
I I 

] 

3541-1633 
11-12-37 

THE ORGANIZATION OF NAVAL COMMAND 

., 

' ' 

NTS Newport, R. I.- 11-16-37- 125. 

NAVAL WAR COLLEGE 
Newport, R. I. 

November, 1937 

RESTRICTED 

This pamphlet may be retained by students 



• 

3451- 1633 
'fo/ 12/ 37 · 

Part I . 

TI-IE ORGANIZATION OF NAVAL COMMAND 

TABLE OF CONTE~ 

THE NAVAL HIGH COW.iAND 

Command v s Administration . . . . . . .. . 
2 0 The Opganization of t he Navy Department . 

3 . The Organization of the Office of Naval 

Operations • • • • • • • • • 

4 . Coordination of the :i.Jational Command • • 

5 . The Amer•i can System of Naval Command 

6 • . Basic Fleet Organization •• . . . . • • 

7 . Command Fltnctions and Administrative Ac-

ti vi ties . • • • • • • • . . . .. • • • • 

s. Summary • • • • • • • • • • • • • • . • • • 

Pa~~---I~ THE C 0Ml\.1ANDER 1 THE STAFF', . A,:tm THE C OMlJAND 

1 . Tho Commander's Authority and Rosponsibil-

i ty •• • • • • • • • • . ' . . . . . ... 
The Scope of Naval Staff Duties . • • . . . 

3 . The Chief of Staff . . . . . . . . . . . . 
Organization of the Staff • • • • • • 

1 

7 

15 

17 

23 

35 

37 

44 

48 

51 

66 

70 



,.. 

~ 

I . 

3541-1633 
10/12/37-

Figure 1. 

II 2. 

II 3. 

II 4. 

II 5. 

II 6. 

II 7 .• 

II 8 .• 

II 9. 

II 10. 

II 11,. 

II 12. 

-ii-

ILLUSTRATIONS Facing 
Page 

Organization of t he Navy Department • • • • 12 

Command and Admi nistration in the J'Taval 

Establishment . • .. • • • • • • • • • • • • 13 

Organization of the Office of Naval Opera-

tions .. . . . . . . .. . . . - . • • • .. • . • • • . i 15 

Or ganization of British Admiralty Naval 

Staff . • .• .. • • • • • • • • .. • • • .. • • • 16 

German Ar my Command System • • • • • • • • 31 

American Ar my Pea ce Command System • • • • 33 

British Navy Command Sy stem • • • • • • • • 34 

American Naval Command System • • • • • • • 35 

Functions of Command • .. • .. • • • • .. • ' 42 

Characteristic Grau~ of t h e l.leans of Eili-

.tary Action -~ • • ... • ... • . , .. . • • • • • 43 

Basic Lethods of Staff Organiza tion ·· • • • • 68 

Type Staff Or ganization . .. .. • • . .• • • • • • 79 



t 
I 

3451-1633 
~/18/37 

THE ORGALIZATIO N Oi? NAVAL COJ.1IT.AHD ----.---
I. THE NAVAL HIGH COIJIJAliD -

1. Cnnnnand vs. Administration. 

This paper• on the subject of 11 The Organizat i on of r aval 

Connnandi' is desicned to develop in somev1hat c r eater detai l the 

vi errn on Command expressed in Chapter's II and III of the pa.mph

let II s ound l.Iili to.ry Decision11 • It pt•oposes to set forth the 

manner in r;hich the theory of militar y comnand has been given 

practical applica tion ir: the case of the United J t ates lJavy ,. 

We may note t ha t there ar e t u o particular aspects of Com

mand; 1st, the Organizat i on of Comm.and; and 2d , the Art of Com

mand. The present discuss i on -.-1ill not c over the Art of Connnand, 

YThi ch concerns itself princ ipally ni t h the attributes of the 

individua. l, but uill confine itself to a discus sion of t h e Organ

ization of Command. The l au s and cus toms relatinr; to this aspect 

control the rela t ionships betuee n the various parts of the Naval 

:establishment , and , durinG u ar., Hill influence the effectiveness 

,:Ji th \Jhich the no. va l effort may ;:,e directed to'.-ra l"1d the a ccomplis~ 

ment of t he var Ta sk. nut s t udents of u arfa re nill do TTell to 

study the pers onalities and cl~~racters of the 3r ea t r.ulitary com

manders, and to e s tablish f or themselves a philo s ophic basis foD 

successful leadership . There i s a l raady an abundant bibliogra

phy on the Ar t of Cor.11;.1and , and the Li brary Inde:;~ may be consult

ed fo~ guidance in the selection of suitable expositions of that 

portion of this General su~j ect. 
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Military literature makes frequent use of the t ;:10 terms 

11 Command;1 and 11Administration11 • All are anare that there is a 

differ-ence lletrrnen the t\"ro., and probably fe\J experience d sfficers 

u ould err in the correct classification of any particular act of 

a naval comrnande:r·. .Jut the diffe rence betrreen them, n.nd their 

dependence u p on one another., so closely aff oct our responsibil~ 

ities as naval ~fficers., that rre may usefully spend a fen mo

ments in se eking exact definitions . 

The :ifo,;r Oxford Die t i ona ry defines '1Command1t as: 11 The exer~ 

oise of authority ., rule , control., (or) s~ay; ( the ) po~ er of 

control ., disposal., or direc tion11
• It defines 11 Administra t i on11 

as the 11 Manag emcn t (of any businoss); 11 11 The control of the 

course ~f affairs 11
• · e find th.8.t the Dri tish Havy employs the 

torm i1business '1 to cover many of the a ctivi tie s \lhi ch vr e include 

in the term 11ad:.ninistra tion11 • 

Ifa jor Gen e i-·al Mc Glachlin of the United States Ar my has de

fined "Command:, as: 11 Tha t EE:l.itary ar_;ency ·.rhich organizes ., 

indoctrinates., plans., and e:~ecutes 11 • ·· . • h en us ed in the abstract 

sense ., ue can scarcely asree that 11 Command 11 is an "agency 11
., but 

rrn can asree th.a t it i s essentially mi litary. Besides noting 

that Cmmnand is military, Harshal Foch defined its relation to 

Administration by statinc that: "The primary object of the P ar 

Organization is to facilit a te Conrraand -- that is., to e~sure that 

every ~ j_n the force acts promptly ~ response to the will .~f 

the Commander . A secondary object of War Organization is to 
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facilitate Administration, or the supply of eacl1 individual in 

the force u ith all that he requires to make it pos sibl e for him 

not only to live, but to move and fi:;ht . 11 Darrieus throrrs light 

on the nature of Command uhen he says: ;'The object of Comrnand 

is to unite and concentrate all the scattered forces th2t are 

represented in each individuality, and to bind them toGothor . 

It manifests itself in the subor>d ination of all rd. lls to the 

single vlill . 11 

He might quote other authorities, but, thou6h rm might dis

cover that opinions vary as to detail, ...-10 ...--rould find substantial 

agreement as to the essential nature of those tvo methods of 

conti-•ol ., rrhus , Command is ali:✓ays military, thou[;h Administ ration 

need not be . Command relates a.luays to tho direction of mili

tary action, uhich is entirely in the uorld of ideas , nhe reas 

administro. tion concerns tho ~a&; eme_nt of persons EE thing s, 

r,hi cll usually can be classified as 1 ... elatinG to the materia l 

n orld . Finally, Comnand concerns the execution, for a particu

lar and special purpose., of the definitely e;~pressed \!ill of a 

single., controlling head, r:hile Administration is a :r;1ore hiGhly 

diversifieu control exercised by numerous agencies for more gen

eral purposes . Just ,.-;here to dran the line betrrnen the tno may 

sometimes be a matter of choice . 

Vi e choose to dravr this line by saying that Command ~ the 

direction of organi2ed forces in~ performance of military 

acts., in compliance nith superior Hill. In the military s phere , 
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Ad.ministra tion is the management of _t_h;_e material means required 

f or the performance of military acts, In this paper ue u ill 

employ thes e t ~·10 terms i n the sense of the defini tions just 

stated. Other defini tions might be acceptable, but thos\3 [;i ven 

n ill be found very convenient, and fully in accord rd th actual 

military practice , a nd vrith the conception of them found in the 

Navy Regula tions. Essentially I our di stinct ion betrJeen Connnand 

and Administrati on occurs at the line of demarkation bet:,een the 

control of the military act ~~ ,.-·hich is de s igned to bring p1,.,es.~ 

sure upon the enemy , and t he management of the material obj e~:r 

including persons., which liiake such action possible _. 

Histo:t.•ians point out that in the past Command has been 

organized in several diffe rent uays. Committees , both on the 

highest and on the more junior echelons, ha ve somet imes exercised 

command , the s ever a l members of the cori111'li tt ee s having equal voice 

in all decisions . The results of this dispersion of authority 

have usually been d i sastrous . Ano thel' method lms been for rul

ers., or h i ghly placed civilians, to attempt the conduct of nar 

v ith the assistance of s everal experienced military advis ers but 

u ithout giving a single adviser any pe rsonal responsibility . A 

variation of this system is t he practice of hol ding councils of 

Y!ar for the purpose of reachin0 decisions . Where the supreme 

commander himself lacks the experience and seasoned judgment to 

make correct military dec i s i ons,. he ls unlike ly to distinguish 

sound from unsound advice , a nd therefore vdll usually be 
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unsuccessful \7hen employin_s these methods . Jomini Hrote: 

11 I have underc;one a pitiable experience as prompter 
at headquarters., and no one has a better ap preciation 
of the value of such services than myself; and it is 
particularly in a council of \7ar that such a p art is 
absurd .. The greater the number and the higher the rank 
of the military officers ,.-1110 compose the council, the 
more difficult vrill it be to accomplish t h e triumph of 
truth and reason., honever small be the amount of dis 
sent .. 11 

Closely articulated ar.1phibious campaigns have often been 

launched under tlle direction of a command divided betue en the 

commanders of the sea and t h e land forces. The British still 

favor this system. \!here the leade rs of both s roups have co

operated unself i shly ., or ,;11le re one, through force of character, 

has dominated a reluctant colleague, success has sometimes been 

attained uith a divided coimmnd of this na t ure . However ., the 

American military services hold the vievr that difficult expedi

tions under a divided command a re more likely to fail than to 

succeed. 

We may also rec o. 11 that, in opera tions bet\leen Allies of 

diff erent natio11ality., unified co:mmc1nd of all the military com .. 

ponents of a force is t h e rare exception rather than the rule. 

Consequently., allied military operation s have been notoriously 

ineffective. Both t he exp~ess i on of decisions and the direction 

of action have been confused , and the results have usually fallen 

short of expectations . 

The system that has been t h e most successful ha s been uhere 

the supreme co;_mnand has been entrusted to a single individual., 
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experienced in the practical dire~~Jon of military operations., 

and having the character and ability to shoulder full responsi

bility for the acts of his subordinates. Only under this system 

can the rli ll of the Conrrnander be conveyed to his corm;iand as a 

c l early- defined , unswerving purpose., and thus gi ve a firm foun

dation for satisfactory unified action. 

It is equallY, necessal"Y that administration be guided into 

clearly- defined channels ,. a nd t ha t all individuals understand 

their positions in tl1e adrnJnistrat ive as \7el l as in the command 

organizations. Foch mentioned the fact that responsible offi

cers in the field are usually charged both \Ii th coJTu-nand duties 

and with administrative duties. We recogniz e this from our orm 

experience , and kno·a that a Cormnander uill ah.rays expend much 

time and energy in maintaining his personnel and material in a 

condition suitable for performing the military action he con

templates . 

Our definitions stated that administration is concerned 

prima:i."ily ui th the managernent of the rnnterial means of action., 

and that command concerns the direction of the military action 

itself . Aside from t hi s difference there is ., in the actual 

functioning of these two methods of control , a difference as re

gards the immediate consequences of lost time or of misdirected 

effort . In the ca se of Administration ., for example , time may be 

availabl e for composing differences 01' correc tin0 errors . Where 

purely military action is concerned, hm-rnver ., uast ed time may be 

the one cause of complete disaster . Therefore , it is necessary 
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that Command be organized in a manner that vlill provide a rapid 

and accurate control. 

Nevertheless , to a Commander it is even more important dur

ing uar than dur:tng peace the. t h is available means of action are 

adequate for his t a sk ., and that t hey are ready for use rrhen 

needed . While it is t he province of his superiors to provide 

him u ith his u eapon, it is his ov n daily concern to maintain, 

and even to increase, its Gffe c tiveness . To achi eve satisfac 

tory results ., he must therefore discharce b oth his colnnand a nd 

his administ~ative duti e s effectively. 

The Navy Regulations :c"'ecognize a diffe rence betrrnen Command 

a nd Administrat ion, and bet 0.-,een the channels t hx'ough rrhi ch they 

are ex ercised • . Some nava l ac;encies are concerne d solely v:i th 

a d.mi nistration, a fe....-1 solely rr ith cora.r,mnd , a nd many are conc e rned 

r,ith both . Th erefore ., it seems important t ha t ',7e inquire rather 

closely into the organizat i on and the ope ration of these trrn 

methods o;f control in our orm Service . In this inquiry, we \7111 

commence ,.-fith the Navy Department itself . 

2 . • The Organization of the Navy Dep~rtl!lent. 

Without tracing the history of t he Navy Department in de

tail , v,e may recall that i n 1798 it ,vas established by Act of 

Congress, t he Ma r ine corps becoming part of it during the same 

year. The Department pass ed throuGh a period of control exer

cised by the Secretary in person, . and throuc;h a r,o riod nhere he 

a c ted throu gh t he a gency of the lfavy Comr1.1issioners, In 1842 the 

Bureau system u as set up by lav1. The enactments ~overning the 
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activities of the i-::·avy nh5.ch concern us for the moment a re as 

follorrs: 

11 There shall be at t he scat of t h e Government an 
Executive Department , to be kno~n as the Department of 
the ifavy, and a Secretary of the iJavy, rrho shall be the 
head thereof . 11 

The Se c retary of the i.favy II shall execute such or
ders as he shall l"ecei ve from the President 11 • 

11 The business of the Department of the i.Javy shall 
be distributed among the Dureaus in such manner as t~e 
Secretary of the Havy shall judso to be expedient and 
proper . AlJ duties of said Bureaus shall be performed 
under the authority of the Secretary of the Havy, and 
their orders shall be considered as emanating from him, 
and shall have full force and effect as such. 11 

The lau has never clea1'ly t:i."aced the line of Command from 

the President , through the various intervening asencies , to the 

forces at sea . r: ith one or t u o important exceptions , congress 

has refrained from legis l ating on t he subj ect of Conmmnd, though 

it hn.s passed num.erous lans to :"eGula te Administration . Horrnver, 

the line of command authority exists , 1Jhether or not ue pass 

lav,s on tho subject . This line derives fror.1 the President per .... 

s onally, uho is ., unde:;." the Constitution, the 11 Commander in Chief 

of the Army and the Navy of the United states , and of the mili 

tia of the severa l states, uhen ca lled into the service of the 

Uni ted States 11 • From the ::?resident ., cormno.ncl authority passes to 

the sec retary of the Navy. Under the Bureau system., the Chief 

of the Dureau of Navi:,;a tion Dradually acquired the prac ti ca l 

direction of naval command., acting alvmys under the authority of 

the Sec retary, but uithout any specific grant to do s o. 
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But if the :Line of command vms not well defined, certainly 

vre can not say tll.e same of the J.ine of Administration, the 

ubusiness of tho Eavyil , rrhich is subject to allocation by the 

Secretary. By Havy Regulations the 3ureau of navigation is 

charged rrith the "procurement , education, trainin0 ,- discipline, 

and distribution11 of naval personnel; the Dureau of Hed.icine 

and Surgery Hith the 11 maintenance of the health of the Favyi1 

and the "care of the sick and injured11 ; the JudGe Advocate Gen

eral uith 11 all matte:es of lan arising in the Navy Department 11
; 

the Bureau of Yal'ds and Docks \7i th all II public rrnJ:--ks and public 

util:i,ties of the shore establishment ;1·; the Bureau of Oi-•dnance 

\"Tith the ifdesign ., manufacture ., procurement ; maintenance and is

sue of all offensive and defensive arms and armamenti r; t he 

Bureau of Construction and Repair rr i th the 11 general design, the 

st r uc tural strenGth, stability, and seaworthiness of all ships 

of the Navyi'; the Bureau of Engineerins rii th the ;'design ., con

struction., installation, and maintenance of all propelling ma

chinel"'y" ; auxiliaries and electrical apparatus; the Bureau of 

Supplies and Accoun ts vlith the procurement, etc ., of a l l sup

plies and fuel; the disbursement of iunds and the keeping of a c ~ 

counts; the Bureau of Aeronautics u ith 11 a l l that rel ates to the 

design , construction~ fitting out , testing, r epair ., and alter a 

tion of ai11 craft 11 ; and Marine Corps Headquart ers Hi th the admin

is t ration and general efficiency of that corps . 
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Because the Bureau Organiza tJ.on fj_nally proved ineffective 

in the discharge of the functions of Command, after the turn of 

the century a movement be~an for the crea t ion of a nava l general 

staff~ This movement vas side-t racked when Secretary Neyer es 

tablished the Aid system, under rrhich the a ctivities of the De

partment, aside from t hose purely civil, were grouped i nto four 

military di visions knovm as O lfaval Operations.i , 11 Personnel 11
1 

11 Material;1
1 and " Inspect i on11 • This system uas never satisfac

tory, and i n 1915 it rms abolished t hrough the enactment of 

legislation estJbl ishing the Office of Naval Operations~ We may 

remark., however , that three of the Aid Divisions occupied posi

tions whi ch corresponded approximately to three of the Divisi ons 

of the Army General s taff created at about the same time , viz .,, 

fl Opera tions and Training11
, " Personneln , and nsupply". 

