3 o 2 Naval Wwar Lottrqﬂ"‘hgﬂ' 1
o | | \T¥ 40
LEADERSHIP '

Dre« Douglas Freeman

I am certalnly grateful to the Admiral for his introduction,
Speech-making is bad enough in any event - its a terrible thing =
but T don't know that it's any worse than spesch-listening.
The worse thing about it is having what 1s known as a Who's<Who
introduction. Some man with an edition of Who's<Who about ten
years old gets up and gives everybody your biography from Who'se
th, and by the time he gets through you say to yourself, "Well
God knows there is but one thing left to do and that is to bury
him," Of course when I get up, there are a good many who think
that 1f I have not been buried and dug up, at least I am what
they sometimes call me at Army and Navy schools the "Rip Van
Winkle of the Armed Services." That is because I have had the
pleasure of studying the history of our Armed Forees for a
period of now almost forty years,

When I was a lad I had the great pleasure, the Infinite

N

honor, of seelng some of the great men of the war between the
states., Strange as it seems, 1 can remember Jubal Early; what
a somber, 1 almost sald - sinlister, figure he was as he walked
around town, ohnving tobacco flercly and leaning on a long staff,
As soon as we little lads would see him"e would run away becaus
it was thorou3h1§ undeérstood among all of us lads of tbgnt five
years old or thereabouts that Ueneral larly ate a little boy for
breakfast every day.

I remember John Sigeaud; I remember Fitzhugh Lee; I remember |
James Longstreet. T knew well a number of the younger atarf/<¥? 1



officers of Ceneral Lee and Uencral Jacksones I lmew personally
and talked often with three of CGeneral Lee's staff officers,

one of them his Asslstant Adjutant General, and of course I

knew the leaders of the Spahinh War, of the First World Var

and of the Second World War, Many of these men of -the Second
World War I taught at the War Colleges And it was mmusing beyond
expression to go to headquarters immediately after hostilitles,

. to go to General Eisenhower's headquarters, or to General Clark's
headguarters, or to Genéral ncArthug'. headguarters and see

gome of these men I had known as a Major at the War College,
stand:up and say, "y God am I going to have my historical
photograph taken now?" So those are the circumstances that

make me frel as it were, that I am the Rip Van Winkle of the
Armed Services.

But no man ean go through this long stretch of years and
have the honor of seeing these great men without having an
admiration for them, an admiration for the service and a reverence
for the leadership that these men exemplify, I have geen & new
chapter of it during the last year because I have been studying
George ﬁanhlngton after he came to the command of the Amerilcan
Army in June 1775, Nothing that he had ever done before showed
the qualities that he then displayeds I don't think anybody !ho‘
studied w.-hingtonAas he was in 1759 1s prepared for what
Washington was in 1776 I think strangely enough, that out of
his ‘eivilian training, out of all the difficulties he had to
endure, there developed the patience, the maturity of Judgment,

the essential sanity that were the hallmark of the remarkable
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abillity of that man,

