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T:S:O DSTr ~7.E 01~.L~Fj 2ITU.1:/.:'~CN . 

In the parer on Tr a:i ning :fer ~'far Cou1n.and e.n att emp t was 

to the gene ral scher.1e cf t r ain::...i:0 6 a I t i'5 fl, m.ot :t.od o:: a1ply

ins J:11o";rltd.ge enc. j r.d.g:-.!len·c to concret e situ.eticnso It . is a 

n:1-c·t.1·e l ~e -~::1vd, one 1 serl 1111co21scioun1y i ::1 eve:-y day life o 

A si tu.;1, tion E.::tiSBl:! r ec::, 1:i. l :rl11g a ction~ We a.ocide ".'lh-'.1 t t he 

be ov-e:.· c0,~:0
1 

':rnst ~ra.y·s we have of overcon i .r:g the:n, and 

f i ::.m11 y i1t'',7 ':'! e vJill go 2.½cut the t .<:1sk o In t:1is is t'.1e whole 

lJroccss o:: t :ie T'sti!J.ate of th0 Si ~u.~tio,1e For ex~~'l)le :-

You7 Jot : Tv go t uhe ha t. 

Di:f:.:lculti "S; Hat is rolling Etlcng tJ::e groun.d f!:way 

fro~ you. Stops occ2sionally, then 

goes on . 

Eventually it will bri~g up. 

Fays and Hcens : You may wt.lk after it, but will prob--

Xou J)ec:l.de: 

a. bly ha ve a conside1~a1)le walk and 

uil::!. lose til:ie . May loso the 'hat • 

You may send a boy to run after it" You 

don 1 t see boy c>,nd cunnot we.it for one. 

You ns.y r~n after it yom~solf t ~his is 

the surest way and sa Yes time. So -

to run after the :;w,t y01i_1~self,. 

Here is a u e -:;hocl of re~,Soiling. It sfa:~nds the test of 

ever;7day life,, It •.. as sto :id t he test in pol:..ce time train-

i ng for 'i78.r com::lfmd , for a cent111~y ., It is, so far as ue 

know, the on~ l)est way of e:xa::n.i:1.ing a v-:-ar situa tion. It 

is so far a s we know the one best way of investigat ing 

milit&ry pr obleus. ror the present we ~ill stick to this 

method. In this pa:;ier a;'.l effort will be :oad.e to describe 

t·t.e method.. T:his has 1::e en c.011e in other years nnd. in other 

papers . We are 0.u i te new to this particul.r.r form of traiiling. 
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We learn a little each year about the ~ethods involved and 

their application. To bring each l:iranch of the subject up 

to date we make use of the efforts of others and add ou.r 

own effort to theirs. The first paper on the Estimate of 

t h e Situation presented to a Sumoor Conference was pre:;_:>areQ 

by Co~nder 1'.farble and read to the Conference of 1910. 

The second paper was prepared by Commander Vogelgesang and 

read to the Conference of 1911. Both OI these :papers have 

been freely used in the preparation of this p&per. The 

method. described in those papers is the meti1od described in 

this paper. 

An Estimate of the Situation is that logical process 

of t hought which ap l)lied to a concrete problem leaa_s to a 

definite decision. 

The Estimate of a Military Situation involves a thor

ough study, from the commanders po~n.t of view, of all the 

conditions affecting the si tue.tio:n,, Tb.is study is ms,de, 

according to the method of prescribed, uneter three heads as 

follows:-

( 1) The :Mission. 

(2) Enemy Forces, Their Strength, Disposition, and 

Probable Intentions. 

(3) Our 0\T~ Forces , Their Strength, Disposition, snd 

Course Open to Us. 

The study of t he si tu2.tion culminB,tes in, 

(4} The Decision. 

A problem that is presented must be studied until the 

situation it d0scr:ibes is thoroughly realized. The data 

given in the statement of the problem is known to the 

coI!l.imnder whose estiwB,te and orders constitute the first re

quireraents of the problem • 

The problem solver must i magine himself that comu-iander. 