The statutes and the Navy Regulations now give to the Chief 

of Nava l Operations, 11
~~ the -~ection of ~ s ecretary of 

t he Navy11
1 control over the 11op e:r>a tions of the Fleet., and - - -

the preparation and readine s s of plans for its use in \7ar 11
• 

11His orders shall be considered as emana ting from the Secretary 1
'. 

He is the executive authority in the Department next in succes,

sion to the Secretary and t he Assis tant Secretaries . He has cog

nizance over the Office of Naval Intelligence, the Division of 

Fleet 'i1raining , the Na val Communication servic e , and the opera

tions of the naval districts , the Marine c orps, and the Coast 

Guard (when attached to th0 lfavy) ; is chare:;ed ,;1ith the "direction 

of all strategic and tactica l matters 11 , . t he 11 organization of the 
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Fleet 11 , the direction of the rrmovernent and operations of vessels 

of the Navy 11 , and the 11 coordination of effort 11 of all parts of 

the Navy Department in relation to the 11 war efficiency of the 

Fleet 11 • He is requil'."'ed to keep records of the service of ships_, 

advises the Secretary as to various military and foreign affairs, 

prepares and revises re gulations and tactical instructions, and 

himself is entitled to the advice of the various bureaus -con ... 

cerning his action on matters under their direct cognizance. ~e 

recognize that this is a very -:Tide field of activity, but em

phasize that all of the actions of the Chief of Naval Operations 

are subject to 11 the direct i on of the Secretary 11
, and that his 

orders acquire authority because they are to be considered as 

11 emanating from the Secretary!'. He is in no sense independent 

of the Secretary, as in the case, for example, of the Chief of 

the General Staff of the German Army. Tpere seems to be no pro

vision in law which entitles the Chief of Naval Operations to 

by-pass the Secretary and to have direct access to the President. 

Any such direct relationship \7ould therefore necessarily have to 

be initiated by the President himself, and not by the Chief of 

Naval Operations. 

An impo1"tant feature of the establishment of the Office of 

the Chief of Naval Operations uas that, for the first time, the 

national government recognized the propriety of entrusting to a 

naval officer,. 1'ather than to the civilian head of the Navy De

partment, full technical direction of the operations of naval 
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warfare , as distingui sh ed f rom the management of the means of 

warfare. fhe President and the Sec retary usually are experi

enced in politics., but inexperi enced in naval matt ers, whi le 

nava l officers are just t he r evers e . The civilian heads of the 

government can no\"I r each t he F'l ee t only throuc;h the Chi ef of 

Naval Opera tions , and his l esal powers are sufficiently broad to 

en~ure a ga inst any civilian . control of the details of Fl eet op

eration . Further more ., the separation of naval officer-s from any 

direct relationsh ip i:Ii th the electorate is nor, more firmly es

tablished than ever . On the other hand , t he Bureaus rrhi ch ad

nu.nister the means of military action have r emained subject to 

the same degre e of civilian direction as befor e . 

Figure 1 is a · cllart showing the organiza tion of the Navy 

Department, as published i n the current 11Governmcnt r.ianual" . 

A considerable number of advisory agencies a re purpos ely omitted 

from this chart., such as the various examining boards, the Army 

and Navy Munitions Board, the Joint Economy and Merchant Vessel 

Boards, the National Advisory Committee for Aeronauti cs., e tc •• 

This chart shovrn in simpl e form the organization as Vie are ac 

customed to consider it. 

'1/ifo ma:r , hm1eve1" ., a tt omp t the r earrangement of this chart to 

indicate t he separation of the agencies of the Navy Department 

into t\ ,- o groups, one primarily conc erned with Com:rnand ., and the 

other with Administration . In Figure 2 ....-rn shoYJ the President 

as the source of all authority. From him to the Secre tary of 
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the Na vy load the line s of Command and Administration~ but in 

the Secretary 1 s offic e these line s diverge , On the Administra~ 

tive side ., this diagram correc tly shmrn the Judce Advocat e Gen

eral and the Budce t Officer solely a s advisors to the Secretary . 

These off ic ials exerc i s e no authority outside of their ovn of~ 

fices, 

r1.1he Chief of Naval Oper a tions , occupying a predominant po~ 

siti on among t he Departmental offices, has direct char ge of all 

military a c tion, coordinat es all mat t e rs which cone ern 1: .1a1.~ 

Effic iency , and r ec eive s advice on tho same subject from all of 

tho other agencies of tho Department . Betv0en the Department 

and t he arned nava l forces there is but one lino of Command 

Authority , and this l eads out from the Chief of Naval Op erations, 

With t ho uide discretion siven to subordinates under the present 

system of Command , this line of control transmits nothing but 

military information ., doc tr ine , and instructions as to action . 

such it ems are compo.rativoly f ew in number . Each Commander in 

the chain , wi t h stuff assistance , is able to consider them in 

detail , and to decide upon the action tha t his force v1ill under

take , 

The means of mi litary action have:; thoir adJninistrative con

trol lodged in tho Office of Naval O;;crations , tho eight Bureaus ., 

Headquarters of tho Marine Corps , Hoadquarters of the Coast 

Guard ., and tho Shore Establishment Division , Each of these of 

fioes has full control over the particular means of military 
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action allocated to it by the Secretary , and make many rules as 

to its admini s trn tion . Thero a1"'e thus t,;101 ve s epara to lines of 

Administrative Authority leo.dj_ng from the Navy Depo.rtmont to its 

agencies in the fie ld . The a.mount of business transact ed along 

each of t l'lese lines i3 t r emendous during pe'" ce, o.nd \Ji ll be far 

c;reo. ter durinr:; rmr . It is out of the question for the Cor.m1anders 

in the administrati vc chain to ~~i ve personal attention t o o.11 

of the details of this .business . The custom has groun u p the r e 

fore , of diverting most of these details so that they u ill pa ss 

through special ist Groups , such as the Supply Bases , Receiving 

Ships , and Industrial PJ.o.nts asho1°e , and. throuGh the Dase ~i'orce 

and its various subdivisions in the Fl eet . Short cuts have also 

become necessary bet~ecn the loua r echelons of the Fl oat and tho 

subordinat e agencies ashore . This dc• ontralization of the con

trol of tho means of mili t ar>y o. c t:i.on has an essentially different 

pattern from tho decentralization of the con trol of the mili t ary 

action itself. i'Jeverthole ss, as previ.ously mentioned, every Com-• 

mandcr is deepl y concerned that th0 mco.ns of action entrusted to 

h5.m are administered so.tisfo.ctorily . 

This diagrma seehls to shoTI more clearly than the other dne 

the nnture of the distinction bet~ecn the t~o mothods of control 

employed in the Navo.l J:!,Sto.blishnent, o.nd , to some extent, the 

diff0ronco in the chara c t01" of an officer I s Command and Adm.i.nis 

t r ati vc responsibility . 
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3. 'l1he Organizt?,-_ti_on 9..£. tho Offic~ _of Ha val Opera tions . 

i.ro mo.y thror; further li[;h t on this difference of character 

by oxo.minin[; o. diag r am of the internal orgnniza tion of tho Of 

fice of No.va l Operations , shoun in FiGure 3 . This office is , 

in effect , the staff organization of the highest naval comm.o.ndor. 

On tho loft side of tho cha.rt o.re s:1mm those divisions 

v:hose primary duties c.re concerned \ii th command , and on tho 

right· those which o.re almost entirely 2.dministrative . Ono ox ... 

caption is that tho Flo o t Tra ining Division , besides supervising 

collective training , has a Command function through being 

cho.rsed nith the propo.ro.tion of publications relating to Doc

trine , such as Y!ar Ins trnc t ions , Tac tic al Instructions, etc. , 

o.l t11ough this duty Y1ould fall equally V!Gll undor War Plo.ns . As 

a uhole, tho orr;&nization covers the full scop0 of Comm.and. 

Houovor, uhil o all divisions , except ~ar Plans , have certain o.d

ministro.tive duties , these do not cover tho full scope of Admin

istration rlith which naval cornrn.andcrs a.float arc charged . A 

lo.rgo part of tho o.dminis t r o. ti ve duties of the subordinn te 

no.vo.l c0111.i.-n.ande rs ha vo to do \"Ii th the means of action th.at are 

unde r t:10 control of tho Bureuus . 

All divisions of tho Office of Naval Operations are called 

u pon to contribute Infoi~r. a tion and Advico , and o.11 have o. hand 

in the formuln tion of Policy and Doc trinc . rrhe No.val Districts 

Di vision is tho singl0 mediw-,1 for the exercise of both com.m.cmd 

and administro.tivc control over tho naval districts. VJc should 
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note that the Chief of Naval Op ei-·a tions has cogniz ance of the 

administr a t i on of Nav " l Districts a s mili~_E!-£1-. units , and not 

of the ad.minist::.1 ation of navy yar c~s anc1 naval stations within 

the Dis tricts, ,.-,hose ;tndustrial management is u1-ic1e:c- the dire c -~-- ----
tion of the Assis tant Secr e t ary of the Navy . 

The Assist c.nt to t he Chie f of Nava l Operations occupies , 

vrith 11 esp e c t to the Chiefs of Division, a position sLmilar to 

that of the Chief of Staff o f the Co~nnander- in-Chief in relation 

to tho fla.::; o f fic ers uncter him, b ut his is not a statutory office, 

a nd he h as no authority over any ot hel' portion of the lJavy De

partment . He is especially cha7god, also , n ith the supervision 

of the a~ninistrat ive details of the Office . 

It may b e of son1e int c ::.1 est to corapare this chart ,_-,ith the 

chart ( F i ~;ur e 4) of the o::e0 anizat i on of the I:. ritish Nav a l Staff • 

The 11 Nava l Staf f i1 , of Y!l1icll the Fil1 st Sea Lord is the Chief, is 

the authority in the -~.r·itish !'.::'.mil,..alty 7hic h occupies a position 

corre spondin~ to Olli" Office of iTav :tl Op ol"ations . There ar e many 

similarities b et\ een the bro: -.-,e find in the :J11 itish Admiralty 

the counterparts of our Uar Plans , Intelligence , Ships ' Move

ment , l'!av a l Dist:C' icts , and F'leet Training Divisions . Their Oper

ations Div ision has some cont 11 ol ov e11 ma intenance ., but possibly 

not as much as our l.iai ntenance Division. The British Naval Staff 

appears to have n o control over Communic a tions nor Inspections . 

The Fi::cst Sea Lord sets up i."equir G1nents as to nava l material , 

and a dvises as to i ts dev el opment , b ut d oes not seem to have the 
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p ower t o " coord:Lnat e the effo:i.1 tn of the Adn1i i--·al ty for t he promo

tion of the ·~ar ~fficiency of t h e British Navy . On the other 

h a nd , he h a s under his direction the planni ng f O:i.1 att a clc on and 

defense of trade unde:i;1 the Plann ing Division , while the Opera

tions Division h a s the poY.rer to d ire ct tr ade mover.1.ent s during 

war . 

The poner of the Chief of lJav a l Oper a tions to 11 coord inate 

the eff ortrr of o.11 the age ncie s of the Navy Department in rela-

t ion to 11 war efficiency o f the h a s a n import an ce that 

c an sc a rcely bo overestimated . He d oe s no t have t he poy,rer to 

inquire i nto the int ;.;rnal arran0 cments of the Bureaus or the 

Shore Estab lis~~ont , nor to ques tion their methods . He d oes 

have the authority , h or!eV OI' , to c ontl.'Ol their final output i n 

such a man ner t hat, ·-.7l1Gn fit ted tog ether , the individual parts 

wi l l form an harmonious pattern of n aval ~ar eff i ciency . 

4 . Co ordina tion _2f !he Nat i onal Comnand • 
• 

To ob t a in an und erst an c7.. ing of t he full s cope of Haval Com-

mand , i t s eems n ece ss ar y to t ouch u pon i ts rel a tionship to the 

National Cornrnan c1 . By National Co:rmna nd ne mean the direct ion of 

t h e compl ete nat ional effort , ·.rhe t her e::c:i.~c is ed by the Ar my , 

the Navy , or b y s ome specic..l mil itary .croup . 
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All mili t a :;:-•y authority is derived fi-'om t lle person of the 

Pr esident . He has entrust ed t he direction of land opera tions to 

the Se c retary of Dar, end the direction of sea operations to the 

Secretary of t he HavJ , But he has se t up no perm.anent authority 

f or the dire c tion eithe r o:( the combined ope r a tions of t ~1e t vrn 

branches , o r for the coordina t i on of their separate activities 

in such a manner as to ensur e cove rinG the Y✓hol e of tl1n.o mi litary 

portion o.f a 1fat ional War Eission , The por.re r fi nally to deter

mine the br and lines of 1111 tional s tra teG:/ , and t o fix the na

tional obj e ct i ve s for t he armed forces , non r ests sol el y u ith 

the ;? 1"' e sident in person . This s ta to1.1en t me r e l y points out the 

fact, TTithout takins any posit~on as t o ~~e ther or no b there is 

a ne ed for the creation of any additional subsidiary authority 

h~vinG so b road a field , 

;:·re ma:,r assume that the liational Fission, if stated in ex

plicit t urrns , ,;ri ll bo formulat e d by the President a f t e r rec e iv

inc; t he advlce of h is Cabinet . \·:11i l e a l l Dopart r,1cnt s a r c deeply 

con c e rned in the prosecution of a war , t:10se most dire c t l y in

tere s tcd are doubtless t:.10 Departme;1ts o f Sta to , Tr easury , Har 

and the i~r.vy , an d. fror:1 t:w so he vrill ro c ci ve most of his advice. 

Aside frohl tho Cabine t, the only l egally e stabli shed body vith 

v1ar advisory functions ui th resp ect to the Pr es ident is t ho 

11 Uni ted Sta t es Council of lJa tional Dofenso 11 , v1llich is composed 

of the Secretaries of 1.·.1ar ., Favy , Interior, AGricul t ure , Commerc e 

and Labor . Tl10 Council i s charced \JJ.th the duty of advising the 
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President as to measures of coor•dina t i on contrib~tory to the 

successfu l prosecution of a war, such e.s t 11ose involved in trans .. 

portation , the mobilization of resources , and the relations be 

tween the government and i ndus t ry . In no respect does t h is 

body have any advisor ,r duty as t o the ext e1'nal national policy , 

nor as to war operations . Th e United Sta t es Council of ~a t ional 

Def ense has held no meetini.; s s :i. nce 1921 . 

By way of contrast , we may cite t he Committee of Imperial 

Defense , established in 1 904 as an advisory and consultative 

body to tlle British Cabinet , and t h e ·war Council., set up durin0 

the World 1f'Ja:r becaus e its 0rea t numb ers made the Bri t ish Cabinet 

itself too unwieldy . The f' rench and other r:, ov e rl1.I.71ents at vari "'.'. 

ous tifues in the past several years have established temporary 

Minis t r ies of Ha tional Defense , vvi th supervisory powers over 

the tiini s tries of A0.r , Marine and Air . The pre sent German gov

ernment s e ems to have permanently consolidated t hese three min

istries . There is no reason to believe that t h e se forei~n 

schemes would be any mo r e effective than Presidential action 

based upon the advice of the Cabinet , particularly of the Secre 

taries of War and Navy . 

These two latter officials have by a greement set up three 

agencies for the coordination of t he military efforts of the 

War and };avy Department s : 'fhe Ar my and He.vy Munitions Board, 

the Aeronautical :Goard, and the Joint Army and Navy Board . Al l 

three a1°e purely advi sory to the Secretaries in person., and have 
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neither executive nor administrative authority . A short summary 

of the principal features of Joint Action between the Army and 

Na vy may not be out of place , because of their relation to 

purely naval action . 

