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FOREWORD The Neval War College
Review was established in 1948 by the
Chief of Naval Personnel in order that
officers of the service might receive
some of the educational benefits avail-
able to the resident students at the
Naval War College. The forthright and
candid views of the lecturers and au-
thors are presented for the professional
education of its readers.

Lectures are selected on the basis of
favorable reception by Naval War Col-
lege audiences, usefulness to servicewide
readership, and timeliness. Rescarch
papers are selected on the basis of
professional interest to readers.

Reproduction of articles or lectures
in the Review requires the specific
approval of the Editor, Naval War Col-
lege Review and the respective author or
lecturer. Review content is open to
citation and other reference, in accor-
dance with accepted academic research
methods.

The thoughts and opinions expressed
in this publication are those of the
lecturers and authors and are not neces-
sarily those of the Navy Department nor
of the Naval War College.

The editorial offices of the Naval War College Review are located at the Naval War College,
Newport, R.I, 02840. Published 10 issues yearly, September through June, distribution is
generally limited to: U.S, Navy, Marine Corps, and Coast Guard commands and activities; Regular
and Reserve officers of the U.S. Navy, Marine Corps, and Coast Guard of the grade (-4 and
senior; military officers of other services, foreign officers, and civilians having a present or
previous affiliation with the Naval War College; and selected U.S. Government officials.
Correspondence concerning Review matters should be directed to its editorial offices.
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Naval War College:

CHALLENGE !

“History is a cruel stepmother, and
when it retaliates, it stops at nothing.”
Lenin’s poignant observation is no less
relevant today than when it was made
50 years ago.

The current national apathy toward
the military, toward overseas involve-
ment and U.S. world responsibility is
strikingly similar to that which so long
delayed a recognition by the American
people of the growing Japanese and
German threat back in the 1930%. Then
it took the attack on Pearl Harbor to
shock the Nation and galvanize Ameri-
can public opinion. Three decades later,
despite an ominous Sovict military chal-
lenge, a similar isolationist scntiment is
very much in vogue. But today, we
cannot afford another Pearl Harbor. Not
in this nuclear age!

In his book Democracy in America,
the young French scholar Alexis de
Tocqueville noted well over a century
ago that we Americans are siow to react
to foreign threat untl danger is immi-
nent. Walt Rostow emphasized this
peint in his now famous lecture on the
“Domestic Determinants of Foreign
Policy,” given at the Global Strategy
Discussions here last June. And as Dr.
Lloyd ¥Free observes in his article ap-
pearing in this same issue of the Naval
War College Review, . .. through the
years . . . it is usnally events rather than
persuasion or propaganda which trigger
major changes in popular attitudes.”
Indeed, a reading of our own history in
the 20th century would seem to validate
all of these observations.

We delayed our entry into World War
I well after our European friends were
deeply involved in a battle for their very
survival. We even elected a President in
1916 who campaigned on the slogan,
“He kept us out of war,” Over two

decades later, President Roosevelt’s
deep concern over the plight of Britain
and France, and other European nations
srourged by Hitler’s blitzkrieg was not
reflected in the majority of American
public opinion. Similarly, there was
little concern for Japan’s aggressive
moves in China and Southeast Asia. As a
Nation we were apathetic, even hostile,
to greater preparedness, notably muni-
tions production and effective draft
legislation. Our Army was training with
broomsticks—and the draft bill was
passed by only one vote.

This is not to say that there were not
groups of concerned citizens anxious
about the national mood of detachment
and the disastrous resnlts they por-
tended for the United States. As his-
torian Richard W. Steele notes in an
article appearing in the latest issue of
The American Historical Review, “Pre-
paring the Public for War: Efforts to
Establish a National Propaganda,
1940-41,” there were numerous citizens
both in and out of Government, in-
cluding members of President Roose-
velt’s Cabinet, actively involved in Lry-
ing to establish various programs and
agencies to alert the people to the
impending threat. Yel progress was in-
terminably slow. The President was fear-
ful that his active involvement in such
projects would incite the same charges
of sensationalism and distortion which
had been leveled earlier against

Published by U.S. Naval War College Digital Commons, 1971
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Woodrow Wilson, In fact, he did try in
his speeches and in his “fireside chats”
to educate the people of the country Lo
the dangers of the international situa-
tion. However, he was inhibited from
speaking out candidly in a voice of deep
concern or permitling any Govermnent
organization to sound the alarm, for
fear of being accused of “propagan-
dizing.” As a result, little was donce to
mobilize public opinion. Pearl Harbor
did what the distant, ominons ramblings
in Burope and Asia could not.

It has been said that we learn from
history only one thing: that men never
fearn anything from history. Is this
likely to be the case again? The eurrent
national trends calling for reduced over-
seas involvement, climinating the draft,
and drastically reducing military spend-
ing would suggest that it might well be,
These trends could certainly stifle any
active effort Lo coalesee the national
will in the face of a growing Soviet
threal.

[n both major wars of this century,
we were fortunate that, dcspitc our
11th hour response, we confronted an
cnemy whose strength was not to prove
as durable as our own, We had time to
cxploit our tremendous industrial po-
tential for producing armaments in
“slow™ conventional wars, But today,
with the balanee of power so dynami-
cally shifting, there is the clear possi-
bility that within 3 to 5 years the
combined Soviet nuclear and conven-
tional military capability could over-
whelmingly surpass our own, that by
the 1 1th hour our time will have already
run oul.

The momentum of the Soviet Union
military buildup continnes, That nation
is now onc of the worlds leading
seapowers . .. and in most definitions
the leading one. 1ts submarine foree is
indisputably the world’s greatest. Nor
can we expect Lo counter this situation
by relying on a superior strategic nu-
clear capability, In the past hall decade,
the Soviets have engaged in a major

effort Lo shift the balance of power in
this erucial area too.

[u contrast we see our own Nation
passing through an antiwar, antimilitary,
antipreparedness mood. Many promi-
nent represeniatives of the congres-
sional, business, and intcllectual com-
munitics today are vociferously arguing
against defense spending and military
related  rescarch  and  development.
Among some of these leaders of to-
morrow there is a “laissez-faire” atti-
tude which is drifting across the Nation
—and picking up advocates with light-
ning speed. Some would even arguc for
unilateral disarmament. In short, much
of the Nation seems unconcerned that
we are falling bchind the Soviets and
rendering ourselves vulnerable to cither
military defeat or, as 1 believe, more
likely, blackmail tactics, T'he queation
is: Are we sctting oursclves up for the
retaliation  of Lenin®s  “eruel  step-
mother?