·He sh ould pie tuxe on the chert t l.Le situa tion that 'confronts 

him , the forces and t heir disposition. Pins r.nd pieces of 
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colored b::..ot-tL.1g :;_:ia:i_:>er aru us·eful fo1· this i:ur ....:,ose . Ee rmi_st 

study distances , l ocal co:nclitions, -'cir:,e of ye a r , relat1on of 

the erea of the problem to the the'3.t:re of wa.T , ana. •r:,'bove a l l 

he must studv his L.1s tru~ t:i.ons . .All this is pi.~eliminary to 

the determination of Mission , Al l this ~"lust 'be doile witb. 

care for there is no surer aid to the execution of a railitary 

task than a clef',r conce:,tion and. o.:n e qually clear stc1.-ce:-11ent 

of what tbat task is . Sorr,e may concicler this unneceSS['1,ry , 

t lm t no one i s a:;_-.>t to ::ninconcei ve '!is mission or be led. 

as ·i;J:-ay in its execution thro1:.gh neglect to d.e±'initely and 

00".lciseJ.y std te -c:18- t miosion to hinse lf,. :C:q)eric:Jnce ims 

s h own thEt the st~.tement of a ?roblem to m::in whose strntegic 

and. t ac ticcil ideas have not be en coordil1l'c ted. by tr2.ini11g 

will result in m.:>,rl::ea_ di ve:.~si ·i;y i::1 the statements of t~1e 

mission,, If there is not 1L"'lifo:i.~.1ity in the d.eter:Jination 

of the Bission t h ere will be wide divers ity of decisions . 

Fe ere wo1·king for unity of uction . If the ste.tenent 

of t:ie same :prol)lem to all can provoxe the sa~e s·catement 

of mission from ea.ch , the11 -we hn.ve taken 2;, sure ~~ild neces

sary step tcwards uni ty of e.ction . Giv-en a s i tuetion we 

will tl: en a l l hnve the sa:ne understa:2ding of the te.sk that 

situation i~~oses . 

How shall we arrive at m1i:for.t.Ui ty in the sta te1nent of 

·the Dission? ~he first step is a cle~r cot~re: ension of 

instructions. li'sually t h e mission flows d.irectly f:r-o r.1 i:::i.

structions or orcle:rs of a su:yer i or . T'nese orders mny be ~.ui te 

general and m;:,,y l e3.ve much to subordin2.te initiative . 

In ouch a case ·i;:;_-ie n ission is the taEk L1"1lJOsed by t:1e si tu.a-

tion as a nee esse."cy step in t!1e accouplishment of the gener-

al mis s iun l aii dvTTn in instructions . '.L1"1e Mission in a.nv ---- ., 

Est~_mat8 of the Situation is the task which oust be uno.er-

ta1rnn to neet t he,t si tuatior1 . It is not the tssk ul:i ch y ou 
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think may have to be vndertaken later nor does it compre

hend that task. It leads up to and makes ready for the ac

comp2..ish:TitJllt of other ta.s~!'.s i ndicated by inst:ructiono and 

by t he pro bf' 'ble fl ow· of events. In war new i nformation is 

c c::.1.sta ntly coming in., Some inforII2.tion is so impor·t e,nt 

t ha.-'.:: it cl oa:r ly cons ti 'b.itcs a :1.ew si tv.a. tion. A mission is 

then determined which projects intention u certain distance 

into the future. The missi~~ will ,reject into the future 

on"'!..y so fa!' &.3 the comrnancer c:::i.n be reasonebly certain that 

e·v9:.1.ts will not interpose to provo:!re s. c:::i2 nge of mission. 

It is im::;)Ortant tba t the relat i on be-Lr.ee!l mission and 

order ~ :f .. tom su:::eriors be t horoughly g1-as:Jec!.~ Every ruili

tary situation incident to a state of war terives its im

poTts.nc e f:rom its relation to the w-r,.r as a whole . T:C.e 

most successf::l conduct of war requires that ench a.ct of 

wa:c be directed towards the attainment of the cbj ect of 

the war. War is not siJ.111,)ly fightinc, it is fighting for 

t he a ttairnnent of a definite purpose . Now since ez.. ch 

act of war s:h.011.ld be in har:80::iy with the general -purpose 

it is evident that there must be a supreme control to direct 

t}rn acts of WD,r. This control is exercised by the Commr.mc.er

in-Chief. He is cognizant of the g ener2-l purpose. He plans 

the way that ~urpose is to be uttained, His plan assigns 

t usks to fcr00s. The success of his plan depends in pa rt 

on how i T1. ta.:..1:;.b e:1.tly h~s su ·bordina tes execute the portion s 

of t h e plan allo ·ctod to them., If they, on t he ir m1n i:ai tia-

ti ve, change their part of the plan the Commander-in-Chief 

then is no longer working with a plv,n that is a who7 e 'but 

with seveTal plans of parts . The plan of t he part may 

succeed. but the success may be worthless because it does 

not fit into the pls.n of thP whole. The Mis 3ion must nor

mally be derived from the qrders you ha v·o r eceived. 