. Yod Yuow we 1ooK ad Washington usually through the silly,
stupid pages of Parson “;ama or as we see him Iin the portraits
oficilbcrt Stuart. I think either approach is wrong, Washinge
ton wasn't the stupld prig that he is made out to be by Weams,
nor was he the embalmed celebrity that he appears to be in
Gilvbert Stuart's portraits. Of course many of the portraits
of Gilbert Stuart are pretty good works of art of the type and
of the age (he made a good iiving in portralts of George
Washington) but personally, except the one at the Boston Art
Museum, I'd ligo to see all Gilbert Stuart's of Washington
destroyed, I wish they were all burned up because they give
such a false impression of the man, The Peal portralts of
him, even the Trumbull portraits, have so much more of the
vitality that was Washington, %the sanity, the judgment, the
humanity that wes his, You who are older used to see George
Washington presented to you in front of the Bast portico of
the Capitel. Washington, being a modest man, I think would
have been very much embarassed if he had seen how nearly naked
he was presented in that itatua of him in front of the Capitol
where he sits in a Foman toga which would sult Washington weather
in July and no other weather in the world, And he sits there
with his hand outstreteched as If saying, as Laurado Taft used
to put it, '!y body lies over at Mount Vernon = my clothes in
the Pension office."
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He exemplified leadership which is not anything like as
complicated as some of the-psychologlsts would ﬁnke it out to
be.‘ Psychology 1s going to be a great subject one of these
days. How 1t's jJust in its Infancy, and when we try to apply
it in the abstract to problems of leadership we usually make
monkeys of ourselves; we don't get very far, Leadership is
fundamentally common-sense and mankind, Naybe I'm going to
over-simplify 1t for you this afternoon, because I'm going to
say that it consists fundamentelly of three things and three
onlye If a man meets these three conditions he 1s going to.bo
a leaderj if he falls to meet them he may be on the roster as
the head of n.commnnd, but he will never be at the head of that
command when it marches down the pages of history = nevers

'Pirst, know your stuff -- know your stuff, just ﬁhnt. Iir

you'are an aviator, know it And know something else besides,
We are entirely too much disposed in the American Armed Services
now to have men who begin thelr professional career on too

narrow a foundation and they go up and up and up, ced the higher .
74thoy go the thinner their knowledge 1s. We have to have spooial-.
ists but very few of them can afford to be primarily the leaders
of meh, Our advanced specialists, they must be men who lmow
something about leadership but they are primarily laboratory
men = research men., <he leader must have a broad foundation

if he 1s going to keep his position, Xnow = know your own'
branch, know the related arms of the service; you can't know

too much if you are going to be a successful leader, And know
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the yesterdayss I have always said, and sald many times here
at the War College through the years, "Pon't rely on us military
historical writers too much, We don't know but so much, We
can't fight wars," But after all don't ignore the yesterdays
of war in your study of today and of tomorrow,
I always thought that one of the finest things that ever

an sald about McArthur was that when he had a period in which
- he was relieved of aotiie administrative duties and was for
three months able to do as he pleased, he took those three
months and caught up on everything that he caould read in order
to bring his knovledgo of teoday Into line with the yesterdays
of war, .Tha same thing is true of Marshall, MNarshall is one of

the most avid readers of militery history that I krnow, <‘he same
| thing 18 true of Nimitz, Of course Nimitz sometimes made bad
choices of hls reading, He sald to me one time for example,
- "Ah Doctor, you never will know how gratorgi I am to you, "
and Do mentioned one of my books SHAS 5 hed Fed Bb Guam
while he was in command there, I sald, "How 1s that Admiralp"
"well" he replied, "Every night alfter 1 had finished my duties
I would go to bed and turn on the light and I would read for
about half an hour of some of General Lee's proplqms in dealing
with his subordinates, Then I would go peacefully to sleep,
because I would reason then that General Lee's problems of
comnand were infinitely greater than mine were and that I
had a far casier time with my lnboréinatos than he had with his."
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I said, "Admiral, you never were more mistaken in your life,

‘you had "cuckoos" and some "prima donnes" with you and 1'11
not argue with you about that, but what put you to sleep was
not peace of mind - it was my style."

Know your stuff-know your speclalty, know the background

- of military hilstorye IKnow it so that when the man comes up
to you and says, "What do I do in these circumstances, with
this weapon, with this gunt" You can tell him, and 1f you
don't know and want to be a leader, then for Heaven's sake tell
fxim hone.stlf, "I don't know", A man verj seldom loses the
respeot of his men if he says he doesn't know something when
he can demonstrate that he knows something else, but look out
for that man who tries to bluff about his knowledge,.

