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Gentlemen, the subject of our lecture th1;<morn1ng is "Command
Leadership!’ You've been involved in the study of Human Relations
and it ls apparent, that in an officer's life there is hardly
anything more important than Command and Command Leadership.
I'm sure you'll agree with me that we'rs moat fortunate in having
RADM Danlel B. Gallery to give us this talk this morning on
"Cormend and Commend Leadership.” I can think of no one with a
better background and who had demonstrated his abilities along
this line more than ADM, Gallery. He has written several books
and many articles and in every one of them, you will find that
in meny msny Iinstances in which he expresses Command and the
value of Command Leadership that sometimes in a rather light
vein ﬁut it all comes back to the fact thet Leadership is the
biggeat part of our life, I take great pleasure in welcoming
RADHM Gallery back to this platform.

I consider it a great honor, as any officer would, to be
asked to come here to Newport and eddress the class of the
War College. I must admit I would have preferred an easier
subject than this one that I have, "Command Leadership,"”
This subject 1s, of course, oné of the moat important things
that we have to think about in our profession, but I take the
platform this morning with some because you
people of course are making Command Leadershlip your life's work
and you've been succesaful at it, otherwisme you wouldn't be here
this morning, so that puts me in a rather difficult situation
of lecturing to a group of experts on their speciality.
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How don't think I come here befores you as an expert, this morne
ing, except in the sense that they define an expert around the
Pentagon; namely, an 30P with a briefcase from out of town,
However, if there ls anything in my own experience that ocan be
useful to you, gentlemen, l1'm certainly gled to share it with
you, :

How, the subject of Command Leaderahip covers & wide field
ranging all the way from that of a Fetty Offlcer 3rd Claas to
that of a Commander-in-Chief, I will reotrict myaelf, this
morning, mostly to that of the level of the captain of a ahip.

To talk about Command Leadership in a high command level
is a 1little bit beyond my own experience, I'm sort of
groping my way through that field myself right now. And bdesides
it seems almoat lmposalble to lay down anything except a few
broad general principles about tho upper echelons of command,
Tho methods of exercising top command seem to vary with each
individual, For eoxample, what aimilarities can you find
among our top leaders during the war - Admiral Eing, Halsey,
Jilmite, Hac Arthur; Eisenhower, Bradley, and Fatten, There
are several different men who, &0 far as I can gee, are
totally different and theat the methods whioh work for one
would not neoessarily work for the othora, In fact, I think
the only general principle that you ¢an lay down about command
on that level 1s to surround youraelfl with good people,
dolegate authority to them, and, as long es they bave gour
confidence, to back them up to the limit, And when you get
right dnwn to brass taoks, I guess that formula applies to
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the top management in any field of endeaver, whether it's
military, poilticsl, or industrial; the higher you go, the
more you have to depend on your subordinates,.

dctually I think 1t takes more leadership to be a good

captain than 1t does to bo an admiral. ia fact, I think that
the captain.of a big ship osocuples the top spot in this world,
so far as personal leaderahip 1s conscerned. %The flag officer
has a large staff helping him and his porsonality isn't often
felt as directly as that of a skipper. He doesn't personally
make as many decisiona which directly affect the performance
of his forces as a ahip's oaptain does., I think an outatanding
captain is practically sure to be a good admiral, and that a
medioore one has little chance of being one. So I'11 stick
mostly to the captain's level in this talk, ©On that level
Fou can loeck at the thing from several pointas of view,.

For example: How do you qualify for command leadership in
the f£irat plece. How 4o you prepare to assume that lesaderahip,
- Well, you do it by experience; by training, and by what
you gentlemen are doing here now--by professional study. You

prepare for command by going to sea and rubbing elbows with
ships, seamen, and with the problems that arise at sea,

I can readily imagine a captain of imdustry, such as
the president of the United States Steel Company stepping
directly from his office into a flag officer's billet and doing
& fairly good job of 1t, even at gea, if ho han a goed staff,
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but I cannot conceilve of him stepping into the shoes of the
captain of & big ship; the skipper has to make too many
split second decisions based on his own knowledge and experlence,

We all know that the performance end proficiency of a
ship depends to a very great extent on the ability and per-
formance of one man--the captain, I would say that the
cnptnin'nupplius something over S0 per cent of the ship's
total perf'ormance,

You can chunge a ghip from an effic iemt fightling unit
overnight intc a weak sister just by changing skippera, An
efficient and well-trained ship with a skipper who can't make
up his mind or who can't handle the ship can be practloally
useless 1n a task group. And on the other hand, a ragtime
sloppy ship will straighten out pretty fast if skte gets the
right kind of a skipper. I think we all agree that
hot«<shot skipper with a crew of recrults will get mush better
regults than a veteran crow wibh'a clumey skipper.