There is nothing s·o i m1Jortant in wa~ as obedience. We do 

not advise mec~anic~l obedience. Ask f irst TT'.7ha t wc.s my 
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superiors intention reg&rd.ing this o:ca.er? \iha t ma.y have 

been his vievm on this subject? Wbat info:::..·IIG, tion did he· 

he.. ve when t lle or·d .. er was i f sue a.? vtha t ea.a. i tiona.l i 11.f o:rraa

tion have I now? How would. this inforwation hsve affect

ed my SUT>e:;.•iors order? n It is only t:rns t:ia t dea. d. m0cl:..aE

ical ohedi en~e is s.vc iled and active obedience coni"bincd 

with init:.e,tive is p:-oduced. 

There is another point that co~es in here tret is 

discussed. by Ingelfingen as follows: "It is never e 

good thing in war t b criticise the meesures of superior 

autho:ri ties not even quietly in ;rour own mind, becaus e 

you . cannot place yourself in their positions. In war all 

order s fro~ su~erior &uthority ehould. be considered as 

decrees of fate , like rain and sunshine, day and night, 

and no ot:i.0r thought shoulct be given them than how to 

execute them best and how to u....-viderstand. the intentions· of 

superiors in the most co~~lete manner . Criticism is apt 

to spoil your :pleasu.1·e and keenness in your work and be

sides is useless because in yonr poni tion it ce,r..n.ot be 

.well fou.nd.ed., ••• • • at a later time when history lays 

bare all events of ·war the motives whic}i influenced su-

periors in designing t ne ir meusures • • • • • • • may be 

studied for s0lf im?rove~ent a~d. made the subject of 

independent reflection 0 rr 

F..aving determined the mission ri.nd clee,rly fixed it 

in our minds as the guide of all our efforts we must next 

investigate the difficulties that will oppose the accoill

plishment of the miseion . Th.is investigation is recorded. under 

the heading "Enemy Forces ..... Their Strisnq;th, ])is-i:-osi tion , e~nd 

Prob_?.ble Intentio•c1s '2 " Und.er this hea.dii'lg in problem solving it 

is not necessary to repeat the information given in the problem 

but rather to state the deductions una .. inferences :from such in

fo~mation . In problem work the in~o:rmation of the enemy given 

in the prorJlen ir.:i usually the inforna tion that the problem 



6 

rneker, regarded as rensorIBble. It is sometirres the- d.egree of inforill,'.3,-, 

tio:n calculateri to develop the motive of the pr oblem., In act11..J.l war, 

i J.forrn.£:. tion is always incnr.1plet0 , often i ~•,ccu.:-a te , s ome times e:i tire-

1y l acki:1g.1 It ha s t o be sifted. , wei ghed , tested 1 to establish its re

liability" 

I nfor~:ntion of the enemy is i m]ortant , but an estirr..ate n:f his 

infor::i.8.tion of us is al s i n:--. nr-'-ant. 'J:he ini tia ti ve i s lare;ely a 
• 

mf',tter of informeti n . If ue 1:nov.- a.:..d he does not :mow~ t.iat is 

cne t J:ling, if we know e.nd h0 knous to o , t }mt is quite enother t }rlng • 

...:~ Pro1)1 em Solver rm .. st t .e refo re c0nsider all he knows of the enemy 

.and t 1u:n record a ll his d.ed.uc tions and inferences cone erning the 

enemy. 

':i'he e.tti t'.l.de t " aci.o:;;it throu6 h out t h e so lutiori of the :;_J roblem 

is one of deterr:1ination to fine. out., ':i:he considerations s}10uld be 

ar:ranc-ed so t ha t each one , onc e deterained from a necessary step in 

a comple te s~rvey of t he situation . T~e estim~te is no t f or the ----.. 
pur pose of justifying a decj. sion previously arri_yed a. t. It is a 

