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History is a long record of the birth, growth, decline
and fall of nations. They, like individuals, are subject to
the inexorable law of the survival of the fittest, which does
not necessarily meen the survival of the best, but the survival
of the one best fitted continually to cope with conditions.
Whatever may be the experience of mankind in the future, it is
a8 fact that practically no nation was ever born in the past
without going through the labor pains of war. It is, moreover,
8 Ssingular phenomenon, %o which there are practically no ex-
ceptions, that the growth of nations in the past was coordin-
ate and commensurate with thelr military efficiency, wheress
their decline and fall wes invariably brouzht about by their
military decay. It is literally true that no nation has ever
been crushed unless it was rotten inside. Rome saw its armies
scattered by Hannibal, but through that very calamity became
the ruler of the ancient world. It would thus seem to be
justified to say thst, judged by the past, a nation can endure
only so long as iis people possess the gualities required to
make them deserve to live and the energy necessary to cope
continually with conditions, in a word, so long as they possess
and exert the will to defend what it may be their destiny to .
transmit as a heritage to posterity. This will is at present,
a8 it was in the pnast, expressed in the military system of
each nstion.

Military systems however, as well as methods of warfare,
have been undergoing a constant change throughout history,
keeping pace with the material, moral and political progress
made by mankind, but the dominant fector in both, the human
element, has remained essentielly the same. The instinct of
self-preservation is as potent now os it ever wss, and hatred
and love, fear snd courage, cowardice and bravery, hope and
despair, greed and generosity, selfishness gnd self-sacrifice,
animate men today just as much as they did ages ago when our

sncestors dwelt in caves. Although science gnd invention
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have given us mervelcusly powerful wegpons, speedy means of
transportation, and rapiﬂ'means oflccmmunication, war can not
be waged by mechanical means alone, nor even by such means
predominantly, for men is and will glwvays remoin the in-
compareble instrument whose elem&nta:y ennracter, aptitude,
energies, sentiments, fears, desires, ard instincts, constitute
the dominant factors.

For these reasons, it is impossible to discuss COMMAND,
which is to militsry forces what the head is to the human body
- the agency that controls and directs - without a complete
grasp of the fact that the human element is the vital factor.
It is the human element that constitutes the basic factor in
the defense of & nation, and, therewith, in the fighting forces,
the srmy and navy, provided for that defense. That is why
COMMAND - LEADERSHIP - has throughout a&ll the ages been of such
transcendental importance; that is why no leader has ever been
successful unless he understood human nature.

While COMMAND may be defined as the exclusive right or
power to control, or fhe occupancy of a position of chief
authority, and the exercise of such control or authority, these
attributes can not, in the nature of the case, be separated
from the agency itself. Hence, in spesking of the COMIAND,
we mean not only the attributes thereof, but the agency in
which they are vested itself.

The COMMAND is then the agency which occupies the position
of chief authority in respect to the military forces entrusted
to it, with the exclusive right or power, or both, to exercise
control over those forces. It is evident that COIMMAND as
defined, implies UNITY. Such unity - unity of the military
thought, in Ngpolecon's words - is one of the prime factors of
the strength of a military force and can not be assured unless
the COMMAND is vested in & single individual, the commander,

who is in truth the head of the force he commands. The terms
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COMMAND and COMMANDER arc aceordingly uscd interchangeably,
with this distinetion, however, that the terin COMMALID is em-
ployed to designate the chief military authority impersonally,
whereas the term COMMANDER is employcd %o indicate that author-
ity in a personal way.

Heving thus established what COMMANLD is, we may proceed to
determine its functions. Military forces are provided by a
nation for its defense. Since COMMAND is the chief guthority
of and has exclusive control over the military forces entruvsted
to it, it follows thet the power vested in it is coupled with
a responsibility coordinste and commensurate therewith, that
is to say with the responsibility for the defense of the nation.
As this is too genersl a statement of functions to be satis-
factory, however, it will be necessary to deduce the detailed
functions of COMMAND therefrom.

A perfect military force would be one in which each ele-
ment could and would respond to the will of the COMMAND sas
promptly and surely as the muscles of the body respond to an
impulse from the brain. While it may be impossible to attain
this ideal completely, it is evident that the closer it is
approached, the more certain and effective will be the action
of the force as s whole in response to the will of the COLIIAND.
Obviously this result can not be attaoined, if the military
force is merely an armed mob, or & collection of ships gathered
together without system or plan. It can be attained only if
the force is given form, cohesion, skill and self-confidence.

It is apparent that the first requisite is to bring order
out of chaos by laying the foundation for harmonious effort
and unity of action, in & word by giving the military force
form - by organizing it. The first function of the COMMAND is
therefore that of ORGANIZATION.

Organization alone will not suffice, however, for the

constituent elements of the military force will still lack the
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cohesion, skill and self-confidence necegsary tc enable them
to function effectively alone or collectively in carrying out
the will of the COMMAND. An organized military force that has
no cohesion would be like a bnilding the bricks of which were
laid without mortar to cement them. Cohesion is produced by
discipline, which may be defined as that subconscious obedience
that is essential to all military control. Digeipline has been
produced successfully in a number of different wsys, each, in
general, adapted to the racial peculiarities, national character-
istics and temper of the men composing the forces and in harmony
with the spirit of the times. Until commeratively recent times,
it was inculcated by extremely harsh means. The ancient Romans,
for example, expected a soldier to dread his officers more
than he did the enemy, snd flogging ard other harsh methods of
producing discipline were in vogue in practically all armies and
navies even as late as the 19th Century. But the best discipline
has always been that which consisted largely of willing obedience
resulting from personal pride, esprit de corps, sense of duty,
loyalty to the commander, patriotism, or religious fanaticism.
This kind of discipline is best taught by inculcating habits
of obedience, self-control, and coordination; by meting out
wise rewards and just punishments; by creating mutual con-
fidence and esteem; and, finally, by precept and exgmple.

But an organized military force that possesses nothing
but cohesion would be like a sword-blade, which, though temp-
ered well, has a dull edge and s blunt point. It must be given
8 sharp edge aﬁd a fine point to become a truly effective wea-
pon. Similarly, to make.a military force really effective, it
must, like the sword-blade, acquire a sharp edge - skill, and s
fine point - selkf-confidence. This, as in the case of cohesion,
is the provinece of trsining. Without suech training, organizaticn,

cohesion, and valor would be ineffective. "So sensible were the
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Romans of the iumperfectioa of valor without skill and practice
that in their language, the name of an arny was borrowed fiom
the word which signified exercise." (Gibbon).

In war, however, so mmch depends vpon chance and upea ihe
intelligent understanding of 4. will of the COMMIAND by sub-
ordinate commanders, especielly by thuse at a distance and per-
haps faced by a situation that the COMMAND had not foreseen,
that organizstion gnd training, i.e., the acgquisition of cohe-
sion through discipline and of skill through practice, do not
suffice. Something more must be provided to make assurance of
success doubly sure. This something mcre is INDOCTRIIATION, which
is the keystone of all military cction gnd therefore the bagis
of 211 training as well. Doctrine may be defined as n set of
reasoned beliefs, in the art of war, fundamental principles
which forty centuries of warfsre have shown to be immutable,
though their gpplication has slwsys varied snd will always vary.
The acceptance of this doctrine assures uwniforaity of under-
standing and provides & "common language". The possession of
such "common langusage™ assures harmony of effort and gives
COMMAND confidence that subordinate commanders will understand
the purpose of the Command and will follow such course of
reasoning and will talke such action as g regult thereef =28 is
necessary to accomplish the aims of the COMMAND.

