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ORDER WRITING ®XERCISE No. 2

Transpose the appended order of Admiral Farragut into
the form for orders given in the pamphlet "The Estimate of
the Situation, Plans and Orders". Examples of such trans-
position will be found in the Appendix to the pamphlet "A
Study and Discussion of the Estimate of the Situation”.

In making this transposition assume three task groups;
the Ships, under the direct command of Admiral Farragut, the
Gunboats, commanded by Commander James S. Palmer, and the

Mortar Flotilla, commanded by Commander D.D. Porter. Use

Admiral Farragut's phraselogy as far as consistent with
clarity. Vhere, for completeness, it is necessary to add a
sentence or phrase not mentioned by Admiral Farragut enclose
this sentence or phrase in brackets.

It will be noted that Admiral Farragut, in what will be-
come paragraph 2 of the rearranged order, omits mention of
‘what' the force will do, and 'why', and confines his general
plan to 'how'. Students may assume the 'what' to be "to destroy
the Vicksburg forts", and the 'why' to be "in order to open up
the MISSISSIPPI to the Western Flotilla™. This part of the
order is of interest and will be further discussed after the

Staff Solution is distributed.

Required:

Pencil draft of transposed order to be turned in

following the assembly on Friday, 4 August, at 1100.
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GENERAL ORDER

UNITED STATES Flogship,HARTFORD,
Below VICKSBURG, Junc 25, 1862.

The mortar boots and gun-boats of the mortar flotilla
having boen pleced by Commender D.D. Foricr, cccording to his
judgment, to the best edvoantege to cet upon the botterics on
the heights and the fort beclow the hospitel: ot 4 AlJl., tomorrow
thoy will open firc upon the scme end on the city of VICKXSBEURG,

At thc displey of the signel for the ships cnd gun-bocts
to weigh, they will form in o doublc linc of sailing, thu
RICHMOND, Commendcr Jemes Aldcn commending, lending; the ships
HARTFORD, Commcnder Re Weinwright commending, next; BROOXLYN,

o~toin T.T. Croven, third. The gun=bocts will form cnothor
linc, so as to firc between the ships, in the following oracr:
IROQUOIS, Commondcr Jemcs Se. Polmer, ond ONEIDA, Comirnder
S. Phillips Lec commonding, chead, but on the port bow of the
RICHMOID, so a8 to firc into thc forts at thc upper cnd of the
town, without intcrfering with thc firc of thc RICHMOND; ncxt
in order, thc WISSAHICKON, Commcndcer Jno. DoComp, cmdé the
SCIOTA, Licutcnant-Commrnding Ed. Donaldson, im the linc with
the IROQUOIS and ONEIDA, but on the port bov of the flog-ship,
so as to firc between the RICHMOND cnd flegship.; mcext tho
WINONA, Licutcnent-Commconding Ed. T. Nichols, cnd PINOLA,
Licutcnant-=Commonding Picrec Crosby, on the port bow of the
BROOKLYN o

The¢ HARTFORD will, rs oftcn os ocecsion offoers, firc her
bow guns on the forts at thc upper ¢cnd of thc townj; but the
broadsidc betterics of 2ll the ships will bec particulorly
dircetced to the guns in the forts bclow -nd on thce heights.

The frcc usc of thce shrapnel is considercd the best projeetile,
but ecorc must bc token in cutting the fuzces, so os cliveys to b
surc thet thcy burst short of thcir destinction. Vhen closc
cnough give them grape. The cneloscd diagrem will show the
position of thc respcetive vesscls in the order of cttock. -

Vhen the vesscls reoch the bend in the river, the
WISSAHICKON, SCIOTA, WINONA, ond PINOL., will continuc onj; but,
should thc cnemy continuc the astion, thc ships ond TROQUOIS
and ONEIDA will stop their cngincs ond drop dovm the riwer ogolin.
kceping up thoeir firc until dircetcd othcerwisc.

D 'Gs FARRAGUT,

Flag-officcr Comacnding Viestern Gulf Blockoding Squodr
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Western Gulf Blockading Squadron,

SECRET U.S.S5. HARTFORD, Flagship.
Operation Order Below VICKSBURG,
No. 24 June 25, 1862.

TASK ORGANTIZATION

(a) Ships
RICHMOND, HARTFORD, BROOKLYN.
(b) Gunboats, Commander James S. Palmer, U.S.N.
TROQUOIS, ONEIDA, WISSAHICKON, SCIOTA, PINOLA.
(¢) Mortar Flotilla, Commander D.D. Porter, U.S.N.