reasoned solution of a problem where each step in the process 

approaches e decisi?n , wh~ ch , without t hose ste~s could be a rrive d 

at _EX accic1ent only~ 

Al though t he part of the estir.Ja te no'.'V 1:lr ... der discussion deals 

with the enemy forces it will be :;:ollild im;irncticable to omit here 

all discussion o:f our own fcrceso 

The effort shoula. be in this part of the estimate, to arrive 

et the en emy 1 s ,oint 0f vie-rr, to tbi11k e.s he would think of us, to 

consider all the plans that he would consider , and to estim~te which 

of those ple.ns would be most injuri ous to u s., This is the l'.:'los t 

difficult ,art of t he est im~ te .a The intentions of the enemy a.re 

frequently not divineao Clauswitz said :- nTllere are alreys only 

three cases possible, and when all t hese have been provided for, the 

four t h invariably ha::;rpens.n Wellington said: - " The great thing is to 

know from this side of the hill wt.at the enemy is doing on t h e other . n 

It will not be :p ossible i n TJOS t ccses to arrf.'nge the ap11ro-
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p:ria te rerily for all the iJOOSi ole i :itcntioi-is of the ene:-ey- o But 

all courses of t' .,_e enelilY should never ·0iJ.eless be carefully con

sidered to avoid bei:ng taken by surprise. '.rhe st:rategist must 

alwa~rs be ready vrith e. remedy f o r a new situation but he will 

ra:rely issue the re:ne c.y unt i l t he situa tion a:rio es.. One mus t 

endeavor nover to be caught i n a situ.a tion that t.as not been 

:foreseen an~ considered as a po s sibility o It is only by a t~1c1·

ough and pa insta1:ing consic.era tion of the enemy 1 s :possible i n 

tentions t~1a.t surprise ca:::1 be a-voiced.. A.rJ;:7one :familiar , ;i-th 

rn.ili tary hi stor y .1mous t :C.e s reo, t rr.cral va.l ue a tts.ched to 

surprise . 

The t hird step in the est~mte deels with our own forces 

and is recvrded under the heading "Our CTT:n Forces, Th0ir 

Stre:np: th , :Oisnosition and Co11.rses Oj_) en t o 'J~ham, 11 Herc a gain it 

is n0t necessary to rep eat the data of the p rool em but rat11er 

the deductions from the data a.s ap) licd to our om.1 view poi1-it 

of our own forces. There should be a thoror...gh e:::a 'Ti in"".tion of 

the cours es of Gction open to us . Tnis exat1ination of cours es 

• should no t be made as of courses of action in the abstract , but 

as co1n ·ses of action related to an active e_nemy reedy to pro::i t 

by our error s . 

EPch cor,. r s e of action sr.ould be clearly outlined t:.nd def-• 

initely cons idered . No cours e of action sho1tld be conoifered 

that is not ca lcule tea.. to a +, 'Ge.in the n i8 sion., Having clearly 

outlined a cou rse of ~ction, ex'lrnine it g Do es it acco:i..·d with 

tlle mission? What is i jrs prospect of succes s? ?ifha.t will "be 

the penalty of fail re? Does it build fo r the fu~ure? Is it 

what the eneri-ry ~ill erl_.)ect? Arrar.g e:nents for t::.ie sure c1.tteL1.-

men+ o ~.1.- th n · s · are of Ift •r"~ · L i h f L~ • v e ,n sion i o v im:po rvance , l, en or e.n a 1., v<"~i n-

ment of the mission thct wi ll bring· the llitlximurn ultimate pro~it~ 

It is convenient to examine the diffe!'ent cou1~ses of actic,n 

in what :cay at :firs t a ppear their order of' meri •L When all 

r ees o~able courseo of have been examined and weighed 
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one of the courses of ac~ion is d.ecicied upon. This is ce,lled. 

Ti::.e r_ec_i?i OQ is the v;ay adopted co c.. t '~a.1-a tne mi S'310:::1. , It 

com:9r0r.en cJ..-3 a -· ~L .nite ple.:n f -:-J r the i m,mdiate ::'uture41 '.1:he 

deci sion shculd net projec t ~1lan so :fa:r into tl:.e future as to 

orders are al~ ~P~ i~var~~Lly injurious. The tAcision should 

be such the,t "Once reac:ied must be unwaYfJl' ingly carried out 

with our. V:hole ~ne:rgy o" Budde c,ks s c.ys tL:i s condition, i:his 

u.nwave:r.utg execution of decision, "i.s of so great importn.r2.ce 

in ta.ct:i. cal a::fatrs that the b€st course of action, if carr i0d 

out ha:'._f heartecily , will come to ntmght ; while a mist:i,ke in 

the ch oice of courso can ofteil be entirely offset by decided 

and cc.1:fic_ent acti" n. n 

T~e decigion must not betray indecision . The decision 

is the basis of o:-cdors to be v✓ri tten to s-u.bordina. tes" Those 

orders must slww reso2:ution,, nResolution is not a heaven-sen(; 

gift. It is a quality of mi.nd 1 ti1.e J;;roC-:.uct of keen desire to 

• perform a certain ac t, and. the sure l'"..n0v1ledge of now to ucc:im-

.. 

