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the verb "to command"™ has, among its various definations in
the dictionary, "to order with authority”. The principal dis-
tinoction between an organized military body and a mob is that
the former has someone in command, whose orders are recognized
ani obeyed, while the latter is an assemblage of individuals
wi th no acknowledged leader. When a military body ceases to
have or obey & commander, it may rapidly degenerate into a
mob, in spite of the fact that the individuals composing it may
have been highly trained and disciplined. A mob, on the other
hand, may sometimes, through recognition of and obedience to a
leader , proceed to effective action - this in spite of the fact
that the individuals composing it have had no previous associ-
ation and training.

The authority to commanmd in & military or mval forcesis
derived directly or indirectly from the source of asuthority in
the country. In the United States the people are the ultimate
source of power. They caused to be drawn up &and they put into
effect the Constitutiom of the United States. The Constitution
states that the President is the Commander-in-Chief of the Army
and Navy. As euch, he is empowered to asppoint military and naval
commenders, and, except as laid down by law, to determine the
scope of their authority. A commender may, or may not, be per-
mitted to appoint his immediate subordinates. Usually he has by
no means & free hand, but has to take and wﬁrk with the personnel
tmt is given him. The more remote the commander is from the seat
of his government, the more freedom he is apt to have in meking
and changing assignments to command. Thus, General Pershing was
gran ted a wide latitude in iFrance during the World war. The
Commander-in-Chief, U.S.Asiatic Fleet, similarly, has practically
complete freedom within the limits of his command, subject to cer-

tain rules laid down by the nNavy Depertment. There is also more



freedom permitted in aessigning the duties of the lower grades

of commnd, t han there is the higher. For example, & commander-
in-chief has his flag officers and captains assigned by the

Navy Department, as has the captain of & ship his heads of
departments, whereas the captain may assign his junior officers
to such duties as he sees fit. Theoretically, it would be
advisable to permit each commander to appoint his immediate
subordinates and then to have him hold these strictly respon-
gible for results. Actuslly, practicad considerations of ad-
ministration of personnel do not yermit such & course.

The authority which any commander is permitted to exer-
cise varies with the importance of his position. Lost of the
limitatione on & commander's authority will be found laid down
by law or regulation, as will his duties and responsibilities.
There will be found & considerable field, however , where his
superiors can increase or limit his authority. The action
teken in this resppct will depend upon the customs of the
service, the general situation, the personality of the super-
ior, and whether or not the latter has confidence in his
subordinates. To avoid confusion and misunderstandings when
officers are changed, it would be well if & common doctrine
existed throuzhout the servieé as to the authority and re-
sponsibllity that belong to each grade.

For & command to be properly organized, there must be -
unity of commend; a proper subdivision among subordinate
commenders; and & definite delimitation of the authority and
responsibility of each one.

1f unity of commanmd is not attained and a subordinate
may look to more than one superior, he will receive orders
from more then one source, with resultant confusion of plsa
and of execution. If different forces have independent com-
manders, there will be a lack of general direction of the.

whole, and the coordination between the forces will be poor.

The number of subordinates with whom any one commander



al successPully is limited: Generally, it should not

" ten: Yhen this number is exceeded, proper supervision
som s difficult end further subdivision is indicated: Tnis
igsion from the top downward gives rise to commanders
asing in numbers,. but decreasing in rank, respomseibility,
pd suthority, known as the chain of command: By means of this
! a of command, the commander-in-chief cen issue an order
nd be assured that proper supervision of ite execution ocan

y carried out throughout the entire command - far beyond what
mself can personally overcee- :
For the chain of commenml to function properly, it is es-
8] that the authority and respmsibility of each grade

@ accurstely defined. If this be not done, the result will
conflioting orders issued by commanders of different ranks,
r else a fajilure to issue orders when necessary. To obtain
the best results, each man must know what is expected of him,
and what he may expect of his superiors ami suwbordinates. A
*ior can delegate aunthority to e subordinate, but he con-
inues to be responsible to his own superior for results.

Each person in the chain of command holds the next below him
pan 8i bl e for the results obteined by all those under the
”‘tg"a'oommand. Authority may be delegated, but not the
ultimate responsibility.