There 18 one bright spot, In our
demoeracy, cven  minoritics can  be
heard. Fortunately, there are many eiti-
zens in all walks of life today deeply
concerned and distressed over the effect
of the Vietnam syndrome and certain
domestic trends in motion which could
lead to disastrous consequences for U.S,
national sceurity. Members of the Naval
Reserve and the other Armed Forces
Reserve compouents, the Navy League,
and comparable civilian organizations
lending support to the Army, Air Foree,
and Marine Corps arc and must continue
to he kept fully informed as o the
dangers that are building. The resourccs,
abilitiecs, and interest of these individ-
nals must be recognived . .. and called
on, While the Hegnlar military are
limited in their eredibility in speaking
ont about the threal—often leing
charged  with military  parochialism—
Reserve officers and men and well-
informed civilian supporters of the
Armed [Forees will be listened to, They,
rather than the actlive military, should
carry the torch, Through them and our

https://digital-commons.usnwc.edu/nwc-review/vol24/iss3/1 6
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civilian Government leaders such as Lhe
Secretary of [Yelense and Secrelaries of
the services, the American people must
be warned ol the dangers ahead to their
seenrity.

Hopelully, these people in positions
of responsibility will be quick to speak
out at elub and eivie luncheons, dinners,
and other gatherings. Radio, TV, and
newspaper interviews with civilian Gov-
ernment  national  seeurity  experts,
backed up by Regular military officer
experts, could have the most important
national impact of all.

I am confident that the American
people will respond onee they under-
stand the gravity ol the situation m
which we find ourselves today. The
documented case is elear, and, cven
within intelligenee sceurity constraints,
the story thal can be told is convincing
and ominous. [l must be told objec-
tively and be ahsolutely factual. It must
not be exaggerated or rely on ciotion
or cstimates of “enemy iulentions,”
Before the people can respond, they

musl be told the hard, true facls: the
current shift. in the balunee of raw
military power and what it portends,
both Tor themselves and their children
andl their children.

When he was CNO, Adw, Arleigh
Burke said, “It is not enough
lo... have the right ideas. You must
communicate thosc ideas o other
people and eonvinee them that you are
right.”

[[ we don’t start passing the word
today, we'll be guilty of {ailing to learn
from history and risking a nuclear Pearl
Harbor. As Nictzsche once wrote, “The
linal lesson of histary is: ‘Let’s never go
hack there again!™

g btk

R. G. COLBERT
Vice Admiral, U.S. Navy
President, Naval War College

Published by U.S. Naval War College Digital Commons, 1971
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In dealing with the American public on important political issues, one must be
conscious of a schizophrenic pattern that exists in public attitudes. On the domestic
scene the majority of Americans are ideologically conservative, but, paradoxically,
they are operationally liberal in that they support vast welfare programs. This pattern
also exists in the public’s attitude toward international affairs and military spending.
In general the public supports a strong international posture but is less than
enthusiastic in the commitment of forces over a prolonged period. Likewise, the
majority of the public rates keeping our military posture strong high on its list of
national priorities, but it also indicates that defense spending is too high,

POLITICAL BELIEFS
AND PUBLIC OPINION

An address delivered at the Naval War College

Dr. Lloyd A. Free

| suppose mosl of you would agree
that the climate ol opinion in maost
sociclics, and especially democracies,
imposes limils, somelimes very broad,
somelimes very narrow, on the govern-
ment’s arca of mancuver. In the ex-
treme, certain Lhings are virtually taboo;
in olher cases, they are merely im-
politic; in many others, anylhing is
possible,  parlicularly  where  public
opinion is cither in agreement or is
noncxisient, weak, or divided,

Liet ug assume thal yon have just
been clected President of the United
States. What are the basics that you
ought 1o know aboul American political
belicls and public opinion; the faclors
that remaim more or less constant; Lhe
cleruents you could enlist in supporl of
your policies and programs, domeslic
and international, on the onc hand, or
thal would inlubit the cxercise of your
powers as President and Commander in
Chicef, on the other?

fn discassing the domestic side (he-
fore proceeding Lo international affairs),
1 will be using the terms “liberal™ and
“conservative™ quite [reely; so, in Lhe
hest acadeinie tradition, | had hetter
define them. Probably the meaning of
few words in Fnglish or any other
language has ecome around [ull circle to
the same cxtent as “liberal” and “liber-
alism.” According to the older defini-
tion, “liberalism™ had, of course, to do
primarily with the proteclion ol the
individaal against encroachment by the
slate; ils esscnce was individualism. Sell-
rehiance, individual initiative, and pri-
vale enlerprise were ungualifiedly good.
Government was the enemy to be dis-
trusted and held in check.

AL the political level, the assump-
lions of old-style liberalism dictated a
system of checks and balances and a
division of power between the States
and the Federal Government, with the
latter having distinetly limiled powers

https://digital-commons.usnwc.edu/nwc-review/vol24/iss3/1 8
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and all matters closest to Lhe lives of the
eitizens being reserved to the States, At
the economic and social level, liberalism
as then defined was closely linked to
laissez-faire. Privale properly was sancli-
fied. Privale enterprise was looked upon
not enly as a direct expression of
ceononmic  freedom, but as important
also in lacilitating political liberty.
Particularly after the Civil War, the
prevailing theorics of social Darwinism
held that competition, unimpeded by
Government, assured the survival of the
fittesl. Poverly was considered the re-
anlt of inherent inferiorities. Stale inter-
vention, by inhibiting the development
of individual initiative and responsi-
bility, was scen as stultilying the devel-
opment of character and protecting the
lazy, the inelficient, and the shiftless,
These doctrines ol liberalism (old style),
widely propagated by the slorics of
Horatio Alger, arc what we mean by the
traditional American ideology.

From “Liberalism™ to ‘“Conserva-
tism.” The main point to be made here
is that in the 17th and 18th centuries,
when these doctrines ol liberalism were
first advanced, they were devised and
resorted Lo by “liberals™ in the sense of
innovators; men like Locke, Monles-
quicu, and Adam Smith, who were
altacking the status quo, and more
particularly (1) the domination of gov-
ernment by the aristoeralic class and (2)
the “mercantile system™ under which
that government stifled the rising indus-
trial elass. Their philosophy was de-
signed to rationalize change and henee
was “liberal™ in character,

By the middle of the 19th century,
however, the doetrines of liberalism, as
further  developed by such men  as
Speneer and Sumner, were being used
for exactly the opposite purpose:
namely, by “conservatives” to defend
the new status quo. By this time,
particularly after the Civil War, the
business class was in the saddle and was
fearful that, with the cextension of

sullrage, governments would prove oo
sensilive to the needs ol the people and
adopt  “dangerous™  working-class re-
forms,

Thus, while the doetrines of liber-
alism  remained  essentially the same,
they were taken over [rom the liberals
by the conservatives, and Lhe term
“libegralisin™ came 1o mean resistance Lo
change and the rationalization of the
status que. For this reason, [ refer Lo
the traditional American ideology as
“eonservalive” rather  than  “liberal,”
despite ils origins,

Ideological Conservalism. Despite all
that has lappened in  this country
during the 20th century- despite the
New Deal, the Fair Deal, the New
Fronticr, and the Great Society —a ma-
jority ol Americans eontinue to adhere
to most of these doctrines of 19Lh
century  liberalism  which in today’s
terminology  is equivalent  to con-
servalism; they remain what 1 shall call
“ideological conservatives.” This (act
emerged very clearly from a targe-scale
public opinion  study our instilute
carricd out belore the clections in 1964,
which, along with more recent data, was
published a couple of ycars ago in my
book (with the late Hadley Cantril) The
Political Belicfs of Americans,

Among other things, we asked a large
national cross seetion of the American
adult public whether they agreed or
disagreed with a series of stalements
having to do with abstract ideas about
the proper role and sphere of govern-
ment, and of the Federal Government in
particular, Tlere are examples of some of
these statements and the reactions Lo
them:

“The Federal Government is inter-
fering too mueh in state and local
matters.” Four out of 10 ol our respon-
dents agreed.

