods
were adapted to the nationality and the
nature and characler of the troops he
commanded. His appcals probably
would not have made the same impres-
gion upon Ameriean or British troops,
but they were most suceessful in gal-
vanizing to spirited action a very large
foree of Frenchmen. It is enough that
he translated defeat into vietory that
scason. livery truchearted military
leader can join I'rance in mourning the
loss of thie greal soldier.
Intelligence—Thia  should be  dis-
linguished from formal education. Gen.
Bedford Iorrest was an illiterate, un-
educated man, bul a man of high
intelligenee. Other qualitics combined
to make him one of the great leaders of
our Civil War. There are eases, it is true,
where dogged courage alone has pre-
vailed, bul the greatest victories in
history were all achieved by highly

lisrggtf'gligent commandera. The higher the
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position attained in the hierarchy of
command, the less can stupidity be
tolerated, and the more damaging and
fatally defective would be the lack of
inlelligence in the commander.

Competence—l have left to nearly
the last the quality that is too often
omitted from Lreatment of cither leader-
ship or command. 1L may be acquired
by formal education, by private stndy,
or by excrcise and experience. 1L is a
combination ol Lhe practical and the
imaginative, 1l includes an ability Lo
organize and to delegate authority, Lo
procure from subordinales the neeessary
support and participation in shouldering
responsihilities,

Regarding the education, the qualifi-
cation, and Lhe professional compelenee
of a naval officer, John Paul Jones had
much Lo say:

The art of war deserves lhe
exelusive atlenlion of those who
are engaged in it; the military
seience is only aequired by dint of
stndy and reflection ... (To the
unprepared) Some occasion will
infallibly happen, when pungent
regrel for having neglecled Lo ob-
Lain instruction will be felt in all
its force by him who, charged
wilh an importanl operation, is
obliged to eonless to himself his
own incapacity Lo exccule ik, The
time has gone by for heginning Lo
attend Lo such study when he has
unfortuuately been promoted Lo
command. Birth, patronage, solici-
lation, intrigue sometimes win
employmenl and rank; hul they
do not sccure suceess and eredil.

Mahan deseribes the professionally
compelenl officer in French as “in-
alruit.” This is anolher way of saying il
is necessary Lhat a mililary commander
“know his stulf.” In war, ignorance is
bouud Lo he f-xpusui Lnitially, alL lcast,

Pubhsﬁe(ﬂgﬂwgl I\?avaff‘é/\] %OT ege i ei}{CoLI%mlons,

fact that he was the mosl accomplished
and thoroughly prepared soldier in the
Ilurope of his day. An accumulation of
brilliant tactical sucecesses glorified him
to his followers, He beeame, in Lhe eyes
of his soldiers, the embodiment of
victory. Again, fighting men like to fight
for a commander who wins.

Fighting spirit—Withoul this, all the
others hecome academice. Tt is the urge
to aggressive aclion; a fire buried decp
somewhere in a man’s makeup. [t must
he properly tempered and controlled by
a prudent realization of the adequacy,
the feasibility, and Lhe conscquences of
one’s aclion. llowever, it must be there.
It must burn brightly and lastingly. 1t
will impel a commander to continne to
fight until viclory, accepting no partial
or incidenlal successes as a final result.
It will transinit itself by contagion to
the eommander’s subordinates and re-
peitledly regencrate the whole com-
mand. Other qualitics may be  de-
veloped, bul to & degree a man is born
with this one. You cannot make a
wildeal oul of a rabbil.

During our Civil War, mosl of the
leaders of the Confederacy seenmed to
have Lhis guality. Most of the carly
Union gencrals scemed to lack it to a
nolable degree and had to he foreed
mto  fighting—cither  through  public
clamor or by having hattle foreed upon
them by the enemy. Not until Grant,

Sherman, and Sheridan (all ohsecare,

retired, or discredited soldiers) were
produced by aclual combal operations
did this quality heeome evident. liven
Farragul was almosl overlooked. You
cannot win in war withont fighling, and
the Ieaders must be fighlers.