Mortar boats and gunboats.

ANNEX

(This force will destroy the VICKSBURG forts in order to
open up the MISSISSIPPI to the Western Flotilla). When
the vessels reach the hend in the river, the WISSAHICKON,
SCICTA, WINONA, and PINOLA will continue on; but, should
the enemy continue the action, the ships and IROQUOIS and
ONEIDA will stop their engines and drop down the river
again, keeping up their fire until directed otherwise.

(a) Ships direct all broadside batteries to the guns in
the forts below and on the heights; HARTFORD will, as
often as ocecasion offers, fire her bow guns on the forts
at the upper end of the town. At the display of the sig-
nal to weigh, form line of sailing, the RICHMOND leading;
the ships HARTFORD, next; BROOKLYN, third.
(b) Gunboats fire between the ships, in the following
order: IROQUOIS and ONEIDA ahead, but on the port bow of
the RICHMOND, so as to fire into the forts at the upper
end of the town, without interfering with the fire of
the RICHMOND; next in order the WISSAHICKON and SCIOQTA,
in the line with the IROQUOIS and the ONEIDA, but on the
port bow of the flagship, so as to fire between the RICIH-
MOND and the flagship; next the WINONA and PINCLA, on the
port bow of the RICHMOND. At the display of the signal
to weigh, form line (to port of the line of ships).
(c) Mortar Flotilla at zero four hundred tomorrow open
fire upon the batteries on the heights and the fort be-
low the hospital and on the city of VICKSBURG. Commander
D.D. Porter place the mortar boats and the gunboats of
the mortar flotilla, according to his judgment, to the
best advantage.
(x) The free use of shrapnel is considered the best pro-
jectile, but care must be taken in cutting the fuses so
as always to be sure that they burst short of their des-
tination.

When close enough give them grape.

The enclosed diagrem will show the position of the
respective vessels in the order of attack.

(0.T.C., in HARTFORD with Ships).

D. G. Farragut,
Flag Officer Commanding Western
Blockading Squadron.

A. Diagram showing order of attack.
Distribution:

All Task Commanders and
Commanding Officers.

X

Commander, U.S.N.
Flag Secretary.
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(Remarks on Aduiral Farragut's Order by Comdr, R.M.Griffin)

4 August, 1933

Gentlemen :

Before proceeding with a detailed discussion of Admiral
Farragut's Order I propose to review briefly the historical
background of this order, and compare it with the order Admiral
Farragut issued for the passing of the forts below New Orleans.

Then the attack on Wew Orleans was planned there was a
considerable difference of opinion as to how it should be ex-
ecuted. The original counception appears to have originated
with Mr. Fox, a former naval officer who was then Assistant
Secretary of the Navy. The plan provided that the ships run by
the forts without reducing them in order to take New Orleans, and
thus cut the forts off from their supplies. Commander Porter,
later Adwmiral D.D, Porter, who collaborated in making the plans,
urged that mortar flotillas be employed to reduce the forts be-
fore the ships attempted to pass them. He was supported in this
recomuendation by General McClellan, and by Major Bernard, the
officer General McClellan designated to represent him in the
planning for this operation,

Major Bernard summed up the case for first rsducing the
forts as follows: '

"To pass the forts (merely) with a fleet aad appear
before New Orleans is merely a rzid - nc capture.
lNew Orleans and the river can not bs held until
commuiications are perfectly established."

ﬁﬁmiral Farragut, who was given command of the éxpedition,
considered that it was unnecessary to first reducc the forts,
but agreed to try the mortar flotilla and see what it could do.
After the flotilla had bombarded the forts for a week without
silencing the guns and had expended most of its ammunition, he
became convinced that his first estimate was corrcct and called

his commanding officers aboard his flagship to make his deecision
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knovn to themn, aﬁd to hear their comments and suggestions for
improvement. At this conference Cormiander Porter read a lengthy
paper sctting forth his objections to passing the forts with-
out reducing then, but to no avail,

Soon aftcr the conferenec Admiral Farragut issued the
following ordcre. As thc problcm at New Orlcans rescmbles
that at Vieksburg, it is intercsting to contrast this order
with the one you have becn studying, and to noic the esscntial
diffcerence, both in the phrasing of the order and in  its
cxecution by Farragut's subordinates. Here is the New Orlcans
Ordere.