I was dealing one time with a very tough audience and I
happened during the course of my remarks to say something about
Iwo Jima, I didn't think I wes doing so hot myself, I wasn't
getting on eo. well, but when we came around to the question
period, some man way back in the sudience sald, "Doctor, you
have been taliing about Iwo Jima; would you mind discoursing for
a minute on whet you think of the tactles of small landing
parties as they were employed at Iwo," I sald, "I dén't know
e thing in Jod's world about 1t.," 1 saw my audlence was very
much relieved from that minute, If you don't know say ‘so and
try to find out. |

Know your stuff, Now that means & lot in the way of the
utilizetion of your time, #nd 1t meens a lot in the way of
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utilization of a Navy wife or an Army wife., You boys thinkl
you have & hard 1ife to lead, You don't have any tougher

life to lead than the life of a Navy wife, And both the

Navy husband and the Navy wife need to learn all they can,

when they cane I'd like to give you a little motto on that
questions I gave it to one of my historical secretaries,

She happens to be the one who came up with me this morning,

She said 1t was the most useful thing I'd ever told her., it
came from Oliver Wendell Holmes, the Chief Justice of the
'Supram; Court of the United States, ought to have been Chief
Justices Holmes would get a boy from Harvard Law School every
year, and that boy would have pne year as Holme's law clerk,

a magnificent training, out of which in their generation have ,
come, some of the best lawyers in publie service in Américn.

And one of the favorlte things that he would tell these boys
was, "Young man, make the most of the scraps of time," Now
believe me, if you want to know your stuff and know it better
than the other man, you've got to spend more time on it, and if
you are going to spend more time on it you've got to make the
most of the scraps of times *‘he difference between medioerity
and distinection in many nAprotessional career is the organization
of your time, Yo you organize it, do you make the most of the
scraps of time? Bless my aoul,'I don't suppose that the Admiral
with his dignity and justice and regard for all the amenities
says "no" to you about playing bridge, but there is many a man
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who would have three more stripes on his sleeve if he gave to
‘study the time that he gives to bridge. DFon't say that you
have to have the recreation, You have to have onéugh recreation,
but diversification of work is the surest recreation of the mind,
You don't have to go and forget the whole worlds You have to
‘work different brain centers and that 1s all you need to do,
If you do it you get the recreation and out of the recreation
you will get the training, Write it down, my young éoumnn. my
young mariners (I love the word "mariner") = write it down,
"Make the most of the scraps of time,"

If we have another war, which Almighty Yod forbdbid, and
I know not one single leader in the armed services who does not
say Amen to that - 1if we hnvi nnoﬁhor war it 1s going to be &
highly technleal war, but the older principles of leadershlp
will stand, Number one will remain - know your stuff,

I have not a record of a single American soldier, a
aiﬁglo American admiral who, when all was sald and done, was
not proficlent in the knowledge of his speclaltye PLon't think
the time spent at schools 1s lost elither. Professional tralning
for war is a categorical imperative of effliclencys In history
I believe I knew General Lee's Srigadier, Major, and Lisutenant
Generals pretty well, I think I have written about most of them
however poorly, Of all that company there were only two who
became distingulshed division commanders who had not had professional
traininge



This idea of the insplration of the soldier is nonsense.
The idea that out of the great body of our people, you are
going to get soldlers of high emminence = there is abesolutely
nothing to ite If you require professional training to save
the lives of men in peace, and you call the man who does it a
physidian - are you not likewilse called upon to have professional
training for war in order to save the lives of men in war, And
that man you call an Admiral or you call him a General, Pro=-
fessional training is worthwhile, The best money that ever
was spent on the Navy of this country has been the money that
was spent horq at Newport, I don't bellieve any man can contradict
that,
. Enow your stuff-and be & man, That is number two., Be & men,
We have had some leaders in American history who may not have
been all they ought to have b@en in thelr regard for some of
the amenities of life, but I never knew a great American a&tnnn,
I never imew a great Amerilcan soldier, or read about one who
was not fundamentally a man, And that means a man of characterg
it means a man of industryj it means a man of fair play, We
were talking at the house of the President of this Uollege a
littlo while ago about the matter of courages. #nd the Admiral
sald to me, "Doctor, have you ever found in history any process
by which you can tell whether a man 18 going to show courage in
action?" 1 sald "No, you never can; I don't believe ybu‘over