liow at the risk of saylng some things that are pretty
obvioua, I want to begin with some generalitles  Firast of
all the purpose of command leadership is to accomplish whate
ever mission is ypiven to your command and to get the maximum
possible results from your ship, Let's get that straight
right at the beginning because 1% is very easy in discussing
command leadership to get bogged down on aide 1ssues and to
confuse means with the end, The end that we're after 1s
suceess in battie. There are a great many things that
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analytlec that such as the kind of wespons and equipment that
you're given to fight with, the kind of orders and information
that you get, your own professional confidence, the luck of
the battle, and last, but perhaps most important, theo morale
of your command. Of all these things the only one over which
a gkipper can exercise much control by the time he gets to be
skipper i1s morale, And in that I include the state of training
of your ship, HNow that word morale is & highfelutin word

and everybody is in faver of it. But there has been a lot

of sloppy thinking about it and many people doen't know what

1t really means « so let's take a look et the dictionary. It
says, "Morale--prevailing mood and spirit conducive to willing
and dependable performance; zteady self-control and courageous
conduot despite dangers and privations based upon & conviction
of being in the right and on the welght of success and upon
faith in the progrsm and in leadership.® That is the
definition you'd find in the dictiomary and 1 think it's a
very fine one, I'm glad I looksed it up because it puts things
very much better than I could improvise myaself., It gives the
real criterion by which morale should be judged, "dependable
performante and oourageous conduct despite dangers.” It tella
2 lot about how to achieve high morale, “conviotion of being
in the right and faith in the program and in the leadership,”
Note that there is nothing whatever in that definition about
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®gll night in and beans for breakfast, or about USO Shows and
canned beer." To have high morale, it is not absclutely necsgsary
to have a carefree happy ahip, although that usually 1a the

means to achieve the end. But we're efter is an
efficient fighting ship that can and will accomplish any Jjob

she is given despite great odds,.

I think all of us will agree that high morale is the
most impertent and vitel thing in any mllitary organigation,
NHapoleon said, ®In war, morele is to the physical as three to
one.® Bub a lot of people think morale is high just because
everyone likes one anotheyr and never a cross word ia spoken,
They confuse morale with health and comfort of the crew, which
agaln is merely s means to an end., I've seen aome outfits
that were fat, dumb and happy, but they would throw away their
guns end head for ths bushes if you hollered "boo® at them.
And I've alpo geen disgruntled outfits where no one spolke
to vach other that would fight to the last diteh if the
enemy showed up. I don't think the Firat Marine Rivision
was very happy during the retreat from the Chosan Reservolr,
or rather I think the marines cell it 'that advance to bthe
rear! Isn't that the correst way of phmsing 1t? But anyway
those marines came out in good order bringing thelr equipment
and their wounded with them, covering the retreat of other
friendly forces, and doing a job in the ciastomary grand marine
atyle. rhoua marines must have felt that they were pretty
badly used. They were thoroughly disgusted but the morale
vas very high indeed. liow just what is 1%, th;t creates this
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kind of morale, in the correct sense of the word., Let me suy
right here, that there 1s no one great secret, no universel
high road toc succeas, and no magic formula that will work for
everybody. Your mothods bave to be sulted to your own
porsonality and what works for one man may not work for
another. Subject to that qualificaticn, there are, I think,
two things that are most importsnt:
a. Confidence in the leadership
b. Loyalty to the organiszation

Those two things sre closely related and to some extent, but
not entirely, each depends on the other. The way to win
the confidence of your men is simply by demonstrating your
own profeassional confldence. You mast, of course, have
confidence in yourself, based on provious experionce and
training glving you acourate knowledge on how to oporate and

your ship to tho beat possible advantage. In addition,
you've got to have the snitiative and force to put yowr kncwledge
into practice, It's a trite old saying that "nothing succeeds
1ike success.® But that is certainly true as far as winning
the confidence of a ship's company is concorned. Buccesa
preeds more success by inoreasing confidence and catering to
the natural desire of a ship's company to be proud of their
ship and to brag about their accomplishmenta, The more things
s captain can do himself, and do well, the better, A snappy
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approach to a tanker gives the boys something tec talk about,
80 does golng alongside a docx without a pilot (if you don't
knook the dock douwn, doing 1t).

' There ig such a thing though, as overdoing personal
leadership and becoming & prima donna instead of a team man,
I've known captains who have the intense loyalty and confidence
of their crew and who would be idoal men to send off on a
lone wolf job that took a lot of initiative and guts, but
whom I wouldn't want to have in a task group under my command,
Personal loyalty is a fine thing but it can be carried too
far. Loyalty to the organisation is what we want. In my
opinion, the outstanding example of the best kind of loyalty
io that of the marines to thelr corps. I don't know what
it is that the marines do, but thoy do something to everybody
who puts on that marine uniform long enough to get through
bootecamp that makes the kid feel he belongs to the greatest
fighting organization in the world. Az a result, the marines
are just that, Fersonal loyalty to cmpnnyl officers, no doudt,
plays a part in fh!.:; but loyalty to the corps is the big
thing besause that can be pasged along from one leader to the
next,