U.S.,Flagship HARTFORD,
Mississippi River, April 20, 1862.

The flag officer having heard the opinions expressed
by the different commanders, is of the opinion that whatever
is to be done must be done quickly, or we shall be again re-
duced to a blockading squadron, without the neans of carrying
on the bombardment, as we have nearly expendéed all the shells
and fuses and matmrlal for making cartridges. Ke has always
entertained the same opinions which were expressed by Commander
Porter - that is, there are three modes of atiack, and the
question is, which is the one to be adopted?

His own opinion is that a combination of two should be
made, ViZe, the forts should be run, and when a force is once
above the forfs to protect the troops they should be landed at
Quarantine from the Gu.Lf Side Dy bringing then through the
bayou, and then our forces should move up the river, mutually
aidlng the other as can be done to advantage.

When in the opinion of the flag-officer the propitious
time has arrived, the signal will be made to weigh and advance
to the conflict. If, in his opinion, at the time of arriving
at the respective pOQ1t10ns of the different divisions of the
fleet we have the advantage, he will make the signal for close
action, No. 8, and abide the result - conquer or be conquered -
drop anchor or keep underway, as in his opinion is best.

Unless the above signal is made, it will be understood
that the first order of sailing will be formed after leaving
Fort St. Philip, and we will proceed up the river in accordance
with the original opinion expressed.

The programme of the order of sailing accompanies this
general order, and the commanders will hold themselves in
readiness for the service as indicated.

D.G. Farragut,
Flag-Officer Western Gulf Blockading Squadron.

(Note: The order, as quoted by Mehan in 'Admiral Farragut' has
phrases in italics as underlined above, Boyntorn's
'History of the Navy during the Rebellion',.and Porter's
'Naval History of the Civil War' do not indicate that
Admiral Farragut underlined any phrases).
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It will be noted that in the above order Admiral Farragut
makes known to his subordinates what he Proposes to do, and his
reasons for the proposed action, He starts his order with an
appreciation of how unsatisfactory the existing situation 18,
with ammunition running low and the forts still resisting the
bombardment. Iie tells his force "whatever is to be done must be
done quickly's

FHe realize& the situation he wishes to bring about, - the
establishment of his force above the forts. He tells his sub-
ordinetes what the new situation must be and expléins why. He
includes the how, - "the forts should be run". FHis decision as
it would be expressed in paragraph 2 of our present order form
is: -~

'This force will establish itself above the forts,
by running past them, in order to protect the troops
landed at Quarantine from the Gulf side and brought
through the bayou, and then to permit our forces to
move up the river, mutually aiding the other as can
be done to advantage’.

Had you been asked to put Farragut's New Orleans Order into
the present form for orders there would have been no necessity
of assuming a 'what' and a 'why' for paragraph two of the order,
you would have found them both in Admiral Farragut's order. He
knew at New Crleans just what he wanted to accomplish and why,
and told his subordinates in unmistakable terms.  There is
little else in the order. His entire 'how' is to advance to
the conflict when the signal to weigh is made, to form the
first order of sailing after lecaving Fort St. Philip, and to
run the forts, The rest of the order is information and rea-
sons supporting his decision. He provides an alternative plan
to take advantage of any unexpected success, but provides very
carefully that this alternative plan shall only be put into
effect if, in his opinion, he has the advantage, and then only

upon signal from him,



2682 ik
Hael 85

His forces operated under this order without confusion

S5

[

even after he orally changed the instructions he had given
to 'how' the overaticn was to be carried out. Tor at the last

ninute he changed the order of sailing from double to single

Is

columm. But no confusion resulted, his subordinates knew what
he wanted them to accomplish and they proceeded to do it with-
out confusion.

It was different at Vicksburg. After the attack on the
Vicksburg forts Farragut with the major part of his forece Dassed
above Vicksburg, while the BrooXlyn and two of the gunboats

dropped down below the town, creating an embarassing division

=

of the force. This was not what Farragut intended. After pass-
ing Vicksburg he reported to the Secretary of the avy as fol-
lows: "The Brooklyn, Kennebec, and Kathadin did not zet past
the batteries. "I do not know why". Later Le reoorted:

"It gives me great pleasure also to report that
the officers and men of the ships that accompanied
me up the river behaved with the same ability and
steadiness on this occasion as in passing Forts
. Jackson and Philip. e==- It pains me much to linit
my praise, but I cannot speak of those who did not
come up. It was their duty to have followed me, with
or without signal, particularly as it was too carly
and too smoky to distinguish signals. I enclose
their explanations herewith."