Without DOCTRIRE, supervision and coordinstion, team-
work and cooperation, and unity of action are difficult if not
impossible. Doctrine knits all parts of the military force
together in intellectusl bonds, and assures that each part
will work intelligently for the interests of the others ani of
~the whole. _

Doctrine can not, in the nature of the casc, emanate from
any agency other than the COMMAND. Neither can %raining, which
is based upon doctrine, be effectively conducted except by the

ey

COMMAND. It follows then that the second function of $ it
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the COMMAND is INDOCTRINATICH AND TRAINTHG.

A militery force is like any machiae. It reguires
constant attention to keep all of its parte functioning srcolr.
ly. It must be supplied with the wherewithal to keep it zoir ;;
waste must be replaced and wear and tear mede good. It is
apparent that, if these matters were reglected, the military

machine could not be maintained at its maximum fighting effi- (~ '

—

ciency, and would quickly cease to function. BSince the COM- \

MAND is responsible for the fighting eff ciency of the forces

entrusted to it, it follows that these matters, which we mey a.\
classify under the category of administrotion (this including "\l :
all personnel maotters) and supply, must be cared for ﬁy i%, in
other words, that the third function of the COMMAND is ADMINIS-
TRATION AND SUFPPLY.

With a military force properly organized, disciplined, |
trained and indoctrinated, administered and supplied, in the ll
hands_of the COMMAND, the employment of that force for the
purpose of carrying out the mission to which it owes its exist-
ence may be visualized and plons formulated to that end.

These plans must of necessity emanate from the COMMAND, whose /.
fourth function is sccordingly that of PLANNIHNG.

Having organized, trained and indoctrinsted, administered
and supplied the military force entrusted to it, and made plans
for its employment, the COMMAND is naturally faced with its
fifth and greatest function, that of EXECUTION. ;)

To summarize, it may be said then that the functions of
the COMMAND consist of organizing, training and indoctrinasting,
administering and supplying, planmning and executing. I% _Q
performs these functions no matter how simple or complex its
own mechanism may be, for, whether simple or complex, the dom-
inant factor in it, the master mind, is that of a single
individual, the commsnder. "From him must flow the energy that
wields the weapon, the enthusiasm that nerves the human mass,

the organized military group, to the supreme effort on the



1790
2% A

battlefield.”

So much for the theory of COMMARD in the abstract. Ii
applies alike to land forces and naval forces, to armies oid
to fleets. To develop it further wovld merely produce geuc: sl
maxims designed to guide the COMMAND in carrying ont its fuas-
tions, and this would be quite ussless, Zor the reascn that, at
MacCauley so well says in his essay on Machiavelli: "Every men
who has seen the world knows that nothing is so useless a9 a
general maxim......But few indced of the wise gpothegms which
have been uttered, from the time of the Sevea Sages of Greece to
that of Poor Richard, have prevented & single foolish action.”
The functions of COMMAND must be carried out by a human being,
for, with, and upon other human beings. In the application,
theée functions are therefore glmost wholly dependent upon the
human touch, good, bad, or indifferent, of the master mind that
dominates - of the commander. Here is accordingly, where COM-
MAND ceases to be a theory and becomes an art, an art that can
not be learned from books, Since in.it we can not as in mathe-
matics say that things equal to the same thing are equal to
each other, for conditions are never twice the sane, and
Practically everything depends upon the gualities of the command-
er. As Ngpoleon said in his Seventh Comment vpon Ceneral Rog-
niat's text-book: "Tacties, evolutions, the science of engin-
eering and of artillery, may be learned from books, like geom-
etry; but the knowledge of high command can be acquired only
by & study of the history of wars and of the battlos fought by
great commenders aund by experience. There are no hard and fast
- rules; everything depends upon the character with which ngture
has endowed the commander; upon his outstanding sbilities, as
well as upon his deficiencies; upon the quality of his troops;
upon their armament; upon the season; and upon a thousand cir-
cumstéﬁces which prevent things from ever appearing the Same in

- any two cases." The most profitable thing to do, therefore, is
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to discover what tihe qualities cre {tkat have mzde conmanders
succeed and to endeavor to emulste them. While this study and
emulation will not in itself produce successful coumenderc, bl
clear conception gained of the cualities required for cormien?,
especiglly for high command, that is, for the command of srmien
and fleets, will at least make vs sll better Zollowers then we
would otherwise be. Moreover, it will enchle .gach of ns to dis-
cover and to mitigate his bad gualities znd to eulbtivate and to
develop those that will meke us better commanders in peace an&
in future wars,

Success in the ART OF COMIAED depends so much upon the
character and the nctural endowments of the commender, that it
is quite safe to say thot great commanders are born, not made.
Whnen, for example, we ansalyze the action taken by a Nelson or
a Napoleon in s single campaign, we sre foreclibly struck by the
extreme simplicity of the conception =nd execution. "Napcleon's
plans of campaign possess en inherent objective necessity. After
one has studied them sufficiently to grasp them thoroughly, one.
is convinced that they could not possibly have been different;
that the creative action of the strategic geniuvs consistef mere-
ly of dicovering what the nature of things required. The Em-
pire style referred to in the history of art, with its clussi-
cism, its straight-linecd simplicity, ie in e certain sense
comparsble to the art of war of this epoch™. These words of
Professor Delbruck express at one and the same time how extreme-
ly simple and yet how tremendously difficult the arti of command
is. The action to be taken is simplicity itself, so much so
in fset that, in the perusal, it is self-evident; but the greatl
difficulty lies in discovering what the nature of things re-
guires. "In war there is but one favorablé moment™, ssid
Napoieon, "the great thing is to seize it". That faculty of
discovering the simple, self-evident remsdy, of doing the
obvious thing at the favorable moment, that is denied to the

average mortal.
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"Everything depends upon the character with which nature
has endowed the commander; upon his sutstanding abilities, as
well as upon his deficiencies", said Nepoleom. "The first
quality of a commander-in-chief is the poszession of & cony
head, which receives correct impressions 3% things, which rnuvar
bocomes over-excited, which does not permit itself to be
intoxicated by good nor bewildercd by hed anews; & mind in which
tho successive or simultancous imprgssions recoived during the
course of & day classify themselves, and take only the place they
should properly occupy; for goc@ pense and reason are the result
of comparing seve;al sensations, weighed with equal csnsidcrapisn.
There are men who, from their physical and moral constitution,
are ugable to form practical views upon a subject; whatever know-
ledge, intelligence, courage or good qualities of any kind they
may possess, nature has not called them to the command of armies,
nor to the direction of graond operations of wer. It is nccessary
that a warrisr have as much character as intellect; men wha have
o great deal of intelligence and little character are the least
adapted for war; they ere like ships with masts disproportionate
to the ballast; it is better to have a great deal of character
and less intelligence. Men of mediocre minds end corresponding
character will often succeed in this prafesa;:n: therg should be
as much base bs elevation. Ceesar, Hannibal, Turenne, Prince
Eugene, and Frederick, wefe men who possessed both charscter and
intelligence in a high degree." (Derrecagsix, Modern War.)

