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PREFACE

I have long had a conviction that an organization could be
designed in the abstract to fit a sct of specifications in the same
mamner that a physical structure can be designed to meet a given
requirement, But since design must be based on a principle or a
fundamental. truth it is necessary to first have the fundamental
prineiple. A search of the writings on the subjoct of organi-
mw,mmmwm.mumm
a principle. Organizational writing confines itself to a deserip-
tion of what s, It justifies certain designs because they worked
somevhere clse, not because they arve based on principle. In fact
the reverse is usually the case; that the organizational structure
is the rosult of trial and error and empirical formilae, feferences
to so-called "prineiples of organization® are vague and incomplete,
often a mixture of truisms and unrelated rules.

The gontinugic: searchofor @ fupdamgntal principle was rewarded
by partial revélations, These roveclations served the need of the mom=-
ent and were proven by application as they occwrreds The pressure of
war coupled with personal responeibility, and the genecral lack of ore
caniging ability iherent in man,-both intensified the search for a
fundamental prineiple upon which to base organisational design. Again
vhat are now eorollaries were reveeled to thought sufficient to meet
the demand, They were proven in application. It is odd that the
fundamental prineiple, the Prineiple of Unity, was the last to be re=
Vealed,

The Seience of Organisation as presented in Part I of this
thesis is an original concopty reduced lo writing for the first time,
Thile plimpses of the fundamental truth, in retrospect, appeared dure
ing the reading of organizational writings, the concept was not there.
The author therefore believes that he has made a discovery. He has
named it "Science" because it rests on a fundamental truth.

I wish to ackmowledge a comforting assurance that I was on the
right track recently found in the thinking of Charles Delano lidnes
as expressed in his book, Modern Organization (1916). Vhile he had
not found the principle, nevertheless there vere some glimpses of it
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which aided me in my secarch, It was his use of the term "umit®
which suggested to me the term "unit type" as 2 name for a form of
organigation which I had previously designated by a different title.

Leland B, EKuhre

, | it Sates iy
T B '
Novenber 11, 1945
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“"ie can see and feel the waste of material things.
Avioward, inefficient, or ill-directed movements of
men, hovever, leave nothing visible or tangible
behind them, Their appreciation calls for an act
of memory, an effort of the imagination.®
(PRINCIPLES OF SCIMNTIFIC MANACKN™NT = Tayler =1911)
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INTRODUCTION

The organization of the Navy is difficult to understand,
Organization charts of the Seerctary of the Navy and subordinate
comnands do not show evidence of desirm or basis in principles The
mamu&mmoeo:wmnmmm
mmmmmmmmnwmmnum:
ﬁitm'ummtmmmemplmumm.m
the eomplete statenent could well be ¢ "it workeds not because of it,
but in spite of it",

AMﬁmMWMﬁuuﬂm
i,‘litaratmdﬂmtmnduvpﬁmipleaofdm@ercms
" thet there ave diffevent types of organisaticn %0 be selected for
different scts of speci:icationss The bdbuomwlv for this thesis
ﬂnmuﬂwmﬂwmawtofmm‘gadaﬁm.mmm
ences all limit themselves to presenting what is, not why it is,
Sometines allusion is made to "principles of organisation" but that is
all. The principles never appears

But there are principles of organigation by means of which any
organizationsl structure can bo desirned as surely as ono can design
a building to mect specificationss  The author believes that he has
discovered these principles; at least he has not been able to find
his concept in any literature on tbe subjoet; m:ltary, m‘n. or
ecivils And more than discovery, he has been able to prove them to
his satisfaction in practise.

mamotthepﬁwlplnﬂfergmiumw‘themm
mﬂnresﬂtotqpplyﬂng.mrap«iodotwmthomm
that anything, no matter how complicated, can be reduced to simple
termss A book can be reduced to a synopsis, a sentence, and yes,
even a titles The meaning of a paragraph is supposed to be contained
in the topic sentence, This led to forecing the determination of a
basis before rendering any decision, because decisions must stand on
a basis separate from the person making them,

This practise of finding the basis first was most difficuvlt in
organigational problemss A search of all literature on the subject
was not revealing, although it did stimulate thought, The first glim-
mering of light came as a result of dissatisfaction with the vague
and indefinite use of the term "chain of command® and "ecommand chamnels"”,
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!her&iiutionthattheebainotcmndmpntelymdsmplythe
chain of commanders was the key that unlocked the door to the sub=
sequent flow of ideas. The pressure of war forced the crystalli-
gation of thoughts :

The oembinatdon of being pussled by the apparent lack of &
comnon bagis for organizational desipgn in the Navy as expressed in
organisstion charts and publieations sndof believing %0b e the dise
coverer of principles upon which such a design eould be made, resulted
inﬂmdeairetoumlyzethedwelopmtomerganiutionmﬂ'
light of those prineiples,  While it was breath taking, the idea
persisted that perhaps the author could make some contribution to the
lavy's organisational problems in spite of the risk attendant upen
sudxln'm.ﬂrshb.eingudew;perém "outside" the nrofessione

It is therefore, the purpose of 1o thesis to analyze the
developument of the organisation of the Navy in order to determine the
principles upon which the dovelopment was baseds and in the absence of
principle to determine what forces were acting to mould the develope
ment, Having iselated the fordes, it may be possible to neutralize,
reduce intensity, change direction, or introduce counter forcess |
Since the analysis must be made in the licht of principle, the subject
of organization in the abstract as conceived by the author must be
pp'eéonudﬁréto ‘

It is planned, therefore, to develop the Seience of Organizatiom
progressively from a lmown point, and then o trace the development of
the organisation of the Navy in the light of those principles under-
lying the science, In the discussion of the Navy it is the author's
earnest desire that objective analysis be not misread as criticism,
and that the tone represent the sincerity of purpose which underlies
this thesis,

Since there is no precedent or similar approach to the subject
in any organizational writing which has come to the attention of the
mm.itdnbomtommwwm-vm
a different meaning in the mind of the reader from that intended by the
author, For that reason many ideas have been restated in different
forms and froquent resort made to the physical in order to comvey the
idea of the abstract. :



PART I THE SCIFNCE OF ORGANIZATION

The unit is to an organization as the atom is to the
molecules In the Principle of Unity as apprlied to
organizationy, the unit is divisible only with loss of
stability accompanied by the release of potentially
destructive forces. It is a striking parallel that,
in terms of matter; the atom is similarly divisible
only with loss of stability accompanied by the rclease
of potentially destructive forces, Different combinations
of atoms result in molecules havin: different character-
istice as different combinations of organizational units
result in mental molecules of organigzaticn having dif-
ferent characteristics,
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Chapter One

WHAT IS ORCANIZATION?

Organization is a state of mind, usually accidental and rarely
designed, It is a mental structure held together by the thought
force created in the minds of the key members, The lines on an
a‘gmﬂmi;nchartreanyreprueubtheﬂxw@tfmoﬂdchhol&ﬂu
structure together, as a line on a drawing can represent the strong
tension or compression menber in a physical structure, DlMost organie
gation charts show the froth, the interrclation of functions, coordi-
nation and cooperationy, and not the fundamentals of the organizational
structure,

Organization has only one reason for being,= to make it possible
for the man at the end to perform an act efficiently, be it fire a guny
drive a truck, repair an enzine, operate a radio, or cook a meal, All
that counts is the man at the end who does something,--performs an act.
All the rank, office, and much ado sbove him counts for mought, The
man at the end must carry the load and the organization above him can
Sustify itself only to the extent that it makes his load lighter and
easier to bear, He is entitled to see clearly the chain of leaders
above him, through to the leader at the very tope

Ideally, the man at the end must reflect the man at the top,
An organization must have standards, policy and 3 basic state of mind,
The man at the top sets these standards, They must be implanted in
the man at the end so that they are accepted 204 made a part of him,
together with the desire to live up to them at all times and under all
conditions, It is the impact of the leader at the top which must be
felt by the man at the end,

But the distance between the two is too great, and the spread of
men at the end or bottom of the structure is too wide, The personality
dmpact of the man at the top is so diluted when it reaches the bottom
that it may be entircly ummoticeable, There must be booster stations
slom'thow. Each next subordinate leader must pick up the idea,
digest it, make it locally applicable, energize it and send it on, And
80 for each subordinate leader until a squad, sectiony groupy or gang
leader puts it over to the men and follows it up to see that it sticks,
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It is obvious that this line from top leader to bottom man
must bo qidck, sure; loyal and straights The idea cannot drop into
the well of a vague "office” or "headquarters® to be lost or:
diluteds los it muot pass from leader to leaders each of whem
makes it £it his organisation end his particular groups ALl
depends on the “chain of commanders®y--and "staff', "burean” or
"oftiee" ave not and camnot be in that chain,
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Chapter Two
THE FUIDAMENTAL PRINCIFPLE

The fundamental principle of the Seience of Organization

is the Prineiple of Unity, Unity is to organization as the
Principles of lar (e.gs Mass, Concentration, Surprise) are te

the employhent of a military organization, Today the emphasis

is on principles of employment but the creation of so-ething to em-
ploy is left to instinct, chance, accident, and blind faith in what

others have dones It is a paradox that the simple is so difficult,
The great mistakes have been the result of violation of simple prine
ciples,

But the simple Prineiple of Unity is too simple for direct
applications Its meaning may be conveyed by different expressions
of the ddeas  The vhole is the sum of its partss The parts are
mutually supperting and interdependent, A part of unity camnot
function as a wnits (The bodily function of movement carmot be acw
complished by separating the legs frem the body) Unity is not divie
mmmwmetmmmmu@mw
gtracts The parts are so overlapping that the 1ino bebween then con=
not be found, . The parts of unity are held together by a force,.