The Munitions Board is concerned sol ely with the coordina

tion o f the procurement of material for tho two branches of the 

armed forces. The Aeronautical Doard is cha rge.d with the duty 

of advisi:1g upon all joint questions affecting the development 

of aeronautics , and concerns itself almost exclusively vlith 

material matters . Both of these [ ,oar·ds, therefore , cover purel y 

admil1istrative matters . 'l'he Joint Army and Navy Board is the 

body which is import8.nt .from an op erational standpoint; it i s 

concerned with the 11 sufficiency and officiE::ncy of cooperation 

and coordinati on of effort betv-.reen tlle Ar my and Havy11 
i l relative 

to the national defense 11
• It is aided by a Joint ArrJ.y and Navy 

Pl anr..ing Committee. In actual practice, vre expect the Joint 

Board to confiue its act ion chi e fly to the formulation of pol i 

cies and mi ssions, and tho coordinat i on of the broad strategical 

l ines of effort by the Arnzy and the Navy; and the Joint Planning 

Committee to concern itself vdth drawing up the actual directives 

that are [;J.von to the Chief of the Gene ral Staff of the Ar·m.y and 

t ;.10 Chief of Naval Operations for guidin;_; t he propara tion of the 

operating plans whj_ch aro to be issuod to the field armios and 

the fleet . 
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Upon the rocomr.!1enc1a tion of the Joint :Uoard, tho tvro Secre

taries have a greed upon a system of policies and procedure whi ch 

is enunciated in the pamphl o t "Joint Action of the Art1y anrl Havyll. 

'J i thout examining t h e detailed :methods described in that publ i 

cation , ue may ~riefly 9utline the principles governing coor di 

nation of the war operatio11s of the Army and Nav-;:/ . 

The systffin adopted c overs three differen t conditions : 

1 st , ' fl1ere the operations of the tno services are 

independent and coordination is unnecessary . 

2nd , W1.ere operations are tactically independent , 

but strategi cally interdependent , and in which 

a measure of coordination is required . 

3rd, Bhere tactical coordination or , in othe r words , 

joint operations , is involvod . 

Three methods have been adopted for insuring that the Army 

and . the Navy work in harmony for the accompl ishment of the 1~a 

tional Mission in its entirety: 

(a) The assif;mnent of specific vmr missions to the 

Army and the Navy in the J oint Basic 1,1ar Pl ans, 
• 

which shal l be contributory to the accompl ish-

ment of the National Ffar i:1Iission . 

(b) In the case of tactically independent operations 

in the same strategic theater, b· · c l ose coop

eration between the co1mnanders of the Army and 

lfaval Forces in the theater . 
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(c) In joint operatio~s involving tactical coordination, 

by ent:eustinc; unity of com:mand , or limited unity 

of' command, to the service l1aving the paramount 

interest; that is , the service whose operatious 

a:r·e of the e;rea ter importance fo;."' the accomplish

ment of the joint mission . 

1•'There unit:r of cominand is establishec'l., the Pres ident ap

points either an Army or a i~aval officer to the sup1°eme command 

over the operations; this offlr..er , preferably not in command 

of either contingen t ., des~- ~:natos missions and e:~ercise s full 

control over the ac t:•.on o i· the co ,:nanders of the Arr,1y and naval 

forces concerned . :.!here lin i tecl unity of command is deor:ied 

sufficient , the comr,mnder of the forces l1a ving the paramount 

interest designates missions .for both t ~ie Army and the HJ.vy ., but 

does not exercise control Dver , no~ is he responsible for , the 

operations of the assisting s&~vice . His appointment , the refore , 

is not made by the President • . 

1I1hus we see t h at , where 1.mi ty of cormiand over Ar;ny and ~fa v 

al forces is established, the supre1i~e com1;1ande r is ~C?_nsible 

directly to tl~ Presi~ent , and hG and all the forces under his 

coi:nnand are ., in theory , entirely removed fror.1 under · the juris 

diction of both the Secn,tary of Har and the Secretary of the 

Navy . . In the case of lir.'1 tod uni t::; of command, or of non- tacti

cal c oo1·dination, coi.t1rr1anders of the Army and Haval force s remain 

responsible solely to their respective superiors in tho ordinary 
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chain of c 01,nnand. If coordination ·. should not ac tuallJ result 

fr om the use of the s e voluntary methnds , no one but the Presi 

dent himself can intervene to ass~re it . 

5. rrhe Ame1•i can Systom of Naval Command , 

The func.amental rv.l e of corrruand in the Uni tad State s Navy 

is set fo rth i n Articles 175 and J.51 (a) of the Havy He[;ulation~ ; 

Art . 175 .• - 11 No officer can p l ace hLnself on duty by 
virtue of his c mm·.1i s sion or warrant alor..e . '1 

Ar t . 1 8l( a) . - 11 0fficel'S entrus ted with the cornrnand 
of ~essels of war or naval stations , or ~ith the com
mand or dire c tion of any mili ta1~~- e:xpedi. tion or duty , 
wha teve r the:L r ran.ic , mus t , v1hi le pro:1erly in command 
or direction , have full c ornnand , authol"ity , and pre 
cedenc e over all officer s and persons, of uhateve r 
rank , servi!lg i a such vessel , station~ or oxpech t i on , 
or in the execution of such duty. 11 

Obviously it is i mpossibl e for any leaucr in person to di 

r e c t a ll of the activities of a nul titudc of individuals v1ho 

have been placed unde r his c 01mnand. , He is physically able to 

deal with no more thaD a few persons . If the forces entrusted 

to his direction are to be successfully employed for carrying 

out task s assi[!;ned hir1, he must organize tl1em in g r oups , dele 

gat e certa in portions of his whole task to the loade rs of the 

0roups , and deal diroctly onl y vii th those l eaders! In succes

sion , the so l eaders then pass alons lJortions of their ovm duties 

and r espons i bilities , until finally the entire ma ss is organized 

in a manner that will per~,1i. t i t to act quickly and effec ti vel y . 

The ~Javy is or,2;a:r:ized v-rith a vi ev: to ac complishing all of 

its wo1~ , but the Navy Resulations presc ribe separate channels 
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fo r Command and Administrative authority . 

Art . 656 (1) . - 11 Command within a fleet or separate 
squadron shall normally be exercised as follows: By 
the Commander in Chief or tho co1-:-ir,iando r of a separate 
squadron , thr ough ti-1G tasl( force com.Panders under his 
command; by a task force commander, t i-n~ougll the task 
group com;ma.nders under his connnand; by a task group 
commander ., throuch his subordinate comnanders . 11 

Art . 656 (2 ). - 11 Administration within a fleet or 
separate squadron shall nornally be eJ:e rcised as folloviS , 
insofar as the agencies named exist within the organi ... 
zation or subdivi s ion in questioD: By the connnander in 
chief thr ouGh the for·ce conmanders; by a force cornmander, 
through the commande r s of tho typo orGanizations under 
his co1~1mand; by such a typ0 orc;anization co:mr,:andor , 
throuc;h the flotil l a or aircraft wing commanders under 
his command; by a f l otilla or vvi ng cor;1.mander, through 
the squac1.ron cOliTinand.ors unde r his comnand; and by a 
squadron comr,mnde r, tln•ough the di vis J.on conm1anders 
under his cor;_m;.and . Tl'le operation of this nor1ual adl:1.in
istratJ.on shall be subjoct to such modification as may 
be necessary to adapt it to the actual organization 
and disposition of tl1.o naval forces concerned . 1

' 

Ar·t . 660 . - 1'Hothinb ::.n the se regulations shall bo con
strued as lirni tins th0 discretion of a co1mnande1" in 
chief or other naval coL1I"i":a110.O1" in making at any time 
such di s position of his co~~and , or such spacial tem
porar y organization of the forces undor his command, 
as he may deem appropriate for the accomplishment of 
a particular tasl:: or purpose . ;r 

Another important Departmental publication clearly define s 

command respons ibility: 

Art . 515 . - ii :Co.ell c01m;1ander in the cllain of comnand 
is responsible that tho units under his co1nr11and exe 
cute correctly the instructions or orders received 
f r om higher authority . B 

'l'he first tvrn paraf;raphs quoted seem specifically to divo r ce 

from each oth0i ... Corrmmnd. and Administration; the fj_rst and thi r d 

a r e authority for tho emplo:iTa.ent of spe c ial organiza tj_ons of 

task forces and sroups for the ac c 0i:11plishr.1ent of mi l itar y r,1issiora . 
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The first paragraph establishe s the rul e that a Coiiwmndor 

exerc ise s cor~~an~ only over those units which have boen placed 

under him in a specific task organization; for their nili tar y 

action he is responsible only to tho hmediate superior i.7ho ap

pointed hin . An extens ion of this rulo is given in tho rogula~ 

tion concerning the authority of a s enior officer present . 

Art. 150 (4)". - aAt a ll tine s and places not spec ifi 
cally provicled fo r in the s 0 ro0ula tions, v1hero tho 
exercise of ~ilitary authority for tho purpose of co
opei .... a tion or otllornise is necessary , of uhich tho re
sponsible officer must be the judge , tho senior lino 
offic er on the spot shall assur.10 cornnand and direct 
the movements and efforts of all persons in the Navy 

pr e sent, subj0ct to the limitations of - - - specifi c 
orders~;, · 

Article 656 (2) i.7ould c.. t first a pp oar to r.mke tho rule that , 

even if units n.ro attached to o.nothe r tenporary task forc e , 

their usual Cori1I?1.andcr continue s to exercise administrative au-

thori ty over them for all purpoces . Hov!Cvcr , so simple a geo

metr i c arrangement so oms o.dequa te nei thcr for vmr nor peace , 

and therefore a different interpretation must bo sought. 

~he fact is th3t aclmi~istrativc action occurs alonG nume r ~ 

ous lines , and administrative responsibility is very compl ex . 

For exampl 0 , supply nnd disbur sing officers transact a great 

part of their business direct uith tho Bureau of Supplie s and 

Accounts, and ov0n their corn::nanding offic0rs have only an in

direct responsibility . Muc:ti of the oth,=Jr business of a ship is 

carr5_ed on diro c tly bot\rn0n tho corn1andinG officer ar_1d tho Bu

r eaus of the Havy D0partr,10nt, As the Bureaus have no r.1i li tary 
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authority, commanding officers are not i-·e sponsible to them, but 

to their ovm military superiors , fo:i." the satisfactory execution 

of the rul e s of the Bureaus . 

During peace ., most of the units of a p0x•manent f orce l"emain 

concentrated in the same area for training , and are temporarily 

detached only f or short periods 1 such 8.s dur inG Flee t r,,:;:aneuvors . 

During a large part of a uar soneuhat similar conditions would 

prevail ., and the Com:r;1anders of the major forces of the bas i c or

ganization woulu rightly be responsib le for the administrative 

preparat ion of their unit s fol"' more active duty. 

But when., as sm-:i.et i mo s occurs , units of the Fleet arc sent 

to the Atlantic for an e:~ tendecl p eriod., it b eco:r.ies impract i cable 

for their supeI'iors in tl1e Pe.cifi c actually either t o command or 

to administer them. These units properly look to the Chief of 

Naval Operc.tions for operatins oi,c:i.e:cs . 0ometLme s Operations 

estab lishes a tempo:..,ai-·y command under the senior officer present 

in the Atlantic . In this ocean these vessels are in a different 

theater; necess arily their activities ai"'e unrelated to the units 

in the Pacific , and., practically they are detached from theil"' 

normal organizations . 

Durint; war , temporary task forces may be organized that 

v.rill take units au ay from the ir basic org anizations for consider ... 

able periods ., even though they remain in the srune strategic area . 

They may also b e detached to distant service in the same or an

other the a ter. Under . these circtunstances , if the temporary 

task force comr.mndeI' is to prepare anc~ to maintain these units 

in condition to perfm•m their military tasks , he must be able to 
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exercise not only Conrraand , but also full A~ilinistrative Author

ity . 

\'Ie thus perceive that there are several a spec ts of Ha val 

Administration . First, there is the dir ect management by the 

Bureaus and other agencies of the means of action under their 

cognizance . For the correct adrnlnistration of these means, of

ficers are responsible to their immediate military superiors . 

Next , there is t he management of naval forces during ordinary 

periods for purposes of training , maintenance., supply, and the 

like . · Here the line of administration follows the line of per

manent organization . Finally, there is the special management 

required in temporary task forc es when units are detached from 

their pernanent organizations for long periods of time , or for 

distant service . In this case., the line of adrninistration of 

necessity shifts with the line of cornr;-iand . 

It seems entirely proper to consider that the Navy Re[;ula

tions contemplate the use of all of these separate lines of 

administration, and that they can be inte1"preted in this r,mnner . 

There are several additional features of our Command System 

that are very important . 

One of these is the Rule established by the Navy Regulations 

specifical ly permitting any Comnander to communicate directly 

with any unit under his co1;wianr.L, (Art .• 656(3)) . On the other 

hand, the Regulations require that a Commander communicate with 

superiors only through his ovm immediate superior, (Arts . 2033., 
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2037 , 2038 ). 

Another feature concerns the initiative that may be granted 

to subordinates. 

The Chief of Naval Opel"a tions, deri vin;; authority from the 

President through the Secretary of the Navy, has control over 

the organization and the operations of the Pleet, and is charged 

with the direction of all stra tegic and tactical matters. His 

authority is very great , but he has himself curtailed it in such 

a manner as not to i nterfere with the independence and initia

tive of the subordinate officers to whom the . Navy Department has 

entrusted the exercise of com;mand at sea . The character of this 

self- imposed r es triction of the authority of the Chief of Naval 

Operations is set forth in Article 500 of a certain Departmental 

publication: 

11 In war the Chief of Naval Operations ·Hill p resc r ibe 
the basic policies and exe rcise broad strategi c direction 
of the operating forces . He will assign strategi c tasks , 
in broad terms, to the Cornr.1ande1- in Chief of the Fleet 
and to the commanders of Forces Independent of the Fleet . 
Both the planning and execution of all opera tions are 
distinctly the functions and the responsibilities of the 
c01m:1anders aflon t . 11 

'I111is article enuncia tcs one of the most i nportant of the 

modern command policies , and cl early defines tho relationship 

which shoul d exist between all mili t ary superiors and subordi

nates . In f ormer times., when armies and fleets were small , the 

supreme leader personally was able to regulate matt ers of minor 

as well as of major importance . 'iJhen operations became more com

plicated, and armies and fleets gre~ larger , this direct personal 
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command became ineffec tive, and a system of rigid rules and 

maxims grew up intended to deal with distant strategical and 

tactical situations. For a long time this system of personal 

control remained the standard, but Frederick the Great, Hapoleon,, 

ITelson, and l ater tho Prussians sh owed how ineffectual stereo

typed rules became when opposed by a more flexible systora based 

upon individual initiative. Henderson says: '1Tho study of vmr 

(by Prussia) - - - led to the establishment of a sound sys t eri1 of 

connnand - - - based on the recocni tion of three facts: first, 

that an army cannot be eff0ctivoly controlled by direct orders 

from headquarters; second., that the man on tho spot is the best 

judge of the situation ; and third , that intelligent cooperation 

is of infinitely more value than mechanical obedience. - - - It 

was understood in the Prussi an armies that no order was to 

be blindly obeyed unless the superior \7ho issued it vms actually 

present, (but) - - - tho ~ocipicnt was freo to use his own judg

ment ., and act as he beli eved his superior would have directed him 

to do had ho been a,;mro hov1 matters stoodll. This feature of 

comrnand has nou been adopted by all of the modern military na

tions. .Its philosO!Jhical basis has been stated as follovrn by 

Darrieus: 11 (Comnand ) can be exer t ed in two different manners . 

The first tends to bring all the machinery under the direct con

trol of a single person Who acts in stead and in place of the 

r est ; the second bends all wills into a single one by impressing 

upon then a uniform conduct, while leaving to each the free 
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disposal of his moans in his proper sphere . - - - It sub jugates 

the wills the. t engender acts and not the acts therJselves , in 

such a way that each acts a s tho leader ·i;;oul d have acted" , 

While the Conr.1ander- in- Chi ef and the other independent com

manders have supreme authority in their own fields , they are 

responsible to the Secretary of t he Navy , through the Chief of 

No.va l Operations , for the ac complishlnent of the orders and in

struc tions which they receive, There se ems to be no warrant , 

either in l aw or in custom, for those offic ers to hav0 direct 

access on thei r own volition to the Secretary of tl-10 Havy or to 

the President , in his capacity a~ Commander-in-Chief of the armed 

forces •. 