“Social problems here in this country
could be solved more effectively if the
government would only keep ifs hands
off and let people in local communities

Published by U.S. Naval War College Digital Commons, 1971
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handle their own problems in their own
ways.” One-hall agreed, with only 4 in
10 disagreeing (the rest baving no
opiuion).

“The government has gone Loo far in
regulating business and interfering with
the free enterprise system.” A plurality
agreed.

“The government is inlerfering too
much with property rights.” Again, a
plurality agreed.

“There is a definite trend toward
soectalisin in this eountry.” Close Lo
onc-hall agreed, with only one-fifth
disagrecing, Lhe rest having no opinion,

“There is too much Comrmunist and
left-wing influence in our governinent
these days.” Almost one-hall agreed,
with only 3 in 10 disagrecing.

Sociceconomic Concepts. The ab-
stract concepls Americans lend Lo hold
aboul the nature and functioning of onr
sociocconamic syslem are cven more
pronouncedly conscrvalive than their
nolions aboul the role and sphere ol
Government, Here is the way the people
inlerviewed reacted Lo a serics of stale-
ments along this line:

“Cenerally spcaking, any able-bodied
person who really wants to work in this
country can find a job and ecarn a
living.” AL the lime these inlerviews
were  conducted, the unemployment
rale was in cxeess of D percenl (as il is
loday) and among blacks was con-
siderably higher than 15 pereent. Most
of these people were able bodied, and
most ol them wanted o work. They
could nol find jobs because of cconomic
conditions in general and lack of educa-
Lion, Lraining, and skills in particualar.
Nevertheless, despite the statistical ovi-
deuce Lo the coutrary, more than three-
quarters of our respondents subscribed
Lo Lhe myth thal any able-bodicd person
who really wants Lo work can find a job.

With  this  assumplion aboul the
availability of job opportunitics, it is
little wonder that greal skeplicism was
expressed aboul the unemployed and

their  qualifieations  for
reliel. Here, for example, are the re-
actions Lo a couple of other statemnents,

“Phe relicf rolls are loaded with
chiselers and people who just don’t
want to work.” Two-thirds of our
sample agreed.

“In your opinion, which is generally
more often to blane if o person s
poor -lack of effort on his parl, or
eireumstances beyond his eontrol?”
Only onc-quarter said circumstances
beyond his control, Most of the rest,
amownting in all to 72 pereent pointed
cither Lo lack of effort, pare and simple,
or (o a combination of luck ol effort
and circmnslances—which, ol course,
still leaves the stigma of blame resting
on the poor for their own condilion.

This no doubt yefleets the Puritun
cthic that, whercas virtue is rewarded in
material ways, poverly is evidence of
sin. As that greal Christian leader,
Henry Ward Beecher, once put it: “No
man i this land suffers from poverly
wnless it be more than his faull—unless
it be his sin.” So greatly imbedded is
their feeling of guill thal even a ma-
jority of the poor agreed that they were
al least parlially 1o hlame for tisir own
condition, cither becanse of lack of
effort or lack of clfort plus circum-
slanees.

The reactions of a huge majorily Lo
anather of the slalements are related to
this dominant beliel in the culpability
of the poor:

“We should rely more on individual
initistive and not so much on govern-
mental welfare programs.” Eight out of
10 of our respondents agreed,

In short, despile aclual praclices in
recent decades al the operational level
of Government, Amerieans at the ideo-
logical level continue Lo pay lipservice in
amazing degree Lo stereoly pes and shib-
bolethe inherited from the last century.,
The abstracl ideas they tend Lo held
about the nature and fanctioning of our
socioseonomic system slill seem to slem
more [rom the underlying assplions

government

https://digital-commons.usnwc.edu/nwc-review/vol24/iss3/1 10



Naval War College: March 1971 FﬂHﬁﬁICAL BELIEFS 7

ol a laissez-faire philosophy than from
the operating assumptions of the New
Deal, the Fair Deal, the New Fronlier,
or the Great Sociely.

The Ideclogical Spectrum. In order
lo make general groupings based on
these resulls, | odevised what 1 call an
Ideological Spectrum. This rated respon-
denls according to Lheir reaclions 1o
cerlain key stalements, such as those
given above, some having lo do wilh
ideological conceplions  about  the
proper role and sphere of Government
and some with abstract idcas aboul the
nature and functioning of our socio-
cconomiie syslen.  These provided a
rough index ol the degree o which
respondents accepted or rejected the
traditional American conservative ide-
ology.

Under thia scheme, a person who
agreed with all ol the chosen proposi-
tions was rated “completely conserva-
tive,” and one who disagreed “com-
pletely liberal.”™ In between these two
extremes the ldeological Spectrum pro-
vided eategories for “predominantly
conservalive” (meauning the respondent
agreed with most but not all); “pre-
dominantly liberal” (meaning he dis-
agreed with most but not all); and
“middle of the road™ (meaning he
agreed within about hall and disagreed
with about hall). Grouped in this way,
our sample divided as follows:

Completely liberal 4%
Predominantly liberal 12
Middle of the road 34
Predominantly conscrevalive 20
Completely conservative _d0
LOO%

Thus one-half of the public proved to
be ideological conservatives, cither com-
pletely or predominantly, and one-third
middle-ol-the-roaders, with only 16 per-
cent putting themeselves in the liberal
category. It thus hecame elear that Tull
ideologieal conlormity with the trend of

policics and programs represented by
the New Deal to the Great Society was
conflined to the small minorily of 16
pereent who qualified as liberals on our
ldeological Spectrmm,

The generally conservalive slanee at
the ideological level indicales, of course,
that the liberal trend of policies and
programs gince the days of Franklin
Roosevell’s New Deal has littde sceure
underlying loundation in any ideologi-
cal consensus, For example, so long as
three-fourths of the public believe that
my able-bodied person can find a job
and earn a living, it can hardly be argued
that there is solid supporl in popular
belicfs for large elements of any “war
on poverly” or similar programs yet Lo
come,

Then, how did it come about that
New Deal-type programs have reecived
widespread public backing, lor there is
no doubt that they have?