In a wnit of organization this force is the force of loyalty., Unity
is to organization as the atom is to matters The force of loyalty
within unity is to organization as the atomic force within the atom

is to matter. Units cam be handled,; arranged and rearranged in com=
binations so as to form a structure of great strength, far greater

than the strength of any one unit, or for that matter, far greater

than the strength of any arithmotical sum of the units useds The

force that holds the combination of units together is also the force
of loyaltyse '

For use in design, there are corollaries to this Principle
of Unitys These corollaries must be incorporated in t'e design jJust
as bending moment, shear, tension, compression and slenderness ratio
mmmmﬁmmdamm

The force of loyalty is the fundamental force within unity,

The force of ego is the opposite of loyalty,

v
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Bquilibrium in the orranizational structure requires that the
force of loyalty be greator than the opposite force of egoe

The opposite force of cgo is composed of lesser included op=
posite forcess

The force of jealousy

The foree of false pride

The force of envy

The force of false loyaliy
Unity is not divisible into separate parts.
The parts of unity are not identifiable as separate parts.
humummmnm.

The nﬁmmmm
to
A load on a unit forces ottholndh-ng“

strength and eige of the relative to each other,
A1l the parts are presest in all units,
motamtnquimthatmutbotbrouhm

Partial command of a unity when a unit cannot be less
than the vhole is a paradox,

Partial command of a unit is not good, rather
it is the chodee of the lescer of two evils,

Partial comwand of a unit is unstsble and cannot be in
a state of equilibrium, since unity is indivisible and
gma.mum«vmmmm

The organizationel unit in the abotract is composed of the come
bination of abstract parts resulting from the resolution of man
and the nachine into ontoloy and technolorys

Since nedther man nor the machine is onteology

techncloy arce not divisible, nmmmwwum

gmm vhich is the simmtion of man and the machine,
. .

The atam of unity has ac a nmucleus the migsion of the unit, This

mu“mma mmwmwm
mgﬁnm -

Consider *he creation of an arganization in the abstract,

Visualize a huge orsanization chart consisting of a space for cach man
cr combinotion of man and machine, Tach space has a place on this
chart according to the design, Inch space is tied to some other
space by 2 line on the chart, low place cach man, or combinmation of
nan and machine in his allotted space on the chart as you would lay
out chess men on a chess boards For the mment neutralise the indti-
ative of man which will always find something to do in *he sbsence
of a purpose, Survey the result, We do mot have an organisation
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yet, There is no'life, The breath of 1ife noeds to be "breathea®
into the body, the orpanization. |

tow"breathe® a purpose, & mission into the top leader, He
stirs, io filled with life, becomes active, He frames a purpose
and a migsion for each of his subordinate leaders and “breathes®
i.t!.mt‘hn. They in turm are filled with life and activity.
Al so on to the man at the end; when the whole structure begins to
live and move and have being,e This life riving force of purpose
and miscion is the greet generating force producing the encrgy of
accomplishment.,

This encrgy of accomplishment is flowing one vay down the lincs
which comnect the spaces on the chart, This one way force will tend
to separate tie ocoupants of the spaces from thedr desicmed positionse
A single force camot be in equilibrimm, It will cause movement, in
thic case, separation, in the direction of the force, An opposite
force mst be desirmed, This force is partially generated Ly the
a&mnhwwwumtbmotmwmeim
A force of common loyalty reaching up te that source will be produced
accoplishment, This force of loyalty to a common purpose, roaching
ups will produce a kind of euflibrium, Bub this is mot encuch,

The structure as a whole is not yet in perfect balance because
vhe origin and gource of the two forcesy energy of accomplishment,
andu'acumm.aqunltyucmmuathmotth
structures :

The great majority of orpeniszations do not pass beyond this
point in the design, They operate, it is true, after a fashiom, Our
gtandards accept tids result becanse the organizatiomal conscicusness
of the average imdividual docs not proress beyond this point, Ve
have only the over-all erganizational structure, Ue hawe done nothing
about the unite, the atens which make up the molecule of the over-all
structore,

As an aid to this thinking, let us carry =n from here a
runnice arslogy to the strueture of matter, The phyeical molecule
is dependent upon the physical atom, The preat foreo which makes
tho molecule possitie s the atemic force of the atom, lLikawise the
great force which males possible the perfect mentol molecule of
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crganization is the force of unity within the orpanisational atom
or unite

Iet us now consider how we cen create this force within our
units, It muot be a force similar to atouie force, that is, 1t must
hald the clements of the wndt topother, The greater the force the
groater the strength of the unity and hence the greater the strength
of the mental molecule of crganisation vhich is mede up of those units,
To the authory this force is the force of loyalty and it's attributes,

It 1s unfortunate thot we mist use the word "loyalty', a word
which hao been bandied about and tallked "arcund” until familiarity
without aprreciation of the depth of moandin: males it something to
be taiken 1irhtly, as & camon thing, something that just is without
any particular reason or couse,

But this farce of loyalty mist be folt both "down® and Sup®
within a undt, It is a foree of attraction, It "ties” the umit to-
gother and gives it greot strongthe It 4o the atomic force of owr
organigational atom, The creation of this foree is a function of -
lcadership which is beyond the scope of this thesis.

Howevery it is within scope to know that tho leader must be
placed in tho organizational structure so that the vnit of which he
4s the ambodinent i encouraged to develop the force, It is @ prow
requisite that the uait must be a unit and not one from which parts
have been soperated with resultant instebility, This means that we
cannot violate the Principle of Unity hy attempting to divide any unit
in the course of desismin: the orgamiszation, Therefore each lecader,
as he 1o placed in the structure, must feel thet he is the embodiment
of his unity that he is concerned with each of all the clements of
ontalozy and technology in the degree aprropriate to his missien,

This does mot mean his leaders shove him, or coordinate leaders,
do not provide him with assistance. They do and should, For example
such service as supply, entortaiment, foods fuol, shelter makes
possible greater freedom of action for some leaders, But that does
not take from him ide consciousness of such elements, I¢ only reduces
the dngree with which he and his staff noed concern themselves about
theme : :

Let us leave principles and analogies for mow, anf Proceed with
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the development of types of organisations, The application of
the prineiples will serve to make their meaning more clear,

There are three types of organisations! unit; departmentalj
and functional, The unit type is based on the Principle of Unity;
the departmental type is based, not on principle, but on a nced for
qummwmumum
of specialist lmowledge, Since the functional tyve is a variation
of the departmental type and of extremely limited application, it
is not essential for the purpose of this theeis and will not be
developeds
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Chapter Two
THE UNIT TYPE OF ORCANIZATION
mmﬁmqfa-muumu.memm.
It's stecl framework of loyalty has an overall triangular shape with
the "doers” at the base, It rises frem the base throuch successive
mwammwmmmmmmmm
is roached at the top of the structure. IFach leader represents a
unit complete within itself for the mission he has to perform. The
gtructural strength is derived from the gimple direct clear force of
unified loyalty in both directions, ILet us represent this structure
diagrammatically,

P 4 & Joader | 1ot Lovel Loades

SERLEL

PR W

"ien® are the doers at t he end or bottom of the arpganization.
Eagh "1" is unity, a unit or "atom® of the leader and his staff.

Each 17 is also uwni in the sonse that it is the embodiment of
the sumation of all wmits below ite

The combination of all the "L'g ie an organization or molecule.

The structural of this orpganization is derived from the force
represented by the Joindng the units and men, The force within
the "L°, leader and staff, is not shown,
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0f coursey as the scope of the leader increases he requires
assistance. This assistance takes the form of a staff, but the
installation and employment mist not change the structurel framew
work, A staff cannot be permitted to alter the basic desicn
of the structure.

Since a loador has everything in his mind vhich perteins to
his unit, and since unity is indivisible, 4t follows that his
staff wvhich is thinking for the leader cannot be divisible frem
the leader,  Absolute reaconin: would therefore require that
the leader and hie staff be shown as a unit on organisaticon charts
since they ave 4n fact @ undt, Hovevery the need to show the
foree between uni%s, coupled with the fact that only the loadcs
emn enbody tae undty results in the peradax of showing the leader
and his staff physically as separate parts, The stafl is theree
fare placed on the freme work, not in its

l!!_—l 1dr is Leader
~*—-"IJ 8 is Staff

S ——

s s s |
M/R"\
— i — ~ |
Hote that anything coming "down" appears to ecmanate from one source

The lLeader controls how much the staff goes dowm the line without
his peroonal knowledge.

The chain of leaders is pure and simple.
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Now let us examine this staff more closcly, for this is where
the majority of the desion and consruction errors are foud, This
examination can best be accomplished by developing the staff firom
the time when the leader, for our purposes is doing all the work
without a staff,

The leader, alone and without agsistance, can classify his
work into ‘fundamentals, deas, policy and technique or spocialty.
He selects an assistant vith a "passion for anommity” who can
handle @ portion of the leader's work as the leader himself would do
it had he the time, This agsistant takes over the work under
the clagsification of teclmicue or spocialist lmowledge and the
work nmecessary in the execution of the leader's established policies
The leader is now free to devote his thinking to fundamentals, ideas
and formation of mew policy.

As the work of the assistant growsy he finds specialists who
can supply the lmowledge of tecimique as hey the assistant, would do
had he the time,  The speclalists are given the title of "staff
officer®, Ginge thare is more then one of them, the assistant to the
loader mst now add a coordinating function. [He title therefore
changes to "amccutive®, As such, themy he receives policy, makes
supplemcntary decisions, and coordinates the work of the staff in the
execution of the leader's wishes, fThis is the relationships

T

| Loader

B L §

e

| Stafe Officers

e e S W R B P R

| 1onder, | zeader | [ toaded

The next step in the development is forded wien the exccutive
finds that his work requires more assistance, He canuot use any
nore staff officers because it is not cpeeialist imowledge or tech-
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nique load vhich is invelved, He has already appointed staff
officers to do this for him, Ue noeds assistance in his function
of emecutor, policy custodian, and coordinator. But these are
all functions which he cannot pass on to staff officers since the
functions are not divisible, llowever, he might design some
assistants to himy, as differentiated from separate staff officers.
m'atmwmuumwmm
ship of these aspistants and their relationship to him so that thay,
together, are a unit,

As a basis for the apportiomment of his functions to these pro=
bable assistants, there mist be samething different than that of
spocialty or techniques That basis has already been used in deterw
nindng the staff officers and has produced more than one exccutive
ecan properly handle, Another basis must be found which will meet
this new requirement, The idea comes to think in broad torms of
accanplishment of the missioms — The following steps are fundamen-
tal in the accomplishment of any mission in any activity,--military,
commercial, industrial or rovermmental:

Detarmine the obstacles to be overcome.