Exis t ing r egulations provide tha t in Ymr the Chi ef of Ha val 

Operations shall coordinate all of tho mil i t ary activities cf 

the Naval Establi shment , conside red as being divided into three 

categor i es: 

Operating Forces , 

Se rvices, 

Shore Establishment . 

The Op er a ting Forces are defined as all naval activities 

afloat , together with such shore activities and naval districts 

as m~y specifically be designated • . 

Onl y the Operating Forces in the principal theater a r c 

pl aced under the Co nmander- in- Chief; those in s econda:r;-y theaters 

are unde r independent commande r s , and tho naval local defense 
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fore es are u.nde r the Cornrriandant s of Fa val Di s t r i cts or outlying 

naval stat i on s . 

The ~erv i ces co:rripr ise t h e J.'!ava:i. _Tran s portation , Co:rrrrr1.mi ca 

tion , and Int ellig ence Servi c es . Vessels of t he lfaval ';.1 ranspor 

tation Se rvi ce , wh ile ~ithin the limit s of any theater , automati 

cally ~)a ss unde r the j u risdicti on of the commander of tha t 

theater . The o ther two Serv:~ ces , s o far as rela tes to the parts 

on sb.or c~ e.nd not as8igned to the fo rces afloo.t , always r ema i n 

und er the supervis:i.on of the Chief of Naval Operat ions . 

'.ifo have now indicated the chiei"' fea tures of the Amor i can 

s ystem of' naval co:r.uuand . ·,:,re ::io:r.:etlmes hear the assertion that 

al l of t he n1ode rn c01,:i-. and s ystems a re patterned on that dev eloped 

by th e Prussian s . Fhi le it is t rue that many features of t he 

Prussian s ystem have been a dopted genera lly , the l i nes of develop

ment in vario' 1. s o the r s ervices have di s t inc ti ve chnra c terj s ti cs 

of their ovm . It may , therefore , b e of in.ter est to compare the 

or Gani za tions of the Hi gh Co:rrir a nd of the Germ9.n Army , the United 

States Army , th e Br l tish Navy , and the United States Navy . 

In the r+ernian Army , the Chief of the Gener al S taff occupies , 

dur :i.ng :_) e2.ce , a posit i on directly unde r the Head of the Sta te . 

( This s ta.teme nt ref ers . to his 1-os i t5.on prev i ous to the pre s ent 

re~il:1e , but i t is believ ed th i"l. t no change _1as o ccurred i n thi s 

r espect) . In war , he b ecomG s the Chie f of Staff to the Co mmand

er- in- Chief of all the armies , who hims elf ha s usually been the 

Head of Stat e . The Chief of the Gener al Staff operates the field 

gr and headquart ers . That portion of the Gene ral Staff organi za-
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tion which remains at the capital is subordinate to the field 

headquarters, While theoretically the Chief of staff h a s no 

authority over the generals in command of the field armj_es., ac

tually during several v-rnrs he has be en the virtual Cornmander-in

Chief , though always acting in the name of the King . 

The war Minister was appointed by the Crown, but., unlike the. 

American Secretary of War , was to so r.1e extent responsible not 

only to the Head of State but also to Parliament. His duties 

vrnre largely political, and, if he ha d been the head of the army., 

the operations of the lat t er mi ght possibly ha ve become subjected 

to parliamentary interference. He therefore was placed in the 

position of acting simply as a member of the War Staff of the 

Head of State., and was even required to be present at i mportant 

councils held by the Chief of Staff, so that he could meet any 

demands made in his own particular province. 

Figure 5 is intended to show the relationships existing in 

the High Command of the German Arr.rry. 

By law , the Chief of the General Staff of the United States 

Army prepares plans and policies for approval by the Secretary of 

Dar , and acts as the a gent of the Secretary in supervising the 

execution of approved plans and policies ,. However, there seems 

to be a closer relationship between the President and the Chief 

of the General Staff than between the President and the Chief of 

Naval Operations.. 1.'!hile the President, as Commander in Chief., 

theoret-ically has aibout the same relationship to both., the law 
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specifical ly recognizes tha t the Pres ident may assign t o the 

Chief of the General Staff duties not already assi gned by law 

to othe r a 0enci es. However , the Chi ef of the Gene ral Staff in

variabl y a cts only in the name of the Sec r etar y of ~ar , TThe r ea s 

the Chief of Naval Oper ations si _sns orders in his orm right . 

In the United State s military s ervices it is unlikely tha t 

the President will ever follow the Prussian system and assume 

the a ctive fi eld c ommand as Com.: .1anding Gene r a l . The rra r Depart ... 

ment has r eco r;nized the necessity of having an officer in co:mmand 

of all of t he fi eld for ces , and recently has given to the Chief 

of the Ge ner a l staff " n addi tional office, t ha t of the Comr.1anding 

General of the fi el d forces during peac e . In war, he Yli ll con

tinue to hold both offices until the President specifi cally di 

rec t s othe r nise . Whether or no t he wi ll act in both capacities, 

or wi ll r er.1ain a s Chief of' the General staff and arranse the 

appo intment of a nothe r off icer ns the field cor:1r.1.ander , or will 

r elinquish the office of Chief of the General s taff and retain 

that of Comrnand i ng Gene r al .,_ doubtless will depend upon the loca-, 

ti on and the char a c te r of h ost i lities. ·,_fo.r experience, hoi:rnver , 

has indicated the necessity for having, at the seat of government 

and in close contact with the Pr esident and the Secretary of War , 

a pou erful mili tary officer in close sy:npathy with the field com;.. 

mande rs . 

In F'i [;ure 6 is shown the system of Hi gh Command of the 

United St ates Ar my o. s it exis ts in peace •.. 
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A remark s01,1eti me s heard concerning the Dritis~1 system of 

naval commo.nd is that the Commander at sea is uJ.tirno.te ly subject 

to parlio.menta1"y direction . For exanple , at present the author

ity of the First Sea Lord of the Dr it:Lsh Adri1i ral~y is 11 Advice 

as to , and gene:i."·al direction of , ope rations of uar,1 . He gives 

this advice to the First Lord of the .Adri1iral ty , r:ho is hh1self 

the ex- officio chairman of the Admiralty Operations Cor:rmi ttee . 

The First Lord nominally receives his appointment f r oLl the king , · 

but is responsible primarily to Parliament . The First Lord ' s 

di r ect author i ty over operations also appears actually to be ex

ercised to a sor.-ie-v1ha t 6 reatcr det;roe , (as uitness the Antwe r p 

and the Gallipoli adventure s) , than is nou the practice in our 

own naval establ is~aent . 

The High Cori'.lmand of the British Adr,1iral t y is organized 

somer1hat like tho.t shown in the diagron in Figure 7 . 

0 e have already des c ribed the orGanizo.tion of the High Com

:raand of the United st8. tes Navy , but .,. in :i:i'igure 8 , rlill shovr it 

i n simpl i fied forn1 for compar i son Yii th the other organizations 

descrj_bed , Ti.VO points se em to require emphasis: 1st , that in 

our m·m no.va l s e r vi c e the active direction of operations remains , 

during Ymr as in peuc e_, in the hands of the sar.1e officer at the 

seat of 0overm1on t; nnd 2d , tho.t Congress does not appear in the 

lino of Command in any manner whatsoever . 
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6. Dasie Fl eet Or ganization . 

11Je may note that the ifavy at times applies the term i1task 

force 11 to a permanent J as 1"fell as to a temporary , organization • . 

'l'he Navy ;1egulations i-•equire tha t., during peace, nThe United 

States Fleet shall be divided into task forces so constituted 

as to pa ss \7i th facility from peace to vmr 11
• (Art . 649 (3)) . 

The present peace organization of the Fleet has been evolved to 

comply vJith this provision. In the i?leet ne have the Battle 

Force , the Scouting Force , the Submarine Force , and the Base 

Force _ .. . 1Ve commonly say that t he Fle e t has a 11 Task Poree Organi 

zation11 , as distinc.;uished from the 11 1rype Organization 11 nithin 

the pre1:1ent 11 Foi>ces". The entire Fleet uould have a 11 Type Or

ganiza tion11 if, directly unde r the Commander ... in-Chief , it were 

organized into type c roups composed of all the Battleships, all 

the Cruisers, all the Destroyers, Submarines, Aircraft, Mine

craft , and Train Vessels . 

From time to tii~1e a movement has started with a view to 

abandoning the pres ent 11 Tasl<: Force Organization11 in favor of a 

Fle et 11Type Or1:;anizationi' . It i s alleced that, at the outbreak 

of vmr , the Fleet would require immediate reorganization if it 

is to be successful in executinG the highly diversifi ed tasks of 

war; that bettor standards of t raiRing, maintenance, and doctrine 

would resul t from a type orbanization; and that the type organ

izat:i.-on would facilitate direct cont rol by the Commander-in-Chief, 

and also the ease of organizing the temporary task for~es of both 
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peace and war. Those opposing the change appear to believe that 

the existing 11 Task Force Organization1' is, fundamentally , sound 

for the most i mportant event of vrnr , the Pl eet Da ttle , and for 

the operations preliminary and subsequent to battle. They deny 

that the present organization is a real bar to the speedy forma

tion of temporary task organizations , and state that coordina

tion will always be better between units if they have been accus~ 

tomed to a close personal association . 

The 'Jar College will express no opinion as to the merits 

of these contentions , ·but vrill content its elf merely u i th men

tioning them, and with pointing out that these different methods 

of organi zation aff"ec t only the channcl_E. , and not the operation, 

of Comm.and and Administration • 

It may be well a l so to ment ion the fact that it will always 

be difficult to set up an organization that, without considerable 

modification, can pass di rec t l •y from peace to ·,mr . i•To two wars 

will ever be alike , be cause of the differences that wil l exist 

betDeen the various basic Wa r Mis sions, be tween the relati~e 

strcn~ths of the forces involved, and between the theaters in 

which the diff erent wars will be waged . For example , the war 

tasks , and the r efore the vrnr task organization, of the United 

states Fleet, would be likely to be markedly diffe r ent in the 

three cas es of war a gainst a European power , against an Asiatie 

power, and against both a Europ ean and an Asiatic power . Before 

v✓ 0 can expect to pass from peace to ';Jar without radical change s 
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in the Fleet organization, we should have known durins peace 

the particular nation that \"Te v10 r o to fi :;ht , t:1.e gone1"al nature 

of the war policy , the theater of t~e war , and tho strategic ob

jectives . A nat5.on may have this knm1ledGO i.f , like France , its 

war efforts for centuries l1ave senerally been expended in one 

certain di1°ection.. It is unlilrnly that t :..10 United States ;;.rill 

ever have such information very long in advance . 

It s eems probable , thorcforc, that the basic war organiza

tion of the Fleet can not be conside red finally established 

until after the reorsani za t1on that will take place after the 

actual outbreak of ~ar . The basic peace organization of the 

Fleet seems i mportant principally f rom the s t andpoint of Admin

istrat 5.on1 rather thaP.. of Command . 

7 , Command Functions and Administrative Activities . 

,_-_r e have non exa::ained the chains of na val command and ad.min .. 

· istration as they lead from the President, through the Depart 

mento.l a::;encies, to tlle principal navo.l forces and the technical 

services in the field . He have emphasized the fact that , v1hile 

Adminis tra t:i.ve responsibility is di v:!.ded according to the char

acter of the means of action involved, and according to special 

operatin0 conditions , Conu,1and responsibility follows but one 

line . 

But v1hile Command and Admj_nistration are essentially dif

ferent from each other, each also has oertain distinctive fea 

tures of its own . Analysis will shov1 that these features may be 
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subdivided into several charac t eris t ic group s unde r each heading , 

An understanding of tl1e individual no.. t ure of these groups may 

assist a Commander in the organization of hi s forces and in the 

exerc ise of his authority , 

In our definition of Command are menti oned t v/0 basic ele 

ment s : · 

(a) The 1:a11 of t h e Commander , and 

(b) ~ilitary a c t i on, in the execut i on of that will . 

In order to facilitate t h e clear det ermination of the Commander' s 

vlill , and to translate it 5-nto effective mili t ary action ., YJe must 

arrani:;e that t :rn Conmo.nd Organiza t i on clischarGe several distinct 

fun ctions . The nature of e 1ese functions nay be de t ermi ned 

partly from theory , but c:1iefly from a stucly of the activities 

of actual military a gencies , such as , for example , the activities 

of the Office of Naval Operations i n relation to the Pleet . 

A Connnander in any ech elon ., from the hi o;hest to the lovrnst ., 

h o s h is field of ~ction more or less clearly defined by the or

ders he has receive d from his immediate superior . His field in ... 

eludes t h e less er fields of his subordinates , and in turn is in

cluded in the lar3 er field of his i mmediate superior. . He is 

expected to act onl y in nis ovm fiel d , and exclusively for the 

accomplisl111ient of 11j_s assigned Mission . r_rhe iUssion prescribes 

the full ran3e of a Comnander 1 s will; Doctrine , which is the sys -

tern of knowledge that guides future action in accordance with 

the lessons of the pa st , prescribed the broad technical lines 
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along which his will should find expr ession in action . The 

Mission, supplied from above ., thus requires in each echelon the 

assist ance of the special Doctrine applicable to tha t particular 

echelon.. 1:/hen political relati•ons will in any way affect the 

military action that is to ensue ., then the Commander vlill al so 

naturally consider hon Policy is likely to modi f y that act i on . 

To express his will to action in a tang ible, under standable 

form, the Commande r requires the fr amerrork provided by a Plan. 

In order to draw up a Plan, he should have a t hand a store of 

Information covering the s pecial condi tions of his prob lem. He 

vJ'i l l a l so u su.ally desire to ava il himself of the results of the 

mental processes of tho se Yrith uhom he is associated; that is, 

he will v:mnt Adv~ from his staff and possibly fr•om his prin

cipal subordinates . 

After cons ider ing ava ilable Information and Advice ., the Com

mande1"' is thus enab l ed to evolve a Plan, consist ent with ex ist

ing Doctr-ine . The Plan its.elf ., v1l1:ich, of coUl"'s e., incl u.des b oth 

the organization of forces and the assignment of tasks ., wil l 

guide the military action Ylhich is designed to accomplish the 

Mission. 

Mai-•shal Foch once rema.rlrnd: 11 The porre r to command had never 

me e.nt the power to remain mysterious , but rather to communicate ., 

at least to those vrho immedia tely execute our order s., the idea 

which animates our plann . The Commander I s plan rJill therefore 
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need to be formulated in a Directive , and to bo communicated to 

subordinates and to the next superior . Promul[;ation of tho 

plan, subsequent developments of it ., the revision of existing 

information., and cooperati on between the different clements 

of a military force , all are of primary importance to the suc 

cess of Cor.m1and., v1hi ch, therefore , r equires tho func tionin[; 

of an efficient syst em of Communicat:Lons~ 
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No plan is likely to succeed without the active interest 

and occasional 5.ntej:'vention of t h e directing head; t hat :ts., it 

is essential t h ere be a careful Supervision of the e:;::ecut :1. on of 

the military act i on w .. 1.ich i s required by t he plan. This i s no t 

at all the same ldnd of a function as Inspection., which concerns 

itself s ·~·lely with th0 condition of the means of. act i on. Su

perv i sion is concerned with the action itself, rather t han with 

material objects. 

Finally, the plan, its deta ~ls, and t h e ma nner of its e:;~ecu .. 

tiori, should be 111..ade a matter of Record. It may be t hought that 

thi s function ia a ci,115.nist:i. ... at:1.ve; rather, however , it seems 

necessary for completing and rounding out t h e full scope of 

Comrnand, in order that the history of its accomplishments may 

be available for future use. 

It may be n oted that we make no n en t i on of TraL1ing as an 

abstract function of Command. This omission is intentional. 

Training is the preparat i on of persom-ie l for its action dutios, 

and h as nothing to do with its h andling during act ion . There

fore it se ems unalceous to the preparation and maintenanoe of 

material in readiness for i ts use by personn0l . Training , al

t h oUGh always an immediate co:.1cern of t h e Comi11ar1der , is by our 

def initions and by Navy ReGulations , a matter of Administration. 

'lhe United States Army includes tra::.11ing among the Command funo

t i on·s. The point is not very important., because., as v,e will 

se c later, the personnel who operate forces are always t-h o 

sa.ne ones who train them as un i ts. 
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To sumr;1arize the functions which a Command Organization 

should discharge to ensure satisfactory mil.itary action in the 

accomplishment of l'Iissi on, we may list: 

Docti~ine, 

Information., 

Advice., 

Plan;_1ing_, 

Communicat i ons, 

Supervision, 

Record,-.~ceeping . 