The qualities that 1 have menlioned
are those thal 1 deem cither essential or
consider (o be most imporlant. In sonme
degree a good commander possesses all
of them. Military bearing and a com-
manding presence are superticial advan-
tages. LL has been said, “Good geuerals
come in various shapes.” So, | hope, do

197(good admirals. It would seem Lo me that7
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bearing, figure, and presence are of
more importanee when a commander is
exercising unified command over per-
sonnel of several services and, still more
so, in the case of the exercise of
comhined command where other na-
tionalitics are involved. In such eases
judgment is passed—initially, at least--
more upon appearance and bearing than
it is upon known and established reputa-
tion and the prestige one acquires over
the ycars in one’s own service. In the
latter instanee an offieer’s qualities are
apt to be well known, and he is appreei-
ated for what he has done, together
with his own capacity, and not for what
he looks like. Napoleon, Nelson and
Wolfe were all men ol insignificant
physical stature, even for that day. On
the other hand, Allbeny, Haig, Petain,
Beatty, Sims, and Pershing -all World
War [ leaders—were exceedingly hand-
some military figures.

Here is what a very wise man some
years ago had to say about the qualities
of a good general:

The general must know how to
get bis men their rations and every
other kind of stores needed for
war. He must have imagination to
originate plans, practieal sense and
energy to carry them through. He
must be ohservant, untiring,
shrewd; (and, in turn) kindly and
cruel; simple and erafty; a wateh-
man and a rvobber; lavish and
miserly; generous and stingy; and
rash and conservative. All these
and many other qualities, natural
and aequired, he must have. He
should also as a matter of course
know his tactics; for a disorderly
mob i8 no more an army than a
heap of building materiale is a
house.

The man was Socrates; the year was
ahout 432 RB.C.
Let it bhe understood that no able
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courling it. In war, the commander
everyone wants is the one that can lead
therm to successes. In wartime if you
have the qualities and the aptitude for
military command and you have pre-
parcd yourself for the cxercise of high
command, you will succeed inevitably
for the following reasons: Ivery superi-
or for whom you work is looking
frantically and desperately for someonc
who can do a job for him; every
subordinate s looking eagerly, hope-
fully, for someone who ean lead him,
tell time what to do, make decisions for
him. I'rom above, you will find yourself
heing pulled upward. I'rom below, you
will feel yourself propelled in the same
direction. In moments when you may
doubt yourself, and we all have those
moments, look about you and see if you
find anyone else who you think eould
do the job better than you, Usually this
will restore your self-confidence.
Command funetions combine into a
proecss that is progressive and continu-
ous. While a commander is exercising
military command, he is responsible
without respite for the effective and
vigorous prosecution of the operations
whieh will achieve his objectives and
contribute to the execution of the
overall mission. Obviously, no single
man can do this properly, unaided. He
must sleep sometime. He must direct his
attention and allocate his time only to
those functions which absolutely re-
quire his judgment and decision. This
makes mandatory a staff that can func-
tion on a continuous hasis, performing
most of the rouline and the contribu-
tory and supporting functions for him.
They assist him, but they cannot share
his responsihility to his superior officer
hecause they are responsible only to
him and only in a staff capacity. They
can exercise his authority only to the
extent and for the purposes he has
specifically dirceted—and then only in
his name and with his responsibility.
Modern military eommand of large and
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services and other nalionalilies arc in-
volved, reqnires large and complex
staffs. T'hese must, however, be well
organized, and the cfforts of Lheir com-
ponents must he coordinated and
gynthesized in order that Lhe eomman-
der can be spared any unnecessary
effort or any work that others could do
for him.

Commanders have cerlain personal
predileetions in the manner in which
they exercise their command and em-
ploy the secvices of their staffs. It is my
observation, however, that Lhose
geninses who do not fully employ Lheir
staffs are headed for lrouble. Either
much is left undone or they drive
themselves Lo nervous distraction and a
physical breakdown. T would say that it
is all right to be a perfectionist, but, if
carried to ils exlreme, this charaeteristic
can alienate a staff from the commander
and wreek the morale of subordinate
commanders, This does nol mean that
the commander should lessen his drive
for results nor lower his standards of
performance, but that he should confine
his notice and powers lo the important
factors and events. The chief of staff
should be the nagging villain of the
pieee thal maintains the tone and high-
grade technical perfection of the per-
formanee of the staff.