Procure the tocls required to do it (persomnel and materiel)

mummuau (personnel and materiel)

laintain the tosls (persomnel and materiel)
A monent's reflegtion will show that the summation of these four steps
mst be the accomplishnent of the vhele missions

Obviously, the differcnce betwoen the live tool of personncl
amd the incrt tool of materigdl is too great for the same person to
handle both concurrently. &t&mmh-ﬁ:

Detarmine the obstacles

Procure and maintain personnel (as individuals)

Bmloy (operate) the tocls (as units)

Procure and maintain materiel.

This appears to be a roasonable basis for the allocation of axecutive
thinking to four assistants, Therefore the following assistantis to
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the executive are designated, ecarresponding to the preceding
classificationss

Assistant to thefxecutive for Intelligence

Assistant to the weeutive for Personnel

Assistant to the Rxecutive for Operstions

mumwnrwm
Since, by devclopment, the sumation of the four classifieations
includes everything that must be dome, it follows that cvery matter
that ecnes to the executive ean be placed within one of the four
claseifications of Asvistamts to the 'mecutive.

Notice that there 1s no place or basis for inclusion in this
group of such items as "administration® or “plans" which are %00
often scen erronccusly classificd as additional mewbers of the above
group., Administration is a broad term and is often improperly used
to mean “poper work”, The pure sense of the word moy be gained
from the folloving sententes The executive officer executes the
polieies of his leaders but adninisters or mamages the affaire of
the headguarters in the process of cxceution, The act of manage-
ment or of admindstering is lmown as administration, GSince it eme-
braces the wholey to try to place administration in a staff section
is like trying to place unity into one of its parts, “Flans’ will
be developed subsequently.
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" But to return to our development of the orpanizational struce
ture, Dy derivation and development the assistant exceutives must
be placed in the structure as followss

tm '
Asst B | ,
Inteld | |Pers | | | Opms | |Msteriad |

| g O B e, e
t*‘?'l Foee | | %Ger |

But this arrangement does not solve the problem, All the staff
officers &ill report to and do business with the executives There
must be a device so that they can deal with the assistant exogutives
for the particular classification with which they are concerned,

In designing this device we are bound by two requirements:
That one cammot serve two masters,
That staff seetions must all have an equal status and
That Jealousy and envy destroy good staff work
That a true staff cannot have a staff within the staff
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The following device of dotted lines will accomplish the
desired result and not viclate the reguirementes :

e

[ Leades] [tosser] | tonder |

———]in0 of responsibility

T mseriin to the sibjert matter ivelveds |

The device of the dotted line gives a fludd, flexible staff,
Each of the Assistant Fxecutives can dexl with any of the staff
of ficers far technigue and conversely, any of the staff officers can
deal with all four of the Assistant Ixecutives according to the sub-
ject matter of the problem. But for overell problems the staf? of-
ficers g0 to the Fxecutive, Ve have definite fixation of responsie
bility, definite "bose®,; no staff within a staff, and no opportunity
for jealousies or other expressions of ego, Ihere are still only the
two functions, the aeecutive functions in the executive group and the
gtaff Junctions in the otaff prowp. .

(ro method considered in developing the precedin: structure vas
to rreon eertain staff officers under each of the Assistant Inecutives
according to their major interests. Jor example, staff officers




LG

having %0 do prineipdlly with suprly could be grouped under the
Aosistant Fxecutive for latericl, But them we would have comparte
mentations These staff officers would, from tdme to time, also have
an interest in Operationsy Persomncl, and Intelligence. Vith come
partoontation such access would be diccouraged if not dended, But
m-tora_u.m.mmm“mummmum
the status for which he was desirmed, le would cease to be an Ascise
tant IExecutive locking at problems in his field in the same mammer as
the Bxecutive would do had he the time, Fe would become a staff offie
cery the head of a large staff section, with a feelin: of responsibie
lity to the Ixecutive which would pull away from the unity of the Exe-
cutive Group as it was developed, Too many headquarters have organi-
gation charts which violate this basic concept by grouping and comparte
monting thelr staff officers under what corresponds to the Assistant
Becoutivess The rcoults observed by the writer have not been good,
as was to be expected,

mmmmumMme.
is the tendency of the Fixecutive to "duck” his responsibility for the
whole steff, which must be hisy, and "pass the buek® to his Assistant
Executives, This tenderncy is innidiows and bears careful watching,

There are two responsibiiities of the Fxeeutive which have not
yet been mentioned and which have remained with him diring the develop=
ment of the staff to this peint, The responsibility for the presenta-
tion of gtatistics to the leader; efficiemt procecdures, and for plamning
can and usually does assume large proportions, It is obvious that if
any of those items were given to any member of the staff, or to any
Asoistant Bxecutive thus far developed, their handling of them would
be from a view point of less than the whole corresponding to the re-
eponsibility of each such staff officer or Assistant ixecutive, o,
the fxocutive must find some one to discharge thcse responsibilities as
he would do had he the time and from his view point, Aeccordingly, he
plamning, By the very condition of their development, required view
point, and overall function, there can be only ome position on the o=
ganigation chard vhich will satisfy the requirements, Thelr place
on the chort is shown on the next pages.
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The gtaff does not obscure the line from leader

%0 leader

Assistant Fxecutives for Mlamning and Control

muumummmmnunu
name

There still is only ome "boss" for the whole staff
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Thus we have arrived at a designed structure, bosed on
principle, vhich will work moothly and efficiently, 1If memaged
or administered in accordance with the rrineiples upon which it was
buflt 4t will be free from the petty jealousies and jockeying for
importance too often seen in organiations shere whims, blind copy~
ing of other "eharts”, and "inspiration® form the basis for the de=
signe Mmmwmwoozmw. fach member
was selooted to do the work of the leader in the samo vay the leader
would do 4t had he tho time, Bach member was placed in the unit
of leader and staff in such a mannor that the summation of them all
oquals unity, The line of responsibility between leaders 1o pure
end sirple,=-uncluttored by the interposition of stafi officcrs,
exccutivesy doputies and others which only scrve to obscure the fundae
nental unity and mddy the waters. 2

A staff of average u&wm“a“
- basis fer the good of the and team based on
sound will be superior to a staff of

prineiple
working indi far self if not for the .
T ity . e 3 ey s S

Mt this arganizational strmweture is designed to operate and
function, The tec'nique of doinr this from the leader's and execcuw
tive's vicwpoint is cimple if they will base all moves on rincivles
Hovever 80 many thoushtless "red herrinrs® are seemn which deviate from
principle. Departures from principle espressed physically in
format of publications, improper quotation of delepated amthority,
mu-m-mmmnmmmmm-mm
through his assistants,—all these are scen and absorbed by the heade
quartors personnel as a whole, Sineco the physical is more impressive
than the ebstract, erroncous physical memifestotions of thought breed
nore arTor, Soon the staff finds its thinking unconseiously colored
and it departs from the sound basie and framework of design to bew
come an inef icient structure. Unfortunately, small departures from
prineciple scem to increase in geometric progression. Then we have the
headquarters of which we hear "a house clconin: @s necessary to straighe
ten it out®, A contimuous return to prineiple and a close watch on
all nanifestation of departurc theroframy howewer slicht, is essential
in the supervigion of staff work,
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llowewers the technicue of orerating this structure ds properly
an operating ‘mamal and is boyond the linitations of this thesis.
mm‘mdwmtofmmtingm w;dgmbﬁ:'
pertinent dmconnection #ith the relatiomship of a wmit of leader and

staff with the next hisher and next lower unite:
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°8" indicates member of the staff of the leader

e 400 Of responsibility and authority

— ] ine of delegated authority

= = =« = «line of information, technique, adyice, background,.

licte: Orders from a staff officer go to next subordinate leader
' Grders do not go to staff officers at next level

The exchange between staff officers Myertically® is
m&qwmmmm

There are

only two "lines® for a staff officer to use.

He

mst be conseious at all times just which one he ie yYsing,
The structure is stable with diaconal tfacing,

Focus i3 provided at each level which is im accord with
the Principle of Unity,
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Ve have stated that organisation is a state of mind, that the
lines on an organisation chart represent the thought force which
holds the staucture together, mmumammimu
undty with a fu)l loyalty, workin: together with mutual understanding,
with no oppertunity for the devclopment of the dangerous opposing
fueoet.eeo. The leaders sce ¢learly their £:11 loyalty and re=-
sponcibility to thedr next leader and are not confucsed with false
1mmwmmurmammw@an-
sult of inflated ego,

The standards of the leader at the top are quicldy reflected in
in the acts of the mon at the end, 7o ochieve this recult is the
supreme test of organisation, That the unit type oryanisation
makes this result possible is ovident from a study of the diagrame
matic representation on the next pa-e of the flow of thought foree
from the leador through the orpamization to the man at the end,
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Chapter Three

THE DEPARTMENTAL TYPE OF CROANIZATION

The departmental type of organization sometimes appears, supers
ficially, to be similar to the unit type, It has a head, an executive
or deputy head and hoads of depertments who appoar to be staff officers,
However, the hoad is move epparent then real, the degree of apperency
varying with the strength of departmental ego. Iet us designy, in the
abstract, the departmental type of organigation and lock at the design
factors as they come into being,

Te start, as we did in the unit type, with a leader who has a jJob
to do, Then he finds that he must have assistance he elassifics the
functions he can pass on, Sometimes this classification is based on
technique or specialist kmowledgey sometimes on the volumg of items
pertaining to a given subjecty other times on the relative importance
of any grouping of allied matters, and quite frequently om a cosbination,
The leader then appoints individuvals to head the classifications he has
dqelqnd. But when he appoints the head, he does so in a vay that,
in varying degrees, shifts the responsibility from him, the leader, to
the deperiwent heads, e in effect says "You do this, I am holding
you responsible” wherees in the mmit type the staff officer is told bty
the leador: "Help me to exercise my leadership by locking after this
 part of ny work for me, Follow my polieles and use my general view
point, You are one of a tean with the rest of the staff and mjst work
laterally with them because they also have a collateral interest in
what you are doing, I retain full responsibility., You have none,
excent to me," The first approach, the departmental one of "you do

‘at once sete up the furce of ego, whereas the sedos aPproach,
the unity type of "help me o do it sets up loyally which ties to-
gether in unity.