How, cairing back to lesdership for a oouple of other
examples of a sort, I refer you tc the Cailne Mutiny, If you
haven't read this book, you should. It has csused & lot of
controversy in the navy, but whether you approve of it or not,
it presente two very interesting studies in leadership,
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The first skipper of the Caine, Debrese, ran a very
ragtime ship, disgracefully dirty, and non-regulaticn, I doudt
if his men had, what we would call, proper respect for Debrese
or for anything else. But Debrese was a competent seaman and
whether ho had the respect of his men or not, he had their
confidence., His ship was an efficient one which could do any
Job that was given, and do it well, except it couldn't possibly
pass an admiral's inspeoction,

How when you come right down to brass tacks, what's
wrong with running & ship this way in time of war. Well,
one thing wrong about it is that a ragtime undiqoipllnld outfit
blows up undor pressure; another one 1s, that it throws an
unfair lead on the good men who have to carry the loafers on
their back, The ship may succeed for a little while in this
condition but certainly not because of it. In a taught
regulation ship, the loafora have to produce and they're the
only ones who really suffor by the change, The finsl thing
wrong about a ragtime ship is that it ruins the men for service
in any other ship. If they were transferred from the Caine,
1t would take a long time to delouse them of the sloppy ldeas
they had gotten there, even though the Caine could do a Job,.

In other words, Debrese's failure was in his duty to the rest
of the navy. Debrese was & successful akipper but a poor
naval officer. He thought only of his own ship., Sometimes
pride in their own ship makes the people from that ship
obnoxlious characters to those from othsr ships. There is
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really very little harm in that, but there iz a lot of harm
in ruining people for sorvice in any other ship by letting
them get to slipshod and non-regulation as Debrese did in
the Caine.

The socond skipper of the Calne, Quiege, was a horase of
another color (in fact I wouldn't sven say he was e whole
horse), Debrose was slack and ragtime but he got z-u.ulta.
Quiege was strict, utterly selfish and incompetent. He tried
to cover up his deficlencies by being a martinet and he had
neither tho confidensce nor the rospect of his men. Ths ship
under him was much worst than under Debrese and could do
nothing right. GHow wbile on the subject of tho Caine mutiny
I would like to say that I disagree with those naval officers
who take a dim view of this book because they think it's bad
navy publliecity. I think that the book tells both sidesn of
the story, even though the emphasis may be on the bad side,
But anyocne who reads the book with reasonable carc and an
open mind, I think will wind up with the lmpression that ths
navy is an efficlent, fair, and good outfit to belong to.

I think Admiral suzméd it up very well when he sald
that he found it an interesting dbook and that he found

charactors in the book, all of which he had met during his
forty years of service in the navy. But he said that the
one thing he couldn't understand was how in the world the

author was able to meet all of those guys in tWwo short years
and on one ship.
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liow going on to examples of other kinds of leadership,
we have an example, let's say in General Patton, of the
inspirational, swashbuckling type. Some of his contemporaries,
in thelir mean words, tend to poke fun at him, but I think deep
down they onvy him because his outrit certalnly did a job,
However, I don't recommend taking him as a model bocause we
ars not all Patton's, and there 1s no use trying to be,
Hany of us can neither swash nor buckle and we just make
ourselves ridiculous if we tried to. A ship's company ere
very quick to detect any false poso which you can't back up.
I don't recommend unviaﬁiy imitating anybody no matter how
outstandingly succossful he may have been, because each one
of us must use his own methdod adapted to his own personality
and limitations. For two totally different, but oequally
succesaful ship capteins, I give you Admiral King and
Admirel Halsey. Thoy wore great admirals too, but I'm talking
about them now as ahlp captains, They had the Lexington ard
Saratoga respectively about twenty years agoc and both ran
fine ships, but by totally different methods,

When Admiral King took command of the Lexington, she
was a very ragtime ship indeed (in fact if you read absut
Some of the things that use to go on in the Lexington, in
the book, you'd say that's impossible, it never happened,
but, anyway, let's just say she was a very ragtime ship when
he took her over). The very day he took over right after he
had gotten his orders and had command of the ship, he called
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a conference of his ha;ﬁn of the departments in his cabin,
Whan they were all assembled there, and had been walting a
few minutes, Admiral Eing enorged from his innersanotum
with the nevy regulation book in his hand and he just tossed
that out on the tadble and announced, "Gontlemen, this is my
platform.” Then he stood there, glared at the assembled
crowd around the table for a minute without saying a word,
and then said, "Fhat's all gentlemen, thank you." That was
the way he astarted off, And when Unele Ernie sald scmething
like that, everybody knew that he meant it for sure. IHe was
tough but he was feir. He could hand out 500 hours of extra
duty at the mass without batting an aye, but he was a very
campetent akipper. How of olouraa this was before the days
that we had this alleged Code of Military Justice thrust on
us., Anyway his people had confidence in him and he ran a
good ship,

Admiral Halsey, on the other hand, was the paternal
type, known to all hands as the ald man., He had the affection
of his men which Admiral King did not, Ho wss a fine seaman
end he also ran a good ship.