The relation betwe en theso funJtions and t h e ensuing ac

tion, may be shovm graphically as in Figure 9_. 

It should be noted that these are ~tions.,. and not §..E;

ties. During their actual discharge, one individual., or one 

group of individuals, may be concerned with several of these 

functions; or, on the other hand, a single funetion1 (such as 

Doctrine or Advice), may be divided among several groups~ 

The Means of il'iilitary Action comprise a very long list of 

objects ~nd technical services. But it is not difficult to allQ~ 

cate all of them into a .small number of general groups, each of 

wl1.ich has a particular character. First, of course, we bring to 

mind all '.Of the var i ous :::inds o·f Iiraterial that we require. Our 

mind,s t hen turn naturally to the subject of Personm-,1., whi~h is 

divided into two distinct categoric~., naval and civil. Matters 

of Financ~ seem to form one cllaracteristio group; Transport 
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is required for the moveme:-it of both Liaterial and Personnel; 

and t 2:ie value of Inspection by various independent a0encies is 

universally recognized. In admin5.strative ·wor~c many Legal 

questions a:i.'ise which seem to fall into a. distinct classifica

t i cm. Finally we have a special group cf ad.rninistrative activ

ities that can be placed only under the Sh~ Establishment.,. 

which is the organization of Material and Personnel operatod 

for t:.1e collective benefit of all other portions of tho lJaval 

Establishment. 

All of the T.~eans of I.iilitary Ac.tion with which Naval Ad

ministration is concerned may t hus be allccated to seven char

acteristic groups: 

I.faterial, 

Personnel, 

Finance, 

Transport, 

Inspection, 

Lavr, 

The Shore Establishment. 

As in the case of the Command Fu~1ctions, corsnizance over 

these - general groups may be scattered among numerous agencies. 

Furt:1ermore, each group may have several aspects; that is, 

viTithin 0ach,- occur certain specialized lines of administrative 

control. In Figure 10 we may see t h e various g roups of the 
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means of military action brot :en down into t h eir principal sub

divisions. 

It might be possible to indicate the relation of each of 

the Departmental agencies to t h ese principal sub divisions , but 

the diagram would be very complicated. Drawing such a diagram 

does not seem o s sential, when all that we are attempting to 

s ive is a g eneral U.'Ylderstand:i_ng of the nature of the <'ommand and 

administrative activities of t h e Navy. However, a recogn i tion of 

the oxistence., and an understanding of the character., . o:;f the 

different lcinds of activity will be us0ful when analys ing the-

pract ical e.:;~erc i se of the t wo meth ods of con trol., .. and when 

attempting to formulate s ound ideas as to staf:f organization. 

Existing i n structions require t hat res J onsible commanders 

organize t he ir commands into such tas:: forcc,s as may be appro

priato for e.:;::ecuting the var ious operat ing plans . 1:Jhen t he 

~=i 'J.eet i s fully organized., it will consist of numerous ta.s :.c 

groups and ~ub-groups., each h aving duties of' Command and Admini&-· 

tration. All of the Commanders of t h ose groups will be under 

t h e nec e s sity of provj_ding ., either in their 0"'71.L persons, t heir 

staff s., or their s ubordinat es., :!?or the discharge of all of the 

Command Fu ;.Lctions, and for t he oper ation of all of the Act:iinis

trative Groups., e.:;rnept only that of the shcre Establ i shment. 

8 . s 1E,nmarv .. 

In concluding thi s por t ion of our> sub ject, we may su:mmarizQ 

our principal finding s as follows: 
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( a) Connnai.vid is the direction of organized forces i!1 the 

performance of miiliitary acts., in compliance with su

perior will. Administration is the management of 

the material means required for the performance of 

military acts. 

(b) The Administration of the Navy Department is distribut~d 

among a total of twelve principal off ices end Bureaus. 

For each of these, a separate line of Administ:cative 

Authority leads direct, or through intervening offices,., 

to pe1°manent non- Departmental agencies. Necessar i ly, 

this authority has be en g r eatly decentr-alized, and 

much of it is actually exercised by subordinate s pec

ialist groups. In t he Fleet., a dministration of the 

means of action is for t he purpose of preparing them 

for use. Co!Y',..rna:1.ders a:r·e responsible to their im.111ediate 

superiors t hat t his purpose is served_, and also that 

their management i s in accord with the rules estab

lished by the Departmental offices. 

( c) Haval Command is exei-'c i sed through a single chain lead

ing from the President, through the Secretary of th~ 

Navy., to the Chief of Naval Operations., who by law has 

been cbarged with t~'le direction of all strategic and 

tactical act ion undertalrnn by the Navy. From the 

Chief of Naval Operations the chain of ~onnn;:i.nd leads 
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to the Commander-in-Chief, (or to Independent. Com

manders), and finally to temporary task force c~m

ma.nders appointod under• the authority of the latter., 

Within his cwn sphere,. a Commander has full discretion 

in the field delimited by his Mission and orders, and 

for his actions he is responsible sololy to his imme ... 

diate tas:.c superior. There is no legal 11uthority · 

for by-passing, from below.any of the link~ in t his 

chain of command •. The system does not contemplate 

civilian interference in the technical direction of 

military action. 

(d) Although governed by laws enacted by Congress, naval 

personnel owe responsibility for their actions solely 

to the Executive, and not to the Legislative~ Branch 

of the Governme:1t. 

(e) The National Command has no permanent organizat ion., 

but cons is ts mej_"ely of the President's personal rela

tionship to the Secretaries of 1Har and the IJavy. Co- . 

~rdination of t h e military efforts of the Army and the 

Navy is effected by ac; reement between the two organiza

tions., \iVhen a.greed upon, a tempora1°y 0rganization r.1ay 

be ~,stabl ished under a designated commander, . supreme 

in a particular field, and responsible directly to tho 

President. 
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(f) Every Command Organization should provid~ both for 

discharging all of t h e Cmnmand Func tions, and for 

operat ing the appropriate Administrative Ac tivities . 

The functions of Command are: Doctrine, (and some

times Poliey), Information, . Advice , Planning, Com

rnun ica tions, Supe1"vision, and Record-keeping . T~J.0 

characteristic groups of Naval Administ1..,ation to w:1ich 

may be allocated o..11 that perta ins to tho means of 

military action a:e~ : r.:a ter ial , Personnel, Financo, 

Transport, Inspection, Law, and the Shore Establish

ment • . 
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II . THE C01.1Y.ANDLR., TPili ~FF, .AND THE COU:AND . 

1 . The Commander ' s Authority and Res Dons ibility. 

In exercising command, a Commander does not himself act; 

his part in the execution of the tas lc assigned him is t he di-

rection of the ac tion of his forces . Since a single ir:di vidual 

can not effectively control m~ny subcrdinates, he first organ~ 

izes hi s forces i nto a convenient number of properly const i tuted 

groups , appoints a Connnander over each; and assigns to 0aoh 

Commander a definite por•tion of _1is ovm task . Thes·e Commanders 

in turn follow a l ike pro cess; t he series of descending oohelons 

extends finally to th(,\ lowe st of all ., such as a squad of me n, 

a gun 's crev, , or a fire room watch. In t he course of subdivid

ing the ta,sk among sucaessivel y smal l er task groups , its var-:

ious parts are assigned to t h os e individuals most capable of 

performing them~ In the lowest echelon, t he original general 

tas !{ appears as a mult i tude of small., spec i alized tas l::s ., each 

of which requires the perfor man ce of a fe w simple military 

acts . 

Command i s exerc i sed, t her efore, by transmitt ing t h e su

perior will through the m.un~rous individuals in charge of task 

groups, in such a manner as ul t ir.mte l y to produce the military 

action nec essary for the creation of t h e desired effect . Tho 

0ommanders of the task groups , and the units oomp ~sing them, 



., 

3451-·1633 
2/18/37 

-49-

are selected on the basis of their fitness for performing tho 

tas~~s, and each tas !c is ar11plified through special instr1-1.ct i ons 

and doctrine to adapt it to t h e ~perating technique of t~10 

group to which it is entrusted. 

Each Connnander through whom the super i or will, or tas ~c ., . is 

transmitted, is endowed with the authority necessary fAr direct

ing th(') act ion of those under his conmand. He is res pons iblo 

for the results achieved by his g roup. It is the duty of eaah 

to 0.::~ercise con trol over all t l1.e rela.tion~hips between t.imself 

and the Commanders :Ue h as appo :1-nted., and tc coordinat~ tho 

action that any t wo or more of t h em undertal~o in common., For 

the execution of the ac t ion t ha t tho Co:nm1ander assigns t h e:m., 

these subcrdinates owe loyalty only to him, but., in turn., 

s h ould be s ranted the right to b e free from his interf~renc0· 

in the relation s between themselves an d t }1eir ovm sub ordinat0s. 

This power to direct military aation, and the responsibil

ity for the re sult □ of su~h action, pertain to the person ef 

the Commander so long as h e holds his office. E: cept in omer

gency he i s t h e sole r,1ember· of hi s Group empowered to receive 

orders fI' om above., a.ad may receive such orders from nono but 

his ovm immediate superior. Only he can trans mit orders to his 

suboPdinate Commanders. He occupies hi s position at the head 

of his grcup for the sole purpose of boing obeyed . ·:;ithin his 

own group , he is the perso::if i cction of authority . He itJ tho 

medium fop the translation of superior will i n to military action, 
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and can never seDarate his own nersonality from the oblir:;a

tiqns of :iis nosition. I n the words of the N::1vy Re ,:i;ulations , 

(Art .182 (6)), " The comm.anois his, and he can neithc:::r dele'?ate 

the duties of it to anothe r, nor avoid i ts burdens, nor escape 

its res,onsibili t ies ·1
• 

When we pass upVv ard from the lowest e.chelon, VJe :t ind 

that the burd.ens of cor:mand become heavier, and the duties more 

cor,1pli cated ,. in each successive echelon. \r,hen they become so 

nunerous that a sin.r-:1 .. e individual is unable to care for them 

a_lone, t he Coar:io.nder of the ;:i:roup is p r ovid ed with a s taff to 

take over those narts of the ~ork that he is, himself , unable to 

") e rf'or m. 'l'he staff ha s no other purpos e than to assist him in 

carrrin~ out his duties. 

In ac ce-;:,tinz the as r: istance of the staff the Comrriander 

lo::.;es none of his ori':': inal authorit:r nor res_ponsibility. 'I'he 

members of the staf j: a r e res, onsi ble only to him for the per

f'or.raance of their assi ::ned duties, and hnve no inherent o.uthor

i ty of their own. \'Ihen t he y direct one of his subord inates to 

~erfor~ a certa in action, the authority that they exercise is 

that of the Commander, who becomes iully responsible for all the 

orders which they icsue, Excep t when senior off icer present, 

a staff' officer is, h imself , never in the cha in of' comn1and . . In 

theory, the Commande r 2.nd his staff together f'orrr1 one person , 

who is the Commander himself. 
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This relation of the staff to the co'7manc. is pr a ctico.lly 

uni versnl i n modern .l'ili li tary services. Von Schell end orf , the 

Pruss i an staff historian , said : mrhe actual leo.din r, of trOO")S ., ~ 

is r..ot a part of the duties of the (Prus s ian) Genera l Sto.f'f . 

The officer s b clon.~inn.; to it nre inves ted with no ac tual corn,.""Ilund . 11 

The United States Army conception of the Geno r 1:~l Staf1 is that : 

Hits truo mission is to furnish dotailod a ssistance ton commander 

It is not to commancl , nor to opor atG s e rvices os t r·,blished by law 

ancl roc;ul a tions ·· . 'l'he Un ::l.tec. Sta.tvcs lfovy Regulations s a y : 

11 ':r:'he officer in cornr.i.e.nd is not authorized to clclen.;ate his powor 

except for the c arry in1 out of the details of the ~cneral duties 

to be o Grformocl by hi s nuthor i ty ·· , and , "The chief of stuff shal l 

be sub j ec t to t ho orders of the Commander - i~1-Chiof £1 nd to h i m 

only ; the authority of the chief of stc ff is a uthority dole 1.~nted 

b~r tho Cmnmand.c r - in- Chiof 11 
• 

c~ . The Scans of' rrave. l s~~aff D11ties . - ·-- · - - ·-
Although we are accustomed to consider the staff system a 

modern cleve lo:pment , staf1 authority has cxist0cl for many y-Bars . 

T:!-rns , the executivE; officer o1 a vessel, or tl:u of. ficer of the 

rleck , acts throu,c;h tho C:~c le -:::a ted autl10rity of the captain , in 

thu sar10 "!larmer as a staff ofi icer acts throu~h the dclE.!gated 

anthor i ty of the :f.'la~ offic (J r . 

In reccmt ye<:.:.rs , nany .:1ilitarr nations hav0 , by law, os -

tab l ished ~oneral staff systems on the pattern davolo?ed by the 

Prussian arr.1y. In tho case of tho United Stat0s Navy thi s has 
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not been done. 1."ihether Ol"' not such a step might be desirable, 

the fact is, the same authority already appears to exist for 

the administrative detail of officers to staff duty, as to other 

specialist branches of the naval service . Furthermore, the 

right of naval staff officers t o perform duty in the name of 

their commander is legal because ana.lOBOUS to tho power of the 

11 aid 01" oxecutivon on board a vessel. The pertinent parts of 

the law granting this povrer read as follons : 

11 The Sec1"e t a1"y of the Navy may , in his discretion., 
detail a line offi cer to act as t ho aid or executive of 
the c01mnanding officer of "·a vessel or war or naval sta
tion. - - - - - All order s of such aid or executive shall 
be regarded as proceeding· from the co1Tu~anding officer, 
and the aid or executive shall have no independent au
thority in consequence of such detail." (u.s. Code, 
Title 84, Sec. 247) 

Friction betneen officers attached to staffs and those in 

the line of command is sometimes mentioned by the historians of 

various military services. To avoid friction, officers of each 

categor: need to understand the important part that officers of 

the other ca tegor;y· have in the gene1"'al scheme. Fundamentally, 

the effort of line offi cers is dil,ected toward the performance 

of military action in the execution of the Commander 1 s v.r:i.11 , 

rdrlle the eff ort of staff officers is directed toward coordi

nating and facilitatinG such action. Due to nusunderstanding , 

line off icers frecµently question staff action that has been en

tirely correct. For the sarne reason, staff officers sometimes 
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arc n:uil ty of unwarranted intcrfor on ce i n t he affrdrs of lino 

of1'ico:rs. 

W0 hav e a l l suen ins t anc0s of a r osc ntful at titude when an 

offic ·3r has rece i vcd an ord -..Jr f r oP1 a :r.i.embGr of tho stafi , i ssued 

i n th0 namo of the admiral, v1hich the latL.:r is knov n n uver to 

ha ve..: originated. Staff off ice r s tho::nse lvo s arc sornetimus so 

poorl y infornud as to thc... ir pro-our status as to r ufr a i n from using 

the author ity of their Com.~andor 1 i n omo r goncy , to corr0 ct an 

unsatisfactory s.Ltuation, or ove n from ke e ning him fully in

formed as to the con.a it ion of tho command . Unf ortunat c:J l y ,. wo 

sor1otim.es s r- ,.J cast.JS whu :re fla-;,; officers r efuse to o;r ant any au

t hority whate ver to the ir staff officers, but insist upon in

qui ring i nto avury d utail bofor o ryormitting th ose assistants to 

take e von thu most trivial action . 

It may b0 , due to the l ack of a ~uide such as the statute 

ostablishin~ tho .Army Gerwral Staff r t hat not only many naval 

staff a.nd othor subordiriato off icors, but oven some of the su

perior off icors, arc not ruito ce rtain in the ir own minG.s as to 

t~o propor limits of staff act ivity and au t hority. 

Tho Uni tcd State s Na v~r has no law rol at in 'i; to staf f au 

t hority,. othor th em the on0 pr eviously quotGd r ,jgardin~ the aid 

or 0xecut ive . Nor hav0 any ~onoral i nstruct ions boen is s ued 

ooverin~ this subJoct . Various crnnr!land(J rs afloat havo drawn up 

r ul es to r e i7,ulatu th.0 act ivities of their own s taffs ; usuallJ 
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these arc similar to the instructions that govern the staff of 

the Command or in Chief. But all of th0m change from time to 

timo ; nono or0 considered standard, and none hav e boon widoly 

circulated for th8 purpos e of informing all officers as to duties 

customarily assic;ned to naval staff of'ficers . 