Thuey by his first act, the leader has cocased to be such, He
becomes a head, sharing his responsibility with other heads, commonly
called department heads, The force of ego is pulling against the force
of loyalty, This ego grows to take different forms, zenerating loyalty
to selfy catering to profesiional pride, seeking the good opinion of the
pvblic or contemporaries, and the feeding of cgo with attendant selfe
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inflation in building up his own department in campetition with
othorse The first step in the structwre is illustrated in the

following diagrame
“ead of loyulty u::
‘\» "i Tgo
& \'\ ‘;’ [rns—— /’;’ 7 Publie
b8 - . ‘_1__ HEAD i o | _‘% ol 7,/? w
l

A | :

Tt 15 evident that we have viclated the principle of unity by
trying to malke unity divisible inte senarate parts called departments.
By 80 doing we have released potentially destructive forces, which
pul) agadnst tho crpenisational struotire, The groundwork for
departacatal jealousy hes beca laid which will reduce consideration of
collateral interoocts in other departments, Tho bood has "ducled®
sone of his responsibility by sharin: it with otherss Te have designed
a structure which cam never be in equilibrium, cxcert nomemtarily,
begiause of the opposing forees which have been encourageds

mmMutmmuuammu
department reaches down to control and direct ito interest in the
“doing® level, This may, and frecuently does ocour simltancously
with Who sprelalof dopartimst hesls o6 thak Sovels T PAvstee
now takes tho form chown on the next pages '
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And 50 wo have the bottom of the organisation frequently
receiving instructions and information from as many sources as there
are departunents, Since thgy emanate from different sources, each
will be different in their tene and viewpoint, scmetimes conflicting.
The loyalty of departmental persomnel is to their department heads,
not to the individual who started out to be thedr leader, The heads
at lower lovels can at best only try to coordinate soweral comparte
mented groups. Since instructions flow down the departmental line
the head too often lesyms of them after the fact when it is too late,

At this poimt the following sentemce is worthy of reflection:

*If banks hed fallen into the fallacy of the industrisd

world, all booldwepers would report to a head bool-keeper

in a distant city and all the janitors to an alleged expert

chief janitor somewhere else,.®

(todern Organization, Charles Delano Hine, 1916)

The head of ocur departmental type structure at any rdven level
will have to depend upon his department heads to advise him as staff
officers and assist him in the supsrvision of execution, Since men
do not "tell" on themoelves, and since they cannot supervise themsclves,
the head is depending upon an illusion, Robert Dums wrote: “Oh wod
power the giftie gle usy to see oursels as ithers see wal® ‘then
the leader desisned departments and set up vhat was to be his staff
as department hoads with the "you do it® attitude he lost his staff
then and there becauvse consciousness of separation and of ogo was
introduced, A hybrid was created, neither staff nor leader (commander)
trying to function in both capacities.

m«rmmummmwﬁ.mm
must be slow to acts An effort is regiired to bring the departments
together for unified effort against the opposite force of egos The
head is the only individual vhe can express wnity but his capecity is
limiteds The departmental type then is not good for am orcanisation
vhich must move quickly in a chancin: situations

But if the departmental type has so many disadvant.ges, why do
we see it used so widely? Our government uses it as does the majority
of commereisl and industrial organisations, It works for them and
certainly business would not use a type of organization which is not
the best, The reasomy"it works",is a half statement, It could well
be that "it works® in spite of the orranisation, not begause of it.
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umnmwmwmmmmdw.mnm
of individuals will get the job done in spite ofppoor organigation.
Unfortunatcly there is no comparative standard by which to judge.

"o cen sce and foel the veste of material tidngs, Awivard, inef-
ficient, or ill=directed movements of men, hovever, leave nothing
vigible or tangible behind them, Their appreciation calls for an
man-;uy.nemutmmmum.- But theny why do

we have the departmental types let us see if we can trace it to an
origine ;

The first important designed organization in the United States
was undoubtedly that of our government, vhen a governmontal orpani-
gation of three departments vas established; executive, judicial and
legislative, The authority was vested in the people, A fear of
ummﬁmnmmumm The deparimental type
v&&mmmocmtymmmuunmmm
balances desired, It was & compromise designed to meet & peculiar
sct of specifications,

Since the organization of the govermment was the only type of
organisation with which the millie wvas familiay, it was only natural
‘to orpanige early business and industry on the same pattern, 'hile
the unit type wac developing for military orcanizations, it is cone
ceivable that the publiec would shy from anything that vas "militaristic®,
1¢ any thousht vas cdven to 1t at all, '

' |

And so we have "copied” from one ‘o therhext, year after yoar,
because "it worked", Pew organizations are desismed or selected.
They usually just grow, molded by the existing pressure and guided
by the baclground and experience of the individuals involved, Vhen
this background is politieal and govermmental, or when the exparience
is in other departmental type arganizations, the natural product of
the pressure for orcanization is more of the samey; = departmental,

Then t00, orpanisational structures are not desirned before
occoupency, Thay just @row, like building a one romm house sufficient
| for the pwpose initially, Then a lean to is added, Then snother,
and ancther, until the structure becomes a rambling one without order,
gvstem or efficiency, Buby~—"it works",

There is another reason which could well cause many departmental
type arganisations during the process of "growing®, There is an
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mman inertia vhich comses many individuals to be reluctant to
accept more responsibility than is forced upon them or required,
The departmental type orpanisation is the naturel result from
“dugking” responsibility and passing it on to department heads,
At the same time, the reluctance to delegate authority to the next
~ lower level loaders prevents that delegation where it should be
ﬂ'uw‘aam-aa@m A case of having one’s cake and
eating it oo ‘

If our desin specifications include inadequate supervisiony
fear of control in an individualy & stable unchanging situation,
a need for checks and balances as a substitute for supervision,
slow reaction and deliberate decisions, then we would probably désign
the deparimental type and try to counter the imherent forces released
by the separation of unity into parts, lHowover, even the povernment
found it necessary to alter the desigm in an emerpency by cranting
the President special Var Tmoryency Powers,
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Chapter Five

COMPARISON OF TYPTS !

The two types of orpganiszation, unit and departmental, can best
be compared by referring to the diagrams on the next page (unfold out)
as comparioon is made,

mmorﬁemtwmmumm A
strong center line of full and complete responsibility, the flanks
tied strongly to the center at each level by the force of loyalty,
The flanks vertiecally supported by mutual interest, and the whole structure
diagonally braced with the strong lines of delegated authority, The
flow of thought force is focussed at each level so that the mam at
mmmuuw'mnmm‘nunmumwu.
is the recipient of the full and complete focus from one source, The
Prizefple of Unily is met throughout the structure andyin sddition,
is mot by this successive focus into unity at each lovel, The end of
it all is a unity=~the man at the bottom,

The framework of the departmental type shows an unstable structure,
A continual adjustment of forces is recuired to keep it in equilibrium,
A parallelogram without diasonals is not gtable, The strength of the
structure lies in the strong vertical members on the flanks, The
vertical members of departmental loyalty are mich stronger than the
hordgontal members which tie the flanks to the center, In fact, the
pull of ego opposing the pull of loyalty to the center mgy sometimes
be stronger, Then the structure loses it's cquilibrium and starts
to f2all, The men at the end reflect the instability for they are the
reocipients of it, There is no fooussing at each lewel, The head
disperscs his thought foree at his own level where it is colored by
departmental thinking and further dispersed in passing down the depart=-
mental lines until it reaches the confused man at the end, Dispersal
of thought must result in a dispersal of effort, Congider the rays
of the sun, Their digpersal when they reach us is sweh that we are
not conscious of them, Focus the rays of the sun on us with a glass,
The resultant burning will make us conscious)
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Chapter Six

A TRIAL DESIGH

Ve have sald that crganisational structures are not genorally
desipgned, tut are copied fram or patterned after other organisations
which may or may not have the same specifications, DBut a structure
mist be desipmed to fitremmirements, Since it is the framework
the very life of the orgenisation, surcly it sust be as important to
design it as to design the hull and interior arrengement of a ship
or a building, let us briefly go throurh the mechanies of a trial
decipne

Suppose a lir, Able heo an idea for an article which the publie
neceds, He belioves that there is a market for it and has the capital
to finance an orcanization, He states his missions (task) to provide
the public with the article, (purpose) in order to make a profit on
rds idea and inwvestment,

V¥r, Ablc makes an estimate of the sitvation and arrives at his
gencral plan; to mamufacture, distribute and sell the article in order
to provide the publie with the article, The dsplementation of the
rlan requires an orgenization, Fe docides to use the unit tyve ore
ganisation beeause 1% is based om @ sound principle, the Principle of
Unity. The first step in the layout of the unit type is to determine
. the leaders necessary and their placement at the levels required, In
order to determine the mmber and type of leaders required, as well
as their levels, lreible employs a technique developed by the author
called "werbal geometry®,=-fverbal® because it uses verbs, “poometry®
because it uses a peometrieal theorem that the vhole equals the sum of
its parts, Ry this tochnique a verb of accomplishment is divided inte
all the included verbs of accomplishment, Theselatter verbs are then
divided into thelr included verbs of accomplishment, and so on until
we get to the "accomplishment” level desired or until we get to the
verb which describes the act of the individual at the end, For
convenience the verbs as they are developed may be labeled: verb, verby
vub.,vub,.mdaofcrth. At any level the summation of the verbs
equals the verbs or verb above, hmm—nﬂmnmﬁﬁ
equals the verd from vhich they were derived,
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The first level verb in lir, Able's case is "to provide”,
He makes a trial layout of accomplishment by the technique of
fyarbal geometry® as followss