So here vwe have two totally different types of men getting
equally good results by'unt.traly different methoda., HMaybe the
Lexington would have been a better amhip, if Admiral Eing had had
more genial personality; on the other hsnd, maybe L{ book a
stern task mapter to straighten her out. All I can gay is that
the methods were suited to the personalities of the men using
them and to the different circumatances prevailing on the
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Lexington and Saratoga at the time,

Command leadership is judged on a psrformance basis and
the payoff ism in regults not in methods. The methods will
often influence the results but sbout the only broad state-
ment that 1t ia safe o make on leadership is that leadera.ip
18 whatever it takes to put l1life and soul into your ship and
it varies with different men and different situations,
Different ships, different °

I said that nothing matters except results and in war
time that 18 certainly true, but methods can influence the
results. I said the ahip depends mostly on the skippert's
performance, If tho skipper delivers his part, & blg chunk
of the crow's loyulty necossarily go along with it and 1t
will be a fairly good ship, no matter what nethods he uses,

Now there are various tricks of the trade I have found
useful in doing this, I'll give them to you for whatever
they're worth,

One of them 1is It:o get up in front of your orew periodically
and talk to them. éive them a chante to seo and hear you
and f£ind out how you think., When you do this, you don't have
to deliver a fluwery oration on a gleobal subject, but you
always must find romething ¢6¢ say that is worth listening to.
FPind out about some gripe which the crew may have and if you
don't sce it to change thingas, explain why theytve got to
be that way. It's not a sign of weakness to get up and explain
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a standing order or a policy. When you tell a man to get
a haircut or to ascund general quarters or to back both
engines, you don't explaln, Those are orders which are
executed immediately and that's the end of it., But a
standing order or a policy is different., The people will
always perform better or more intelligently, if they know
the resscn for things. 30 if you got a good reascn, get up
in front of your people and explain it. If it's just one
of those policles that has no reason, then change it. Some
of the tal ke that I geve to my crew were on the subject of
first, getting back from liberty on time; one was the facto
of 1life talk to a very young crew about keeplng away lrom
the fairies that hung out around Norfolk; and one was about
security when we were towing the US05 home. One subjeoct
that is always good (the orew is always interested in) is
the future movements and operations, as far as security
permita. The toughest talk that I ever gave the orew was
on the Hancook right after tgn Japs surrendered. Everybody
cn the Hancook fijured thst Seoluaa of the long time in the
forward area and the combat record, etc,, that the Hancock
would be one of first ships sent home. I hed just taken
over the command before the end of the war and didn't know
the crew very well, in fact this was the firet time I ever
talledto them. It was my Job to get up one night, right
early in the game, and explain why the Hancock, instead
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of being one of the first ships to come homoe was going to be
one of the last ones. Well that was a tough bill of goods %o
sell and when I got through 1 was rhady for anything down thore
on the hangar deck from boos to vegetables. I'm not going to
claim I got an ovetion st the end of this talk, but I did get
a round of applause which I still look back on as meaning mnrg
than any other one I sver got. How the resson the crew
appleuded, I think, was because they appreciated getting the
straight dope from the head man, instead of getting it by
scuttlebut. As I say, I was brand new on the ship at the

time and looking beck on it, I am sure that making that

talk and breaking the bad news to the boys myself did me

a great deal more good in thelr eyes than harm,

How, what I've been $alking about hore is not a dally
broadcast overithe public announcing system on current evenis
or operationa. 7That's done on a lot of ships as a routine
matter and it's & very good thing too. But it's not the
came as the dlg man himself getting up every now and then -
and having a hﬁart to heart talk with his crew,

Another very valuable faculty is that of remembering
names, at which, I'm sorry to say, I'm not very geod,

The quickest and easiest way to make & very small cog in
your ship feel that he is impertent and that you are a
very great man, 1s for the skipper to cell him by name
when he speaks to him, It's just human nature that thore
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iz nothing anyone likes better than to hoar his own name
correctly pronounced. It pays off out of all proportion

%o the eoffort involved. It's an absolute must, of course,

for the skipper to know every officer by name and for the
division officers to know every man in his division. Whenever
I inspect a ship, nowadays, I require the division officer,

as ho goes down the ranks, to anncunce the name of cach man
in his division eas he goes by. That's something which I
suggest to you, gentlemen, whon you get command of a ship.
Require your division officers to do that and you'll find that
it makes them sweet for a while, but they very soen get so that
they can announce the names as they go along. You can do that
at your weekly ocaptaln’s inspection.

Another thing that we did oh the ships I commanded and
ulilch I think contributed importantly to the morale of the
croew was the dally morning prayer. Every morhing at sunrise
when at sea; and at oolors when in port, word would be passed
on tho loud spsaker, "Attention to morning mﬂr.‘" All hands
would stop whatover they were doing, uncover and face the
| bridge while the chaplain said a brief, non-secterian prayer.
I'm convinced that this was a boneficiel thing and I don't see
why we should be bashful about doing it. After all, vwe all
profess to believe in God and the motto of our country is, "In ’
God We Trust." Why shouldn't we take time out at the beginning
of cach day for & helf minute to put our affeirs in his hands.