"the real secret of the great commander is the combinztion
of poldness and prudence. Wo find this combination in Alexander,
who, before entering upoﬁ his campaign into tho interior of Persia,
first protects his rear by the conquest of Tyre and Egypt end
materially increases his aImy e We find it in Hennibal, who,
instead of attacking Rome, first endeovors fo detach Rome's
allies from their allegionce. We find it in Scipio, who, althous.
he risks & decisive battle without heving & securc line of re-

treat, first brings up Masinisse with his recinforceménts. We
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find it in Coesar...in Gustavus Adolphus ond Frederick. We find
it likewise in Eaﬁdienn. Ko metter how recklesely he éhaiﬁaﬂges
fate again and again, he by no means rushes headlong anl <ian-.
lessly into the unknovm, but knows perfectly where he muct :a]
a halt, turns from the sffensive to the defensive, takes *tL>
rigk of the enemy attacking him in hig turn and at the same tine
endeavors to supplement his victory through policy.

"The best example of this is the camnpaign of Austerlitz.
Napaleqn has annihilated ar Austrisn Army at Ulm, has taken ‘
Vienna, and has penetrated Moravia as far as the vicinity of
Ollmﬁtz; where the Russians confront him with their main force.
To fight an offensive battle at such a juncture eppears too
risky to Napoleon, since the enemy is numerically somewhat
superior to him. He therefore begins to negotiate, and when the
enemy begips to'advance, he takes up a defensive position. On
December 2, 1805, he wins the resulting battle by aasuminé the
offensive at the favorsble moment. His opponent had extended
his lines very much in order to envelop the Emperor snd had
thereby attenuated his center without making provision for
adaguate reserves. This was thq place to strike. 'How long
will it take you to cepturc thet height?' (at Protzon) inquired
the Emperor of Marshal Soult; whs had halted beside him.

"fTwenty minutes! repliecd thqt sfficer., "Then we shall walit
another quarter of an hour’, retarted the Emperer. To gagge
this quarter of an hour propexly, that was the difficult thing
T A0cescnese

ﬁAusterlitz ig important both in conception and in exs—~
cution, because it shows us the manner in which the commander,
Napoleon, exercises self-control, because we see in 1t how this

man with all his recklessness, never for a sgingle moment loses
f_hié self=possession. His prudence even goes s0 far that, when
the advance of tﬁe énemy was reported to him, he instruects

Talleyrand, who was negotiating for him in Vieena, to offer the
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Austrians peace on easy terms. Although he counted with
agsurance upon victory, he made every effort to cover his rear
even diplometically in case of defest.” (Delbriuck, History of
the Art of War.)

"Intelligence and capacity are often regarded as the chief
gqualities of a military leader. This is genersally an error. In_
the first place, there are no chief qualities. The qualitiés
necessary for a commender of troops vary accofding to the cir-
cumstances in which he is placed. This much is certain: with a
commander, qualities of charactef have the greatest weight. Two
of théée are held by the Germans in estecm beyond all nthefs:
decision gnd good sense. The ability to form a qlear resolution
without hesitation, and.to put it into execution, is indeed an
eminent virtue, especially in a military leader. It is what
Verdy du Vernois calls clearness in conception énd energy in
execution.”™ (Derrecagaiz, Modern War)

Napoleon said of himgelf: "There is no more apprehensive
person than myself when I am formulating a plan of campaign. I
exaggerate all dangers and consider all circumstances in théir
blackest colors., I am in g state of embarrassing excitement.
This does not prevent me, however; from appearing to be in good .
humor before ny entoufage. But once my decigion has becen made,
fhen I forget everything amd think only sf that which will make
my plan succeed.”

Again, when Napoleon was negotiating with the Austrians in
regard to the armistice at Leoben, he said to the Austrian
generals: "There are many good genera}s in Europe, but they see
too much at one and the same time. I, on the contrery, see but

one thing, the hogtile masses. I endemvor to annihilate them,
because I am certain that evofything else will be decided there-

bye"
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"Reel greatness can not be grasped by the mass of people”
says Professor Delbruck, "The public always likes to feel that
victory was gained by aﬁ inferior over a supefinr force. The
public is therefore likely to appreciate and acclaim thé art of
generalship only if it is demonstrated that the general had cal-
culated everything carefully beforechand end had foreseen all that
happened. That strategy constitutes a movement within an im-
penetrabia element and that the most necessary qujlity of a
general is daring, was first propounded by Clausewitz. If
Napoleon had admitted after Marengo, how close he hadlbeen to
loging that battle and moreosver thet his main body had in fact
already suffered defeat when Desaix arrived late in the evening,
the French people would not @ave admired his boldness but would
have criticised his rashness, which caused him to disperse his
forces and was retrieved by gosd luck only," 1.5 _

"A leader's knowledge of war is incomplete™, wrote Marmont,
"if in addition to his skill in conceiving technical combinations
he does not possess a knowledge of the human heart, if he have
nat the power of gauging the momentary temper of his own troops
and alsoc that of the enemy." _

Ragenau considers character, judgment, authority, and under-
standing of men, in the order named, to be the qualities that a
true commander must possess.

Larped in "A Study of Greatness in Men'" states that historic-
al immortality may be attained through qualities of character and
powers of transcendental superiority and cites as factors of
character and power first, those attributes that endow character
and conduct with a moral or ethical quality; second, the ration-
al, pgrely intellectual, reasoning and imaginative powers; and
third, the force of feeling and volition, which, by ardor, en-
thusiasm, passion, desire, resolution, and will, energize human
nature. :

"Character mekes the geneéral"™, says v.d. Goltz. "Highly

intellectual natures are apt to adopt a certain universality
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of view which is prejudicial to success within the narrow sphere
of 1life in the field....clever men usually look ton far afield_
for the best method, and fail to perceive the paramount import-
ance of the timely adoption of a practical method,..Courage and
love of responsibility are necessary to & general, but are rare
gifts....Courage of responsgibility is born of a certain nobility
of miﬁd which must be inherent in the general, and which ennobles
his whole naturo. It congigts in a sense of superiority which
raises above the common herd....Noblllty 0 asul...is the very
quelity which so0ldiors most highWy esteem in tha:r goneral....
Hoalthy ambition ig indisponsable to a general. Men 5f very strong
will and great qualities romain sometimes unknﬁwn, because they
lack the imner impulse to shino Lcrth....Snme have been only in-
duced, slmost forced, by chance events ta disclosc their talents,
Cromwell end Washington being examples 5f this....Groat deeds are
impossible without ambition...The gonoral undofgaes his hardest
trials in the days of disasfer. He must pogsess the special gift
of being able to bear disappoiﬁtmenta end the buffetings of fate,
of whatever sort they may be. There are characters, vigorous in
othe; respects, which lose tﬁeir tranquility, their presence of
mind, and their petience upon their hopes being dashed to the
ground. We characterize that quality which ig especially success-~
ful in‘combating the depressing influences of misfortune, as
Tgreatness of soul’, and attribute this quality to our ideal of
a general.....We must teke it....tubbe self-understood thet he
can not exidt without circumspection, courage, boldness, entor-
prise, foresight, discermment, persevecrancec, etc....A thorough
\knnwiedge of the secrets of human nature is vory esaantlal to a
general....A less appreciated, but yet indispensable quality
in a coﬁ@ander is imegination...he must be able to clearly
ricture %o himself, at any moﬁent during long and intricate merches
end operations, the position of his ovm troops and the probable
situation of those of the onemy. And more than this, he must

foregee the situation as it will be at the expiration of two, three,
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or even more days. Jomini extols this quality in Napoleon, and