New Siyle “Liberalism.” To answer
this question, we must first go back a
bit in American history. Against the
background of 19th century liberalism
old style, a new lhiberatism in the pres-
ent-day sense ol the term gradually
emerged in some of the States early in
the 20tk century and was heralded at
the Wederal level by the progressive
regimes of Theodore Roosevell and
Woodrow Wilson,

As a practical maltter, the new style
liberals inereasingly recognized the need
lor governmental action lo protect the
underprivileged. They favored strength-
ening the powers of Government in the
interesta of public wellare, with particu-
lar attention lo social ameclioration.
They supported compulsory educalion,
unemployment and old-age insurance,
minimum wages, and the like as enfarge-
ments of, not restrictions on individual
liberty. Karlicr, resort to Government
was condoned o advanee cconomic
development; now, the idea was Lo use
Government lo promole social justice.
This new liberaliem accomplished an

Published by U.S. Naval War College Digital Commons, 1971
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enduring breakthrough during the re-
gime of Franktin 1), Roosevelt,

However, neither  Rooscvell  nor
those who Tollowed him cver cvolved a
coherent philosophy of liberalism (new
style) Lo rationalize Lhe programs they
supporled, The approach has tended Lo
be: hased on “problem solving” in the
light of social conscience, rather than on
any ideological premises,

Yet, while the majority of Americans
remain  conservalive al the idcological
level, in the sense that they conlinue Lo
accepl the traditional American ide-
ology which advocates the eurbing of
Federal power, al the peactical level of
governmenlal operations there has ob-
viously been an apparently inexorable
trend in lberal directions sinee the days
ol the New Deal. In fact, in 1960
President Johnson was quoled as saying
that  “the  developments  of 1905,
coupled with the cleetion of 1904, show
that the old argument over the ‘wellare
stale’ has been resolved in favor of
federal action,” Whether or not the
United States has alvcady become a
wellare stale depends upon varying defi-
nitions; bul that il has been moving in
that direction, no one can deny.

flow has this been possible in our
demoeracy il a majorily of the ecilizenry
are idcological  conservalives  whao,
assumedly, should resent and opposc
such tendencies?

Allitudes toward Government Pro-
grams. The answer lics in the [act that
the political thinking of Americans—if it
can he called thought—is very dilferent
at two distinet and coullieling levels,
The reactions ol the majority at the
ideological level have already been de-
seribed. Bul, if you question Americans
aboul the operational level of Govern-
menl programs, a completely diflferent
picture emerges. 'or example, in 1908
we asked a national eross section of
adult Awericans whether Government
spending for certain types of programs
should be inereased, kept al the present

level, reduced, or ended allogether.
Some of the resulls are given below,

Firal, let us lake the Federal program
o help build low-rent public housing.
Among our respondents, 35 percent
thought Federal spending for this pur
pose should be increased, and 43 per-
cent that it should be maintained at the
present level- -making a Lotal of almost 8
out of 10 who [lavored mainlaining al
least the eurrent level of expendilures
(or this purpose.

Similar vesults emerged in connee-
tion with the Federal program Lo im-
prove cducation: 30 percent said spend-
ing lor this purpose should be inercased;
an equal proportion that the present
level should be maintained—making a
total of more than 7 oul of 10 en-
dorsing this Federal ciforl.

Fven more -almost 9 oul of 10-
approved the Federal program Lo make
a college education possible [or young
people who could not otherwise alford
il.

Three-quarlers supported the Federal
program to rcbuild rundown sections of
our cities—thalt is, urban renewal: al-
most 4 out of 10 said thal spending for
thig purpose should be incrcased and an
equal proportion that it should be con-
Linued at the present level.

Nine oul ol 10 endorsed the Federal
program to retrain poorly educaled
people so they could got jobs.

Almost 8 oul of 10 supported the
Medicaid program of the 1'ederal Gov-
ermuent to Lielp pay the medical bills of
low-income lamilies.

Whatever Lthe deflinitions of “libera)”
and “conservative” Iromn the historical
point ol view, it appears Lo me that,
practically speaking, one of the best
ways to dilferenliate liberals [rom con-
gervalives in this country under present
circumstances 15 Lo test allitudes loward
uses of the power and resources of
governments, and  particalarly  the
Federal Government, in order to ac-
complish domestic soeial objeclives. The
general disposilion of the liberals is to
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approve such uses, af the conservatives
lo disapprove. It iz in thiz limited,
primary sense that L shall use the words
“Nbheral” and “conservative’™ in the rest
of ths article.

The Operational Spectrum. |L s
erystal clear from our data that, while a
majorily of Americans are ideological
conscrvalives, al the same lime a huge
majorily of these sume people are opera-
tional liberals, To demonstrate this |
devised an Operational Speelrum, simi-
lar to the ldeological Spectrum  de-
scribed  above, Under this scheme a
respondent  was  classificd  as “com-
pletely liberal”™ il he lavored cither
inercasing or maintaining the present
level of Federal spending for such pro-
grans as Lhose involving education, ur-
ban renewal, job retraining, and Medi-
caid, along with rent supplements lor
low-income  lTwmilies.  Tle  was  rated
“completely  conservative™ if he mivo-
caled either redueing or  Lerminaling
Federal expenditures for such purposes,
In between these Lwo extremes, Lhe
Operational Spectrum, like the ldeologi-
cal Speetrum, provided categories for
“predomimantly  liberal,”  “predomi-
nanlly conservalive,” and “middle of
the road.” Ow this basis, the mnembers of
our sample grouped themselves as [ol-
lowa:

Completely liberal 3%
Predominantly liberal 39
Middle of the: road 21
Completely or predominantly
conservalive 7
LO0%

Thus, while only 16 percent of the
public were liberals in the ideological
gense, il turned out that at the level of
Goyernmentl operations  almost  three-
quarters were either completely or pre-
dominantly liberal in the sense of lavor-
ing key TFederal progeams designed 1o
accomplish social objectlives,

Not unexpectedly, the highest per-
cenlages ol operalional liberals were 1o

be [ound among these who needed lelp
from the Government most: the lower
sociocconomic groups in lerms ol edu-
cation and income, and espeeially the
Negroes (M pereent ol whom  were
raled as liberals, with no less Uan
three-quarters qualifying as “completely
liberal™ because they favored elf ol the
key programs asked about). Ina related
vein, the proportion ol liberals was
greater than average among Mue-colfar
workers; Demoerats; tu young (21-20
years ol age); Catholies; Fasterners; and
residents of lavge cities.