1st Level 2nd Level 3rd lovel
verb verb, '
: to procure material
~ to manufacture to build the parts
to assemble

to staro at source
to provide to distribute to transport
to store at destination

to ecll in Area /1
to sell to sell in Avea 72
to sell in Area #3

Eapea

verb oquals sum of verbgy oquals sum of verbsy

U, Able docides to place himsclf as the leader at the first
level with the overwall "to provide® respomsibility, He selects:
tiree leaders for the nact level, a lir, Daker*to manufacturej a lir,
Charlietto distributey and & Mr, Dog"to sellj, These three cach
seloet a leader to take the full reoponsibility for the accomplishments
inddcated by the verbe at the third level, Jiry Able reserves the
right of approval of thege latter selections, And o0 the desien
usmmmmmmsmmwm This is
the fremework of the organisatim, this "molecule” of lcaders,
1, Ao vill need a staff to aseist hin in the discharce of
his responsibility to the organization, le selects a iir, Iasy, who
has & “passion for anonymity® and +411 esecute lr, ible's policics
end ideas as lryAble himself would do had he the tdme,
'm.MmMnbmmm
Assistent Beecutdves,  As a basis for this selegiion, he turns to
general clasoification developed on page 12 of this thesis,
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This general classification is in terms of accomplishment and ine
cludes everything that has to be dones

Deternine the ocbstacles (competition and sales resistance)

Procure and maintain persomnel (as individuals)

Procure and maintain matericl

Operate the combination of persomnel and materiel

The four assistants vhich the executive lir, Zasy sclects will
cach handle matters of which they have the reineipel eognizance
fron the same peint of view that the executive himeelf would do hed
he the time, He gives his four assistants the following titles:

Assistant cxecutive for Public lelations

Assistant exccutive for Personncl

Assistant executive far lateriel

Ascistant exeeutive for Operations,

The exocutive and his four asgistants from the exceutive group
of the or-anization, They then sct up the staff officers according
to the specialist knowledge or technique required for the business,
These staff officers will thenm form the staff widek will develop
tocinique, "know howty supervise in the name of lr, ible, and work vdth
the entire staff as a tecan with loyalty to a ccmmon leader, “p, Able,
for & comwm endy tho suocoss of the businces,  Per ilinstrative
mmoﬂ'ﬁaaﬂﬁo&'ﬁmux‘oﬁeﬂwm

cormunications,
Authenticatey publish and distribute written
direc dves, Process outgoing communications,

Cost Enginecr Record and interpret cost data

Avditor Check money accounts, Remove temptation,

Purchasing Agent Purchase matericl,

Irdustrial nginecr Industrial technique

Engineer Construction and maintenance of facilitics,

Research U ngineer Hegearch for improved product,

Desisnine Engineer Inprovement in desirm of products

Inspector inspeét entire or;anisation for lr, Able

Laber Officcy labor relations

Fersonnel Officer  Fersomnel routine

Sales Emginecr Sales techmicue .

While the above is mot intended to be a comrlete or aceurete listing
of the staff vhich might be required, it will serve the purpose of
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1lustrating the desimn procecss As cach of the staff positions is
f£illed the incumbent is caused to feel that he is a staff officer,
The next subordinate leadeérs will see to it that things got domes
huﬁm%nﬁft%@hmmﬁ.dnﬁmoﬁw
from lireAbley; hey the staff ofiicor, must frame a mission for a next
subordinate leader to do it, The staff exists only for cne purpose
and that 1s to assist Mr.ible in the discharge of his responsibility
in the same way lUr.iAble would do himself had he the time, There
is no place for ego on this staff,

The staff is not complete yets The assistant exccutives for
control and plamning are selected, The "eontrol" function in this
organization is a most vital factory,--it may mean the difference between
profit and loss, success and failure,

Fe arc now ready for the crganisation charts It is not believed
essential to the develorment to draw this chart heres If the rcader
will tum back to page 17 he will find the chart, All that is
nocoscary is to place the nemes in the blocks and alter some of the
titles Yo fit this particular design, 7The chari on papge 17 ends at
the second level of leaders, but the extension to include our organisation
is merely a repelition of ‘he basic structure fllustrated,

. "wo tyves of organization have been developed and a trial deaign
- made for one of the typess The third type of orpanisation has not been
developed for the reasom staoted earlier that it was a variation of the
derartmental type and not essential for tids thesis, The unit type
is fluid, responsive, flexible, and successively unificd or focussed
at cach level on a single objective, It will transmit the standards
of the leader at the top quicldly to the mam at the bottom so that the
actual®doing” will be as the mon at the top would do it if he could
disperse hi efforts to that extent, The unit type has a fundamental
nrinciple, the Prineiple of tnity. .
mmmt;mua;wwmmmwm
mentation, less responcive because of opposing forces of loyalty and epo,
and does not transmit the standards of the head at the top to the man
at the bottem, It is the result of & need for checks and balances
when the person or group of persons in whom the authority is vested
cannot efiectively supervise or have reasom to fear the abuse of dele~
gated authority, Then the cholece of the lesser of two evils is made,
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Wie have designed, illustratively, a unit type organigation to
accomplish o hypothetical missions It is hoped that this design
processy skoetehy as it had to bey will clarify any cbscurc points
vwhich may have apreared in the devolopment of the unit and departe
nental types of organization,



PART II THE ORCANIZATICN OF THE HAVY
"admindistration as an art is very old, Organisation
as a science is very new, There are a hundred pood
adninistrators for every sood organiser, That which
often pesses for good arganization is highwclase
sdninistrationy throuch splendid personal equations,
of vhat is in fact wnscientific organisation.®

mwu‘mummmtmhm

nan entrusted with authority over his fellows flatters
hingelf that be is o ban organiger, Flattery is never
nare deceptive than vhen applied to oncts self,®
(Modern Organization, Charles Delano line, 1916)



e

Chapter Seven

PAST TO PRESENT

The organizational history of the Navy may be likened to
a pot of a mixture of orgunisationsl concepts, simmering by the
snouldering friction heat of conflicting ideas aml bodling over
periodically from the burst into flame of the ponteup conflict,

The crisis of boiling over ic met ty the expediency of covering
the fleme with move of the same corflietin: ideas which causes
reversion to smouldering only to find that the added fucl adls

to the flamgy=-whem it Lreaks out again, as again it must, lowhere
is it cvident that the flames of crisis are met by the applisation
of the truth of prineiple whose cool soothing vaters reduce the
friction which 4s the cause of it all,

In the light of the prinecinles deweloped in Part I, The Sclence
of (rganigationy let us exanine these land-mariks of periodie boiling
over, A study of the attendant discusoion of the periocd should
isolate the forces acting at the time, Having iosclated the forces,
counter forces enn be desimmed and applied to eliminate, neutralise,

of Unity in that the Sceretary of the llavy was riven a whole mission
ﬁuwu.mmnwmdamv.
"0n April 3, 1796, .mn-m:mw-m

Adams and became law, This law provided that “there
wnmﬁndgmtmmmdm

:
I
:
dhi
:
:

Dat the leader tricd to copy rcovermmental, départmental organie
gation, The establishment of a Board of Commissioncze in 1015 marks

the first orpanizetional error and set the course diverging from the
Prineiple of Unity, Onee the caurce was set, the divergenee could
only increase as a function of time, mswmmm
he co:1d not personally discharge the duties charged to him by the
basic lawe  He apparently did not consider the framing of missions
for subordinates, Thessolution was sought from the premise that
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all his tasks must remain in his porsonal hands, He comsidered
the use of tedhmical apsistants as individuals and thereby almost
kept on courses Howewer, the organizational thought of the peried
mmnm_muawmmmwmmmw
of a Doard of Cammissioners by law of 7 Felwruary 1815 tobe attached
to the office of tho Seeretary of the llavy, and charged with the
discharge of "all ministerial duticc of said office”s The Board
sas to be commosed of three "PosteCartaing® of the Hevy to satiofy
the neod for professicnal ascistance to a civilian Secrotary,
Furthery nothing in the law was to bo construed "to take from the
Smotthlhqhiaewtrolmmotﬂnmlfm
of the United Statesy as now by law possessed®, The underilying
uummwmm:-mmmavmumcxm
naval forces, but we will let the professionals handle the 'ministerial®
duties, and further we will “se "PosteCaptains' whose careers are
practically finished",

This step could not be sound, The fallacy of char:ing a board
dﬁmﬁw@ﬂum&aaﬁ:mmgguumtwm The
distinction betweon contrel of naval forces and ministerial duties
is an epression of a later navel resulation which distinguistios
between comand and administration with its far reaching consequencess
The violation of the Frinciple of 'mity by making a seperate entity
of the Board planted the seed of ege and iic attribute jealousy which
vﬁlnaritehoadhtw.