- attributes to it the rapidity and ease of all his arrangements....
He...forgot nothing, and never failed to notice chance means ta
the end in view; he thought of things which every one else would
have forgotten, and was rich in inspiratians...‘The importance fo
a general of a good memory is under-estlmate&...Even the most
inventive brain would fail, if a good memory dld not afford it %
effectual ald....One of the most important talente of a general
we would call that of a "erective mlnd‘...If will power, ambition,
and a love of fame are csmbined with oreatlve power, the result _
is'an irresistible spirit of enterprise, and it is right;y agsert-~
ed, that of twd generals whs are in sther respecets equal, the most
energetic must gain the daye.....G20d heclth and a rabuat con-
.stitutisn are inveluable tala general. There have, it is true,
been famous generals wha were sickly,.but that+3n1y proves the
extrasrdinary vitality of their spirit....A géheral peeds a specisl
kind of bravery....We sdmire in illustrious saldiers, that they
always become mdre qlear-sighte& and ressurceful in moments of

the greatest danger, while all arsund them are wiarking with
blunted senses, Only courage af a kind incapable of understanding
how it is possible not t23 have courage singles sut the true sol-
dier among his fellowS....Inexorebility and that seemingly hidesus
callousness are among the.attributes necessary to him wha would
achieve great things in war. In the case 3f the general there is
only one crime for which hiéta&y never pardsns him, and that is -
defeat.....All horoes from Alexander ta Napoleon, were filled

with & belief in their mission, which gave them, in tﬁe magt
difficult situastions, an unshakable sense of security. But at.
the bottqm of it &ll lies the conviction that fartune; in the

1ong run, osnly remains constant to the descrving, and that chanece,
ruling with the freedom of divinity - 'Sa sacré’MajestJ le hasard®,
a8 Frederick caolled it - declares quite as sften faor us as

against us. Hence great generals oswed what we call belief in

their migsisn nst t5 the favor of fartune, but really ts foith in
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their_awn BDILIICY . oo d™

That & commander must hove confidence in himsqlf ond must
nover lose it for a moment 1f he wishes 1o succeel, is well illus-
trated by General Hoosker's conduct at Chancellorsville, in
connection with which Bigelow tells the following interesting
anecdote in his "Chancellorsvi}le": "A couple 9f months after
the battle of Chancellorsville, when Hooker had crossed the
Rappahannsqk with the Army of the Potomac inlthe campaign of
Gettysburg, he was asked by General Doubleday: ‘*Hooker, what was
the matter with you at Chancellorsville? Some say you were in-
Jured by a shell, and others that you were drunk; now tell us
what it was.' Hooker answered frankly and good-naturally:
'Doubleday, I was not hurt by a shell, and I was not drunk. For
once I lost confidenco in Hooker, and that is all there is.tn 4 R

All greocat leaders have had one quality thet they either
possessed or acquired, Prestige, of which le Bon says that it "is
the mainspring of all authority. Neither gods, kings, nor women
have ever reigned without it." After enumerating some of the
great leaders and stating that they all possessed prestige in a
high degree and owed the position they atta;ned more part;cularly
to this power, he continues: "It is evident, for instance, that
Napoleon at the zenith of his glory enjoyed an immensc prestige
by the mere fact of his power, but he was already endowed in
part with this prestige when he was without power and complete-
ly unknown., When, an obscure general, he was sent, thanks to
influential protection to command the army of Italy, he found
himself among rough generals who were of a mind to give a
hostile reception to the young intruder dispatched them by thq
Directory. From the very beginning, from the first interview,
without the aid of speeches, gestures or threats, at the first
sight of the man who was to become great they were vanquished....
General Vandemme, & rough typical soldier of the Revnlution..;. |
‘said of him %o Mershal &'Arnano in 1815, as om one ccession they

mounted together the stairs of the Tuilleries: 'That devil of a
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man exercises a fascination on me that I can not explain even

to myself, and in such a degree that, though I fear neither God
nor devil, when I am in his presence I am ready to tremble like
& child, and he could meake me go through the e%b-of a needle or
throw myself into the fire.' Napoleon exercised & like fascina-
tion on all who came into contact with him,"

"War is the realm of uncertainty", says Clausewitz; "three-
fourths of those things upon which action in war depends are .
shrouded in ?he fog of more or less uncertainty. Herc, thero-
fore, & fine, ponetrating intellect ig first of all reoquired to
discover the truth with the tact of tts judgment...An ordinary
intellect may hit upon the truth by chance some time, but the
majority of cases, the average result, will invariably bring to
light the deficicnt understending...Firmly relying upon his better
inner knowledge, the leader must sténd like a rock againsgt which
- the waves break...0rdinary mortais, who are swayed by the sugges-
tions of athers; usually become undecided on the spot." Moltke
says similarly that in war, after the operations begiﬁ, every-
thing is uncertain except that which the commander himself
possesses within himself in the form of will-power and enterprise.
Clausewitz likewise says: "If we are to be successful in the '
struggle with the unexpected, two qualities are indispensably
necessary to us, in the first place, sn intellect which even in
this intense darkness is not without some faint ray of inger |
light that leads us to the truth, snd in the second place, cou-
~rage to follow this faint ray of light. Thé first quality has

been figuratively expressed by the French phrase coup d'oeil,

the second is determination.....This peculiar cast of the mind,

which conquers every other fear in the human breast by the

horror of wavering and hpsitating, ig the quality which in strong

natﬁres congtitutes determination.” |
Boldness is thq noblest virﬁue of a commander, but the

higher his position, the more necessery it is that this boldness
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be paired with superior mentality. As Clausewitz so aptly says:
"If we ask surselves what kind oflmind comes clogest to military
genius, then a look at the subject as well as at experience will
tell us thaet penetrating rether than Inventive minds, broad
geuged minds rdther than such as have s special bent, cool rather
thén fiery heads, are those to which in time sf war, we should
prefer to entrust the welfare of our women and children, the honor
and safety of the nation,”

The paths by which successful commanders have ascended to the
pinnacle of militery fame have been varied. Some were born with
all the qualities nccessary for high commaﬁd, whereas others sup~
plemented natural endovments by training, self-discipline and
experionce. But none has ever been truly successful, unless he
posgsessced thot unity of qualitics compounded of character, Jjudg-
ment, intolligeonce and understirnding of men.

"Everything is simploc. .in war", seys Clausowitz, "but the
simplest thing.is difficult. Thesc difficulties accumulate and
produce & friction thatlno cne cen correcctly appreciate who hes
not seen war...A mighty, iron will-power overcomes this frietion,
crushes the obstacles.....The firm will of & proud spirit rises
dominent in the center of the art of war, like an obelisk toward
which a811 the avenues of a city converge.” Thig proud spirit
lived in Alexander, Hannibal, Caesar, Frederick, Washington,
Naposleon, NWelssn end Lee. :

We may well agrec with Clausewitz when he says that "mili-
tary geniung consists of an harmonisusly balanced union of pawora".
Such stars of the first magnitude have been extremely rere, but |
they as woll as the great commanders of lesser magnitudes, all
possessed natural gifts and qualities, discussed mare or less in
deteil above, that ensured their succoss. These are gummarized
for convenicnco in the f9llowing table; since we may safely
agssume that in the future am in the past 2 commander must possess

them in srder to5 succeed:
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1, Character:
- Boldness c¢oupled with prudence;

Iron will-power; determination; resolution,
Moral courage; decisiveness; firmness,
Fortitude; steadfastness of purpsse;
Resourcefulness; originality; self-reliance; initiative;
Energy;
Patience; tenacity; persocvorance;
Simplicity:
Enthusiasm;
Charm; magnetism.