[
J To be a successful commander, one must combine qualities

7‘ leadership with a knowledge of his profession. Either
a“t‘hout the other is not of much awail. Leadership comprises |
t—;‘mmber of moral qualities, among which may be mentioned
force; initistive; determination; & strong sense of justice;
loyalty, both to superiors amd to subordinates; good judgement;
erosity; self-possession; ensrgy; decision. The qualities

of leadership inspire loyalty in one's subordinates; and this

8] ty, accompanied by confidence in the commander's profess-

l ability, gives him such enthusiastic support from them that

he is, in times of crisis, able to demand sud accomplish what



might eppear to be the impossible. History abounds with in-
stances where great leaders have inspired such confidence and
enthusiasm in their followers that they have been &able to per-
form the impossible, as witness Alexanier the Great, Hannibal ,
Caesar, Frederick the Great, Napoleon, and Helson. It requires
both the moral qualities and the brains and knowledge to make
& great leader. Both may be improved by application, study,
and reflection. '

A8 each commander is held responsible for the resulte ob-
taj ned by his subordinates of all grades, and as no individuels
except those in the lower grades are in a position personally
to aupefvise the carrying out of all their orders, it follows
that the c ommander-in-chief and his principal subordinates must
take steps to ensure that thelr orders sare understood and ex-
ecuted in the same manner by all hands. An order may be com-
posed of but a few words, but the actims that flow from i t,
on the part of a large number of subordinates, must be directed
toward & common end and each action must harmonize with the
others.

1o accamplish this, tRere must be & common system of train-
ing and common doctrines. A common system of tralning permits
everyone to perform the same tasks in & similar manner, so
that each knows what he has to do and what his fellows will
do. The gommander knows what is possible and what he can
demand from his force. Thus, the Werman Commander-in-Chief
at Jutland was able to éxecute "ships right about” with his
Fleet under fire and not in a straight column, and so extri-
cate himself from & dangerous situation that otherwise might
have proved disastrous to him.

A common doctrine flows from & comman conception of the
meens to be adopted to epply the various principles of war.

The principles remain the same, but the doctrines developed
will depend upon meny things, Buch as the characterisitcs

of the race, the gquality and quantity of the different



weapons available, anl the possible antagonist. Doctrine re-
sults both from actual operations and from study. It may be
determined by study that a certain employment of an arm or
weapon seems advisable. If this proves practicable in actual
practice, it becomes doctrine, and training is tsken up to
permit its use to the best advantage in future operations.
Without & doctrine, the employment of weapons has not been
determined, and training cannot be thoroughly carried out.

To have doctrine without training, on the other hand, may be
to have methods of employment of weapons which are impracti-
cable, either inherently, or on acocount of lack of the tech-
nique necessary to use them. Without doctrine, carefully
considered and tried out in practice, it is impossible for
the cammander-in-chief to plan the best use of his weapons,
or for his subordinates to use their wespons in the manner
that fits in best with the commander-in-chief's plan.

The work of planning, training, and indoctrination must
be done in a greater or less degree by &£l1ll ranks of command.
In the lower grades, the subjects to be deslt with are rel-
atively simple and few in numbers. As the command incre ases
in size and complexity, so do the subjects to be handled by
the commander increase in number and variety. The result of
this is that, while the lower grades the commanier is able
to handle his w rk without assistance, in thie upper grades
he begins to require help to enable him properly to exercisge
his authority. This help is supplisd by & Staff, which
incre sses in numbers with the 8ize of the command, finally
culminating at the seat of government in & large gensral
staff for the entire service, for the aid of the head of the
De par tment .

The function of a Staff, then, is not to usurp the pri-
mary duty of the Commander , which 18 that of mesking decisions,
but it is to assist the commanier , first, in caning to his
decisions, and, them, in makinz the plans and writing the
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"_j"ders neceséary for the carrying out of these decisions.
Duty on a staff carries with it no suthority to commend , or
to execute the orders which the staff is instrumental in
'(}iluuing. Such suthority is vested in the subordinate phain
of comménd.

The necessity for a staff has increased greatly during
the past century with the increase in the size of the forces
involved and the introduction of more and more mechaniocal ap-
pliances. The latter hes resulted in the changing of types
of ships and the introduction of new types, such &8 submar-
ines a d destroyers, and hes also carried warfare into another
element, the air. The invention of radiotelegraphy has brought
with it a world-wide communication service that did not exist
before. This enables 8 commander-in-chief to obtein & much
greater range of information than before and to project his
commé&nd over & much greater area.

In organizing a naval general staff, provision must be
made to hanile all questions of present anl prospective op-
erations end training and to give general direction to the
administrative services, so thet the y may work toward a common
end. Such a gemeral staff should plan for and ensble the
secretary of the Navy to order and direct, but it should be
di vorced from the administrative or executive functions. The
Secre tqry gives his orders to the materiel and personnel
bureaus in the vavy Vepartment, to tine commanders of the forces
afloat , and to the commandant 8 of naval districts and other
activities ashore, for execution. The organization of & naval
general s taff should correspond as closely as possible to that
of the Army, in order to facilitate liaison and joint operations.
It should also be applicable to other naval staffs, afloat and
ashore. These latter may not include &all the functi ons of the
general staff, and those that do exist may have to be canbined

t0 give two or more of thewm to one persan, if the staff is small,



the outline of the organization will still exist.
Such an organization may be divided under the following

(1} vperatians.
(2) Personnel.
(3) Materiel.