will, If we do 1t will be thousands of years hence and by that
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time please God we may have sense enough not to fight wars"
« but this 1s a facty the type of courage that keeps a man
from turning his back on his adversaries and running away 1is
one things That i1s not so uncommon, But the type of courage
that 1s shown by a leader who will take his part of the load
in all eircumstences = that's a much rarer type of courage,

What is the coward? Who is the coward ;n the high rank?
He is not apt to be a physical oraven but he 1s a man who ;
sometimes trles to pass on to the other fellow the more difficult
job and won't do his own, You take that great Captain of the
state. from yh@ch I have the honor of comlngs You.csn see
besutiful storles of the physical courage of General Robert
E. Lees I never go to Washington from Richmond on Highway No. 1
that I don't see (Ellis Lee) where he was standing one day on
the porch with a glass of buttermlilk between the table and his
- mouth when a‘round shot came within four feet of him and
shattered a little of the door. You can see Fhe place there
today, and it was sald that no man obaorved.n quiver when the
glass went to his mouth, I have read the story of how he
conducted himself on that bloody field of 5potalyvaﬁia Courthouse
the anniversary of which we observe tamorr&v; That is fins,
but if you want to see what courage 1s, what the real test of
the man 1s, you read Lee's farewell to Jackson on the 2nd of May
1863, When Jackson, called upon to make the great turning
novem;nt there at Chancellorsville was asked by General Loo,A
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"What troops do you propose to make this movement with?.
Jackson sald, "My whole corps, sir," Lee then had about
fifty thousand mens Jackson wanted to take twentyeelight
thousand of them, put them in ;otion around the flank and
leave Lee twenty~two thousand men with whieh to face the
FPederals while Yackson was out of astion and making that
movement around the flank, Lee could have said, Yy théso
are impossible tlguro-; Take fourteen thousand men, and
ledve me enough at least with which to defend this line agalnst
these seventy-five thousand Federals here in the wilderness,"”
liot soe Lee imew what concentration of force meanty Lee lmew
the doetrine of superlority of force at the point of contact,
Lee had the odnrage to take his chance 1n order that his comrade
might have superiorlity of force for difficult offensive operations,
In that, gentlemen, and it is repeated gloriously a hundred
times in American history, In that you see what I mean by the
- word courage = what I mean by the words, be a man,

~ Aye, = Be a man who 1s diseiplined in spirit, DBe a man
who is observant, How many fine persons there are who go
through this worlde Never forget and, as Cod glves me might,
I shall never fail on a lecture to mention Cadmus Marcellus
Wilcox = Cadmus Marcellus Wilcox and his observation of a
string ovOr'tho apouldor of the Federals in that same battle
of Chancellorsville, Remember Cadmus Marcellus Wilcox? What
a name} Cadwus had his orders, "You move when the Federals do,
you've got one little brigade here, you are holding Banks Ford
and when they move, you move," Cadmus went out the next morning
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earlys (ZIvery good seaman cught to be out early, People talk
about what you ought to do in the redemption of the American
peoples 7The American people need nothing In this world more
than they need to get up earlier and to go to bed earlier,)
Ctaﬁus Marcellus got up earlier than most men, and he went out .
and looked, which a-great many people never do, and over Bank's
Ford he saw that Federal sentinel walking his post, and another
and another down t.he line, in plain viewes Well there is nothing
uncommon about a sentinel walking his post is there? But
| Marcellus wasn't content with that, Marcellus took his glasses
and he looked at that sentinel who may have been thinking about
anything under the Qun other than his military dutles; and
Narcellus observed that over that sentinels shoulder there was
a string, and behind that sentinel's left hip as he looked at
the end of the string was his haversackes And Marcellus looked
‘ut the next sentinel and he had on his haversack and the next
and the next and Marcellus sald to hﬁnnolr, "Those birds are
getting ready to move because if they were simply in camp they
wouldn't have on their haversacks and their haversacks wouldn't
be full, They have got thelr rations on them because they are
getting ready to move," He ordered hia artillery hitched, got
his infantry in positlion and within fifteen minutes after those
Pederals started their withdrawal, Marcellus was in the road
and he hadn't goné three miles before he had the great opportuniey
| of hls career to stop a Federal ottqnsiva.