Markedly less Liberal than average
were Lthose 50 years of age and over; the
college educated; people with incomes
of $10,000 a year and more; and the
WASP’s  {while, Anglo-Suxon Proles-
tanlsy, especially those living in smaller
places ind vural arcas,

[deological Conservatives-Operational
Liberals. The explanation for the dis-
crepancy  between the resulls on the
Operational Speetrum, which revealed a
consensas on Lhe liberal side, and those
on the ldeological Specteam,  which
leancd toward the conservative side, lies
in the Taet that more than one-quarler
ol the American people are at one and
the same time both ideological conserva-
tives and operational liberals,

The ideological liberals proved to be
highly consistent: 9 ont of 10 of them
qualilicd as liberals on the Operational
Speetrum. However, among the ideo-
logical conservatives, almost one-hall
emerged as liberals al the operational
leyel. Henry Stecle Commager deseribed
these people lo a tee in this stalement
aboul Americans in general: “They
ching Lo the vocabulary of laissez-faire,
yel [aithfully supplied the money and
the personnel for vastly expanded goy-
ernmental aclivities,”

This conflict between attitudes to-
ward Government programs and ideo-
logical coneepls lends Lo be resolved in
lypically pragmatic Amecrican lashion:
the practical is given precedence over
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the theoretical, AL the operational level
ol governmenl, the greal majorily are
more concerned aboul praclical prob-
lems than they are aboul abstracl ideas.
In shorl, they wanl governmenl to
work, and Lo hell with the theories.

T'his situalion was revealed when we
asked a national eross seclion in 1968
how worried or concerned they were
aboul a list of 23 issues or problems.
The impression derived (rom Lhe resulls
is that the American people ave most
concerned aboul a number of sweeping
inlernational issues; that, nexl, they are
showing growing coneern aboul cerlain
subatantive domestic problems; and that
they ave bothered least ol all by ideo-
logical issucs. Particularly noteworthy in
this connection is the lact Lhal concern
aboul Governmenl spending was a good
hallway down Llhe lisl, and eoncern
aboul “the lrend loward a more power-
tul Federal Governmenl” was actually
in next to the last place,

Stale and Local vs, Fedeval Action, 1L
is lue thal, in conlormily with lradi-
toual American political ideology, Lhe
majorily of the public favors State and
local over Federal action in such ficlds
as Lhe problems of the poor and cduca-
tion. Correspondingly, they approve the
idea of the Federal Governmenl making
more money available Lo Stale and local
governments for such purposes. On the
other hand, they have more conlidence
in the Federal Governmenlt Lo gel things
doue in combating air and water pollu-
Lion, apparently realizing thal this prob-
lem olten involves interslate aspeels and
probably cannol be lackled successfully
withoul I'cderal standards.

Nevertheless, the fundamental point
is that, despite their ideological belicls,
a large majority [avors the use of goy-
ernmental power and resources, in-
cluding those of the ¥ederal Govern-
ment, to solve current problems and
accomplish social purposes.

The moral of this story as a whole is,
of course, that you, as incoming Presi-

dent, should talk Like an ideological
conservative bul el like an operational
liberal, However, you should nol do the
first without also doing the sccond,
Witness, for cxample, candidate Barry
Goldwater in 1904, He rode high, wide,
and handsome so long as he was able to
confine himaell to lalking conservalive
idcology. Bul the moment he was
forced to discuss issues and Governmenl
prograius, he was a dead duck. The crux
of the matler was thal the American
people were not about Lo cleel an
operational conservalive Lo Lhe Presi-
dency.

Aud, in my opinion, this is still true
despite the alleged current Lrend Loward
consetvalisn, Obviously, the public is
exhibiting some tendencies of what has
come lo be called conservalism in such
matters as sludenl unrest, law and
order, and civil rights, But there is
absolutely no data of which I am aware
showing any lalling away Irom the basic
lendeney Loward operational liberalism
that T have been deseribing,

In facl, quile the contrary. The
public is becoming increasingly con-
cetned aboul a number of problems il
wad nol loo aware of in former years—
such as air aud water pollution -and, as
we have scen above, is looking to the
Federal Governmenl Lo solve  Lher.
Thus, a8 o the luture, | can only
envision a general trend loward (urther
extensions of [ederal power and pro-
grams, solidly backed by majority pub-
lic opinion,

International Attitudes. Now let us
turn lo what you, as a newly elecled
President, onght to know about the
international attitudes of Americans.
The firsl thing that needs to be pointed
out ig that, despitc their high depree of
concern about {orcign poliey problems,
a surprising number ol our citizens are
abysmally ignorant of the speeifics of
international affairs, even at the mosl
clementary level,

To illustrate, the study our institute
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conducted in 1964 showed that more
than onc-fourth of the American people
(28 percent) had never heard or read of
NATQO, Only 38 percent knew Lhat the
United Stales is a member of NATO,
and only 38 percent were aware that the
Soviet Union is not a member facts
which obvionsly go Lo the very nalure
and lundamental purpose of Ameriea’s
mosl important alliance. Equally shock-
ingly, onc-quarter of the public did not
even know Lhal the governmenl of
mainland China is Communist! All in
all, two-filths of the American publie
are far too ignorant to play a role as
intelligent citizens of a country which is
the world’s leader. Only aboul one-
fourth are really adequately informed.

Nevertheless, ignorant or not, the
great majorily have opinions on interna-
tional matters. In this connection, per-
haps most (undamental of all at this
time is the public’s orientation on the
gpectrum strelehing from  isolalionism
lo internationalism. To get at this, |
uscd a series of stalements in surveys
conducted both in 1964 and 1968, with
respondents being asked whether they
agreed or disagreed with cach. Uere are
some of the 1968 resulls:

“The U.S. should cooperate fully
with the United Nations.” More than 7
out of 10 agreed, with only onefilth
disagrecing.

“In deeiding on its foreign policies,
the U.S. should take into gecount the
views of its allies in order Lo keep our
alliances strong.” No less than 84 per-
cent agreed, with only 9 percent dis-
agreeing (the rest having no opinion).

“Sinee the ULS. is the most powerful
nation in the world, we should go our
own way in international matters, not
worrying too much about whether ather
countries agree with us or not.” In this
case, more Lhan 7 oul of 10 disagreed,
with less than one-quarter agreeing.

“The U.S. should mind its own busi-
ness internationally and let other coun-
tries get along as best they ean on their
own.” TwoThirds disagreed, with only

11

a little over ane-fourth indicaling agrec-
ment.

“We shouldn’t think so much in
international  terms  but concenlirale
more on our own national problems and
building up our strength and prosperity
here at home.” ln this case, 60 pereent
agreed, with only 31 percent expressing
dissenl.