The first "beiling over® of the pot occowred when, "Shortly after
the Navy was orgeniged a dispute arose belween Seeretary Crownine
shield and the comissioners over their respective spheres of @uty,
This related to the exercice of control over the movements of the Fleet
and the persomel of the Havy, The specific point was whether the
m-ﬁmwumummmm
destination of a oquadron®, Thiz controversy was settled by Fresident
Madison in a letber to the Sceretary setting forth that the Seeretary
of the lavy wes the organ of the Ixecutive and was responsible only
to the President, The Doaxd was only responsible to the ‘ecretary and
"all ministe:ial duties" herctofore transacted by the Secretary were
to be invested in the commissioners, howeverthe actual powers of the
Mmmwmwmmmsmaw
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Havy gave to "ministerisl duties", FHo decided that they referred to
the mterial of the Mavys to the bullding, repeiring and equdpring
of shdps,and the superintending of lavy Yards, Naval Stations and
drydocks, Respecting the personnel of the lNawvy, movement of
vesselsy and diceipline of thedllawy = they were to be decided by the
Secretary, The comissioners were to advise the ‘ecretary upon
Haval nathers.® (A Brief Nlistorr of the Organisation of the lNavy
Departmenty As ¥, Johnstons Coptain Uty 1933)
quﬁsnmmmmnvxmvn
eropping out in the expected symptoms of epo and jealousy, It is
understandable thet the attempt was made, It appeared lopical encurh,
It was an empirdcel celution t0 an organiszational problem based on
the characteristies of vecsels at a time when the profescional lavy
was concerned only with taling vesoels out to sea for operational
TUrTDOBeSe mmmw,uumnmgu
pwmmammmmmuummm
from salling, That this was an illusion is evident later in the
mmxun&vmmuowwmwmm
being noeessary to provide the Mine® viewpeint forthids very “businoss”s

S0 the settlement of the digpute wos a treatnent of 2 symptomy not
the causey by a reaffi:mation of the vioclation of the "rireiple of
wh.tmmmmummmtumwmmm

Thie attempt bore the caly fireit 4t coudd whon, in 10L@, »it
bedix; evident that the Havy Department organization was mo longer
able to cope adequately, with the everchenging develorments of the
Navy, & recrpanization of the Nepartrent vas inovitabless -

To what principles did wo twrn for thic recrpanication? Did ve
design an orpenizatdon besed om principle?  Nop we condod the only
tyre of orpanisation which could furnich an example,--rovermmental
or departmental orpanization, and applicd it tc an organization with
drastically different desiom specificetions, “e did not think of
framin: contimdng miseions for next subordinate leaders, Ve did

‘lWlWO‘hmdm Nepartment,
As Ve Johmotomy Captain USH, 1933, .y »
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not understand that to divide the duties of the Seeretary among
assistants would not relieve the Seeretary at ally=—that the rolief
would be more apparent than real, 1oy ve did not see that under
the Principle of Unity for any organisation a loader can deccntralize
his Yoad only to subordinete leaders by eveating move units or
Wy froing missions to be placed on leaddrs of unite already croateds
mm@mmammwﬂummhum
levol, regardless of assistents, haos in reality mever left him,

So an axpediency wes employed of covering the flame vith more
3deas without basis in princdple and the smoulder of the Puresn
Syctem come into being in 1842, Ve hopefully sawythrough the
rose colared glasscs of wishful thinking or ismorancey the hybrid
of departmentalism as a purcbred charger, But we overlocked the
truth dnherent in the Princple of Unity that a und cannot be divided,

Talte for example the human bodr as a umit,  Becanse it is
earying a loed in excess of capacity resulting in malfunctioning,
we decide to relieve the sitoation by the method of departmentalizing,
So we sepsrate fram the body the legs {movemont), the eyes (sight)
the nose (mmell) and the hands (execution) and plage them all separately -
side by side, Now having isolated these functions we hope that we
maﬁ-a?eamwuymmgmmhn-mam
sepavatoly where thay can develop and become stronger, — But of what
avail is stronger movement without sicht to guide ity fastor execution
without hearing vhat 45 %o be excouted?

reatment under the Principle of Unity would indicate & stronger
unit at the top o more units (bodiss) subordinate at the nert lowey
level, (me body cculd concentrate for example om the function of
movement aince it hes the necessary sicht, hearing, smell, and exeouticn
in the degrec required to sunport the body in nmovement,

iet us emnine We Dureau Syoten which was devised to correct an
unsaticfactory situstion, It provided for five Burecusy each
headed by a Chief of Buresu who wia to have an indefinite term in
office and be individuelly responsible to the Seeretary of the Mawy,
The orsanic act as goted in the Havy Regulations gives the basis:
“The b.giness of the Department of the lavy shall be distribited
“mmmm;mummamﬁqm
Judge to be expedient and preper." “All the duties of said bireaus
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shall be performed under the authority of the Seeretary of the Navy,
and their orders shall be considered as emanating from him, and
shall have full force and effeet as such,”

iammmmcmm@h)mum&mmw
the organization, "Indefi dte term" establishes a status separate
from the leaders The recuirement to distribute (all) business
among the Bureaus (agencies independent of each other) is impossible
of exact executdony There will be quarreling among the Durcaus as
to the manner of division and the evil force of jealousy is brought
into play. The granting of "their orders® to the bureaus adds to
thedr ego and the coniimuing sct of issuing "their orders® steadily
feeds that ero, T"hidk the act states how"thelr orders”shall be
considered, the rank and file of the lavy do not resd the act, They
form their impressions from what is rend cufrently, "Their orders"
sete th'm up in the minds of all, includin: thems@lves, as agencies
having power in themselves, A brake on ego and a contribution to
the Navy Department would have been effected by adding o the act a
requirement that all orders issued quote the authority of the Seerctary
of the Hawy.

S0, having hobbled the Navy with departmentalism, we placed it
in treinin: for a world's championship race with the hihest of stakes,
the gecurity of our countrys Ve can prediet the handicap now,

The organisation will be torm by the oprosite forces of deparimental

ego and loyalty, rasped by jealousy of other departments, and exhausted
by the hopeless struggle to force the business of the lavy into

five departments, One may as well try to make two and two equal fives
The impetus given to the growth of the error of separation of command

and adeinistration will also have ile effects, mmwmm

The force of jealousy and false pride stemming from class
consciousness made its apnearance in about 185h whem the question of
giving rank to the “staff™ avose,

It vas here that we first cncounter the rivalry and petty

which ran for many betwoen
,one hand, and officers and

mmutguomn?t%wummmmm
m attributed to a respectable young line officer:

Oxmmmun:omuu. dmwm
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This class consciousness stems from theerror of separating
command and adninistration. The resultant thinking of't"the
elito command, the drones adm nistrate" must contime to be the
proximate cause of envy and jealousy as long as the Regulations
make official the distinction between command and administration,
That this consciousnmess exists today was startlingly revealed to
me by the conversation of two naval officers (line) for whom I
m.thmcmtmwtmnottm*mnew
officer having made an impression of umsual ability. The two
line officers posed this quéstion to each other concerning him:
"ihat is such a good officer doing in the 'staff'? iy ism't he
in the line?" Eubouoflﬂoffﬂnmm¢tw
Regulation on command and adninistration)

The smouldering fire broke out again during the first months
of the Civil Tar when "the defects of the administrative system of
the Navy Department were apparent, It was slow in adapting itself
hmowﬁmmmmtotb'muwmﬁ. The
wealmess of the Secretary's olfice as a directing and wnifying force
was manifest, To aid the Secretary, Comgress, by ict of July 3,
186, created the office of Assistant Seeretary of the Navy,® *

How could a "unifying force™ be expected when the Frineiple of
Unity was violated in desigming the orpanizational structure in the
first instonce?  How could it be anything but "slow" when forces
ammmzmom*mmumm”mc
loyalty to a common leader? How could there be any respomse to
the "exocutive.souch? when the strudtum was built to deny Just such
a response? One may as well build a barm and then be surprised
when it will not function as a houses

Let us recall a prior statement made carlier in this thesis,
appropos of the initial adoption of the bureau system, Y50,
having hobbled the Navy with unsound organisation, we place it in
training, hobbles and all, for a championship race with the highest
of stakes, the security of our country®, ihen the time for the
race cane the woakening effect of the hobbles wes evident,

1 A Drief Hstory of the Nowy Department, A.¥.Johnston,Capt.UBH,1933
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Sti1l, there was no realisation of the cause of the trouble,
There were no principles of organization brought forth to be
chocked ageinst the design specificationse lo, the dause was
 edther ismored or not appreciated and the symptom treated by &
stop cap of an Assistant Secrctary, (Igo always calls for
"pogistance” for it cannot admit any error) The post was abolished
after the wary self evidence of the “stop gap” nature of the treatment,

In 1862 the smouldering fires of conflict broke into flame again,
And again no attention was paid to the causes The symptom vas
treated by inereasing the Durcaus from five to eight, We ave
still trying to overcome the effects of a violation of the Principle
of Unity Wy contiming to violate the prineiple, Unity cammot be
divided into separate parts, It is as futile as trying to make two
and two orual five, Some idea of the friction existing can be
gained by pausing to think on this cuestions “that if, at the instant
of the 1862 change the business of the Havy was properly divisible
mqu.m-umummummum
five parts existed??

Error can btreed only error, and the force of ego which we planted
in the several departments (buresus) in 1842 has fed upon itsclf
during the twenty year poriod until it wes strong encush to force
this provision in the Act of 1062

“The Several Bureaus MMWWMWW
of the books af rccords and accounts
ve duties and all of the duties of the

AT T
emanating from him and shall have full force and effect
as such,”
wummmwmuemm
and of course separpte appropriations, Vhat more perfect fuel could
bo added to the flmes of jealouay and gedf inflation of ogo to
produce flames of even greater propartions?
| The following addititmel provision in the Act of 1062 is even
more {lluminating '
“The Chiefs of the several Durcaus in the
e e S0 S e et
for the tem of four years.®
The forceof ero which always pulls against the force of loyalty
had finally broken the tie, The weak loyalty to the common superior

&
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becane diluted into three loyalties, to the President because he
appointed,; to the Senate becausc it confirmed, and to the Scerctary
because he presumably would have to propose ar concur in the names
in the fMrst instances hmm“h:ﬁwmmu_
the inherent lust for selfe-inflation to the bursting point, 4nd
buret it smot to £all of its owm emptiness, Rrror will eventually
mwiueu. But let us go on and see the symptoms further on,

A glimpse of a need to do something mades its appearance in
1882 when Rear Admiral luce recommended a Board of Admiralty, However,
Mittle or no interest was evidence by the executive and lepislative
mumm-"

Then in 1867, Seeretary elles wrote in his diary of 2l December:

while the prescription wes wrong, nevertheless the cause had
becn diarmosed as a lack of unity,