In my opinion the Nayy of the
prewar era was backward in its realiza-
tion of the importance of strategic
eommand and somewhal abashed at the
neeessily of establishing strategic com-
mands with adequate staffs at a shore
headquarters. Fyery naval officer aspires
Lo Lactical command afloat. The oppor-
tunities afforded for speclacular
achicvement and for the glory and
aeelaim aceorded a viclorious naval
commander afler taclical vietory arc
difficull to foreswear. 'The hampering
predilection to combiue the funclions
sUll persists in spite of the many “hor-
rible” examples of inetfeclive strategic
direction when atlempls were made to

tactical eommand with it. Contrasted to
these failnres is the complete and out-
standingly successfn! CinCPac-CinCPoa
exercise of full strategic command and
overall administralive eontrol from ade-
qnate headgnarters at Pear! Harbor and,
later, al Pearl Harbor and Guam, Other
instances are ComNorPae, expeeially
Admiral Halsey as C.omSoPac, and Com-
NavNAW and Com7thFlect—the first
two, unified area commands; the latter
two, purely naval.

Also, | can say thal the U.S. Navy
was baekward in realizing the necessity
for properly cquipped flagships and
provigion ol adequale stalfs and stafl
facilitics lor tactlical commanders. The
complexity, extenl, and novelty of
naval lactical eomeand in the last war
are best ilinstrated by the control of the
execnlion of amphibious operations.
The Navy was tolally nnprepared by
cither training, organization, equipment,
communications, taetics, or education
to undertake this importanl means of
excreising and exploiting seapower. We
can thank the Marine Corps and the
British Combined Operations for keep-
ing the art alive and developing it
initially, and we should hang our heads
in shame. Lortunately, the Navy is
quick to learn, and we were able to pull
our chestnuts oul of the fire. We were
versatile in developing new and success-
ful cquipmenl and lechniques and a
vasl, but effeclive, command organiza-
Lion—and the commanders that could
use it and prosecute this important type
of warfare.

Our Navy, from its very birth, has
requircd from ils commanders strict
accountability for their aetions and
their performanee of duty. We are in-
deed fortunate that the U.S. Navy in-
herited from the Royal Navy a great
measure of the traditions and ethies of
command and the spirit and code of
fighting conduct al sea. Great Britaiu
was Lthen the supreme naval power, as
she had been for a long time before and
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were fortunale, loo, because our parent
nation had a long seafaring experience,
and it was in Lhal ancieni school that
our own seamen of thal day were reared
and instructed. These were  priceless
heritages, and they were fostered and
propagaled by our own leader, John
Paul Jones. It was nol only by the
preeminent example ol his genins lor
leadership, but greatly due lo the fact
that he was singularly arliculate for a
senan of that day -or perhaps 1 should
sty for a scaman of any day. lle
expressed himself in lucid, loreible ling-
lish, and this thinking was decp, pro-
found, and eminently practical. The
philosophy and logic of his writings, Lthe
Lraining, administration, and schooling
ol John Barry, and the old “Articles for
the Government ol the Nuavy ™ provided

the spiril, the standards, and the rules of

eonchuet for our oflicer corps over Lhe
yoars of development ol onr new Navy.,

It has seemed Lo many that the striet
accountahility enforeed by our naval
service and the high stindards of per-
formance ol duty relentlessly demanced
from those in eommand are eruel, un-
reasonable, and auloeratic. Nevertheless,
results over many years under Lhe stress
of intensive Lraining for war and of the
actual fighting al sea have proven Lhem
justificd. Commenling upon a recenl
naval disaster, 1 would like Lo quote
some exlruels [rom an arliele in the Wall
Street Journal of 14 May 1952 entitled,
“Hobson"s Choice.” This validates bel-
Ler than any words of mine the Navy’s
unremitting requirement:

Now comes the ernel husiness
of accounlability., Those who
were there, those who were lell
from those who were there, must
answer  how it happened  and
whose was the error thal made il
happen. ...

And it seems more cruel still,
becanse all arcund us in other
places we see the plea aceeptled
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discussion, and Lhal for good men
in their human errors there should
be afterward no accountability.

... Bul we are told men should
no longer be held aceountable for
what they do as well as for what
they intend. To err is not only
human, it absolves responsibilily.

Everywhere, that is, excepl on
the sea, On the sca Lhere is a
tradition older even than the tra-
ditions of the country itself and
wiker in ils age than this new
custom. [L is Lthe tradilion that
with responsibility goes authorily
and with them both goes aceount-
ability. . ..