[solationisin vs. Internationalistn. In
order Lo tesl inlernationalist-isolationist
oricntations on a generalized Dasis, |
worked a series of these statements inlo
a system of Inlernational Patterns, To
qualily as “completely internationalist™
under Lhis scheme, a respondent had,
lor example, to agree thal the United
States shoubd cooperate with the United
Nations and should lake inlo aceount
the views of our allics, while: disagreeing
with the statements that the United
States should go its own way, mind ils
own business, and concentrale more on
national problems, To he “conmpletely
isolationist,” a respondent had to give
Lhe opposite answers, Calegorics were
also provided for “predominantly inter-
nationalist” and “predominantly isola-
lionist,” with a middle category labeled
“mixed” (meaning, of course, a mixture
of inlernationalist and isolationist pal-
terns). The 1908 results deriving from
Lhis scheme: looked like this;

Completely internationalist 25%
Predominantly internationalist 34
Mixed 32

Predominantly isolationist O
Completely izolationist J

100%

Thus, as of 1968, the isolalioniats num-
hered less than 1 in 10 members of our
adult population. The mujority —almost
0 out of 10-were internalionalists,
cither complete or predominant, with
about one-third in the “mixed™ cate-
gory.

However, between 1904 and 1968
there had been a drop amounting ta §

Published by U.S. Naval War College Digital Commons, 1971

15



12 NAVAL WARUGOLIFGRREVPEW (1971 No. 3, Art. 1

perecnlage points in the “completely
internationalist” ranks, wilth a corre-
sponding increase ol 6 pereentage points
in the “mixed” calegory, that is, ol
people hallway Loward isolalionism.

The drift away [rom the interna-
tionalist pole in our system ol Inlerna-
tional Pallerns resulted beeause higher
percentages than in 1964 went atong
wilth two of the inlerrclated statements
mentioned above. In the fist place,
more agrecd with Lthe minority view that
“the U,S, should mind its own business
and let other countrics gel along as bost
they can on their own”—the percenlages
rising from 18 percent in 1964 Lo 27
pereenl in 1968, Sceondly, undoubtedly
underlying the fecling that we should
mind our own business inlernalionally,
there was Inercascd majorily sentiment
in favor of the proposilion thal “we
shouldn’t think so much in inteenational
Lerms bul concenlrale more on our own
national problems™ here  at  home.
Agrcement  wilh  this statement rose
from 55 pereent in 1904 to 60 pereent
in 1968, assumcdly led by incrcasing
concern about domeslic problems Lhe
public fell were being neglected because
of the war in Vietnam,

Qualifiers of Internationalism. Obvi-
ously, Lhis feeling of the majority that
we should Lurn inward Lloward our
domestic  problems is an importanl
qualifier of the predominant inlerna-
tionalism of Americans, As in 1964,
anolher qualifier thal emerged in 1968
was allergic allitudes loward forcign aid.
Six out of 10 advocated reducing such
aid, if not Llerminaling il entircly.

A further element thal must be taken
into account in characterizing the inter-
national outlooks of Americans is a
certain nalionalislic power-mindedncass,
Senator Fulbright (if I dare mention his
nawe in this journal) might well con-
sider the majority’s reaction lo the
following stalement as cvidence of “the
wrogance of power™ “The U.S. should
maintain its dominant position as the

world’s most powerful nation at all cost,
even going to the very brink of war if
necessary.” Onc-hall ol our sample
agreed, with 4 in L0 disagrecing (the
remaining 10 pereent  having  no
opinion},

This fecling that the United States
should maintlain its posilion in the
world is obviously onc of the important
motivalions behind support for our in-
Lernationalist posture. In this connece-
lion, it is signilicant that agrecmenl
with this statement dropped from 50
percent in 1964 to 50 pereent in 1908,
wilh disagreement rising from 31 per-
cenl to 40 pereent, The guess might be
venlured that one of the laclors al work
was digillusionment with the practical
effects of the application of America’s
power in Vielnam,

With fear ol Lhe Sovicl Union and
China in the background, another of the
strongesl molivalions ol lhe American
people when il comes Lo the U8, role in
world affairs is nnqueslionably anli-
commuuism, This is reflected in re-
aclions o Lhe following staterment:
“The US. should take all necessary
steps, including the use of military force
as we are now doing in Vietnam, to
prevent the spread of communism to
any other parts of the free world, no
matter where,” No less than 57 percent
endorsed Lhis stalement in 1968, with
an additional 19 pereent saying we
should defend some, il nol all, arcas or
counlrics,

In short, on the surfaee al least, il
would appear that almost 0 oul of 10
Amcricans believe we should cven go to
war, I necessary, lo prevent Lthe spread
of communism anywhere, Clearly, the
doctrine of containment appears to be
deeply implanled in the public’s psy-
chology.

Theory vs, Practice. Betore we aceepl
these results al face value, however, let
me propound & hypothesis I developed
recenlly which may have a bearing on
the matter. You will remember that on
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domeslic issucs we gol widely divergent
resulls with respect Lo conservatism and
liberalism, dependimg upon whether we
asked questions at the level of theory or
at the level of practice. Somethiug like
this may be applicable in the case of
international attitudes. 1 suspeet, in
short, that if you put a serics of general
principles, propositions, or slogans lo
the public, you will gl one sel of
results, roughly corresponding to the
ideological level, But il you confront
people with a number of specilie situa-
tions (particularly conflict silualions),
you will get a different set of results,
corresponding Lo the operational level. L
hope Lo charl Lhis oul systematically
before long, but in the meantime let me
illustrate what [ have in mind.

In 1965 lou Harris found that al-
most § out of [0 Americans thought it
was right for the United States lo use
military power to keep comnunisim oul
of North and South America. Yet in the
wake of the ill-fated Bay of Pigs in-
vasion, Gallup reported that two-thirds
of the public were against sending our
Armed Forees 1o help overthrow Castro;
and opinion was even about equally
divided on aiding the anti-Castro forces
with money and war materials,

The Korean War. Morc broadly, let
us again teke the stalement, endorsed
by a majority ol Amecricans, lo the
cifeet that the United States should
take all necessary steps, inchnding the
use of military force, to prevent the
gpread of communism, How dnrable did
this sentiment prove in the case of the
war in Korea? In October 1950—before
the Chinese came into the war—when
respondents were asked whether the
United States had made a mistake in
deciding to defend Korca, two-lhirds
said no, that we had not made a
mislake, with only 20 percent feeling
that we had., At the same time, almost
two-thirds felt that we should not stop
the fighting when we had pushed the
North Korcans back over the line where

I3

they started, but should continue to
fight in their territory until they sur-
rendered.

Then the Chinese came in, mnd
within 2 months public opinion had
completely reversed itself:

Ouc-hall (which proportion rose to
two-thirds by Mareh 1931) fell we had
made a mistake in getling involved in
the first place;

--Almost  two-thirds were of the
opinion that we showld stop fighting
when we reached the dividing line be-
tween North and South Korea,

~Two-thirds said we ought to pull
our troops out ol Korca as [last as
possible.