Supporting dats is not roquired to state that ebout thistime the
foree of ego and it's pelf inflation was found to have broken cut into
the lower levels, (See ddagrem of depertmental type page 28) Inw
dependent, departmental contrcl was manifest in the navy yards, Bven at
the risk of beconing teo allegorical the authior camnot resist the
comparison of a stron dopartacnt £o an enormous ootopus reaching ite
grasping temtocles dowm Into the  vitals of an organisation and
sucking the very spirit #o itself iy order to inflate itself, Then
visualise sevoral such octopusos, each doing tho same devitalising
grasping at the heart of the lower elements, tearing apart sorsels
ocmm'ymmmmmmmumwm
opposing tentacles,

That the "tentacles" are still grasping today was rciealed when
a naval officer of my acquaintance casually related the circumstances
attendant upen the installation of a fire director on his ship while
it was in a Navy Yard during Vorld ¥ar II, The Bureau of Ships had
issued certain instructions pertaining to t'e installation, The Yard
raised the question of Durcau of Urdnance concurrence, This offended
the ero of Burean of Ships who replied rather testily that it's

1 A Brief Idstory of the lavy Deparitments i ’sJohnston, CapbyUSl,1933
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instructions always had Ordnance concurrence, (Ordnance separately
becane aware of the incident and instructed the Yard to suspend
installation, The question them left the Navy Yard for bickering
between the two Burcaus, The combat ship had to sail for combat
duty without the director] And so it will ever be as long as the
Principle of Unity contimues to be viclated,

mt'm“muwmmd,ﬁnw”'um
and sce what smouldering fircs were bursting into flame,

The perdod up to 1909 when the Adde Systom was established is
a series of such burstingse The general treatunent of the symptom
mnumummmmtmm
panaceay~ boards, UThile the rezl reason in principle never aprears,
the "board" troatment was not accepted, Organisatiomal light was
davming, pertiaps, Lut too immaturely to be emprossed, |

’? Tho "genoral flaff™ notiod vas propesed to meot the needy but

no where in agy of the hearings, discussions, reports, and recam=
mendations docs there uppear a clear understanding of the genmeral
staff idea. liore is a clcar case of trying to “eony" without
‘designs The term "genercl staff" is a misncmer anyvey and conveys
an impression of something different from the true concepts A5 we
have developed earlier in Part (nes The Science of Organization, the
80 called gencrel staff systan is only an organisational device to
classify the business of any unit in general and fewer parts than
can be done on & spegialist basis,--and at the same tine employ the
specialist classifications,  As we rise to hicher levels in the
unit type crpanization the mmber of specialist classifications which
can be landled by an executive (Chief of Jtaff) become greater and
greater, until finally there are tod many for one executive to
effoctively coordinate, Ascistants to the executive whoge cormisances
correspond o genordd divisions of the entire business of the unit
becae necessary. mmmmmum«mn.
Mﬁ-mmtwmaut&mmmwm.uabmm
particular cognisance, of the ewecutive himself as he would had he the

time, DBut, and here is the trick of it all, tl: rclationship of each
agsistant axecutive to the staf! must be with all the staff in the same

way for eachs The device fails when this is viclated and staff sections
are nlaced in proups according to the cormisunce of the assistant
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executives, and each of the groups placed under one of the assistant
exocutives, This error is seen in many orpanization charts today,
But to returp to the period just before 1909, the proposal te eoyy
the "gencral staff" gystem in the absence of prineiples on which to
design was not accepted, and properly so.

It is evident that the designer of the Alde Sysiem was on the
risht track, The gystom was the most progresaive step that the Hawy
had made in its history up to that time, It was howover only partial
and tho dosigmer lacked sufficient understanding of organisational
principle, This in spite of the fact that President theodore Rocse-
velt had specifically requested the Moody Board to submit “orgenie
gational prineiples®, *  That the board could not do so (as 45 evie
dant from it's report) 4s not curprising when ome realizes that there
were no renl principles contained in the contemporary paucity of writing
on the subject of orpanization, And o0 a fatal arror was madey—-
the Pureuns were grouped into divisions corresponding to the idde
classification and then placed under the respective aides, the
lozical result was the failure of the Adde System, However the cause
of the fallure was not traced to the errar becouse it was not then
and is not genorally todsy recoonised as an errore The fundamentals
are two: first, that a man cannot serve two masters; and secondy the
indivisitility of unitys

Efforts vere made at this time, vithout recognizing the principles
involved but driven by a erying need %o do semething, te apply the
Prineiple of Unity to the lower levels, specifically the Novy Yards, 2
mmmmumm«almwm
vith authority and responsibility for the whole activity of the NHavy
Yard, However, since the solution was empirisal and not based on
a recogniged prineiple, it could mot work,  The strong epo developed
by reasen of the departmental system was teo strong to be countered by
Mnmrmw:unmmwmm_um

1 Ammmacmm”ﬁ-umotwmmun
Johnston, Captain, USH, 1933
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The pressure incident tothe approach of World War I agitated
the smouldering fire again into flames which were again smouldered
by the establishment of the Office of Chief of Naval Operations,
Here unforturately, the propressive thouch incomplete step of the
Alde System was lost and the glismer of licht went out, The estabde
lishment of the office is dodused to be the recult of tiwee forcest
pressure of coming wars fear of inept direction of the lavy Ly a
civilian Secretary; and fear on the part of the Secoretary of a
stronz “rofessional control of the lavy stemming from the antecedent
fear of the people. A solution pround oot between onr oing fooces
could not be designed, It was an empiriesl solution again with
no basis in prineiple, a stop gap of the same pattern as tho existing
orranisation, another treatment of symptom without finding the cause,

In retrospect; our persistence in the use of the same treaiment
for all the Moutbreaks" of symptans is ameging, There was aprarently
no awareness thal the orranisational difficulties were oniy symptoms
and that thers mist have been a cause, The advent of the Offico of
Chief of lNaval Operations war a step baciward to exactly one hundred
years before, when, in 1815, it was decided to divide the top umit
of the navy into two partst “ministerial" and operatioral, 'The
basic error, attempting the divisibility of unity, with its companion
a stron; depertmentel type organizations hed not only survived for
the entire one lundred years but had inflated itself,

The success of the "new"” panacea can be inferred fram the fact
that & long Congressional investigation of the manasement of the Navy
during Viorld var I was found to be necessary after the war was over,

Incident to this investigation, Secretary Daniels had cccasion
to discuss the general staff principle and point out wiy it could not
be applied to the Hawy, It is more accurate to suy that he had cccasion
to discuse the Ammy Ceneral Staff Syotem and point out wiy the Nowy
should not copy ity for his testimony showed only that he did mot
understand the prineiple, fiis pyramiding of bad effects is mot sure
prising and a logiesl result of copying versus application of principles
Apparently his audience did not understand either,

Mn*—umwwwnuwnw
lasting change during a period of over one hundred and thirty years
in an organization whose original congeption was in error,



Wie have repeatedly stated that Nawal personncl, professional
and eivilian, ¢o not aprear to understand orvanization, This is
a sweeping statement but what other conclnsion can be drawm when
novel writing and mamals talk of having the unit system and then
describe the depa tmental? state that cortain heodquarters are based
on a gengral staff organizational device end them describe a hybrid
which conforms to no rrinciple? carry on an impossible distinction
between corsend and adninistration? insist on the divisibility of unity?

But wy i3 this? liow could such & condition exist? ‘There are
soveral ressons, The major organizationsl experience of the naval
officer is aboard ship, A ship is organised on a departmental basis,
It furnishes no example or practise in the unit type in which the art
of amloying subordimate leaders iz required, On a ship the captain
can ¢ ontrol everything becanse everything is permanent, confined in
a relatively small space with a fived relationship, The unchanging
ciarccter of the physical rlant topether with repetitive “unctions of
personnel makes possible a very special type of organization which has
a background of hundreds of years of slowly growin: stabdlity,
Under these conditions it is possible to have o highly opecialimed
team with only one leader who does not employ subordinate lesders,
Hie has depariment and divisicn hoads whose relationships ave compli-
cateds A ddagram of their relationship would be tded togother with
an umencd display of vertical, horisontal and eristeross lines,
The organisaticon does not appear to be designed oa principle tud
grew throughout the years, It is passed frem percon 40 person and
requires much initiation, ;

Because of the years of traindng in this specialiszed type of
_ organisation officers naturally try to aprly it to other activitics
where the design requirements are quite different from those of a ship,
The undi type arganization is required, but how can officers use
sometiin: with whieh they are not fomiliar and in which they have
had no traininc or experience?