plish it.," 

Ingelfingen says nrn ctec ision on the :part of the Coiill:18.nder

in-Chie~ may q_uic}rly destroy the powers of tl10 troops and renc1-er 

in a s hort tine t1Je whc-le a:r-::iy l1nfi t f or battle. Hence in wo.r 

it is better to undertake s o:_:,J t:t.ing with firm deterr.1.ir:.ntio~ then 

to vacillate hither end. tti ther, order counter orcler, dieorder. 

In uar we sho·u.ld .'.1cll1ere to what we see to be goo_d enough and not 

be led ast1·ay by seeking for something betteT ~ n 

Dodge suys in his life of Ha:poleo!l., "Many a ger.eral fails 

by forgetting his first and better intention and in being led 

astray by an 1:nim~)crt2.nt gain to dS) what is not in na tu.ral stra. t

egic secuence . A sense of propc~tion, of the relative vclue of 

things, is one of the highest qualities in the cap~ain as in every 

other worl:I.'l.an .• ir 
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Ce.::r;>ta i n El tinge in his Psychology of f.'a r sE.ys n:i:he lecder 

wl:ose ideas are not clea rly defined and whose intention is vacil~ 

la.ting will ge t only :half hearted. action from his troops, while on 

t he other hand , e dete1':nined man who has one clear idea, -will 

himself b e surprised to see how the troops res:Jond.lf 

I n th0 solution of proble~s as in t he actual practice of war 

the need of a ground i;;rork of so incl military knor1ledge is constant

ly e~""I)eriencedo If it hsp~ens that u strategic problem is pre

sented theTe is a dei.1and for k:nowledge of stra teeic principles . 

If it is a +actical ~roblen then tactical Knowledge and experience 

are r ~q~ired in its solution. The pToble~s to be presented in 

t l:is part of t he smmner course 11re princi:DD-lly of the strategic 

variety .. They a.eal with v7 id.e moveme~1ts and. extended e.reas. It is 

~uite natural , therefore, for the beginner to feel that there should 

be so1ile guide to his first efforts in the field o:f strategy. It 

is a sim:;_Jle matter to ccllect a long list of st:rategic maxims and . 
principl es but after the list is co~pleted there is alv~ys the 

d.ifficul ty of rightly applying tiiese dea.uctions from ex-_perience. 

Captain Little, who has for many years been on duty here at 

the ~,ar College, is fond 0f telling us that e pri nciple au"?lies 

T~1e point he r.oakes is th.Ht we can.riot a:Jply an abstract 

strategic or t2ctical principl e in an abstract manner. We mus t 

gatcar in the SJirit of all the 9rinci,1es nnd from that extract 

an unde::::-sts.nding th~t will be a sure guide in the exercise of 

judgment, 

LeVTyers say t La t :::iothing is so misleP. ding as [1 legal maxim ; 

Corbett says 11 a s-'crateg-ical mr..xim is in ever:? way less to ·be 

truste d in actio n . 11 Moltke in discussing the solution of a prob

lee explained the a:p:pl ic~ t _ion of 1,r inci!)les cs follo ws:- "Strategy 

is not of a kind like the abstract sciences . These have their 

inveriable and precise truths upon vhich we c~n build, and from 

which we can a.raw :f~:rther conclusions . We r ead much in theoret-



ical bMks about the advantage of o~eruting on_ i n t €rior liJes . In 

s .._.. j_te of t h.a t we must still ask ou1·selves in e.::.ch case wr..a t Rt t'.'le 

moment is t:1e most advantageous? Stra. tegy is t:ae ay})l :'...ca tion of 

common sense to -the conduct of --.va:-i.· . T:1e di:::fi cult:r lieG in its 

ezecu tio:n f c j_" in Jj~1S. t ,.'e ::le:._Jer...clent on an i nfi ni ta numb or of 