RESTHICTED 16



NP mar—

- —

= T

SR ioTED
Eiﬁ%?ff%"fhfurmﬂtion
At any rate, thie daily prayer idea seems to me $o be one of
those thinge in which you can't possibly lose and you have
quita & bit to gain, aapacia%}y with a young and inexperienced
crew a long way rrom bome. Bl L el

Another thing T fmq“;mworcn doing is to inject a little
selt end humor into the way thnt.you run the g;;p'a routina,
How & little bit of that atuff goes a long vay and it's eaay
to overdo it, Again it has to be sulted to the particuler
circumstances and personalities involved and there are
plenty of subjects and situations on which the skipper can't
afford to be .

; How, all through this talk, I have been emphasiging that
there 1s no one great magic formula of leadership and thers are
few genersl principles which will apply equally well to sll
situstions and all personalities.

I've been saving for last one of the few principles that
whieh I think does ap 1y universally., It is this; that the
best way to win the full loyalty of your crew 1s to make the
welfare and susccess of your ship your major mission in 1life
as long as you are in the ship. How perhaps at first glance
that sounds 1like & statement of the obvious, but there is more
to it than meets tho eye. Note that I say the "welfare and
sucgeas of the ship” not of yourself. That is the key to gotting
your crew into the frame of mind which makes them do things that
may seem impossible. It makes the difference between & mediccre
ship and a good one and between a good ship and an outstanding

cne, The presont American sallor is a pretty smart unbree and
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it doean't tek: him very long to find out whether the Captain
is in thore pitohing for himself rirst or for his people. As
800N &B your crew knows you are piteching for them, you're in,
You can spend most of your time in your bunk, if you waut to
and the boys will heave around and make you 1061: good on
everything that comes up. I said that the Captain's psrfore
mance 1s over-half of the ship's totd . BSame captains who
haven't got the professional ability to supply thelr full
share, make up for it by getting the complate loyalty and
support of their crew. MNow of course, the 1deal situation

is when you find the captain who dc;-s both, and then you

got & Nelson or a John Paul Jones., Felson and Jones had crews
who were the rlffeaff of the waterfront, and it was much
hardesr to win their loyalty than it is to uﬂrking‘gnth the
high type men that we have in the navy, today. But they did i,
It should be much easier for us to do this now than 1t was for
thom.

Hoﬁ you have got to be willing to go all the way on this
deal and pacrifice your own welfare to that of the ship., And
A6's a lot:@Sler to fool yourself on a thing of this kind than
it is te fool your crew. You've got to back up your subordinates
and when the occasicn demends atep up and teke the rap for them,
That isn't easy to do, because pmaturally we're all anxious for
pPromoticn and would eventually like to be flag officers, It
sometimes comes hard to do something which you know is for the
beat interest of the ahip, but which may look like it's against

your own personal intereste. It may scem to be a paradox but
RESERICTED 13
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your own peracmal interest will mearly always be bost served

by refusing to cater to them, So if you know that something

is goc:d for the ship, but think that maybe something else

might be better op you, I uo'uf:d- follow Omar Ehayyam's advice
"take the cash and let the credit go;nor heed the rumble of

e distant drum.¥ Luck plays a vc‘r} large part in success on
this earth in any line of human endeavor, and tr:d.u is oertainly"
true of the navy today where, let's say, only one out of twenty
captains who have already gone through selections several times
can get to be a flag officer. I don't think that anyone who
gets thore will claim even to himgelf that he made it on

shear ability to his own undivided efferts, Too many things
happen over which we have no control, oven though we oft'-m

1ike to kid ourselves that we esrned all the good breaks by

our o¥n personal efforts and that the bad cnes cams-only when
1uek took charge, So my theory is that when you put the intereat
ef your ship sbove your own, you're rigging ths odds in your
own favor. You get a lot of pecple helping you to roll the
right number and maybe even dice for you to prevent them
from coming up the wrong way.

Pinally, there's no greater foeling in this world than to
conmand a good ahip on which you know that you've got the whole
ship's company behind you. After you have dono that, you can
#ay that you have had a suceeosaful paval career, whether you
evor get to te a flag officer or not. In fact you can go a lot
further than that, you can say that you have bad a successful
and useful life on this earth,
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Well, now I'm told that now comes the tough part here where you
gentlemen can pitch me straight balls and curves and and
I'm suppose to knook them back., I'll do my beat,
Q. LCdr Smith: Admiral, my question concerns the new inexperienced
captain during pesce time. Low he has nothing to judge the
morale of his ship as he would in war. Por example, if he's
officer of the gig. How the fact that he has a few mast cases
and he hears no grumbles about the chow and the secamanship
exercises satisfactorily, are those criteris to judge the mord e
of the ship?
A. Yes, I think so.
Q. Or just how doos he judge the morale of ths ship.
A, On thoir performance. So I'd say that the criteria uwhich
you nemed are among tho important ones.
Q. Cdr Hathaway: Adm. Gallery, remembering the impact of the
ritness report on an officer, do you recommend showing the
fitness reports to the officer? In connection with that on
leadership and