Succeodin~ para ,;raphs in ti1is papur attemp t to formulate 

~one ral rul0s considured apl)licablo to navnl staffs . Thes0 ar8 

based upon idoas dovolo:ped throu1h analysis of tho duties now 

_porformod by st:J.ffs in s c vural of the Drincipal mili t ar~r s ervice s, 

modif i ed to brinrr thor::i into acco:::-d with naval custom and Navy 

Ro~ulations, and adantoe to ~cot certain conditions ooculiar to 

naval duty afloat . 

Ono often hears t}1e i dua oxprossud that the Commander makes 

all of tho d0cisions, whi l e the staff preparo all details for 

his considerati on , whethe r tho mattLJr is on0 of Command or 

fdministration. Actually , however , naval staff officers them

s olves mak.8 numerous subsidiary de cisions. Some of those dec i

sions may bo very important , 1Nhon this is pcrmi tted by custom, 

or by tho snocial authorization of tho Co:mr.1andor. Tho staff 

issue ~any mi.nor orders without nrior refcr0n ce to the Commander, 

and may properly oven issuo i mportant orders when timo doos not 

permit specific approval in advanco. 

Tho scop8 of tho dut i r) s aE siznod to the Prussian Gen or al 

Staff ono hundred years ago wa s duscribed by Clausewitz in the 
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followinr words : "Tho General Sta1'f i s intended to convert the 

icloa s of thu Gcno r a l corrm1and in Q: into ordurs, not only conve ying 

th0 forme r to t ho troops, but also working out all matters of 

do tail, thus r elievin'.i the ~ JIH:; r al of a gr eat amount of trouble." 

Gradually additiona l authority was grant ed , until fi fty yu ars 

l ate r Von Schellondorf s a id : "Tho of'f'icers of tho General Staff 

must bo (tho Gener a.l's) devoted and confidential counse llors~ 

(They ) have to take , as a basi s for carrying out the ir dutie s 

in al l the branche s that ha ve been nssi~nod them , tho wish and 

determination of tho Gene r a l in coI!1I'land, in whi ch, however, 

proposals by them a r o by no moans excluded , but r Rther inVitod. 

(Furthermor e.), tho Gon0 r .::.. l Staff is called upon to o. ct as a 

direct ing and expln i nin~ body toward (thu r eprBsenta tivos of a ll 

branches of t he s ervice)." Ho thon e numerates their war duties 

as maki ne; ar ran,,.omonts for ruurtGring , so curity, :.:narchos and 

bnttl c , coP1I:1.unica tj_n '3 or ders throu'7.hout trw corrrrnand, coll e cting 

and c valua t i nf". i nfor mati_on , wat chin° over the f'i .ghtin.3 cotid ition 

of tho troons , o.nd norformin~ vs ri ous s p8 cia~ dutie s such as 

r a connaicsan co . 

By sta tuto , GDnernl Staf:f off i cc rs of t hu Uni tud St,1. t e s 

.4rn y with troops a re rociuircd to "r l} r:dor profe s sional aid and 

assistance to tho ~~ner al officer s ove r t~em; to act as their 

a~(:nts in harmonizing tho plans , duti0s , and ope rations of the 

various or gani zotions and s er vices under their jurisdiction, 
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in preparing detailed instructions for tho execution of the 

plans of the commandin~ generals, and in su_pervisin~ tho oxo cu

ti on of such instructions." 

Tho duties mentioned by Von Sche llondorf, and those onwn

erated in the American law, closely parallel tho Command Func

t5_ons listed in Part I of this paper . While Gene r e: 1 Staff of

ficers have many administrat ive duties, their principal duty is, 

without question, to assist thuir Command ors in th0 discharge of 

the Command Functions, Although wo know that, besides General 

Staff officers, the r e arc numerous oth8r officers on the staffs 

of tho sunorior goneral officers of tho Army, the duties of 

most of these are conce rned primarily with Administration, It 

will be shown later that naval staffs are divided into two sim

ilar groups . As in tho cns s of th0 organization of the Navy 

Department. tho gruat division in tho organization of staffs is 

thus s eon to be r 0lated to thu differ en ce between Command and 

Administration. 

We are justified in saying, thoreforo > that General Staffs 

were formed for tho purpose of s e9.;r o17,ating Command duties, and 

providin~ s0Darate bodies of officers qualified for assisting 

military Commanders in tho discharge of the Command functions. 

Officers assi~ncd to these corps arc e spe cially trained for staff 

1l uty ,. and therof ore are to be considered as staff spe; cialists; 

their training has the particular ond in view of making them 

proficient in the '"Ar·t of the General" • 
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In tho T)russia n Ar my, offic er s were s el e cted a t un e arly 

sta7,.s of t he ir car e ers, a nd s ent t o t ho War Acader.iy, whe r e the y 

r c cc ivcd idGntioal theore tical trninin1 with tha t ~ivcn to the 

hi r,hor line of'fic ors. Aft8r designa tion to the Ge ner al St a f f 

Corps., t he y wc ro usually at tache d to the hoadquarte;rs of' a com

mand , or of the entire Army, oxcop t for the briuf p0 riods tha t 

the y spent with troops. Thcy wo ru expe cte d to bo t e chnical oxpert r 

onl1r in sta f f duty, whi l o bo comi n;s r-:-enc r el ~-Y f amiliar with tho 

t uchniquo of the opc r ~ti on of trooDs of all cc t o ~orios~ While 

~ orica n ar my qonor Rl staff offic ars nr c so l oct od l a t 0r in 

their car e ors, tho s 3.m0 °-un,.Jr.'J. l i d La is f ollov,ud . 'I'ho thcor oti

cal tra inin ?. is st2r t od nt the Cornmnnd and G0nGr :1l Staff Sch ool a. t 

Fort Leavenworth and continued a t t:rw Army Wnr Collog0 and by 

a s s ignment to sto.ff duty with troops or &t hoad (} uart ers in 

Washin~ton . 

The course s t hat a r c given by tho Unite d Sta t e s Na val War 

Colle ,;o a r c do si!'!;nod to tra in off'i ce rs for command duty, and , 

t he r e f or e , to a conside r able de~r oc 1ivo thorn tr 'J. ining for staff 

work, since staff d. uty is t he s o.mu in scope a s comrn~rnd duty .. 

Whether or no t this a~ount of staf 1 tra ining suffice s for the 

n0uds of the Na vy is 2 qu~stion tha t nc~d not bo consid0 r ed in 

this pa por. It is, how0ver, 8. fact t ha t t ho Navy has no corps of 

staff s pe cialists, and officers ar e often a vorso to ha ving them

S8lvos conside r ed e s spe ci alists in this duty • 



3451-1633 
27is/37 -58-

Tho ru,ln in tho United Sta tes Army a.s to tho practicc1.l 

o::x:0rcisc of the Comr.::1 nd or' s authority by members of his sta.ff is 

that, · while c:J.11 policios, do cisions, and ba sic pl ans o.ro within 

the; provinc0 only of thtJ Con:mw.ndor, his Ck.mor &l. Sta f 1 officor.s 

hold _::;GnGr':11 d 1J le .:;a t ed a uthority to issue in his name supple

me ntary ord0rs, :providud thu sc ~ro not contra ry to, or in 3.mond-:

ment of, th0 ori.~ins.1 d0cision, otc. Evon without staff spec ... 

ialists e s pu cia lly tra ined to assi st ih thG discharge of the 

Cor:nnand functions, the N<J.vy is justifi ed in adopting this s o.mo 

rule , 2lthou~h in a modifie d form . It s ucms ne cessa ry to mod

ify i t , b e cause, . oven if th'-'{J1u we r e a n 2 vo.l Gc n6r ~.11 Staff Corps, 

thu rule doe s not so om entir e ly applic able to a sound d e lega tion 

of authority in tho ca s e of ne vnl t a ctical and stra tog ica l move-

monts. 

Tho most important sin,ci;lo r esponsibility of a Commander, 

arr.1.y or nev2l, is th-3 s c.f e ty of the nili tnry force unde r his 

cor1m.8.nd. Tho mil i.tnr;sr f orco undor o. n Army Command or consists 

of troops. 'l'he mil i t:1.ry force und o;ri o. Naval Commo.ndor consists 

of ships. Da nqn r fror.1 mgny sourc ws may thr0e ten o ithor troops 

or ships, b1rt d estruction b o cnuso of e rroneous t a ctica l a ction 

s nums unl ikcly to occur so quiclcly, :.1nd so complotoly , to troops 

,:i_s to ships. 

Time is a f a ctor of' such importance in. the handling of 

no.val vessels ,· that nn Grror which persists for onl y a few 
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soconds IDQY r esult in a t crriblo disaster, not only beca uso 

of action of tho en~my, but even bec ~uso of incorr(;:ct action 

by our own forc os. Timo for r oflecti on or for conf c: r cn co mc.y 

not be a V!J. il ablo to th0 Naval Commander. JPrccuontly, his fl ction 

must b o instant .:J.nd instincti v0. It is possi blo tho. t the Havy 

is inclined to undervalue thooruticnl tr3ining, bec aus e of a 

bolief thnt in the h undlinq of ships nothing ca n over t ake the 

plnco of oxpori once. It is unque stionably truo that their s&fe 

oporntion deprma s upon tho personal t .'.l cticnl skill and the quick 

decision of a sini:;le me,n to a vory .1ruc:.t ext ent~- Under tho cir

cunstnnces, cv .. m if the N2.vy had c1 s;onor?.l stnff corps, it sooms 

probable that ':l nnv'11 Commandor would he sitate to delogo.to to his 

sta.ff EJµ thority · to dir ec t o ve n minor t o. cticetl manouvors of the 

vessols und e r his c o:mr.J.:!nd, except to meet a sudden omerc;oncy •. 

Furthe r .mor e , t h(;: r 0 is nn i :ri1port '.:nt difforonce in the 

circurast.:1nce s under ·which [trmy c:.nd nnvc .. l st o.ff officors purf orm 

the ir duties . Whe n en~a~od in n str~t esic or oven a t a ctical 

movm:ient, 0.rmy forc ,Js rrv:i.y oftun b e beyond the dir e ct observation 

of' the ir Cornmo.nde r, a nd sonGtiml~S out of cor.munica tion with him, 

Unless he l c~vJs his hes1.dqu::i.rtars, he may bo unable to keep in 

touch with his forces oxcopt through porsonnl visits by staff 

offic 0rs. It rnny fr~Quontly bJ necessary for these officers, 

when supervisin~ oporctions tha t are not under the eyo of the 

Cor.1r.1ander ,. to issue important directions concornin3 troop move

ments.. The refore , tho dol o.:..;ation to nrmy sta ff officers of 
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~o nc r a l authority to supervise operations anC to issuo minor 

ord ers may oft0n be essentiRl t o the s ntisfa ctory execution 

of the pla n as n whole~ 

On tho oth~r hand, whe n na val f orcos a ro a t sea, operations 

sta ffs nr o ombn.rkcd upon the S3Ille ve ssels as their Commc.ndors. 

Staff officers 2r c thus physically unnble personally to super

vise opera tions a t a distance . Th8r efor o , it is seldom nccossary 

to grant naval staff officers the authority to dir8ct minor 

stra to s~ ica l c..cti on in ad van co of approvnl. Evon in complic :1. t ud 

operations, whore the Commo.nd or is unable personttlly to 30 

through the process of r ue. chin; a decision, and whe r e ho knows 

that he probably will 2ccept tho r ocornr.1.ondati ons of the staff, 

ho is unlikely to €mthorize the issufl nco of imp ortant ordurs with-. 

out prior r of c r on co t o himself. 

Ther e s ourn to be no similar r easons f or fnilin ~ to gr ant 

11 s rnuch Adminj s t r 'J.t ive authority t o nnv '.::. l st 2.ff officers ns to 

8.rr.1.y stElff offics rs. This method of control involvus a multi

tude of details, r.1P ny of them of smo.11 importc.ncc, and highly 

technical. Tho Cornma ndor will oftun accept sto.ff advice without 

question, e ven thou6h , throu.zh tho signature of papers, he will 

nomin9,lly malrn imp orta nt decisions hims olf 4· :B,urthormorc:: , Admin

istrative staffs mny fr e quently be separated from their Com

manders, nnd, a t such timo s, ne cessQrily must be given a free 

hand in order that business mey be kept moving. Therefore , naval 
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staff offic 0rs ~re usually granted consider ~bly ~ruetcr latitude 

in Administrntivo aff D. irs tha n in those r elating to Command. The 

Array rule, _previ ously o,uot Gd, scums entirely applicablu to staff 

action with r e s no ct to navc.l Administra.tion . 

Tho qu0stion in any ca sG as t o th~ acti on thct o. staff 

officer is n0rnitted to t ako , without 9revious r ofcrenco to his 

Co:nr.w.ndor, will soriotiJ110 s depend upon the pnrti cular st e;.ff . . The 

duti es dole ~~t od to st~ff officers in tho hi ~her e chelons rany 

oft on be rrrorG importo.nt th-:rn those DSSi (:~nod to staff off icors 

in the l ower, The r eas ons ar c tha t, in the first place t the 

former may bo offic ers of ~r0ater oxpGrienco , or bo roco3nized 

exports in curtain spocialitius . In tho sec und plnce , s o many 

mntters r er,u iro th0 attenti on of the superi or Crnnrne.ndors, thc. t 

they o.r o ablo t o n. ct ncrs onJ:1lly on only c. few , and, thor of or e , . 

rrust r ely upon tho st~ff for a cti on on tho r ema inder. _ It may 

bo sa i d tha t tho doJr ee of discre tion untrustod to a pa rticular 

str.f'f offi c0r is like ly to depend upon his ll Xperionce , ability, 

and person2l char a cteristics, and ulso upon tho att itude and 

pro occupo.tion of the individual Commander, In c.ny ca se, the 

l nt t or is tho only pr oper jud~e a s to the authority to bo ex

orcisGd by members of h1s steff, ~nd, since they a ct only in his 

nn.rac, c. 11 of the ir orders ar o to be considered equal ly bindin5 

with thos e he issues nors onally. Tho only absolute rule is 

thn t staff officors sha ll novor issue orders except dir e ctly to 
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the Co:rrmandor of a sub ordina te e chelon, or to a r e-pros ent c.tive 

authorized t o r e coive ord qrs. Naturally, latitude 3r ant ed t o 

stnff officers for exercising authority carries with it an obli-

~o.ti on not t o 9.bus0 s uch aut hority but t o prot e ct :1.nd to ad ve.nce 

t he Commandor's intor usts a t e ve ry p oint, 1:1.nd t o c1 ct with t a ct 

o.nd discreti on. 

To insure consistency, there is an othur s ound rule tha t 

flhould be obsorvoc1 : J.l thou r:,h 8. sta f f offi cur mny properly t ake 

o. ction on '.l particul a r mo.tt or withcut the previous knowl c dJ o 

of the Comrno.ndor, tho l ntt er should not a ct without the kn ow

led~a of his st 3.f f . This r 1Q e i s r o2s onablo on ou ~h; if tho 

Co:r:;:rr:113.ndor wo r e so f' ?...'Il i l .i o.r v.'i. th 'lll do t c, ils tha t he could, in 

person, act intolli ~ently upon ovary ono, he would nullify tho 

vary r oason f or tho exi s t ence of t he st~ff, which is t o r elie ve 

him of his l e s se r burdens, so thnt ho m~y dov ot o his a ttenti on 

t o mor e we i s hty matt~rs. 

Tho ~r oa t e s sentia l is tha t tho a ct j on of t he stuff be so 

coordinnt ed tha t, in tho words of tho No.vy Rogulo.tions, "the 

authority ( of' t ho Commo.ndor is) used only t o cc.rry out his own 

views". To b G cort 3.in t h~1.t only h i s own viuws ar c c9.rried out, 

tho Cornr.:o.m1er should. s ee t hat tho sta f f is kopt fully informed 

con cernin 3 them; on t h~ othe r hnnd, in c~s o of unc erta inty a s 

t o his vi 8ws~ mm~ ors of the s t aff ar c r e sponsible f or asc or

t a inin~ thorn pr omp tly,. 
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Al thou:;h ornl instructi ons mc-: y s cmotime s be '~i vc n t o sub 

ordin0t t os, th0 will of thu Comnc.ndGr is customa.rily e xpress ed in 

writ i nq or in dospnt che s . Tho ou□ sti on of staff a uthority t o 

sign lotters or to r c l e::i. s c d.J s ;iatchc s is e.n i mport c..nt one, wh e n 

we c ontemplnt 0 the '"';r e':l. t numb e r issue d durin 3 puc ce, a nd tho 

oven ?;r ontor numb or that will bE; no coss o.ry durins war. 