2. Judgment and commdn senge.

Jds Intelligence:
- Penetration;
Breadth of view;
Previgion;
Boldness of conception;
Creative imagination.

4. Understending of men.

5. Exccutive, crcative and organizing ability.

6. Knowledge.

7. Besaring,

Dignity;
Coolnegs; imperturbability in danger.

s Prostige.
9. Health.

The rolat;voly low place agsigned t9 knowledge in the
foregoing list, leads t5 the interesting reflection that none
of the great leaders of the past was & man of great learning or
a specialist. The assertion is often made, indeed, that Napoleon's
skill in employing artillery was dune to the speciaslist training
he had received as an artilleryman at the outset of his career,
but a moment's reflection will show this assertion to be
nothing but stuff and nonsense, for he handled his infantry
quite as effectively as he did his artillery and yet he had
nover been an infantrymen. We are thereforc led to suspect that
his skill in employing arfillery was not due to his intimate
knowledge of that erm at all, but to the plain fact that he
applied common scnse to the problem 2f its employment, just as
he applied that same rare quality to all that pertained to
the conduct of war. The fact of the matter is that generalship

does not require great learning nor & thorough and intimate



1790
8-26 - 19 -

knowledge of the technique of any and all erms &and weapons,
but penetraetion end breadth of view and a knowledge of the
powers and limitetions of each arm anld weapon and absve all
else profound judgment and wisdom in using them combined for

the purpose of winning battles.

The foregoing discussion on COMMAND would be incomplete
withnut developing the £act that, although COMUAND, as alrecady
stated, implies "unity", thet is, the exclusive right or power
to contral the forces entrusted to it, something more 1is requi;ed
in osrder that success may be assured, ts wit, UNITY OF COMMAND,
by which is meant the right sr power sf the COMMAND to contral
2ll the forces that cen and must be made available for the
purpsse of attaining that success.

Although UNITY OF COMMAND, aé defined above, is nat an
inherent attribute of COMMAND, it must be provided if success
is %2 be assured, for history is replete with examples showing
that UNITY OF COMMAND is vital t2 the success of any military
undertak;ng. Without it, one 5f the fundamental principles of
strategy, wﬁich requires that 2ll forces that cen be made
avellsble, must be brought to bear against the ememy at the
decigive point at the decisive time, could not be carried out.
What the greatest master of the art of war, Napoleon, thought
of unity of commend, is stated in his LXIV War Maxim: "Nothing
is more important in war than unity in the command; thus when
therg is wer ageingst but.one power there should be but one
army, acting on one line, and led by one chief.”

Lack of unity of command has probably been the cause of
more Cefcats and disasters than any other contributing factor.
The defeat of the Allied French, Austrians and Russians in
the Seven Years' War can be ascribed to no sther cause, for,
had they been united, they would have been osverwhelmingly
superior to anything Frederick the Gresat could have put into
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the field egainst them. Leck of unity of command almost cost
the Allied Austrians, ﬁussians end Prussians the battle of
Leipzig, and, hed Naepoleon's means 5{ communication been equal
to the demands made upon them by his army, the Al;ies would
undoubtedly have been defeated. Even at Waterloo, sueccess of
the Allied cause restod wholly upon such ccoporation as Bluchgr
cheerfully gave to Wellington. There was no unity of command,
and had Blucher not cooperqted wholoheartedly with Wellington,
there is little doubt but what Napoleon would have won that
famous battle and the history of the world would have beon
changed thereby.

Our ownm history is full of examples of the absence sf
unity of command and of the disastrous consequonces flowing
therefrom. We need only recall the days of the Civil War,
Independent armies were in every field from the very stert. In
1861, when McDowell was advancing towerd Centreville, P&ttérscn
was in the Shenandosh Valley, McCléllan in West Virginia, and
other florces were scattered sbout elsewhere. No attempt was
made to placalall forces in the Bast under one commander. Was
it surprising that McDowell was defeated in consequence ét
Bull Run? For three years the Northern Armics were conducted
without unity of cqmmanﬂ end the cost of this neglect, in
blooq and treacsure, was enormous. It is not too much t» say
that, had all the Northern Forcoé begn placed under the control
of one commander from the very start, that blsody struggle
would probably have been shortened by at least two years. ‘

Finally, our oswn generation should have a vivid recosllec-
tion of the terrible lessons taught by the World War in
regard to the fatal consequences priduced by the abscnce of
unity of command. ILet us examine the most glaring instance of
this lack sof unify of command during that war. In August,
1914, when the Germen right wing was sweepinglthrsugh Belgium,
lack 2f unity of commend o5f the French, British and Belgian



1790
8=26 - 21 -

Armies all but cost the Allies the loss of the war and would
probably have doné so had it not been for the inexplicable
blunders made by the Germans. Nevertheless, in spite of this
object 1ess§n; the lack of uﬂity of command continued until it
finally brought the Allies to the brink of disaster when the
Germans launched their great offongive eimultaneously cgainst
the Frqnch and British on Masrch 21, 1918, on the general front
Arras = LaFere. The Germans directed their main effort ggaingt
Amicns, at the'junction of the Freneh and British Armics, pre-
sumably the weakest spot in the Allied line. They believed
that if they succeeded in breaking that 1iné at that point, the
Prench would be abave all else concerned about the safety of
Paris and the British for that of the Channel ports, Sub-
gseguent events seequ to justify this belief, for tﬁe Allied
line was broken and, in the words of General Mangin, "The
commander of each army thought only of his own army, for which
he wes responsible to his government. General Petain dixected;
larch 24th: Above sll else, maintain'the firm cohesion of the
French armies....and then, if possible, maintain contact with
the British. Marshal Haig wrote from Abbeville, on: March 25th,
that the seﬁaration of the British and French Armies was mere-~
ly a question of time, and that helwas méking preparations to
withdraw so as tn gover the Channel porta....Accsrdxngly, the
British Armies will retire toward the west to the sea, the
French Armies towsrd the south...The fatel scparation will be
completg@ and the way to Paris will be cpen. Disaster is
‘imminent, beceuse there is no unity of comménd:" London an&
Paris cﬁnferred as to ways and means to meet tﬁe disastrous
course of events, The evacuation of Paris wﬁs discussed. Cle-
menceau declaredlhe would fight until he reached the Byrénees,
and tentative plans were formulated for embarking the British
Armies for home.

At this eritical moment, when the Allies were in great
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extremity, & council of war, which was attended by the
commanderg~in~chief of the various Allied armies and by the
leading Allicd statosmen, met at Doullens on March 26, 1918.

At this council, soldieor and statesman alike recognized thaﬁ

the war wag 1lsst unless self-interest was relegated to the back-
ground for the moment. As a result, unity of command was

adopted and Marshal chh invested with the supreme command over
the Allied Armies on the Western Front. This action was decigivo;
even our former enemies admitting this:‘ As one prominent Ger-
man writer puts it{ "This histnriq hour, in which a gravo neglqct
weg remedied at thq eleventh hour, Jjust bofore it was too late,
decided the battle, perhaps the entire war,"

Examples to prove the soundness of thé_cantention that
unity of cqmmana is vital to success in war, could be multiplied.
Enough hes, however, been said already %0 indicate clearly that '
the 0ld adage "United we stend, divided we fall", though applied
to a palitical situation, is equally applicable in the military
field. It is, like the principles of gtrategy, based upon
cummoﬁ sense and 80 simple that it is more often honored in the
breach than in tho obsorvence. But its simplicity does not
dotract in the slightest acgrée from the vital necessity of
applying it. ' It can not be cast sgide without wantonly court-
ing disastef.