-]l



Obgservation! O5e a man, not a blind man, Might as well
go down in the. ongixie room and stay there if you are not going
to look and see, '

Last of all, the third points Look after your men,

Look after .your men. “hat a simple thing you are saying,
Rip Van Winkle} Here you have three-fourths of the brass
anéd nine~tenths of the bralns of the American Navy before
you and you are saying that leadership 1s three things and
you have listed those things so simply. ZXnow your stuff, =
be a man, - and look after your men, We came a long way to
hear you Rip Van Winkle and 1s that all you have to say?
Yesl That 1is all, because that is the sum observation of my
travels. Look after your men, -

Oh I mention to you the fact that as a youth I saw those
gray columns moving up the street and I heard the clatter of
forest cavalry forty years after, I saw those men who had
thrust through the wilderness, those men who had stood at
Second umnus‘su, and those who had climbed the hill at
Cettysburg and had their red bamners with them until twenty-two
of those flags were there on one acre in the Federal positions
I saw them; I knew many of them, and often I asked them, "Tell
me, that great man who 1s our southern demagogue, this Lee, what
was there about him that made you reverence him? What was there
.in him that made you tell us that next to the love of God and
His Son, there had to be reverence for him?" An ineredibly
simple answer my friends, they gave me, "Oh", they sald, over
and over again, "He looked after hls menl Ve knew that when
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he dannndad'anythigg of us, it was because he had toe.

And when he said, 'Men, you must teke that height', we took

it, because we knew that was the cheapest thing to do." He
looked after his men, So did his Lieutenants = some of the -
men to you unknown, Did you ever hear of the name of John

e Cook? Some of you did; Just a Brigadeer General in the
Gonfederate Army, I remember him well, an old man rumning

a grocery store, an unprosperous grocery store, He had in his
head the most beautiful bullet hole iou ever saw in your life.
He must have been hard~headed = it never cracked hils skull,

One day when he was in his thirties he was commanding two little
regiments at Sharpsburge On his left early in the morning
something had happened. ©“omething had gone wrong even with
Stonewall Jackson, and the flank had been swept back. The
Federals were at the Dunker Church, and Hood's great Toxlps,

the Grenedier Guard of the Confederacy were panting In the woods.
The tide swept around to the center on that segmented battlefield.
There an impression was made, not too deeps Hood stood there, a
little salient, = two reglments; and against his fire, with the
supporting ertillery around the Dunker Vhurch a Federal corps
brﬁkm itself in vain., “uring the fight Longstreet sent word

to him end asked him if he wanted help, and I am told that of
all the classic cussing that ever has been heard in the Ameriéan
Army = and the American Army sometimes casts rdlections on its
adversary's ancestry back six or eight generations, there never

had been heafd‘aueh words as those that Gjok sent backes
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"Give him help} lNot u'ntil every man he had was pursuing
through hell the last Yankee in front of him," Or words to
that effeets I said to myself, "What 1s in that man? What
made that 'T'enfy-aoﬁenth Horth Carolina regiment that way? :
This Third Arkansas = Arkansas is a good state, good fighters.
They have some mighty long=winded politiclans among them, but
what made that Third Arksnsas regiment do that? And I took the
- pains to go back and I found that from the very time that Goolk
had taken over that regiment (he had been a captaln in the
regular army before the war) he had done everything he could to
tell those men, "I am golng toﬁ qﬂnnd the. maximum of you end
I am going to do the maximum for you." He held them to the
hlghest standards and he did for them everything that & man could
to protect them from éuualties.