It iz eruel, this accountability
of good and well-intentioned men.
But the choice is thal or an end Lo
responsibilily and, finally, as the
cruel sea has Laught, an end Lo the
conlidenes and Lrust in the men
whao lead, for men will not long
trust leaders who feel themselves
heyond acconntability for whal
they do.

| do not know who wrote this, but |
believe that he was neither a naval
olficer nor a scaman. However, he has
grasped complelely the philosophy of
the U.S. Navy in holding its leaders
enlirely aceountahble for the resulls they
obluin. May our great service never
accede to the importunities of sofler
counsel!

The question of professional compe-
tence is almost of as much importance,
bt it will not he as evident Lo the
individual who fails as it will be to the
superior who has trusted him and dele-
gated him the authority and the ac-
counlability for the performance of
impaortant tasks. Unless involved in a
disaster of unmistakable proportions,
few in high command realize or are
ready to aceept the extent and magni-
tude of their failures or shorleomings.
Usnally  they can  rationalize  their
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to themselves by ascribing their errors
to bad luck, to that overworked phrase,
“calculated risk” {which usually in-
volves more risk than calculation), or
even claim that they actually have suc-
ceeded—that the defeat or stalemate was
in reality a victory.

It is not enough that an officer who
aspires Lo flag rank has become pro-
ficient in all that is necessary to com-
mand a single ship successtully. These
qualities, and the protessional knowl-
edge and abilities that qualify himn for
this important assignment are only parl
of what he will need to exercise higher
command. Over the years his career -by
formal education in our higher schools,
by participation in and observation of
fleet exercises, and by personal applica-
tion and study--he should have acquired
a knowledge of and proficiency in the
practice of the higher arts of his profes-
sion: tactics (not of a single ship or unit,
but of dispositions and ftormations—
large and small); the objective uses and
effects of weapons; the logistical and
administrative needs of a large and
diverse force; the strategy of campaigns
and the relation of strategic matters to
the whole contemporary political pic-
ture. He should realize that he is about
to graduate into a new and greatly
enlarged sphere of activity with in-
finitely larger responsibilities. Some do
not comprehend the demands that will
be made upon them until they find
themselves faced with immediate and
urgent requirements for leadership in a
field of activity with which they are
unfamiliar and Il prepared.

So, if you have any aspirations or
expectancy of someday attaining flag
rank, expend over the years intervening
between now and then a little effort
each day in schooling yourself psycho-
logically and in developing yourself pro-
fessionally to shoulder the burden that
may be yours. It is not sufficient that
you merely wear the uniform of the
rank that goes with the leadership nor

your tlag, but you must be prepared
truly to exercise the leadership and
actually to command.

However they were chosen, [ would
say that our Nation hus great reason to
be proud of its leadership in World War
11- particularly in its high command
lcadership, the ~o-called “brass.” Our
own naval leaders were able to hold
their own in the higher councils and
exercised high command of both fleets
and force: and of unified commands
ably—even brilliantly in many instances.
We never belfore in the history of the
Republic had such uniformly competent
and inspired naval commanders in our
lop command positions,

While you will not amass riches in
our profession, I know of none that
provides a more fascinating career. It
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has heen said that “ln war the truc
commander yearns nol for a bigger tent,
but for more eommand.” Your hest
rewards will be the approval of your
superior; the assignmenl of new and
more important lasks, higher respon-
sibility, the command of farger forees
and of more important operations. [f
you are worthy and fortunale enongh Lo
altnin high command in the naval or
military service, you will have achieved
a nolable suceess in life. [T you should
exercise such command in aclive eom-
hal operations against an enemy of the
United Stales, you ean take much com-
tort and justified pride in having in-
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flicted damage on enemy forces or in
having wresled from him important
stralegic posilions- and Lhus in having
made o material contribulion Lo the
linal viclory.

In closing, [ would like to assure you
that there is nothing in life that will give
you more salisfaclion Lhan to look back
upon a carcer consisling of a large
measure of the exercise of suceessful
military  command. Il s exciling to
coulemplate, exhilarating Lo experience,
and sulisfying in retrospect. Ours is,
indeed, an old and a most honorabile
profession. e proud thal you belong Lo
it!

He who reaches the top will often be misunderstood and the
target for much criticism; this will produce at times a feeling
of loneliness, which is accentuated by the fact that those
with whom he would most like to talk will often aveid him
because of his position. The only policy in high positions is
an intense devotion to duty and the unswerving pursuit of

the target, in spite of criticism.

Montgomery of Alamein; Memoirs, 1958
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