fc,ctorG o We Lave to ::na~.::e t~10 ·oest practical use o:: t~rn mea:.is at 

hand , 11 

In a.11 of this work it is necessary t0 co :n;::n;o-11tly bear in 

mind t:1at i ~s value lies not so much in the vj sible proc.uc't of our 

lo. or as in tL.e training we get w:1j le :fc1gi:ig the pro•iuct . The 

gain t:i ea.ch of us lies not in kno•i." i n3· what -!.;;he staff solution 

is but in t:10 trr.i.ir..ing rind e::perionce cleri vod fro;.1 solving t h e 

probleu.. Solutionc may not &..gree .with tLe str...ff s0lution and 

s·jill nc.y "be as good o::- better . If the staff solutions were the 

p:;_•oc..~1c~ of c. n:_a ster of uar , and were , therefore 1 presUL1ably the 

be.3t so2.u.tions ::_:iossible , even then knowledge of these solutions 

rvouJ.d be valL ~i :::.. s only a.i't ~•1· the pro"'Jlem bad been solvec.. in(le 

pendently . ~Lis kr:owlec.ge would then enf: ble us t o co ·npure t h e 

beet we ea.ch h2.d c10l':e ui th t :i10 best tha t s ny one could d.o and to 

see v.·:rnrei:a. i:;e 1".".3!'J r.t :'..':ialt 0r had fallen short . T "is com

par ison vmuld be a :;)a.rt of training , i "'.:is value wnuld lie in t h e 

guide t o bett 8r ~f~ort it wGul~ a~ford . 

We have not all the same d.egree af e:x::perie~1.ce . So t :riat 

even i= Tie each had acquired or wore endo~ed with the sa.CTe strat

eg ic i ns :.ght tl:.ere v.ould still re;ne,in a 6.ifference iL. t h e me1·i t 

of solutions clepe:.iding upon the extent of experience on which 

t:1e~.,. were cs.sod and the e.ccuracy \Yi th 1711:.ch we had: judged that 

ex:;_1erienoe. .. 

In concluding this paper sttention is et'.rnes cly called tc 

t h e possibilities :fo:r go od J.;ha t lie in tl:.e fern:. ,l ap:plica tion 

of the :princi:r;iles of the Estimates of the Si "h.ation to ·che 

problems th~t present themselv es daily to men of our pro~ession . 

If each s i tuation presented i n ordinary peace time procedure , 
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were system& tically examined to det ermine the job and tLe ~~~1od 

of doing it and if that method were fol:_owed in S}J i te of di :.:fi-

"' cul ties we -;'!."O-:.'ld go far. -- 'J e woula_ m-_:i,ko up in efficiency ~or 

at least a part of what we fail to obtain in meteria l~ We ull 

make efiort, every man in the Navy ma~es effort, but is it the 

most efficient ef~ort? If we understood the gen0rul ai□ more 

thoroughly and the relation of our own effort to the gene~~l 

aim more precisely, there would surely be great improvm~on t., 

It is not necessary to indicate S:i_)ecific insta.nces where g:reat 

improven ent would. result from e. more forr:2el ~-dl:er e:uce to t his 

method of reasoning. These uill occur to each of us as ~e becorr.e 

more faoilio.r with the r.1ethod and its advanteges o 

'.i:he habit of mind induced by :::;iracticing the method of t he 

Estimate of the Situation is a scientific habit 7 one t hat compels 

action to flow from. reason, one thet forbids the accept£.nce of 

opinion that is b~sed solely on prestige. 

One o:f t he most importa nt princi;?1es of the system is tr.at 

there is altrays a main task on which the princi2al effort muc t 

be dir ected. This idea is not in opposition to a su itable dis

tribution of effort but empD.asizes t he i mp-Jrtance of ulm1ys 

k eeping clenrly in mi:id the main thinp;o Further, we find it is 

not enough to have e -regu.e and general conce,.Jtion as a guide to 

effort 9 -- '.i.1l1ere must be a c.efini te and im~nec1~ia te ta.sk on t he 

acco;nplishI;1ent of which all t he ability and energy available 

must be concentrated.. Our presen t task is trai!ling for war 

corrD1and, -- training to develop to a maximum efficient coordi

nD,tion of eff ort
7 

unity of action in ws,r. 

The followinc is a 1:•rief outline of the methoa_ of lw.nc.Uing 

problems. 

Each member of' t he Conference will receive a copy of the 

problem to be solved. Each member will prepare a nd hand in at 

the scheduled time his solutiono It is earnestly requested 

t Lat t hese solutions be legibly writteno The paper to be used 
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is that in the 8 11 by 131r rulea_ pads. Eeoh solution sh ould be 

bouna_ book fashion with the binders to be found. in t he Secretc-..ry 1 s 

office. A margin of an inch and a qua:-..'ter shculd. be left on the 

l eft hand edge f or binding. 