Look after your men = it means many things; it means many
things that you don't think about. It means mail facllitiesy
it means foods General Lee, no matter how much impoverished
hls commissariat was, never falled to inerease his men's rations
after they had won a fight. Hot food 1s one of the greatest
builders of morale in the history of war, Looking after your
men means looking after their clothes. I was telling one of
the officers today how much emphasis George Washington laid on the
cloanl_ineaa of persone That great buillder of morale, that
same Lee, when he got his men out of a dirty ceampaign always
tried to put them by a stream where they eould wash, And the
" most vallant men were the men who, if they needed it, got

|
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the new uniforms, Look after your men and your men will look
after yous I don't bellieve there has ever been an exception
to that dictum,

I said one day to McArthur, "You lmow I think when I come
to write the history of your campaign, there from the “olomons
northward, one of the things I am going to find the most difficult
to understand is how you did so much with so little," Well he
lighted his corn=cob pipe for the four hundred and fifty-third
fho that afternoon, and made the seventeenth oration that he had
delivered to me that day, and he sald many things that were
absolutely true and sounds #nd we talked about his casualties,
- about how few there véro in terms ofvhat was done, I said,
"pifficult as it was, you looked after your men," 4nd I quoted
him some of the things I told you, He sald, "Well 1f there was
economy of life, it is something for which" == and he dropped
all his theatrical manner - "s'mthing for which I will be
grateful to the end of my days," He sald, "When I thought about
the number who were killed, nothing could console me except the
thought that maybe by God's grace and hard effort we had saved
some that might otherwise have been slain,” He is a tall manj
he got up and walked the floor as he sometimes did when he spoke
but believe me he grew taller and taller in my eyes as he spoke
those wordse

Gentlemen, have 1 over-simplified this case? I think some=
times we over coz;xplioato' 1t, It think sometimes we take these
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books on psychology, we take all the arts of salesmenship and
we try to apply them to the Armed Services in a manner that is
too elaborate. I don't believe L'm over-simplifying when I
say to you, know your stuff, be a.mnn. look after your men.
Rgmembor you may in Yod's mercy have had your day of battle,
You who were there In the Aretic night =-- you who flew across the
hump == you who went from South America to Africa-- you who
fought those submarines up and down our coast == you who went
out from Pearl Harbor never knowing whether that.snhnarino would
come back again or vhpther_your burial place ever would be known
to men == you who were in the supply service == you who were
in the battlefield.-- you who had the Immortal honor of serving
with Spruan;;, with Kineald, with Halsey == you may have had
your day, you may live until over it all comes the glamour of
the years and you may tell the tale so often that you'll hardly
be able to dlstinguish the fabrie from the embroldery. Such
things happens On the other hand your challenge may lie shead =
the era of Atomiec warfare may bring'uavproblems vaster than anye
body ever faced bctore.' ‘
I covet but one thing for you and that 1s, if you come
to the final day which must for America always be the day of
victory, i covet for you nothing more than that in the day
of victdry you can say with a clear conscience what was said
by the vanquished as he rode back through those thin gray ranks
across the red hills of Appomatox one day in April 1865, IThe
men knew tﬁat'somothins had happened because he @nd been ih the
midst of the Federal lines. They broke ranks, they thronged
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the road, they gathered around him, they put up their hands,
"General!'," they said, "Generall Are we surrendered? Generall}
Give us another chﬁnoo, we'll fight them now." He said "No,
my mene I've done for you the best I knew how to do." Your
nation demands of you no less than that; yéur consclence ahoﬁld

ask no more than that you do the beste