If unity of commend is of such vitel importance, why then,
it may woll.be asked, is.it not applied to the ormy and navy
of qach country? The onswer is simple. Armies and fleets do
naot, os & rule, operate together, thair respective spheres of
activity boing usuelly far removed from each other. When
armies and fleets ds osperate together, however, unity of commend
sr, at the very least, unity of strategiec dircetion, should
undaubtedly be provided.

An attempt has been made in the faregoing poges o
demonstrate the trenscondental imposrtance sf the COMMAND to
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success in war, to deduce ite attributes and functions, to

ghow the vital necessity.of unity of commend to the success of
any military urderteking, end toc discover the qualities that_a
commander must possess in order to succeed. DNothing remeins,
therefore, but to point out that the attributes and functions
of command and the gquallities that o commander must possess tq
asgure success have romained constant throughout all history,
whereas the practico of the exercisc 5f command has undergine &
gradual change, keeping pace with the prsgress made by the art
of war, just as the latter has kept pace with advancing
civilization,

It is bﬁt natural that the practical excrcise of command
should have boen suited to the times in which a commender lived,
to his owm peoculiar talonts and to the racial and national
characteristice of the forces he commanded. For example,
Hann;bal commanded an army knit together néither by ties of
race, religion, nor love of country; Scipio Africanus and Caef
sar commanded srmies composed of Roman citizens; Cromwell cOm-
manded an army of religious fanatics; Prederick commended an
army composed of highly trained professiosnal soldiers welded
together by the well-nigh perfect iron discipline of o0ld
Prussia; and Napoleon commanded at the outset of his career
armies compogsed of zealous and enthusiastic levies of the
Revolution and later on srmies fired by love of glory and
animated by fanatic devotion to his person and almost fatal-
istic belief in his star.

Until comparatively recent times, all the functions af
command were exerciged in person by even the highest commanders.
The size, armament and nmobility of armies and fleets were such |
as to permit this practice. Commanders of all grades, even
the highest, participated ﬁersonally in battle, seceking there-
by by personal example to stimulate their forces to greater

exertion and enthusiessm. Personal leadership thus played a
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tremendously important role. Alexander the Great, for in-
stance, invariably led his troops in person; Gustavus Adolphus
fell at Lutzen while fighting at the head of his troops; Blu-
cher personally led his cavalry at Ligny; Nelson was wounded
while personally leading o landing party against Santa Crusz,
Teneriffe and was killed on the deck of his flsgship at Tra-
falgar because he scorned to take shelter. Napoleon's mar-
shals, notably Murat and Ney, were invariably in the thickest
of the fight, and during ocur own Civil War, the number of divi-
sion and cven corps commendcrs killed in sction bears eloquent
testimony of the fact that thoy commanded in person at the
head of their troops.

Such personal lcaderghip became more end more diffigult
for higher commanders and finally impossible as the size,
ermement and mobility of n~rmics and therewith the complexity of
the conduet of var increased to a point where a single indiv-
idual, no matter how gifted, could no longer attend personally
to all tho functions of commend. Evon the armies of the First
Empire had alrecody outgrown the old system of commend and
Nopoleon's ultimcte failure may, t9 an extent at least, be
ascribed to this fact. Napoleon himgelf did not introduce any
change in the prevailing practice of personal command, but it
is a curious fact that the terrible chastisement meted out by
hinm to Europe was the direct cause that lead to a change in that
practiée. Prussia, after her deep_humiliation at Jena and
Auerstadf at the hands of Napoleon, realizing that she had no
leader capable of coping with that pgst magter of the art of
war, evolved a new system of command, one which forms the
basig of that of the present day. This system consisted
essentially of furnishing a comménder with a competent alviser
in the form of a chief of staff, eided by & number of qualified

asgistants, who relieved the commandor of as much of the burden
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of cerrying on thq functions of commond as he deemed dos;r—
oble or necessary, but not of the attributes of énmmand -
responsibility and the power o5f exclusive control, that is,
decision. These.attributes the commander could not delegate
even if he would, for to do so would have passed his power of
command to others. _ _

In line with the foregoing, the Prussians accordingly,
during their War of Liberation, placed Marshal Blucher in com-
mand of their army and gave him General Scharnhorst and, after
that officer's death, General Gneisenau as chief of staff,
these officers being aided by a small but select body of cap~
able assistants. Thig body of officers.formed the nucleus of
the Prussisn General Staff. It was not, s&s is s0 often stated,
a staff whose functions were gencral in nature, as its trans-

lated nome eppecers to indicate, but THE STAFF OF THE GENERAL.

Although at its birth subordinate to the Prussien Ministry

of War, the Prussian Geuneral Steff wes mede independent of thot
Ministry in 1829 and remasined independent sf thet ageney until
its abolition by the Treaty of Versailles,

The Prussian General Staff developed rapidly ugder the .
able guidance of a number of distinguishgd goldiers, particular-
ly under that of Fieldmarshal von Moltke, who was its chief
from 1857 until 1888, and became the model upon which all other
generagl staffs were organized. But many years were to pass
before other nations adopted the general staff system. It was
not in fact until the Prussian victories of 1864 and 1866 and
ths German victory of 18%70~71 burst upon & startled Eurspe
that other powers began to realize that the Germans had in-
vented and quietly developed a system that was practicelly a
guarantee of success against any opponent who did not possess
it. They accordingly took immediate steps to remedy their
neélect and it was not long before all continental European
armies boasted of a general staff, cven Japan adopting that
system., England and the United States alone among 21l the
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powers held aloof, but they alss fiually had to adopt the
gystem for their armies and by the opening of the 20th Century
every ermy o any size had a general staff,

While the armies of the powers thus sét the pace in this
regard, navios were for some reason or dther for & long tjme
rather loath to adopt the new system, although they also =~
those of England and of the United Statos sxcepted - finally
followed suit by orgenizing steffs enalogous to the genecrel
staffs of armies and called, by the Germcns for excmplo, Ad-
mirel Staffs.

hile it would bo profitable to discuss in detoil the
historicel dovelspment of this now commond system and the form
in whiqh it is at presont in vogue in various crmies and
novies, this would lead us entirely too for cfield. But the
system in goneral ond the asrgonization and funetiosns of the
gteff and ite rolation to commend must be discussed in order
to present o clear picture of how the commend funetions ox
should function at the present time.

In the first place, it should ﬁe nointed out that a
general staff (or admiral staff) is an agency quite distinct
from other so-called staffs, with which it must not be con-
founded. As a matter of fact, the term staff should not be
used at all egcept to designete the general staff, Since the
term steff is, however, constantly being used indiscriminately
to designate not only the general staff but other so-celled
staff agencies, thereby giving rise to miscsncoptions,lit is \
well to beer in mind that there are four such agencics, viz.,)

1. The General Staff;

2« Tho Technical Staff;

5; The Supply and Administrative Staff;'and
4. The Personal Staff of tho Commander.