The solutions submitted t:1,re ca refully e:::~an: inea_ by a me:nl: er 
• 

of the Staff . He prepares a critique of the s0lutions and 

presents this to gether with the Staff solution to thB Confer

ence~ The problem, i;idi vidu.al solutions , and the Sta ff solu

tion are then open for eener~l disc~ssion . The critique is 

divided into two parts and the discussion similarly divided, 

The first part of the critique will be on tho Estimete of the 

Situation ana_ the soundness of the resu l tin3 decisions-. The 

second part of the criti~ue will be on the orders, end discussion 

will be directed t .oward.s t l:ie interpretation of the order s,nd 

order form rather than towards the soundness of the measures 

prescribed by the order. 

The solution of the f ollowi ng proble1i1 wes prepared by 

Com.I:J.antle:r Vogelgescng to illu.s tra te t ·he ::or::-:1 end mo thoc1. of 

the Estimate of t110 Situation ., 



• 

13 

PROBLEY-1:. 

l!OTIVE :- Exercise in applying tl1e .lnetbods of problem solvir..g. 

GElIBP.AL SITVAl1IOH: - War v:;as decls.red betwe;en OP . .A~JGE and. BLU3 

1 8 Janua1·y 1909. T:i1e ELUE !,:a.in Fleet left GUAirT.AE.AlJO on 

that date :for t he Pacific via IJ.AG·ELLA.U Strait. The 

Pacific Dete.chr.1ent under comm!ld of Ties.r Acl.miro.l J-- is 

at SE.L TTLEo This detachment consists of 6 B, 4 C, 5 V, 

and. 3 colliers. 

SPECIAL SITUATION: - On 10 Februcry 1909, at 9 a.me Rear Acmiral 

J--- receives information that a large O:tAFGE convoy of 
• 

transports with escort was sighted at 6 a,m. 8 :b1 ebruary in 

Lat~ 51 ° 30 r N., Lone" 1600 ·{!. , steo.ruing es.stwe.rd, speed 

abov_t ten knots .. 

R~QUIRED:- Rear A~~iral J 1 s Estimate of the Situ.etion-

ASSUI.~TIOliS G07ERi.''H lW i!l the Bolu tion :-

(1) The Pacific De-!iaclm10nts is organized as follows:-

Division Ten 

Re~ r Admiral J-
B-1, B-2, B-3. 

Divis-ton Eleven 

Ree,r .Ad:-niral H-
B-4, B-5, B-6 . 

( 2) Rear Admiral J-- command s . 

Division Thirteen 

Cautain W--
0--1, C-2, C-3, C-4. 

Destroyer Division Seven 

Cor.:1mander F--
V~l, V-2, V-3 , V-4, V-5 . 
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BSTI MATF. OF TE!i: f3I'.L'UATIOH. 

HISS IOI~: - ~o p:-evenJ.:; this e:neay f'orce fro:11 l andi ng on 

o-c.r Coe,st., 

EKEZviY JPORC1iJS : ... '.i:r.eir Streng th, Dis:posi tion, anct rrobal, le 

Intentions. 

Ir:fo:.·re tion rega.::i.·d i ng t:t e strength nnd. dis1') osi t ion o:f the 

cLemy f orcGs is very i nde::i n i te. All tl:..at is k:no\-:-n is that there 

is a le.rge convoy of tra.ns:io:rts vii th f ;,n escort s te:.!nin.g to-;-mrd.s 

our \'le st Coc:-s t.. '.L'he escort v;ould li:::ely be a, fo1·mida'J le on e, 

for s uch a movement on t:he :pnrt of t r:c enerJ.y woula_ ind.ica te that 

he was directing his maxi1.1um effort towards i nva s ion; and the 

p1·otection necessary for t:i.1e tT£'.:i:1.Sport of e, l arge body of troops 

would entail the errrplo:,rme:i.1.t of a naval force ve-ry coi'1s idernbly 

superior to any ::'orce tl~a t vre might at present be able to send 

agai~st it. 

'.2he necessity of guarding the convoy, however, entails a 

tac ti cal -geekness which might be taken a.dvf!....1.~ tage of, 

Judging from the position in which t?1is force was sigi1ted 

and its course, it seems m.ost i)robable thEt it is proceBd.ing on 

a great circle course from the enemy home cov..ni;ry to -the Pu.e et 

Sound region. The enemy, t lle:refore, :pro1m'bly intends to occupy 

that region as the fi 1~t step in his invas ion. 