A, Well, that's a tough one. I don't know. I would say that
that depaends very largely on tho captain’s ----1t varies with
individual captains., There are some captains who can do it, and
others can't, My experionce has been that oh most ships that I
have served in, the captain doean't show it, Well, of course on
the system that we have in the navy now, I don't know ubether I
would recommend it or not. As a matter of fact, in general I
have not followed that practibn of ahowing. Of course, in
general, wo mark all fitness reports ____ _ and high. If you
take say & couple of hundred fitness reports, just take a group
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1ike this, and average up 2ll of the fltness ruports you would
expsct that you would wind up with an average report, or maybe,
from a group like this which is especially gelected to come to
the War College, & little above average. I think, in general,
the average officer gets marked much higher than that., 3o if
you are going to mark, you might say, real honestly and con=
scientiously, give everybody exactly what you think, it might
be pretty tough showing those reports, I don't know, that's a
problem that each individual hes to figure out for himsolf,.

Q. For your inroruation, we had = leotura by R. . Smoob on
“Carser Planning" and this is one of the subjects which he
brought up, and Adm. Smoot gave some good oxamples why as as
general practice or as a regulation, it shouldn't be domne,

Hﬁ felt that wo would get, as a result of that, a better
grading of the officer in the fitness report than we get today,
and I think thet your experience is the smme as mine, tha 1f
en officer is good, you look him over and you want him to be
sure to get a good mark all the other officers in the navy
and consequently you lean on the high side and you don't
actually go into his little 1d1oagncras1-l, that although are
high here, as you would in a report that you didn't show

him or didn't seric.sly endeavor to give him, what you con-
sider, his grade in every category. Adm., 3moot also brought
out that the reports are available to you after they are in
Washington and (this is my first appearance down here, 1'll
take a minute if you don't mind)., But one of the things that

I would impress on all of you is to not fail to go ta Washington
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and look your fitness reports over, and this 1a particularly
true before your coming up for a seiection. There have been
several instances in which officers' reports were fouled up by
similar names or by letters that Lad gottem into their jacket
by mistédk but were breught to the fitness report board, and
in several cases had auocnzgfin golng to Congress to have the
pass over rectified on that _____ but wo've had several cases
in whioh they have not succeeded but actually were victims of
material in thelr selected jackets not pertaining to them or
wore erronocusly in there, and you owe it to yourselves to
visit Washington whenever the opportunity offers to go to
yoeur record ard look at it. You should not .let many years go
by without a survey of your racord,.
Q. LCdr Riordan: Admiral, in the practical peint of view, I
guess we all havo %o make out fitness reports, the two

loyalty to the :
propositon is the/syatem and your loyalty to your own peoplo,
Kow, personally my average is a little high, higher than the
average., My average I would say in the cld form will come
toward the top 20 per cent end I was just wondering how
you thought of a practical way to .

A, Well, it's a tough decision that you just have to work

out to your own satisfaction. You are torn between two lornltien'
loyalty to the system, and the navy ap a whole, you might say,
and the other is the loyalty to the people who are doing tho

best they eén for you. I think most of us ere inclined to lean
too far toward the scocond one and not enough toward the first.
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Q. Cdr, Kinsella: Admiral, on this same subject of showing
ths fitness reports to your otficers, I feel that if you

do not show them to the officers, particularly in the cases
where officers aren't measuring up to your standerds, that
practice is diametrically opposed to your theory,lSdhich I
agree wholehesartedly, that your intereat in the ahip should
come first because frequently by being forced to show the
officer the unpleasant facts of 1ife, you, not only as a
commanding officer will more thoroughly examine that report

- and feel more justified in the report, but you will also be :
taking steps to ralse the standard of performance in that
officer by acquainting with the fnct that he is not doing

his job and tying that in with the fact that that is reflected
in his records es 1t goes to Washington. Do you care to
comment on that, sir?

A, Well, that's perfectly true and of course you are regquired
to show a report whisch has any unfavorable mattor in 1%,

that 1s 4f you merk an officer unsatisfactory in any reapecs,
you are required to show that to him and let him comment on
1t.

@. I understand that air, I was referring to one that might
not be as good by comparison to another officer, In other
words, the old form where we had the 10 per cent brasket

most everybody thought they were doing a good job should be

in the 10 per cent bracket and get down the the middle

4D per cent not conmatitute an unsatisfectory fitness report,
there weren't many officers that were proud to get one like that
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A, That's right., Agaln, that depends on the particuler .
circumstances, If you think that showing a report is

going to improve his performance, then I would say by all means
show 1t to him, But of course there aro some pecple who just
belong, say, in the middle brasket and they're never going %o
get out of it, So I don't know whether you do him any good by
showling it to him or not.