The general staff (or admiral staff) is the only true
gteff, that is to say, it is the only staff agency designed

to relicve the commonder of as much of tho burden of carrying
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on the functions of commend as possible, always excepting

the attributes of command, that is, responsibility and

the power of exercising exclusive control. The technical
staff_consists of groups of technical pcrénnnel, each under a \
chief, who exerqises command functions wit@in his department 1/
and in addition, when calle@ upon to 4o so, gives advice, on I
matters with his cognizence, to thc commandcr and thc general |
staff. The supply and edministrative steff consists of groups :
of sujply and administrative porsonnql - usually roferrcd to

as Tho Services - each undor & chiof, who excorcises command

functions within his dcpartment and in addition, when cclled
upon to do so, gives advice, on matters within his cognizance,
to the commander and to the general staff, The personal staff
of a commander consiste of his personal aids.

This system applies in principle to thelcentral command

organization at the seat of government as well as to all high-

I
|

er troop units, that is, to divisions and higher units, Thus
each general staff is divided into two distinct groups; the
first being at the seat of government, the second with troops.
The first was called the Great General Staff by the Germans
and is called the War Department General Staff by us. The
second is everywhere celled the genoral Staff with tfonps. _
Admiral Steffs, wherc they exist, follow a similar grouping,
the first being at the capital of the country, the second with

the fleet and its mejor subordinate units.

The technical staff is similerly divided into two groups,
usually consisting of the chiefs of the various arms at the
seat of government and of sfficers of the vorious techniecal i
branches doteiled as technical staff officers on the staff of
the commanders of higher units.

The supply and administraﬁive gtaeff - or the Services -
are likewise divided into two groups, consisting of the chiefs
of the varisus bureaus ond their bureaus at the seat >f

government, and 5f their rcpresentetives functioning as
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administrative and supply officers, such as ad jutant, quar-
termaster, finance officer, ete.) on the staff of higher com- fr
menders., | f
It should be borne in minda that the general staif or- fi
genization existing at the present time in various countries ; |
wes not evolved on the spur of the moment but was the gradual |
development .of many years, being in the process poworfully'inQ
fluenced by the existing governmental system, institutions,
traditions, racial and national charecteristics and the histor-
ical background and dcvelopment of the particular nation to
which it perteins. In some countries, for example, the
general staff at fha geat of government was coordinate with
the ministry of war and the military cabinet (the 1atter
charged with personnel matters qffecting officers), &s in the
former German Empire; in others, it is merely an agency of thek
ministry of wer, casrdina?e with but nst suvperior to other H
agencies of that minigtry, as in France; and_in sthers again, |
it is the chief agency of the war department, not coordinate
with, but superior to 21l sther agencies of that department, \
except that of the Assistant Secretary of Var, as in the |
United States. It must, moreover, be remombercd that the \
general staff.orgauizatian is not as 0ld as technical, ad- ]
ministrative and supply, and personnel staffs, so-called. This
accounts to a large extent for.the slowness with which tﬂc
general staff system developed, for the fact that, in some
armies, the general staff does not as yet occupy a position :
superior to these other agencies, and for the friction that 5
often obtaing between general staff and thesec othor agencies 1
even in ermies where the general staff is paramount, \
The object of all organization is decentralization cf
effort. Organization consists essentially of nothing but the

distribution of lebor. To assure edequate results, labor must
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be suitebly distributed, recponsibility for its performance
fixed, and power commensurate with its periormauce must be
allotted., This applies to gta®ff osrgunization as well.

It ﬁill be recalled that the attributes of the CdMMAHb
were stated to be the exclusive power or right to control, or
the position of chief authority and the exercise of such con-
trol or suthority and that the functions of the COMMAND were
stated to be those of organizetion, indoctrination and trein-
ing, administration and supply, plenning and execution. These
functions then constitute the labor that must be suitably
distributed, responsibility for its porformance fixed and
power commenaurate with that responsibility ellstted. But, as
wag stated above, the commander cen not divest himseif of the
power of exercising ezclusive control nar of the responsibility
of carrying on the functions of command. How then can the
indicated distribution of labor be effeocted, responsibility
for its performance fixed, end power commensurate with its _
pcrfarmgnco gllotted? Simply by not considering the truc staff,
that is, the genoral‘staff; as anything other than brain cells
3f the commender, acting sslely as part of his dominating
personality. These brecin cells are one and all controlled by
and subject to his brain cell_that expresses his will, Their
acts are never their swn acts, but hiz acts, being either
actually sanctioned by him or eccepted by him as zets performed
%y his alter ego, the general staff., This is thc only trmo
conception of general staff performance. If it is borne in
mind; it becomes apparent thet a suitable distribution of
command functions can be effected without difficulty, the
power exercised in the execution being always that of the com-
mander.

Bﬁt even after this diatribgtion is made, coordination of
effort would still be essontial, a task that would tax the

commander's energies and time unduly and would interfere
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geriously with hig devoting himself to thoge matters incident
to command which he and he alone is competent to attend to
personally. For this reasgon, he is provided with a chief of
staff, Thé latter is the chief adviser and personal represent -
ative.of the commander. He assists the coumander in the super-
vision and coordinetion of the command and ghould enjoy his
complete confidonce and a considerablc degrec of independence
in the porformance of his duties. Ho is regponsible for the
working of the whole staff, and,'undor the ordecrs of his com-
mander, for the control and coordination of the osperations o£
the troops. His powers of supervision, cdordination and con=
trol in thé commander's name are coextensive with this res—
ponsibility and are exercised to the extont that he decems
hecessary to its discherge.

The command functisns may be suitably d;stributed in
varings ways. If we analyze these funetions, we perceive at
once -

First: That adminigtration and supply mey be grouped ‘
together with advantage as perteining to the main-
tenance of fighting efficicney in men and material;

Second: That, since information 2f the enemy is essential

to the_farmulatian of plans ond ts their oxe-
cution, provision must be made for the czlloct;on;
eveluation and dissominetion of militery intel-
ligencs 2f the eneny; and

Third: That osrganization, indosctrinetion and trzining,

the formuletion sf plans 3f osperaticns and super-
vision over their execution are s2 intimately .
related as to make it expedient to group them to-
gecther,

By assigning tﬁo functions enumerated under each group
above to a separate general staff division, called the 1lst; 2nd,
end 3rd Divisions, respectively, we should 2btein a distribution

of labor that would be at one and the same time simple, effi-
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cient, and so flexible as to adapt itself reasdily to any and
all conditions,

If 1t ds desired to divide the functions into four group:
the best arrangement would be to create a fourth general sheidf
division and to assign supply to it. This is the arrangemcnt
at present used in our army, except in the Wer Department
General Staff, which will be discussed later. If it is de-
sired to divide the functions into five grouﬁs, the best
arrangement would be to use the four-group arrangement above
described, but tos create a fifth gonoral staff divigion and to
assign indoctrination and training to it. This fivefgrnup
arrangement of functions was uscd by tho'Gonnral Staff of G.H.Q.
of the A.E. F., although the four-group arrangcment was used by
the gonaral staff of its armies| and thc thHrece~group arrange-
ment by the genoral steff of cach of its corps and of each of
its division, .

But whafo?er arrangement is em@layad; the chiof of staff
coordinates the labor of the gonoral staff divisions as well
as those of the ather staff agencies, so as to produce
harmonious, well-balanced results, which he then, if necessary,
pfesents to_his commander for a9proval. In lerge units, need-
less to say, the chief of staff, as well as the chiefs of
general staff divisions, each with hig proper sphere, must
be allgwed a great deal of latitude in the performence of his
duties, this latitude oxtending cven to the issue of orders
in the commander’s name, in case of necessity, without prior
reforence to him, In extensive land operations this is
necessary - althﬁugh use should be made of it only with caution
as it is easily sbused- whereas in naval operetions the need
for such a practice does not appear to be so menifest, sinee
commander end staff are together within the confined space of
g ship and thercfore within easy re;;h of each other.