The second reason for the crpanizationsl difficwities of the
Havy Department is that eivilians as a ¢lass do not understend
orgmization, Civilian persomnel who have made polities and povernment
thelr cafoer have a background of politicel and governmental organi=
 gation vhich is essentially departmental, Tt's very desimm incore
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porates foatures of checks and belances, delibafation, barpaining,
and caters to and employs ego and its attributes. Yot the long
records of cougressional hearinge and investigations show that the
Congress, congressional comwittecss and the civilian persomnnel of
the lavy Department emercise a great influence in the solution of

The impassé is that oinse political organiszation is cssentially
departmental and ship's orgenization 1s a specialigzed version of the
depertmontaly neither the eivilian nor the maval officer can comtrie
bute a basic differcnce in the comeept of arganization or in the
solutdon of ite problems,

Therefore, tirouthout the histary of tho Hewy, each bursting
into flmme of the smouldering erroneous forces 'as been mot Ly
smothering the flame with moreof the same., This is a very matural
and locical process under the circunstances of the backrround, training
and experience of the groups from which the ideas are dravn: The
published information on the current so called "reorganizaticn® of
the liavy Department indicates no basie change, It appears to be an
improvised enswer to a definite need in the same manner as ewpirdeal
solutions have becn improvised to treat the symptoms as they became
virulent too many times during the past lundred and thirty years,



Apparently "unable to detect the analo'y in other undertakings®
the Executive (rder of September 29, 1945 “repeats the expensive
experinents of the past® by attempting the same divisidility of
unity vhich made ite fivst appoarance in 1005, e see in the
MMM#%MVGM.MMO!
the 1015 “experiment” exeept that this time we attampt three divisions
instead of two, | '

", “n order to for the move offective integrution of
it's activities, Navy ! shall hercafter be or~
to take cognizance

Wat is the purpose of the whale liavel effort but a military
mtter? How can "general® be less than the whole? Is thore not
"bugsiness" in every part of the wholel i

There is no need to go agy further with an analysis of -the
proposed reorganization when the first paragraph, the basis of it
all is an ontinomy that separation will produce integretion, Uhat
it really says is that in order to provide for more effective
"Integration® the MNavy Department shall hereafter attempt a greater
“geparation¥, by trying once more to divide unity in s.ite of the
foct that we have been trying to do this veqy thing for the past one
hundred and thirty yoars. Derivations must reflect a contredicte
ory premises And so thoy dos

Ve find in pavagraph 6 (a) that

“there shall be an office charged with coordination « % of
bureaus and offices & & av

and in paragraph b (e¢) that

the Chief of laval “ghall be chirped # = & with the
coordination = % the bureaus and offices # « ¥,



M‘wnM6(b)nﬁndM
“There shall be in the nepartment (another) office
charged with tho coordina of naval research, experimental,
" test and development activities # & @ 9,
which must invelve in some degree the "coordination® of the
same bureaus and offices for which two different "eoordinations®
have already been provided, Two and probably three different
coordinating officesd
Ve find that the Chief of laval Operations is trying to be an
executive (Chief of sStaff), which embraccs the whole, with a title
conveying the idea of less than the whole. As such he is a staff
officery yot in paragraph b (b) we find thats

"the Chief of Nawval Operations shall have command of the operate
ing forees & « @ M

By ¢'is sentence the Secretary of the Navy lost 'ic staff
becouse & man camol succosafilly be recponsible to a superior as a
camander and a staff officer at the same time, “t is not in the
mako-up of man to "tell® on himoclf, His staff advice is unconsciopss
1y colored by the mecessary egoism of the comander, A man Sunnot
supervise hinmoelf, and no amount of ewamples that the attempt has
boen made can dotract from tids stotenent,  Dven if cno superior
person eould partially succeed in leeping his "two hate" straight
and always remember from which view point he should approach matters,
it 19 imposoible for subordinate personnel of his office to kmow
mwortmmzmmmnhéwuuﬁmmaummm
Again let us quote Robert Buynst: " Oh wad pover the piftie gle us
to sco oursels as ithers see us,” Seeing the fmpoosibility of sce=
ing owselves (or of supervisiue curselves) the poot is asking for
that power from a higher thon human source, Amd yet we presume to
grant that power by the simple act of bestowing a titlel

mmumnmmmammmmu
can only contime as such and "repoat the expensive experimentsof the
pastt, llow mach time, beyond the one hondred andihirty years already
consumed, is roing 0 be given to us to contimue the exhausting futility
dﬂtupﬁngth&indiﬁsﬁﬂityormm How much tive should we
allot to & person in which to try making two and two equal five?

Is it not time to crase tryin: to bulld our organisational house
of sea power on sand? Lot ue rether vwse a foundation of rock, the

Principle of Unity, as aprlied in the "Science of Orgenisaticn® in this
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THE RESULTS OF ANAIYSIS

It was stated at the besinnine of this analysis that an iso-
laticn of forces was desired in arder that they could be handled,
The anslysis hms shown one foree, misdirected ogo, and ite sttrie
butes of jealousy, enwy, class eomseiousnessy false pride and false
loyaltye

There are "red herrin-s" or physical manifestations of
erroncous organisational thinidng in the followins lorms:

The issuance of orders by staff officers in their own name
m?mpmwmuwmm.mn

concession to a superior,
OmmfmhthcmomeWN&udm-
munication which makes comnand h.m

Distinction between "line® and “"staff" officers,
Application of ship's organiszation to other activities,
w«muwmmmm

ct?un two capacities, as a staff
officer Mmm nammnc'he.

Complicated organization charts which deal with the froth of
ww&wmmmmm
ortbemmmmm.

Organisation charts of headquarters which irnore subordinate
camanders,

The following conditions are the causes of the loss of control
of the force of epoyend the "red herrin:e"listed above

Atmthemﬂvotﬂvs

The resultant departmentelization.

The separation of comand and adeinistration,

mmunmummnamm
variation of departmentcl organisation found on board ship,

The use of ship organization in other activities and hipher echelon 8 o
The exigtence of istaff as opposed Yo the “line”, There
mist be "staff® (true f-mhmuuncuuaﬁm
combined as omes
The attempt to make unity divisible and the persistent seperation

of unity into parts, a viclation of the prineiple of unity, is the

underlying cause of all,
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Chapter Ten

SUGGESTED STEPS

How that we have isolated the forces, "red herrings” and
conditions vhich are inimical to bhe best interests of the Havy
Department, vhat shall we do about them? The ideal treatment
is to coldly and analytically design the organization on principle,
to determine major commanders, leaders, next subordinate to the
Secretary of the Havy and give them whole missions, At the same
time the burecus and offices must become specialists in only a
staff capacity, Dut it takes the pressure of war, emergency,; or
near disaster to accomplish such a change, If the top will underw
stand the principle of unity and it's corollaries, keep them always
in mind, furnish the example and apply them gradually, the change
can be worked out, let us take cach of the items we have isolated
and see what we can do about them now.

First, take immediate steps to bring the force of epo under
control by deflatiopn, Some of the more cbvious of these steps are:

To require the bureaus and offices to quote the anthority of
the Seerctary of the llavy on all written issuances, The fom is
not so important, althourh "by order of the Segretary of the Hawy"
should be acceptable, Tiere is a great deal of difference in the
state of mind of an issuing officer vhen he uses his own name and
when he quotes the authority of his superior,

To require officers to quote their rank and title when issuing
instructions, The use of the name only is a manifestation of ege
and really illegal, An officer has authority by virtue of his reank
or position or bothy but not Wy virtue of his name alone,

70 require the authority of the comander to be fully quoted
by all staff officers.

Second; strengthen and direct the force of loyalty in oprosition
to ego by the following initial acts:

mmmmwwm«mmw.
appear to emanate frrom a single sourcey the Sceretary of the Navy, who
is for the purposes of organisation, the comander of the Navy Departe
ment including theaters, fleets, disiricts, sea frontiers and bases,

After the example is set, require the single source emanation
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practise by all leaders down throurh the entire chain,
Ubdlize the Headquarters of the Navy Department to frape missions
for next subordinate commanders for everything that the Hevy must do,
Hold the next subordinate commanders, and only themy, responsible
for everything that happens in the entire Havy, afloat and ashore,
Publish an organization chart to forcibly show the framework of
mw@muubymwemmumu
subordinating the staffls '
Shﬂalummdemimdtﬁemum
unit type of orpanization to include:
Training of naval officers in the Seience of Orgenizations

Aprlication of this trainin: to land organizations and higher
levels of command afloat,

Investigate the possibdlity of the prineiples undere

SRS SR St e ot o I

special version of the types '

Rescind the Naval Repulation on command versus administration,
Total war is quite different mow tham when ships put in to be serviced
and then proceeded to sea for long perdeds of time in a gtate of
only "eonmand,” To recognige comand solely as a position of aguti-
ority, whether it be over a district, yerd, base, ship or sidps will
do much to reduce class consciousness and produce unity and loyalty.
Authority has to be administered in any ficld and "administration®
the act of admindictering has to be done in any and all comands,

Initiate a design of the ‘cadquarters of the Seeretary of the
Navy based on the principles developed in Fart I of this thesis,
In this desimm cease tryin: to make unity divisible, Rather create
subordinate units to accomrdish missions, coch unit embreecing all
the functions of command, leadership or authority to the extent
required by their respective missions, Teo try to relieve the load
by more divisions, offices, or departments is like trying to pull
one's self up by one's own bootstraps, It cannot be deme, The load
mst g0 to the next subordinate comranders or leaders as a unit,

Overcome the dual meaning of the word "staff®

Use "you holp me do it" to staff (dmeluding bureau chiefs, and
“you do it" to next subordinate commanders,

Permit the use of code names only for the purpcse for which they

arc desimed, to fucilitate commmnication, Require them to be trans-
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lated before disseminatioms Persomnel will thenm fecl cormand
and will know cormanders instead of vague offices, bureaus, groups
and namec which inspire no loyalty,



PART IITI SUUARY

lavy orenization has ovolved without desizm by triad and error,
uffeted by the forges of the moment, shaped by expedioncy, twisted
by ogos strained by jealousy and tom by false pride, rrors of
aprlicetion eonstitute "red herrincs” across the trail which couse
further drifting.

The loyalty and integrity of naval persomncl, their devotionm
to duty and earnest efforts to do thoir best for the lavy and for
our Countryy=-the resultant force of all these qualities finds iteelf
contimally in an orgenigational framework which causes the forece to
be misdirected., This gocd force cammot overcome the op osite forces
which have been and are doing the lavy se much ham unless it is
placed in opposition,

The resultant force of rood in the Navy can be placed in op-
position to and overcome the opposing destructive forceb by he
aprlication of the Principle of Unity, 'dth thio principle as a
foundation, lot us start at the topy set the example there, indostrie
nate by progressive stepe corsistent with resistance, train navel
officers in the application of the Principle of Ynity to the unit
type organisationy eliminmate those "red herrings" ome at a time which
are tho physical menifestations of erroncous thoushts require all ore
ganigation charts to exnross the principles of umdt type organisation,
and the foundation will be laid for rapid progress from trial and arror
to prineiple,.

In this last var the econmmic power of the country was overe
whelninge In a next war the economic power of the opronents may be
equale Them the skillful aprlication of that pover by organisation
will be the deciding factor, The half statement "it vorked" before)
will be of little sclage, Ve must be certain of the complete state-
ment that "it will work because of it and not in spite of it",

THE FHD
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