The No.vy Ro 3ul a tions 2.r -:; not of much nssist :.1nce in s olvinb 

this nr oblcm , be yond Sfl yinf:j thnt tho formula 11by directi on" m:J.y 

only b e used in forvmrdin ri_: en dorsements. Thi3 ComL'Vu1der himself 

i9 tho only n ors on who h~ s s po cific QUthority t o si ~n papers, or 

e vEm to r c l oq s e do s:r c. tcho s . All ::i. r u O.W'J. r o th[', t it is impossi blo 

for one ma n t o pc r ofrm such n t .::;.sk. 

Thu ~onsr~l pr a ctic0 in tho Floo t durin s po~ co s eGus to b0 : 

( a ) Tlw Comrn--:i.nd.G r si _;ns 1.11 oxiaep t :r; outino l utt0rs ,J.nd 

do s nn tch 0s a ddrGss 3d to milit ~ry superi ors, othor 

Co?.'Itr1rrnc 0r-s, or off'i cos of tho lfovy Dupartmont, s i:_;ns 

Qll policy let t e rs qnd ~ilitnry diro ctiva s , ~nd re

l co_ s o s CST.h ;ci·J. lly i mport -::n t dGsnc. tchos o.ddr ossod to 

tho e om.:1,md. 

(b) The Chi e f o f Stqf f si ~ns pur e ly r outine lette rs 

Cc ddr e ss e: d t o SUT)t::, ri 0:rs , ot rw r Commo.n durs, or 

office s of the Na vy Department, and ordinary 

e drp.inis tra ti V ,3 lettGrs ·1ddr8ssud t o the commc.nd. 

( c) Any sta ff offic l:: r s o ,<c_uth orize d r ol u'.'l s os ordin'.lry 

ndministr ':. tiv0 d c snntchos, n o mo. ttor t o wh om 

8.clclro s sod .• 
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This procedure d oes not s0 om t o be entirely sound,. ~nd 

~-t tine s r:1n. y b u unduly r estrictivE; . It is c.n nnomc:.ly f or offi 

cers to bo nblo t o r ol ca s o despntchos , but tc be unable t o 

sign l ottors covorin1 tho s cmo subject matte r. In 0th6r words~ 

vrhen tho Cnmr1-:1n0 or is nbsont fr om h is fl s. ·;ship, E10mbo rs of th0 

stqff ~r o a bl0 t o c~r ry on his busine ss by deso~tch, but not 

by l otter . :B'urthor:nor o , circums t .ncos may conc o i vably c,riso 

wher~ it is d~sireblo f or tho Chief of Sta f f , or e vun f or o thar 

sta ff offic0rs, to i ss ue minor milit~ry diroct ivost o ither by 

lotte r or by d esp~tch. 

The :orc:v<J. l unt pr ~~c ticu uf r dquirin_z nnval Commanders to 

si~n Qll militnry dire ctive s mny p ossibly hnv0 origina ted c.t 

t h e Ng_val Wn.r Collo :;o > since tho ordor f orm indic!ltos tha t the 

Cor,1mrmde r a l v3.ys s i ·.ms it . But t his pr ncti ce is distinctly 

c ontr 'J.ry t o th'.1.t empl oyed in other mi li t ar:, s ,rvice s .• 

Conc ornin.~ the G::.J r man Army, Von Schellond orf s3.id: "The 

Chief of th"' W !lc;r a l St s.ff is r 0sp onsible f or the due pe rf orm

an ce of '3.11 business , 2.nd should the Genor ,:i.l b e ubsont or other

wise prevonted f r om attending t o tho du ty, h8 h as the power to 

si 3n h i r'.l.s olf g_ ny orders or instrnct.ions of a pros'"'in3 na ture . " 

The "St:1.ff Officers ' Fi e ld r,fonu--:1.l" of the Uni t ed Sta tes 

Ar r,iy S<.~ys: "Fiold orders "':.. r e si-':,ned by the Co::-:m.o.nde r in porson 

or by his "9rincipnl 1.ssist_: mt ." 11 Th0 (.Administr,_t ive ) ord0r is 

si~ned by the Chi8 f of Starr . " 
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The pr2cti ce in tho British N~vy in 1.919 ,. a cc ord in,:; to an 

Adniro.l ty p o_mphlet , was a. s follows: "The Chi of of tho Staff is 

er.1powc r 0d to si("n or,e r ntions or de rs an d instructions for the 

Cor.m::md, 3 nd o.11 o"e r :J. t ions or de rs v:ill be is stkd thr ow;h him. 11 

It Stems dcsir~blc f or the CoJ'lllllc nd ~r to si~n ~11 comrnunic~

ti ons 11ddre ss nd t o s up 0ri ors, excep t thos e puruly r outine, ,'.J. nd 

o..11 p olicy l ettE;rs "!.ud imp ortant dir EY ctivos 13.ddrussed to the com

mand~ But tho Chie f of Sta.ft should h ::i.vu full nuthority to si3n 

all other letters, to sign such milit~ry diructiv0s addressud to 

tlw co~flctnd as tho Comrw:md ci r mc y designnte , and to rel e:1se 

all 0xccnt thu mos t i rrip0rt '.lnt dos p1. tches. If the Chief of Staff 

is not present , the n the next s oni or offic e r ~ssocinted with the 

Conr.v:md Functi ons should b €:- '1blo t o r e l ease mi n or directives which 

do not in vol v0 the t o.ctica l I!V1nGuve ring of ships. Any sta ff 

officGr , if 0specially a uthorized, should bo p~rmitt ed to raloa so 

ordina ry administra tive de spa tche s, and even t o si3n ordinary ad

:!ninistr<:.ti vo lette rs "by diruction" . At pre s ent , l-J.:.vy Ref;ula tions 

:rnpos.r to f orbid thu us (~ of this method nf signo. turo, a t lonst 

whE:J n the let te rs arc~ t o b e s0nt bGyond the l iri1i ts of the command, 

Stt;.ffs o.ro er.roloyc d t o r e: liove thG Col!l.mnndor of deta ils, 

One of the most offo ctivc r-10thods of porformin,--.; this duty is t o 

kGl➔p from him a s m'.my ns p os s iblo of tho multitude of unimp ortant 

~nd r outinG lottors 3nd desp n tche s. In the l ~r 3er stQffs, tho 

Chi e f of St:1.ff :11s o needs r i; l i e f of this s 3121e ch '.lr C'.. ct0r. 
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ThG f or escing remarks a pply t o tho pos iti on o.nd the ~cti on 

of tho sta ff ·1s 8. wholo. We mo.y now consider its indi viduo.l 

menb e rs, a nd the .,;cnor a l ch :::.r :1 cte r of tho duti e s thnt ench is 

expGcte d to perfor m. 

In '.1.ll milita ry s e rvices tho Chi e f of Sta ff is r e c ognizoi 

o. s h "v inJ o.n oxpe ci ril ly i nport c.nt p ositi on in his or gc.nizc.ti on .. 

It is -~onor!::.lly :1.dmi ttod thc t the Cor:JI:1c.nd or should h ':t Ve considor

o.bl o fr eod om. i n the sele c tion of his Chi of of St8ff, in order 

th11t hG mr-i.y obtn in ,,. princip2l r ssist::.nt in symp r.'.. thy with his 

idons, ,3.nd fr om wh om he :!:.'.l,'7.Y E.JX:poct c r)mp:..eto l oy :.l ty, An off icor 

with Gv on outst '."-ndin 3 pr ofo ssi on'.ll '1tta i ru.1c:mts mtly n ot be fit tod 

f or duty 8. S Chi e f of St~~fi if ho d oo s n ot possess tho Comma nd e r's 

full c onfidence . The official r e l 2ti onship betwoan the two men 

is very close; they wi ll m~ke n bettur t e~m if thu pe rsonnl 

rela ti onsh ip is a ls o intimr.. t o . Von der Goltz Bel. id: 

"Tho pr on c r c onstitution of the hea dnu'7.rters, 
e sp oc i n.lly h nrraony b c t wao n the c omm'.1.ndor in chiuf 
'.:'- nd tho chiof of his st 'lff, C'.',n do r.1uch t oward 
sunplyin-; tho wnnt of hc:--.v0n-b orn :r.iilit ~,.ry ~onius • 
•••• Coopo r '"\. ti on dop onds in tho first pl 0. cu upon 
porsono.l symp-::1 thy •••• A h c.ppy selGction is of 
sup r QmG i mport :1nco . B.·1-d r 0l n.tions between the se 
t wo man n ust pr oduce tho worst poss ibl e effect upon 
the f ortune s of tho v,11 ol 8 a r my. Thu public will 
soldom h~~r nnythin : of the fl~ tt or, and the ca use 
of f n ilure wil l b o l ook e d for e lsowhore than a t 
its r0 nl s our co .• n 
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The ideas of the United States Army on this SW) j e ct , as 

g iven in a manual issued by the Com.nand and Gen eral Staff School , 

are that: 

11 The Ch;i.ef of Staff • •• • must be the fI•iend and 
confidant of the g eneral., his counsellor vrhe n need
ed, and his main sou:-ece of information. 11 

In the armies rrhich have the general staff system, an of

ficer assigned to duty as Chief of St a ff ~ill almost invariably 

have been trained in the staff school~ and have served on one or 

more staffs in sub ordinate cap ac ities . In the United States 

Navy, vrhich has no staff specialists, previous tou-rs of staff 

duty and the Naval \7ar College course may be very useful in fit 

ting an officer to p erform the duty of Chief of Staff in a sat-

isfactory manner . 

In any case., he usually vrill have had considerable experi.

ence in the particular: command to i:.rhi ch he is attached, and, 

being closer to the Commander than any of . the subo1"'dina te com

manders , is more likely to be more familiar vri th his intentions. 

He c a n discharge a us eful function by cultivating close relations 

with sub ord inat e commanders , and -v:ill usua lly be g iven more 

latitude than othe1"' members of the staff in informing these 

subordinates as to the Commander ts intent i ons . Regardless of 

the seniority of the Chief of Staff, the se subordina tes should 

accept his decisions a s r eadily as they do those of the Comraan

der · himself . 
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The Chief o f Stnff is usu ~lly - ive n c onsid er ~blo l ~titude 

in :;uidin.:; tho vmrk :md the r ecor..rmendr.tions of the st o.ff. As a 

.~enor :-~ l _r,:,r op ositi on, he is in s om8wh::t tho s 2me p ositi on '.J S the 

exe cutive nfficor of n vossol, wh o is the mouthp iece of the 

c2nt~in, a nd in dire ct ch~r ~e of all tho qctivities intern~l t o 

tho ship . Nnvy Resul nti ons chQr go the Chief of Stqff with tho 

duty of or r::n.nizing ,.1nd supo rvisin3 the entire st.-:1ff , c.nd with 

full resp onsibility f nr tho r e sults of the ir work. The Ro 3uLn

t ions .9_ls o m::i kc c:.11 st ::i.ff cf fic urs , e ven the Cur.i.r.1::.nde r ' s pe rs ono..l 

8. idos, sub ordinnte t o th0 Chi of of Ste.ff' s ordors. 

This r e l 'l tionship of the Chiof 0f St ,, ff t o th.J i:.:ther memb ers 

of the st ,:f'f is s omowh 1. t diffe rent in t!'lc Uni t cd St :\tcs 1-h vy them 

in s over'11 of the other mi'lit •-._ry s e rvices of tho w0rld. In f -: ct , 

thor o are f our difforont b ~sic me thods Gf 0r s2nizin ~ st '1ffs, n s 

sh0wn in Fi~uro 11. 

To '1 cort 1. in ext ant, thos e f our mo t hnds i ndicate tho hist ory 

cf s t :-iff d,c vc l opmont. Me t hod A is t he old ust f urm of n ll , . . 2nd 

W,"'..S in r ~the1' ;enor ·:tl uso s omo t wc hundrod 3re<J.rs s.;_;o . In it, 

thu Ch ief 0f St r;ff is in ch:i. r g,) of Ad:oinistrs.ti cn, but n ot cf 

Opor rtti ons. Frodori ck tho Groc.t wqs his own Ch i e f of St ·1.ff; he 

c -:1.rri od on with the 3.ssist '.'.nco c f Gn ndministr·.tti vo st et ff r~nd o. 

f ow r ids, - ~nd did n a t even h 1.v o ~n Ope r ~ti ons Office r . This 

scheme W:..t S disc ~t rd i.:'1d b8 c1.us c it did n ot 3i v e (rnough we i ~ht t o the 

opor r. ti ons side , nnd l od t o d e l ~1ys when the C0CTr.1.c..nd0r wo. s not c. t 

h a nd t o mak 0 d0 cisi ons. · 
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Meth0d B is the; cmo usoa, in tho Unitvd Stc:to s !Jnvy , r.i.nd is 

nls c one of the o l der f a r n s. In this, the Chi e f of Staff h~s di~ 

r ect ch1.r,..,.o c f ~111 Gt['_ff c.ctivitie s. His 'lttont i on , thorof oro , 

is di videc1 b ,3 t woe n Con:rm1.11d ?,nd Administr1.ti on, nnd critics of 

the system b e lie ve thn t in w~r he will n ot be in p ositi on t o cd

vise tho Co:r.1:rrnnder ef' f octi vely on ope r o.ti ons, tho most i mport '.:rnt 

side of his work . Howeve r , ho d oubtless t a kes m0re of the Admin- · 

istr 'lti vo burd e n off tho Coamnndcr' s shoulders the.n in J'JirJthods C 

·a.nd D .• 

In Muthod C, t he Chief of Stn.ff is prim1.rily c oncorne d with 

operations , but h 1. s cccrdin~tinq duties wi th r espect t o Admin

i str .... _ti on . It is thr.,; sys tom us ed in tho Uni t od St ::i.te;s Arm~r '.1nd 

also in the Dri tish Ns-.vy . It wc. s the, cr 3cmizrtti on ompl oyod in 

the Germ .... ,n Hi .:;h Comm[md, thc u,;h n ot in tho l owe r echelons .. 

The Gcrmnn l owGr e chel ons usocl fo thod D, in whi ch tho Chief 

of Stoff is a ctua lly n o L1oro th :-i.n ::m Ope r c.:.tions Of f icor. The 

method is c.lso u s ed by the British Ar T'ly :. t Fie ld Genor a.l Ho 2d

qu1.rt ers, wh·.;rc the r e 'lr c t wo ch'iofs of the Adninistr~tive Gr oups, 

thu Ad jut .1.nt Gcn or ri.l ctnd the Q,u1::,.rt0rm~1ste r Gvnur e,l, An inspoc-

ti on of Di~~r~Ns C and D ~iva s rise to s peculnti ons ns t o what 

W1"1 1ld b 0 the uffo ct c f h '1.Vin_-; one Chi8f of St ,1ff in char30 of 

the Conmnnd Groups, a nd un e Chit;f of Administrnti on, with thG 

f orner h c:vin.:; p r)wers of c oordinn ti on si::n:.J. c1r t e, thosu of tho 

Chiof of Nnv~l Opor nti ons with r e spect t o tho Navy Departnent~ 
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Doubtles s the stnff "'r r::1.niz o.ti on proscribod by the Nn.vy 

Re ~ul~ti ons is Gn excellent syston durinJ pea co , when e a se of 

qdrilinistr ".. ti on is r o l ntively very imp ort n.nt, Whether it would 

permit the Chief of Stnff t o functi on a s the principQl ope r a ti ons 

o.ssist o_nt ::md 0 .<::.viser c,f the Comr:mnder in Chi e f durin5 war is 

questi cn:1bl e. However , the United Stnt e s Nc.vy h ::'.. S 1.d opted on e 

device whereby .n_ l :::..rrse p art of the ndministro.ti ve work of the 

Cor.mfl.nder in Chief is performed by .-~- spe cinl o. dr:1inistr::.ti v e or

-;c.niz n,ti on .. This is the Flee t Dn s ,3 Force , wh ose CorJr.1n.ndor,, n ot 

only is the he'..ld of r.n or ·;:rn iz ··~ti on corre sp onding t o the 1u:m.y 

Service of Supply but, t o ~11 intents nnd purp os e s, is ~ls o ~t 

th& he~d of QD administr ".. tivu s~a ff Jr c up which perf orms m~ny 

nf tho s1.me duties th:it 2.ru ::. s s i _jned t o tho Supply ( G-4) SGcti on 

c, f tho Army Gonor ",l St ::ff, Tho r e f or e , 1\6:cthc,d B, c. s c.pplied in 

our own s c rvico , d oo s n 0t s ~e::n t o be cpon t o ell of tho objocticns 

th r-It it wc~uld h ri_vo wore tho st ·1.ff t n h r:.ndlc <:. 11 of tho ndn inistrn-

ti v o ,,_ff-lirs . 