Ou; War Department General Staff_organizatisn ié uniqu?

in that although it employs the faour-group arrangoment desw
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cribed above, it has & fiith division, called the VWar FPlans
Division, which is devoted exclusively to planning. This
was designed primarily for the purpose of pravidiné the nu-
cleus of the‘General Staff of the General Headguarters of the
Ccmmander-in-Chief of the Armies in the field in war. Since
this is the motive for its existence, it is but natufal that
it should be charged with the preparation of the plang that it
must execute as the general staff of é.ﬁ.q. when war ensues.
But it is nevortheless a bona fide War D0pértmont General
Staff Division, just as the four other gomeral steff divisions,
and functions in peacec accordingly in a_dual capacity. When
war ensues and a G.H.Q. is to bc formed, the War Plané Division
| forms the nucleus of tﬂc general staff of G. H.H., with a part
of its personncl and leoves the remcinder behlnd in the War
Department to continue to function ag the War Plans Diwvision,
Vicr Department Genoral Stoff, In order that it mey be in ins-
tant readiness for its prospective duties, it is organized in
peace time into four sections, analogous to and with the same
functlons as those of the four-group genorel steff arrange-
ment described above.

Our general staff is not an operating agency, that is to
say, it does not command anything nar operste administration
and supply, these being oporated by the Sorvices. Its func~
tions are leid down in the National Defonse Act and are ag
fallows:

"The duties 2f the War Dcpartment Gereral Staff shall be
%5 prepare plens faor national defense and the use 51 the mili-
tery forces for thot purpose, both seporctely and in conjunc-
tion with the navel farces, ond far the mobilization of the’
manhadd of the Nation ond its material rescurces in cn emer-
gency, to investigate and report upon all questions affecting
the efficiency of the Army of the United States, and its state
of preperation for military operatisns; and to render pro-

fessional aid and assistance to the Secretary of War and the
Chief of Staff.

"The dutzes of the General Staff with trnﬁpa shall be to
render professional eid and assistance %o the general officders
over them; to act as their agents in harmonizing the plans,’
duties, and operations of the various srganizctiong and ser-
vices under their Jutrisdiction, in preparing detailed
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instructions for the execution of the plens of the commanding

generals, and in supervising the exccution of such instructions. |

"The Chief of Steff shall preside sver the War Department
General Staff &nd, under the directicn of the President, or of
tho Secrctary of War under the dircction of the Prosidont; '
shall cause t0 be medo, by tho War Department Gencral Staif,
the necossary plans for recruiting, organizing, supplying,
equipping, mobilizing, training, and doemobilizing the Army of
the United States and for the use 5f tho military forcoes for
national defornse. He shall trensmit to the Secretary of War
the pleans and recommendations prepared for thet purpose by
the War Department General Staff and advise him in regard

thereto; upon the approvel of such plana or recommendations by

the Secretary of War, he shall act as the sgent of tho Sccro-
tary of War in carrying the same into offect. Whencver any
plan or recommendetion involvirng legislation by Congress
affocting netional defense or the rcorganization of the Army |
is presented by the Secretdry of Wor to Congress, or to one of
the committees of Congress, the same shall Dde r"ccmn;:;:mi.eaﬂ.
when not incompatible with the public interesst, by a study
prepored in the appropricte division af the whr Department
Genernl Staff, including the comments and rescommendations of |
seid division for or against such plan, and such pertinent |

comments for or against the plan as may be made by the Secretﬁry

of War, the Chief of Staff, or individual officers of the
division of the Wer Devartment General Staff in which the plan
was prepared.” _
While the law thus provides a general steff for sur Army,
it does not provide an analpgous egency for cur Navy. Al-
though the Chief of Naval Operations and the personnei of his
office perform many functions similar to thsse assigned by law
to the Chief of Steff and to the War Department General Staff,
the Chief of Navel Oporations and his porsonnel 2ro charged
neither with os muok responsibility nor invested with as much
power as the War Department egencies nemed. In the abscnce
of an admiral staff corps, osur Navy hasg acé:rdingly nos
coordinating agency in the Navy Department comparcble to the
Vier Dopartment Gencrel Staff, nor in the Flect one comparaobhle
to the Generel Staff with Trsops, The complexity of modcrn
worfare and the inercasing diffi&ulty >f pence time prepar=
ation thorefor would scem to indicate the necogsity sf pro-
viding our Navy with cn admiral steff corps. Whether this
staff should be orgenized on the lines of tﬁe general staff

of our Army is debatcble, but if it is ta be an effective

[ §
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¥ Egancy, it should be msde en integral part of the agency of
éOMMAHD, without becoming an operating agency, hawevgr, and
be organized to handle efficiently the functions of -
Maintenance of fighting efficiency ia men and
matérial, that is, administration and supply;
Collection, evalustion and dissemination of mili-
tary intelligence of the cneny; and
Organization, indoctrination and trainirg, formu-
lation of plans of operations and supervision
) over their exscution. _
But, although our Navy stili lacks an admiral staff, we

posseéss one coordinating egency of great power that no nation

has ever boasted of heretofore, to wit, THE JOINT BOARD. This

wes created some years agd by zgreement between the Secfe—
tories of War and of the Navy and consists of the Chief of
Staff, the Deputy Chief of Staff, and the Chief of the War’
Plans Division, War Department General Btaff, the Chief of
Naval Operations, the Assistant Chief of Naval Operations,
and the Director of the War Plans Division, Office Chief of
Naval Operations, It handles all matters involving joint
Army and Nevy inéerestsland requiring Jjoint Army_and Havy ac-
tion that are referred to it by either Secretory, and has the
power to initiate such metters and to make recommendations
in connection thorowith. Its rocommendations, wihen epproved
by both Secretaries; beénme binding upon the two departmentg.
The Joint Board is assisted by the Joint Plenning Committee;’
which constitutes its working bady.and is composed of four
officers of the War Plans Division, War Department General
Staff and of four officers of the War Plens Divigion, Office
Chief of Naval Operations.

This system prnvideslthe machinery for effectively

solving the many problems in which both Army ond Navy are
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interested. That it has worked well is attested by the fact
that since its croation, al?hough o multitude of knotty
problems were handled by it; two snly were found incapable of
solution,

If ﬁe compare the general staff system produced by the
provisions of law quoted &bove with other gencrel staff sys-
tems, wo realize that no goneral staff hag evoer been inveosted
with more comprehensive power, nor beeun morce itruly an integral
part of the agency of COMMAND than our general staff, and that
none has therefore ever had so fair a chance to demonstrate
that it is the Brain sf the Army. )

While our syétem is not pgrfect; it is constantly being
improved and has, on the whole, already overwhelmingly
demonstrated its usefulness., As more and more officers trained
by and for this system reaeﬁ positions of authority! we may
confidently expectlthat it will continue to improve, keeping
pace with the progress made by the art of war; that its suc-
cess will sooner or later rosult in our Navy adopbting an
analogous system; and that the importance of correctly solving
the many difficult military problcms capfrauting us, and the
necesgity of providing unity of command, or at least unity of
strategic direction, in case of joint army and navy sperations,
will eventually produce legislation giving The Jaoint Board and
its Plenring Committee the legel status of = Joint Army and
Naevy General Steff and providing the Commonders-in-Chief of
Joint Army and Nevy Forces with Joint Army and Navy Gereral
Staffs.
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