This force ,;,Jill })robable be proceeding with a strong screen 

well advanced fTom his train. and from the m~. :in body to the Escort. 

At night he will probably e.dopt a close screening formetion around. 

his train. 

OUR OYi.N FORCES: - ':'heir St:;.~er:.3:th, Dis:s,os it ion and the 

Courses of Action Open to Us ~ 

Our omi force consists of 6 B, 4 C, 5 V, a::.1d 3 coll iers. 

This force, though small, rep resents nll t het we he..ve in t:_is 

theatre of war . 

There is nothing else ...-,-i th which to o:p:;)os e the evid e:nt r-u.r-
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pose of the enemy, ana_ the situ.a tion d.eI!l['.nds immediate and well 

directed activities. 

The Courses of Action Open to Us are:-

1. To remain within the waters of the Puget Sound region; 

to deliver an attack upon the Convoy in those waters 

in case thut be the ene::ny objective. 

2. To :proceed to gain contact with the enemy forces to c:te

termine their strength and c1ispos itions with a view 

to attacking the convoy before it arrives on our Coast. 

Inasmuch as the strength of the enemy escort is not lmown, 

and since it mo.y be much stronCTer than the forces in this comm.and, 

it uould be extremely hazardous to a.wait his entrance i·1to the 

Straits of San Juan de Fu.ca before !)Teparing an at tacl: , 

The enemy will realize t}m t 110 -will be op11osed by w11atever 

force we may have; e..na. if he res.ch the Straits unmolested he will 

be in a position to guard the entrance, after his Convoy shall 

I'-ave passed, against any force that m£,y try to enter; and he will 

be able to push ahead a strong recOlL."'1.0i tering force -'Go uncover 

the p0sition of any naval force of ours that may be inside the 

Straits or the Sound. He would ~be be able either to defeat or 

contain that force and it could no longer menace his Convoy. 

Our naval force inside the Straits conld fo r a tiI!le be under 

the protection of the series of Pu.get Sound fortifications; but 

they could be contained behind those fortifications, and the work 

of landing the enemy troops could be carried on with security. 

:Employed in this way our naval force would come in the cate

gory of what Admiral :Mahan r...as ·celled a n:fortress fleet''; and 

which he designates as a faulty and vicious employment of an ac

tive naval force. 

The fortifications would most li~ely fall because they could 

be taken in reverse; and ·when that tirae comes, this force, em

ployed behind those defenses, will be lost, without accomplish

ing its ~i ss i on or seriously menac i ng the , regr ess of the 

enemy rs car.1paign. 
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The first Course mentioned must there.fore be rejected. 

The Second Course .:nention·ed conserves the r:1obili ty of this 

f o:: ce; anrc t~nd.s to clear u p the si fa;.a tic n by provic..irg us 

with information rel8.t ive to the strength s.na. dj_spo::.:i tion. of 
, 

the enemy 1 s escort, TTbich is absolute necess~ty in I an ord.er 

that proper di cpos iticns cen be m~de ~nth a view t o herass

ing and a t+a.c~:ing the Convoy. 

Bsd weather conc.itions, likely to be n::et with at this 

sea son o:f the year in the Northern PG cific Ocec.n, rncy ca--.iso · 

a considcrnbJ c e:_ongation of the e11emy 1 s :forltlat ion beyond 

his power to successfully protect; it may even cause e. scf. t

tering of' his force. Th0se conditions should be favorable 

to our pnrpose and they e.re possible advent~.3 es thP.t w e 

shou.ld. be in a pos.i. tion to grasp. 

])];(}ISION:-

(1) To proceed to sea with my entire :force with a. view 

to attacking the Enemy Convoy. 

llinor Decisions. 

(2) ~o proceed at noon. 

(3) To follow g~eat circle course f~om Tutoosh towards 

point whore enemy was sighted. 

(4) To form a scouting line of 4 C 50 miles in ~dvance of 

Main Body with 25 miles tetwecn vessels. 

(5) To keep armored cruisers , and destroyers togeth~~. 

( 6 ), To send colliers to rendezvous 60 miles S .W. of Cape 

])isappointment. 

(7) To appoint a rendezvous for combatant vessels 20 m.iles 

Ue~t 1Jaeff of ~atoosh Id. 

( 8 ) To usa Cipher B for wireless. 

(9) ~o rennin in B-1 with muin body. 