Obviously, such a ehange in opinion
hardly  squares  with  the  helligerent
stance assumed by the public on the
general  proposilion  of stopping  the
spread of communism, Clearly, what
happened was that, with the Chinese
coming into the war, the public con-
cluded that, as'a practical matter, the
added cost in American lives and dollars
just was nol worth it. As | wrote iIn
1957, this abrupt wrnabout was pos-
sible because “‘Amecricans were never
really elear in their own minds what
they were fighting for, what they were
trying lo accomplish, or what vital
intercels or purposcs ol theirs were
involved.”

The War in Vietnam, And now, of
eourse, we have an cssentiolly similar
siluation in the case of Vietnam, a
situation | expeeted to develop even
sooner than it did. To prove what a
valid prophet [ can be on occasion (1
like, of conrse, Lo forget about those
instances where my jndgment proved
lanlty), let me quote from a leeture 1
delivered before the Naval War College
just 1 year ago, when the trends of
American opinion about the war in
Vietnain were still somewhat obscure:

Our own Government will un-
donbtedly now have to face up to
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Lhe fact that the American people
are becoming sick and tired ol the
war. .. Il is my considered judg-
menl as a so-called experl thal we
are in the carly slages of an
incxorable Lide in favor of pulling
oul of Vietnam., There may be
riptides from lime Lo lime which
will temporarily obscure Lhe dirce-
tion ol the current; bul it is my
helicl thal, however you and |
may feel aboul the matler, the
movemenl down below will con-
tinue ever more strongly in favor
ol disengagement,

As usual, when | stick my neck oul
thig [ar, 1 did have some data up my
sleeve Lo rely on. Studies our Institute
condueled in this country showed that
immediately after the Tot offensive, in
mid-February 1908, (he majority  of
Amcricans remained even more “hawk.
ish™ than they had been hefore, One-
quarter advocated gradual escalation of
the war, and no less than 28 percent
opled for “an all-out erash cffort in the
hope of winning the war quickly, even
al the risk ol China or Ruossia entering
the war.”

However, in a report 1 wrole al that
Litne, | pointed oul that, in view of the
then existing mood of intense [rus
Leation, a ¢drastic change in the public
opinion piclure was a distinel possi-
bility; and, in facl, a major shifl was not
long in coming. By June ol 1968, 4
months later, one-hall of the public had
moved over Lo Lthe “dove™ side, with 7
percent [avoring a cuthack in the Ameri-
can military ¢ffort, and no less than 42
pereenl wanling us Lo discontinue the
struggle and start pulling oul of Viet-
nam {this latter ligure being almost
double what it had been in mid-I'ebru-
ary).

By June ol this year (1970, Gallup
found that the proportion thinking we
had “made a mistake in sending troops
to light in Vietnam™ had risen rom 25
percent in Mareh 1960 Lo 50 percent 4

years later. Correspondingly, by the
latter dale (that is June ol 1970) aboul
onc-half  [avored withdrawal, ecither
immedialely or al least by July of 1971,
And so it has gone.

Thus in regard to Victnam we get
mnch the same conflicling, almost schi-
zoid pallerning that we did on the
lihcral-conservative  spectrum  al  the
ideological and operational levels, re-
speelively. A majorily of the publie says
we oughl Lo take all necessary sleps,
mcluding Lthe use of military lorce, Lo
prevent the spread ol communism any-
where in the world. But, when con-
[ronted with an actoal conflict situa-
lion, a majorily favors our withdrawing
from Vietnam, After all, the last thing
any realist—and particululy you as an
incoming President of the United Stales
—ought lo expecl from the grealer
public is local consistency!

Military Spending. In conclusion,
much the same kind of inconsistency
pertains in the case of a subject near and
dear lo your hearts: nanely, altitudes
toward (he Defense Establishinent and
military spending. When we last asked a
national cross seclion of Americans how
worried or concerned they were aboul a
list of over 20 issues and problems, the
item “keeping our military  defenscs
strong™ was Llied for second place. The
only thing peaple were more coneerned
about was the problem of Victnam,

Yet when last August, Gallup asked
whether the Government was spending
oo little, too much, or about the right
amounl on nalional delense and mili-
lary purposes, a clear majorily of the
public (52 percent) said Loo much, with
ouly 8 pereent saying loo little, and 31
pereent the right amount {Lthe remaining
9 pereent had no opiniou). So, here
again, the American people are con-
cerned aboul keeping our military de-
[enses strong and favor doing everything
possible, including the use of military
force, Lo prevent the spread of commu-
nisni, Bnt al one and the same lime, a
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majority wants to cut defense spending.

Certainly there i3 a logical inconsis-
tency apparent here; but at the same
time the public’s mood is understand-
able. In the first place, there is frustra-
tion over the war in Vietnam which has
rubbed off onto the military —unjusti-
fiably, perhaps, but inevitably. Sec-
ondly, as our data show, since 1964
concern about several domestic prob-
lems has increased to a point where they
now appear in the upper bracket of our
list of worries and concerns: first, sev-
eral interrelated items having to do with
maintaining law and order (e.g., crime
and juvenile delinquency, rioting in our
cities, narcetics and drug addiction); air
and water pollution; and, in general, the
problems of our cities. Also, concern
about inflation and the cost of living,
not to mention high taxes, has gone up.

As people look around for resources
with which to combat these problems
their eye tends to light first on Vietnam.
But even ending our participation there
is not going to save enough to have
much consequence. So where 1s the
fattest looking source for more money
to spend on domestic needs? Why the
Defense Establishment, of course.
Everybody knows how wasteful the
military is. Naturally, they can manage
to maintain our defenses with
money. Surely our boys can figure out
some way to give us a bigger bang for
less bucks.

Now this may, indeed will, seem
ridiculous to most of you. But let me
say in all franknoess that the Defense
Establishment has left itsell wide open
for this line of thinking. Just remember
the stories that have appeared time after
time in recent years: about gigantic cost
overruns; about weapons and weapons
systems on which billions have been
spent, only to be abandoned or found
faulty; about thousands of tanks *“lost™
or lorgotten in Western Europe; et
cetera,

[f you ask me what can be done

less

about the public’s current allergy to-
ward defense spending, I would say very
tittle for the time being. We students of
public opinion have found through the
years that it is usually events rather than
persuasion or propaganda which trigger
major changes in popular attitudes.
However, this does not necessarily mean
you must despair.

For one thing, when it finally even-
tuates, an end to our military participa-
tion in Vietnam will help remove the
current bad taste in the public’s mouth
insofar as the Defense Establishment is
concerned. More crucially, any further
revival of Soviet and/or Chinese threats
in contexts which clearly threaten our
national security will give the public
pause when it comes to crippling cuts in
defense layouts.