(4) Intelligence.
(6) War Plans.
(6) Secretariat.

(7) Pinance.

rhese divisions would not be of even aspproximately the same
size, and their relat ive size and importance would change
considerably on going from peace into war. Personnel, for
instance, would be smll in time of pace, but war would
greatly increase its si ze. ; war Plans, on the other hand,
might cease to exist.

aking up these divisions one at & time, their general
duties would be about a8 follows:
(1) Operations would include the planning of the current op-
erat ions of all forces afloat and ashore that are under the
Jurisdiction of the “avy Vepartment , and of their training.
This would includesall forces afloat, and in time of war &
great many merchant ships; Navel Vistrict forces; Naval
Keserves; and the Marine Corps. Under training would come
such items &8 tactics, gunnery, engineering, end communica-
tions. Communicatims, in this case, would not be an admin-
istrative fp.n.ction, but this division would be responsible
for the genereal me thods of Oper_ation and training and for
getting out code and signal hooks. The actua 1l operating and
administrative functions of the Communication Service wold
be combined with the materiel branch to form me unit, which

would not be a pert of the general staff.

(2) Personnel might be divided into three sections - officers,



enlisted personnel, and regulstions. This division would

draw up the general plans for all officer and enlisted per-

sonnel, active, and reserve, on such questions &8 methods

of obtaining, training and education, assighments to duty,

complements of ships and stations, promotions, punishments,

awards, etc. It would be cherged with the duty of issuing

regulations and genersal orders. 'The Bureau of Havigation

would execute these plans.

(3) lMateriel might be divided into four sections. OUne would

deal with ships, their repair and upkeep; the Becond with the

shore establishment, both military and industrial; the third

with supply - principally, the maintaining of stocks and, in

time of war, priorities in obtaining them; and the fourth would

be the Board of lnspectiam and Survey, which would .operate for

materiel inspections afloat &and ashore.

(4) LIntelligence might be divided into four sections: person-

nel; the collectim, collation, and di ssemination of inform-

ation; historicel; and censorship.

(6) War rlans are possible future operations. They might

comé under current operations, but are spearated as & matter

of convenience so that a different personnel may be provided,

who can devote their time without interruptiom to this im-

portant matter. This division might be divided into three

sections - operations; personnel; and materiel.

(6) The Secretariat would keep the files for the general

staff and would be responsible for the issue of all registered

publ ications.

(7) Pinance would make up the budget for the Navy and would

keep & running record of the expenditures under the annual

appropriations, in order that operations and funds available

might be coordinated to the best advantage. i
Attached is a chart showing the organizaetiom of the naval

genersl staff just gi ven. The ditbdivision of work in the dif-

ferent sections would be done by each section head, in gsonsul-



tation with the head of his division. Such subdivision would
change wit h changing conditions, but it is believed that a
logical place can be found in the organization to handle any
matter that may now or hereafter claim the general staff's
attention.

In our comception of government , the civil power is al-
weys supreme over the military. Far this reason, we have a
civilian as Secretary of the Navy. The civilian Secretary is
not fitted by knowledge or trai ning to make decisions on
technical naval matters, but hs should be better fitted than
most naval officers to conduct the dealings of the Rravy De-
partment with the civil branches of the government , especial-
ly on such matters as legislation, general policies, and pub-
licity. For this reason, there should be included in the
chain of command , next subordinate to the Secretary and
between him and the various naval activities, a naval officer,
who would be the ranking officer in the Navy. Such an officer-
the Chief of naval Uperations - would be distinct from the
chief of the general staff, ami to him would be referred for
decision - subject to the general policies of the Secretary -
all questions internal to the Navy. The assistant Secretaries
should not be in the chain of command, but, if not abolished,
might more properly function as assistants to the Secretary
and act as secretary during his absence. The foregoing would
give a cenmtralized compstent technical direction to the Navy
and Marine Corps as a whole, without interfering with the
proper sphere of the civil authority - tmat of general policy

and cooperation with the civil branches of the government.
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Diagram of genersl navel organization

The
President
Agst. Secre tary Asst.
‘ of the
| Sec.RNav. Navy Sec.Nav.
Raval Chief
¥eneral of
Staff Naval
Operations
Navy
Depa rtment
Buresau s
Fleet . Shore

Activities




- A

Diagram of organization of maval general staff.
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