One ship explained that she did not have a copy of his
order so her explanation has no bearing on this discussion.
The other two did not pass the forts, as they explained, be-
cause FFarragut's order did not indiecate that it was his in-
tention that they should do sos The commanding officer of the
Kennebec stated:

"When the dense smoke which nreviously obscured the
vessels had passed away, I found that you, with the rest
of the fleet, with the exception of the Brooklyn and
the Kathadin,and this vessel, had passed u», and that
the mortar vessels had discontinued their fire. TPlaced
in this position, I again referred to your orders,
which were: 'But if the action should be continued, the
. ships and the Iroquois and the Oneide will stop their

engines and drop down the river again, keeping up their
| fire until directed otherwise', Retaining my position
astern of the Brooklyn, I continued firing upon the
batteries until my supply of ammunition was so reduced
| that I deemed it advisable to desist."

e SRR O
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The explanation of Captain Craven, the comranding officer
of the Brooklyn was similar, As the Broolklyn was one of the
large ships, it is probable that his misunderstanding of the
order contributed to the action of the two smaller vessels, Who
to some extent were keeping position on him. Ee said:

miy reason for not following the flagship up the river,
that is, above and beyond the fire of the forts, is simply
because, in your general order of the 25th instant, you
say 'should the action be continued by the eneny, the
ships and the Iroquois and the Oneida will stop their
engines and drop down the river again.'; and, on the
evening of the 27th, twice (when in your cabin and on
the quarter deck of your flagship) I asked you if it
ware your wish or desire for me to leave any batteries
behind me that had not been silenced, you answered 'No
sir; not on any account',"

How did it happen that an officer as capable as Farragut,
who had a few months previously given his subordinates the clear-
est kind of directions, could issue an order at Vicksburg which
permitted such confusion? I believe that the explanation lies
in the fact that at New Orleans Farragut was clear in his own
mind at to what he cxpected to accomplish, whilc at Vicksburg
he was not.

At New Orleans Farragut believed that the Tall of the city
would result in the fall of the forts. Ile madc it clear to his
subordinates that the task in haend was to get above the forts,
in order to support the army in operations there. At Vicksburg
nothing would be gained by passing thec forts, sincc the linc of
sunply of the forts was from the southward and would not hc af-
fected by federal control of the river above.

Farragut realizcd that nothing was to be gained from pass-
ing the forts without rcducing them., He also realized that
therc was little possibility of reducing the tyves of forts
cxisting at Vicksburg with the fire of his flcet. He thercfore

did not want to undcrtakc any opcrations against them, and did

so only becausc he was goaded into doing so by thc Deopartment.
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The purpose of the Navy Department, as exrressed in the
original orders to Farragut, had been to send his squadron up
the river immediately after the capture of New Orleans. The

C] words were:
"If the lississippi Expedition fronm Cairo shall
not have descended the river, you will take ad-
vantage of the panic to push a strong force up
the river to take their defenses in the rear."

When these orders were issued tine Dednartuent believed
that the Cairo expedition would have progressed down the river,
or at least Farragut so interpreted them. Then the Cairc ex-
pedition made little or no progress there was little point to
operations by his forces on the river unsurported by ELSIAEHY.

Farragut, while he obeved his orders, showed in his des-
patches and in private letters of the same period, how much
against his judgment were operations conceived on such erroneous
military principles and undertaken with such inadequate force,
But the Department pressed him on, and as early as the 17th of

Nay sent a despatch infimating that he had forgotten his ordcrs,

"

e was urged and required to open up the liississippi to Flag-

officer Davis's command then still above jlcmphis, This and

other letters of the samc date must have been narticularly ex-
asperating; for they werce received early in Juunc, when Farragut
had becen up the river as far as Vieksburg and satisficd himself
that without an adequate forec of troops nothing could be ac-
complished.