4. Orn: '"'..niz ri_ti on_ of tho __ _ S_t_,".ff . 

Th~t p ::rt nf the st "..ff princip'."1.lly concerne d with Co:miilo.nd 

dutios is known by diffor ,mt n r,.rrJos in diffe rent S(3rvicc s . In 

rn.c st of tho o.r n i os , -:-~nd s cric c f' tha nf",vies, it is known a s tho 

Gcnor f1.l St ~~ ff' .. 'I1he British Na vy c ::tll it the Wnr Stnff . In the 

United St'lt0s N: ~vy the Re1;ul :1 ti ons spo :1k nf it n s thu Oper ::1. ti ons 

n::.vision .. 
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In the➔ Gerr1 2n Army sta ffs, Administrc'-. ti on w. s c2.rri e d on by 

['.b out · t on coord.inette br :1nchos u.nd dop c.rtments. The r e wo. s n o ,;0ner-: 

ic term f or this _:;r oup a s c.. whol e . The s e br '.1.nches include d the 

Rnutino St r.ff, (P e rs onnol) , Artillery, Engineer s , Ai:r, Jud6e 

Advoc 1.t o Gene r Pl ' s Dop ~rtrnont, Milita ry P olice , th8 . Intonden co , 

( Sunply), Co:nr.J.unic'l.ti ons, ( incl udin.~ tr ·rnsport),. Mc dic :1. l Du p'1rt

mcnt , '.lnd tho Ch'.1..Plc1in ' s Dop 1.rtnen t .. SO".:1.etimos th0 hends cf s uv 

e r ~tl c f thos e bra nches wo r o off icors of tho Gcmer e1.l St<1ff Cor.ps, 

but this f .1 ct did n ot brim; t hen und or t he c ont r ol l;f thu Gonc r n l 

Sta ff 'Jf the n. r r.iy . Whil e tho Chie f of t he Goner 1.l St nff c oordina t o, 

a l l st .:i.ff weir}::, tho Ge.ner c~l St .r ;ff wn s c oncerned s ol e ly w j_ th opera 

ti ons. 

In lfuite d St 1. t c s fiold ~r rnics thor e 2r e two stnff br ~nches , 

cnlle d the Gene r ?..l St qff i:rnd the Spo ci '.11 St :,.ff; the l ~t t e r in

clude s the ho~ds nf tho tochnica l,sup ply, ~nd ndCTinistrqtive s er

vi ces , and the chi efs of 2rtill ery, on~ ino crs, ~ir , e tc . 

In tho British Nnvy , b es ide s t he w~r St2ff, tho r e nre the 

Technic :1.l St~~f'f ,'.'..nd tho Adn inistr n.. ti v,J Ste.ff. Thus c.: brrmch0s ha ve 

the f oll owin~ sub-divisi 6ns: 

WAR S'I1.AFE' . 

Oporc ti ons Section, 

Mo rc c1 ntilo I.iiovemen ts, 

Conm:un i.c " ti nns, 

Int c llir~o nco , 

Socro t '.u: t o.t. 
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ADMINISTRATIV~ SERVICES. 

Personne l Discipline, 

Personnel Ro;ulative , 

Me dical. 

TECHNICAL SERVICES. 

Sernnnship, Navi~ation , En~ineerinJ, 

Gunnery, Torpo doos , Ele ctricity , 

Si znals and ~ irel a ss Telc3r aph 

Se ct ions, 

Stores , 

Basr:; .i~dministrati vo . 

The operat ions branchus of all staffs usuaJ.ly handle al l 

quest ions r ol at in~ to thG tra ining of unit s , thou~h they usually 

do not control th8 t ra in.in ~ of individuals . This is lo3ical: 

durin1 pea ce , trainins is practically the ir entire work, while 

durin3 war both the ;ener a l f eatures of trainin3 i and also tho 

chara cter of thc:: :special trainin '; :siven , r:1ay deternine whether 

or not the operations proj e ctGd may be successful. 

Tho Unit ed Stat0s Navy Rezulations require that the staff 

of the Cor:miandor in Chi ef Q·3 or r;anizcd into "an operations di vi

sion a nd such othe r divisions as may be prescribed by the depart

m0nt or found ne cessary by the coillI'landor in ch i of for the proper 

administrati on and ope ration of tho fleot". They also r 6q_uiro 
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a c ornmunica tions s e cti on, e ither s eparate or at tached to the 

opornt i ons divisi on. Colloquially, wo s peak of tho t wo staff 

branche s a s tho 11 0por a tions Staff 11
, and tho "Administrative 

Staff" . 

Usua l pra s ont staf f instructions proscrib e no divisi ons of 

the staff, but alloca t e all work to the of fic e r s oc cupyin ; tho 

c11stomary staff pos i tions·. A f ew of tho subordinate staffs of 

the fle e t ar e ors anized into divisions or sGctions. 

A glance at tho list of the Comr:iand Jl,unctions , (Doctrine, 

Information , Advice , Planning , Cop-..,munica tions, Supervision,, and 

Re cord-ke epin.1), and the ;roups of Administrative Activitie s that 

cone under the cor;n i..za nco of Comr;1anders afl oat, (l\b t ori al , Per

sonnel, Finance , Transport , Ins pe ction and Law ), shows that it is 

possible to arrci.n :o the se i nto a r eas onabl2 nu ":lbGr of d i visions 

somewhat similqr to th8 di vi s ions found usoful in other naval 

and military s ervicGs . Wo ther uf orG propos o t o enwne r a te the 

di visions conside r Gd suitable for tho sta ff' of the Hi -?,h Command 

of t h8 nava l se r vice , Whot hor or not tho particular Group s that 

a r c l iste d in the fo l lowin : par;e: s arc over e:r1.ploycd for the or

'"ani zation of s ta ff s in ac tual s ervice is of s:r.iall i mp ortance . It 

is i:1portunt, hov:e vor,. tha t the work of a staff be so coordinated 

that its mombors wi l l a ct a s a t ear.:1. inst ~•ac1 of as a nurnbur of 

separat e individuals, It is belie vod tha t coordinati on will be 

pr rnrnoted by a rational assignment of th2 detail s of sta ff duty 
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to staff divisi ons and s 0 ctions , a nd the n by ostablishin1 a dofi 

ni t c control r e l a tion bo t wee n thGs G s ubdivisions. It r:my a lso 

be mentione d tha t such an or 1aniza ti on is r onuir cd by Navy Re3ula

tions. 

j\s a fir s t s t ep, wo may a ssi.;n to t he Ooor a tions Di vision 

alJ. of tho Comnand Functions except Re c ord-keop in6 • For tho s ake 

of complyin ~ with tho usua l pra ctice of havinr; but one contra l 

s o cre taria t, r o c or ds both of Cor.rr,1and ancl Administra tion n a y bG 

allocate d to a sinc; l o di vision. .I n tha t d. ivisi on, h owever~ wo 

must have for t he ope r a ti ons pnpors a s opar ato s ot of fil e s that 

ma~r b e e a sily r.rnvcd when the Cor.1mandor t u!'lp orarily shifts hi s 

fl agship. Wo r:m y a lso follow the pr o.cticu of the Navy Department 

a nd a ssi3n to the Op e r a tions Division t ho tre inin0 of or .:;aniz od 

units, but not of i nd ividua ls. 

In Pa rt I of this paper, the r enark was nado tha t a Com..rnand e r 

:r.1a~r sometime s dos i ro th•J ndvico of hi s s ub or d ina t e command e r s ,. a s 

well a s the ~d vico of h is st '3. f f . Since t ho s e sub or d in~t c s a r o 

con ce rned. onl y with a p or ti on of t lw wor k of t he co~and , the ir 

a dvice a s t o '3. cor1:J l c t o pl an, :rnad8 without c1d 0qua t o knowl od gG of 

the entire situation, may not a l ways bo particul a rly h elpful . 

Council s of War, t h(; conf e r ence mG thod of r cachin ;:; de cisions r ha ve 

a notoriously bad r e puta tion. Th0 full ope r at ing plnn,. thcrofore , . 

s h ould bo th2 wor k of tho Cormandor ~nd hi s s t a ff. Ne verthe l e ss, 



.. 

.. 

3541-1633 
10/1_2/37 - 75-

subordinate commanders are presumed to have a more ac curate know

ledge than the Commander of the condition of their ovm particular 

forces, and should have a mox·e detailed acquaintance 1,nii th their 

tactical capabilities . Some years ago , Yrhen the so-called II Type 

Comm.and11 system was instituted for the purpose of coordinating 

type tactics and training , the senior Type Comm.anders were given 

special advisory duties to the Commander in Chief . It may be 

pointed out that field army , coi-'ps , and division staffs are now 

so organized that the commanders of all special troops , exc ept 

infantry, are members of the Special Staffs . They not only are 

the tactical and technical advisers in matters pertaining to 

their branches ., but also prepare the detailed t act i cal plans for 

the employment of t heir units . The General Staff then include 

these plans in the complete scheme v1l1ich they submit to the 

Commander. 

It vrould appear to be an error t o rely solely upon the ad

vice of junior specialists attached to the staff, when vre have 

experienced Type Comrnande:es , each vii th a competent staff , avail

able for consultation upon important technical and tactical mat

ters pe1"taining ... to thei1, pa1"ticular t ypes . Therefore, in any 

staff organization that we may adopt , we should r ecognize that , 

for matters that require technical and tactical udvice , the 

Senior 'l1ype Commandm:.,s should be considered in the same category 

as the members of the staff • 
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of Hdvicu , Loctrinw, Pl 2nnin -; , e1.nd 

s eam int0r-r~l ut od in many rusoacts . 

This group of functions corre snonds, rou~hly, to thos~ dis ~ 

char:~ed by the Ope r a tions Section of the German: Army, the Opera

tions and Training Section of the .American Army , and the Opera 

tions 0ection of the War Staff Branch of the British Navy staffs. 

We may include all of these in one section of the Onerations 

Division . To this subdivision we will apnly the term "Plans and 

Training Section' 1
• 

Two other secti ons of the Operations Division, the Intelli

gence Se ct ion and the Co.D.J.-ri.unica tions Se ct ion, may be assigned cog• 

nizance of the t wo remaining Command :Functions. These secti_ons 

will necessarily have close liaison with the Plans and Training 

Section . The Operations Officer will be in char3e of the work 

of the entire division. 

When we t ake up the _dministrative Groups, we may recall 

tha t the Commander of the Base Force performs a lar'5e portion of 

the work of mana~ement that might reasonably be expected to con-, 
cern the staff of the Commander in Chief . ~\.l though he now 

handJ..es many he does not handle all, of the mat t ers relating to 

raa terial supply and ma intenance; therefore, these two activi 

ties will r equire separat P, sections of a Materia l Division of the 

staff , al though their business will not be very heavy. The 

Commander of the Base Force at resent has exclusive jurisdiction 
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over naval shor e patrols, technical services, naval transport , 

c1 nd the supnl y of personnel to rae.j or uni ts of the .Flo et ; 

therefore , it w:11 not us uall y b8 nocussary t o organi ze s uct ions 

of the staff of the Cor:rrr,2nder in Chiof, to hundle thuse activities . 

The remaining Aclmini strative Groups muy be allocated to tho 

followinc,; staff divisions : Le ,nl, Personnel, Inspoctions., and 

Finance . The Per sonnel Division nay be divided into t wo sec

tions, one con cerned wi th tho Re ulation of Personnel , and tho 

other wi th its Ifualth. The Ins~ection Division may also have 

two sections; one will hand l e Pe r sormvl and the other Mator ial .• 

The various se cti ons and divisions her0 su3 ~e sted for the 

staff do not fi t the tit l es of the officers usually order ed ~0 

staffs , nor doos it s oem nocGssary that they do so . Staff offi

cers consist partly of lino spe cialists; in tho British Navy 

these officers so(,m to devote much of th, .. :ir att0ntion to the 

~echnical S(, rvicc s, but in the United State~ Navy they ar e 

chie fly concerned with '11r ;1.inin:; and with 0"9era tions , a l though 

they do coordinutu the administration of their spcciul maturial . 

Also at t ached to thu s t afi a r e momber s of thu staff corps of the 

1avy . Other 01!icers a r 0 ass i 3nod for purely operational du

ties-. Al though thE:: tj_tlos of staff of'f icGrs order ed to the 

l ar ~cr sta;ff s of · t hJ Navy sometimes vary, tho following list 

v:ill i ncl ud(~ tho usual st .'.l f f ti tlos: 
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Chi ef of' Stc-::.ff, 

Operut ions Off i c~r (Ass istunt Chi ef of Staff ), 

.Fl ag S8cre t a ry 1 

:Fla's Lieut enant,. 

Personnel Officer , 

Aide, 

Corrutluni cation Officer , 

Intelli?ence Off lcer, 

Plans and Logist i cs Offic er , 

Gunnery Officer, 

Aviation Officer 1 

Marino Officer , 

Athletic and Welfare Off icers ,. 

Enq;ineer Officer 

Constructor 1 

Radio Material Officer , 

Paymaster , 

Sup~ l y Officer, . 

Sur geon ,.. 

Chapl ain , 

Vari ous assistants to the above •. · 
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PLANS AND 
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, REQUIRED _J AVIATION Off. 
L. - - - - - MARINE Off. 

RADIO OFF. 
ASSISTANTS 

;, ·,:) 



All of t hese officers will have administrative duties, and , 

~tone tiTTe or another , will be concerned with operational mat

t ers , particularly in the preparation of pl ans, and the tra ining 

of units. To the Operations Officer, who by Navy Regulations is 

also the Assistant Chief of Staff, will naturally fall the task 

of coordinating all staff work that r e lates t o Planning and 

Training. His pr incipal assistants in this work will be those 

officers detailed by the Department to a id him in this work, 

but, a s nreviously indica ted, mos t of the work of the line sp oc

ialists will also f all unde r the cognizance of this section. 

Pra ctically all staff officers will be concerned with in

spemtions, The ·gr eater part of the work of several will b e in 

conne ction with the maintenance of material, while others· will 

have only a minor interest in this f ea ture ~ An offiQEJr ha ving 

duties in more than one s e ction or division should be listed in 

all of t hem , in order that the full scope of h is work, and the 

dire cti one. of all hi s lines of r esponsibility, may be known to 

the entire stqff, 

The staff organization a s outlined is shown in Fi3ure 12-

This di .'.:l ~rarn is drawn so as to a pply to the staff of the 

Commander in Chiof. In th0 subordinate uchelons, the re will 

usually be :1 smallur nuD1ber of staff officers. While these will 

have f ewe r de t a ils to hnnd l e , ne verthel e ss, the scope of staff 

work will be about tho s ame , sinc0 all of -the Command Functions 
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and Administrctive Groups will nGod to bo cover ed. ThGr c for e , 

this diagram is so arranged that it may be applied to t he organ

iza tion of any st~ff afloa t . 

During pc':l.CC , tho entire staf1' of the Cornmandc;I' in Chi of 

can usu~lly bo 9. ccomod ettod on th e fl agshi p . . Tb is will not bo 

tho ca s e in war , oven whe n tho Base Forco handles o l ar ge part 
• 

of the work . In fn.ct , wher 0 tho Cor.mi:indor in Chi ef is ch::::. r ged 

with so nqny wqr auties RS is the ca se in the United St~tos N~vy , 

tho size of h is sta f f will soon outrrow ships nltogothor . It ·• 

s oums :.)robnblo thr-1 t mos t of tho Administra tive StJctions , e,nd a 

porti on of tho Tr ::linin-~, Int0llig0nce , J.nd CoL1rriunicotions Sec 

tions will have to bo establ ished ~shore . This f 0nture is im

portant in conne cti on wi th the que stion of the control to be 

exercised by the Chi c)f of St:df ovor the st :1ff as a whol e , 811d 

the est.'.7.blishment of a working r ol c.. tion bctwoon its parts • 
. 

As 1-1 fin8.l 'Joint of staff or.c;e .. nization, we may mention th['.. t 

stnff nanu~l s usually include instructi ons concerning: 

Assignnent of doto. i l ed durios to the s e ctions. 

Office routine for hQndlin3 letter s , r oports , 

despatche s , and movements of v~ssels . 

Relations with fl agship. 

Hiscell r. .. neous ro _'.5ulations . 

Port Wn.tchos ~ 

Sea Wr::i. tcha.s. 

War Wstches, Conditions One , Two, ~nd Three. 

Ernergoncy Q,uartcrs . 
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It is not proposed , in this pqper, to touch upon the s8 

m:1tt ers . . Tha y will vary with differ ent command s , .'.J.nd :1r e ade,

qu ~tely covered i n existing staff m~nu~ls , and in various De 

p~rtmont ~l and Fl eo t publicqti ons. This d iscussion of the 

functional orr~'lnization of tho st :iff comp l etes the subject of 

the Or~~:.niz<J.tion of Command . 