Q. Admiral, my guestion is one of the--your npinicn is

is restricted ____ gimmic to solve the problem, The problem
is, you're commanding officer of a ahip which hasz aevoral
divisions on 1t and you are interestéd: in lmprovirg the
appearanse at Saturday inspection and maintaining e high level
of that appeerance and the glmmic 1s that as you inspeet cach
division, you assign it a relative standing and the division
with the highest standing is excused from the succeeding
inspection, The question is, do you oconsider that an honeat
gimmic or is it a dishonest gimmlc, or is it a good one?f

8. I ses nothing wrong with it at all, I think it's good,

Q. Admiral, I'd 1ike to get back to "morale". You gave a
definiticn which 4is the best I've evar heard up until the
definition,

A, It's not original, I picked thet out of the dicticnary.

Q. Up until I heard it, the word morale meant so many
different thinge to me, and it really means-so many different
things to people 1n the service, especlally alnce the
during the last war which contributed to morale, like U3D
Shows, ete, Itv nas gotten so that I felt thal
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I folt that commending officers of units thought that the
goal for their unit was and every unit was good merale.
And morale is gso difficult to measure, sometimes you don't
know when it's bad or it may be good and you'll never
know 1t. I recommend substituting for the goal of the
unit effectiveness in place of morale because morale

1s so hard to know when you have it, and effectivenesa
you know when you have it, and effectiveness you know
when. you're effective by your more competent means of
measuring it. And I think the fadtors which lead to morale
can be defines as liberty, recreation, a strong athlietic
program and thinga like that, dowa to & certain

which you can give wholehearted attention to instead of
looking around in the dark, wondering 1f yow have 1t
and maybo not knowing 1f you do have it; whereas a ship
that is effective has to have good morale and a ship with
good morale necessarily is not a good shlp but one that
is effective must have good morale. Would you comment
on that please?

A, Well, I would say that effectiveness is the measure
of your morale. If the ship can and does do everything
that she is suppose to do, well that's the proof of the
pudding, the morale is high., I don't mean by that, that
everybody goes around happy as & lark and they all love
each other end that sort of thing, but it's just that
when you coms right down to it, the proof of morale 1is
the performance of the ship.
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Q. Admiral I have a couple of questions I would like to ask
you sbout. One is, your comments on the use of the request
maat .- aboard ship. My thoughts are organlzational for

21l types of ships. The second 1s this uniform problem; tailor
mades vV regulation blues,

A, Well, whet is it you want to=--

Qs First, request mast, The second, 1s the problem of tailor
mades uniforms for the sallors as against uhe regulation blues,
A, All right, ‘now what about request mast?

Q. I want to ﬂnnw your thoughts on having 1t at all, and

to effect the leadership and morale aboard ship?

A, Well, request mast is something--a custom that goes way

back and still followed so far as I know and it should bhe
followed. A man should be allowed to come up and maeke reasonable
requests, On ¢ business of tailor mades vv issue uniforms,
well, I can't tell the difference between them, myself, I

mean as long as the thing 1s reasonable and looks well, It've
alvays fligured that 1f e man was interested enough in his
personal appearance to go out and spend his own money on a
teiloredmade uniform, which met the regulatinna,«tﬂaz's all right,
0f course, if he comes up with some sootsuit, that's something
else,

fi. Admiral Gallery, I recently read an article in one of your
—_ Saturday Evenlng Post by Captein Gallery who had one of

the large carriers off Korea. Did you happen to read that?

A, Yes, I did.
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Q. T wanted to ask your opinion about his method of achieving
discipline on his criteria along with the war,
A, A1l right

e Jin your porsonal opinlén was this good for the navy as

a whﬁln, for the war effort due to the fact perhaps

el

A, Well, I think 1t was good judging 1%t by results, only,
Tha Princeton certainly d44d achieve results and she eould do
anything that she was cslled upon to do; which was the reason
why the ship wes out there, So I'd say that the methods

uaed there were successful and were good,

Qs (Pertaining to the above)

A, #ell, that is a problem of course, but after all I think
you have to think of first things first, and when you have
command of the ship run it so that you will accomplish best
results during your time there. You can't be thinking too
far ahead and trying to do the next man's job too.

Q. Admirel, I think in the last few years, it has bean
generally recognized that the military ____ hand salute
becoming more and more laxed both among enlisted men and
Junior offfcers. My quesilon {s do jom sitach any significance
to this, do you think in the modern nayy it's anyuhing to be
concernsd with?

A., Well, I'm in favor of people saluting when they'rs suppose
to and the decline that you speak of, is just an indlcation
of sort of general laxness in growing up, which I deplore., I
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think that poople should salute when military 6 curtesy calls
for a salute,

Q. Admiral, grantipg that this is a commamd problem

human relation problem and thet morale amd effectiveness

are extremely important, granting toc that the commanding
officer should work for the good of his ship, what happens
when & commanding officer takes over a ship in which the
morale is low and which the effectiveness is low ard colncidental
with that, his crew is sloppy and getting in trouble all the
time; he wents to put the pressure on, Obviously the first
thing he has to do is straighten them out, Then he ls faced
with the problem, 1f I straighten these boys the way I should,
the captains mast or whet you referred to as the new code of
justice, even that can be a little bit tough. If he makes
the punishment rit the crime in all casea, is he going to
have the respect and tho admiration of the crew?