Finally the Assistant-Sceretary of thce Navy wrotc him as
follows:

"The only anxiety we feel is to know il you have
followed up your instructions and pushed a ctrong
force up the river to meet the Vestern flotilla.™

Farragut replied:

"I had no conception that the Departient ever con-
» templated that the ships of this squadron were to
attempt to go to llemphis, above which the VWestern
flotilla then was; nor did I believe it was nracti-
cable for them to do so, unless under the most fav-
orable circumstances, in time of péacyg when supnlies
could be obtained along the TiVer eeecese’

L G R el e o - T ]
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It was in this frame of mind, and after this estimate of the
situation confronting him that Admiral Farragut drafted the order
you have transposed. Is it any wonder that he omits saying 'what'
he expects to accomplish, and more particularly 'why'., Or that
his subordim tes were unable to tell just what he wanted, either
from his order or from their conversations with him.

In contrast with his Vicksburg order we have noted the New
Orleans order as an example of the type of Order which Admiral
Farragut issued when undertaking an operation in which he believed.
Another example is the general order issued to his captains before
Port Hudson. There he stated his objective clearly as follows:

"The captains will bear in mind that the object
is to run the batteries at the least possible
damage to our ships, and thereby secure an
efficient force above, for the purpose of ren-
dering such assistance as may be required of us
to the army at Vicksburg, or, if not required
there, to our army at Baton Rouge."

Mahan comments as follows:

"In 1862 (Vicksburg) Farragut was driven up the
river against his own Jjudgment, seeing no
prospect of tangible or permanent results. 1In
1863 (Port Hudson) he went on his own respon-
sibility, because he saw in the then condition
of affairs, --- the movement he made would not
only be successful in itself, but would mater-
ially conduce to the attainment of the common
end."

Mahan might have added that Farragut's orders in the three
instances reflected his attitude at the time, uncertainty and lack
of purpose at Vicksburg; determination and clear purpose at New
Orleans and at Port Hudson.

Had the Navy, in 1862, an order form which required the com-
mender to state what he wanted his force to accomplish and why,
it is probable that Farragut would have been forced to clarify
his own mind as to his intentions before commencing the operation,
and that his subordinates would have received better guidance.

The advantagesof this form are twofold. First, the subordinate
is better able to do what the commander wants if he knows what his

commander wishes to accomplish, and why. Second, the commander

himself, in order to draft such an order must clarify his own




-

2882 .

7729/33 -8 -

thoughts as to what he will do and why. It keeps him from getting
lost in a lot of important and interesting details as to how he
will do something unexpressed.

During the year you will draft various orders. Unless you
have had considerable experience along this line, you will proba-
bly find that in your first drafts you have told forces how to do
something, but that you have not told them what to do. If you
appreciate this distinction, and set about to correct the order,
you will be surprised to find how difficult it 1is to express
exactly 'what' you want a force to do, when previously you had
been well satisfied that your directions to the subordinate had
been clear, If you, vho draft the order, find this difficulty in
stating the *'what', consider how necessary it is for the subordi-
nate that you do state it. For until you are clear in your own
mind as to *'what®' you want him to accomplish, there is no possible
way that he can tell.

Until onet's own mind is clear it is hardly to be expected
that he will frame a clear order. Orders to a force to cruise in
a certain locality, to scout an area, to proceed to a certain
position, are all directions as to how something or other is to
be accomplished., They are written easily and naturally into an
order without much effort. But they give the subordinate no clue
as to vhat you expect him to accomplish while cruising, scouting,
or by proceeding. It is the framing of this *what' to do for
each subordinate which is difficult, for each time you direct a
force *what to do' you must make a decision, dlways a difficult
thing to do; but the duty of the commander nevertheless., The
'howﬁ may be entirely omitted, as Farragut did to a great extent
at New Orleans, and, if the *why' is obvious and well known to
all, it too can be omitted. But uncertainty and confusion is
very likely to result unless the 'what' is steted.

These orders of Farragut's are cxamples of good orders and
poor orders. As they were issued by the same man to approximately

the same forces and provide for similar types of operations, I

i’
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trust that the analysis of the orders and the results obtainecd
with them 5:: of value. If any wish to pursue the study further
they will find more detailed accounts of the operations and orders
in Mahan's "Admiral Farragut", and in Admiral D,D. Porter's

"Naval History of the Civil War™., Much of the material in this
paper is taken from these sources,

In closing I invite your atteﬁtidn to the numerouslillustra—
tions of the results obtained with good orders and with bad orders
which Colonel Cordonnier presents in his book "The Japanese in
Manchuria'", He expresses clearly the primary requirement of a
good order as follows: .

"Intention is the key to vietory, and victory is

the just reward of a definite purpose clearly expressed.”

("Intention®™ and "purpose" as used above are terms sSynonymous

with "the objective™.)