A Well, I think he is, yes, he may be -unpopular for a while
buf; you mustn't confuse personal populkripr with high morale.:
That's one of the things I've been trying to say here, that's
wrong. He can be personally unpopular but as long aa he
makes clear to his people that there is a legitimate reason
for these things and that the efflciency of the ship 1a going
to benefit in the long run, I think that after a preliminary
period of unpopularity, he will get the respsct and confidence
of his crew. That's one of the penalties ho has to pay for
having command, that he has got to go through that petlod
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and work 1t out.

Q. Admiral sir, swhat is your opinion of the book "The Cruel
Sea" in connection with the subject at hand?

A. Well, I found it & very intereasting book. I didn't 1ike
the way brushsd the U.8. wer efford under the rug. I
thought he disfigured his book by that., There was one thing
in the book that I just couldn't swallow and that was where
they aent a little corvettobaock to rescus survivors from &
ship that has been sunk and when tha;h;{t;ﬁggn; ptéﬁﬂ}ﬁuﬁu
and cut lose with a salvo depth charges that kills everybody
in the water. I just couldn't go for that at all, But I
thought it was weoll werth rbadina. -

Q. Admiral, this is the small ship problem egain, on a shlp

without a chaplain, would you recammend that the commanding

officer aay dally prayer?

A. I think so, yes. Of course in my situation, I have big
ships and always have a chaplain but sometimes he was on
leave when we were in port and we just hed the officer-of-
the-deck do it. Por many of them, it was the first prayer
they had said in years and years. '

Q, Admiral, ther- has been a lot of sniping by Congreas
and newypapers against all the armed forces. How do you
think that affects the meorale and leaderaship problem?

A. X thipk it's hurting the morale of the officers, and I
think this sulleged Code of Hillitary Justice was a sad blow
et the morals hust I seo it'e five minutes after twelve 1if
I ever get going on that, wo'll be hero until five aminutes
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after one, 80 I'd better pipe down on that, I take & dim view of
it though., You can count on that,
Q. Admiral - talk recently in a discussion including

an article by Baldwin to the effect that present shipa'! operating
schedule, take the Atlantic particularly because there is no

war over there, are getting so stiff that they!ire more or leas
undermining best efforts to send a commanding officer to maintain

the morale of their.ahipa. Do.you have any comments on thatf

A, Well, I think I saw this article of Baldwin, 1t was f our or

five months back, wasn't it? f4nd it seemed to me that he went
overboard and became a sort of a sobesister in that article, I

didn't agree with him,

Q. My quostion ties in with the one that was just asked., It seems
to me thai there is a growing conflict and demand, you might say,

on the officers aboard ship, particularly say the division officers,
in the sensze thet real morale requires a certain amount of

personal leadership and personal guidance., You mentioned the division
officer knowing the nemes of all his men and so forth, whila on the
other hand there is a technological advantaege that the navy has to
deal with increased the demands on those—sams officers to study their
own fire control gear and ordnance equipment end whatever speclall _ed
equipment they mey have there in the department increasss and ths '
problem of training their men to handle the camplex gear insreaes and
the secondary associated problem of the increase in paperwork, the
reports required on the particular gear, it seems to me, sir that
well, say in a destroyer the division officar.ionsl_ur even the

head of the department level,
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the problem iz getting so that when enforsed there 1s so much
paper work and study to do there fan't time for what the mavel
officer recognizes as the more important part ¢f the thing, the
dovelopment of morale and knowin- the man personally. It seoenms
to me thie problem is going to increpse rather than deorease

ag the years go on,

A, The only comment I cen make on that is you say it's getting
a0 thero isn't time {for the mest important thing whick is the
personal leadershlp. I don't think I'd put it that way., I'd
say there ien't time perhaps for both things and frou have to make
a choice between vwhich one you are going to do, In that case

I would sey the cholce is protty plain. You neglect your papor
wWork rather than your lnterest in your crew, Of course somebody
is going to orack dowm on you if you neglect enough of the peper
work, but the way you put it was that there was not time for the
most important thing, vell, I san't agree with you an that,
There's -ivays time for the most important thing, and you give
whatever time i1s left to tﬁ- things which are not mest important,
It all depends uhat you yourself detormine is the most important
for you,

Q. I jJust wanted to comment on Capt Gallery's articles in the
Saturday Evening Post, I was ebeard the ship, It wasn't a
non=rogulation ship by any mannor of memns. What I think he
meant was the pressure that was put on the ship was so heavy
that it didn't loave time fory everything. We did the moast
important things first and then iron out the details,

The erew is not so different that another siipper would have any
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inkling that the article had been written,

Adm Gallery, I want to thank you for coming down here and

sharing your experiences, glving us something t¢ think about.
Ve certainly appreciate your frank and direct answvers to the
questions,.
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