More particularly, with the Russians
probing as they now are to test U.S.
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weaknesses vis-a-vis the Middle Tast,
Berlin, and Cuba, for example, il is
more than likely that before long our
illogical public will develop an enhanced
awareness and appreeiation of Lhe dan-
gers involved if the Soviet Union ever
gains superiorily over the United States.
And, when that happens, the proba-
bility is thal popular attitades toward

the operational question of defense
spending will, onee again, come back
into fime with the essentially ideological
belicfs of the majorily of Amcricans
thal the Uniled States shiould maintain
its dominanl position in the world al all
costs and (ake all necessary steps Lo
prevent the further spread ol commn-
nism,

Military philosophies, bred and crystallized in the crucible of
war against the elements and other adversaries, may not
convincingly register on mentalities trained and experienced
in totally different circumstances,

Admiral R.B. Carney, USN: Address
to the Naval War College, 31 May 1963
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The traditional American framework for political and social action is being
increasingly challenged by members of a “‘counterculture’” calling for a radically
different society, Aside from immediate political controversies such as the war in
Vietnam or the issue of civil rights, the causes of this dissatisfaction are seen to be
deep misgivings about the quality of life in a highly advanced industrial society. The
theoretical basis of the movement—the works of Marx, Freud, and Marcuse—provide
the intellectual underpinnings of a sharp critique of contemporary industrial society.

THE PHILOSOPHY
OF THE
COUNTERCULTURE

An article prepared

by

Ensign William F, Averyt, U.S, Naval Reserve

We are all familiar by this time with
the external  manilestations  of  the
counterculture- differences  in dress,
music, and sexual mores—yel these dif-
ferenees often blind observers Lo the
more deep-seated changes oceurring in
the Uniled States Loday. During the first
Seminar on Current Views and AlLli-
tudes, conducted by the Naval War
College in the spring of 1970 and
including students from the School of
Naval Warlare, the School of Naval
Command and Stalf, Officer Candidate
School, Brown University, and the Uni-
versily ol Rhode [sland, we all realized
that the difficultics in commuunication
resulted  from  something more  than
opposing views, As one naval officer put
it during the postmortem pancl evalu-
ation of the seminar, iU scemed that
connolalions of the words were dil-
ferent; half of cach discussion was spent
in becoming aware of these different
languages, underlying which were evie
dently very different concepls ol Amer-
ican reality.

Sinee the seminar will be held aguin
this year al lhe Naval War College, it
might be valuable o mention brielly
some ol the divergent attitudes that
surfaced last year, This will lcad o the
main theme of this essay, the “philos-
ophy of the counterculture”™ which |
believe nnderics the views of many ol
the civilian college students who partiei.
pated. T think the attitudes of the
civilian college students who  partici-
paled in the seminar represent fairly
well those of the general college popu-
lation, and il this is true, they fore-
shadow somc basic changes in yonng
Americang’ conceptions of whal consli-
tutes the good lile,

The discussions centered, naturally,
on the Victnam war, the plight ol the
blacks, the vondition of the inner citics,
and the guality of the environment; but
they quickly moved 1o a decper level,
revealing very different ways of con-
ceiving American reality. How are major
changes accomplished in socicly? How
is pressure  for change erealed and
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mobilized? To what exlent arc our lives
determined by the complex technology
of conlemporary America? Whal is the
purposc of edncation?

The naval participanis in the seminar
generally cspoused a lormalistic theory
of change, ic., changes occurred he-
cause volers requested them, laws were
passed, and thercafter citizens’ conduet
and values changed accordingly. Educa-
tion, for them, was a formal sequence of
instruction, culminating in the degree,
which in turn opened the doors Lo a
carcer, which ilself was structured in
ascending levels of wealth, power, and
responsibilily,

The civilian college students and
some jnnior naval officers tended Lo
have a mndamentally different way of
conceiving these things. Their view of
socicty and social change laid more
stress upon Lhe social forees supporling
the status quo and Lhe clash of interests
when a rearrangemenl of Lhese forces
was in question. Educalion was viewed
as an open-ended process, the aim of
which was the development of the
abililty to Lake advanlage of many dil-
ferent allernatives. Hopefully this dilfer-
ence in outlook will he clearer during
the foltowing discussion,

Bricfty, whal is the “counler-
culture™?! There is no need Lo place Loo
stricl a definition on the word, but we
can use il lo describe the increasingly
radicalized version of reality thal Ameri-
can youth and others were concocling
in the [960’s which made the end of
that decade so different from Lhe begin-
ning.* The young generalion of the
1960°s was special in several ways: They
had scen no major war in their lifetime;

*For a good view of the diverse move-
ments involved and a brief historical sum-
mary, see Theodore T. Leber, Jr., “The
Genesis of Aulimililarism on the College
Campue: a Conlemporary Case Study of
Studenl Prolesl,” Naval War College Review,
November 1970, p. 58-96,

the nuelear balance of terror prevenled
a major war {from crupling between the
two superpowers. Incidents which in
carlicr times would have sparked a
major conflagration failed to produce a
single conflict in which the two greal
powers battled cach other direetly.

Second, they came 1o maturily in an
cra of increasing wealth (although by
the 196(0Fs the greal aceumulaled wealth
of the United States served Lo highlight
the greal disparities in its distribution),’
Furthermore, an increasing share of this
weallth was al Lhe disposal of the young,
giving Lhem grealer mobility and inde-
pendence.

Finally, this generalion henefliled
from a much greater degree ol leisure
than did previons oncs, Perhaps “lei-
surc” is nol Lhe mosl acenrale lerm; in
any case, the pattern of growing np now
included, for a large parl of American
youlh, long stretches ol academic work
in college and graduale school belore
the final excrcise of a lrade or profes-
gion,

This, Lthen, was the gencralion which
spawned the connlercullure—a way of
life going beyond “life styles,” more
awarc of disparilics belween what soci-
ely claims itscll Lo be and whal il
aclually is, between Lhe official Tacade
an individual wears and his lrue sell.
The shortcomings ol American soeicly
now fell under the scrutliny of students
with enough time and money to study
them—an explosive combination, The
black movemenl and Lthe Viclnam war
provided the polilical activation, with
results Loo well known Lo be enumer-
ated.®

*For detailed account, see the following
reports of Presidential commissions: Report
of the National Advisory Commission on Civil
Disorders, 1968, Violenee in Ameriea: [lis-
torical and Comparative Perspectives, 4 Re-
port to the National Commission on the
Causes and Prevention of Violence, June
1969; Report of the President on Campus
Unrest, 1970,
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And yet  there have been other
periods in American hislory in which
American realilies have been conlrasted
willh  American
wanling. Is this period of dissent dil-
ferent from others -the pre-Civil War
abolition movements, the labor violence
ol the late 19th centory, the muck-
raking, trust-busting, et celera? We do
sor, indecd, strains ol o very American
type of anarchism and individualism in
today’s  counlerculture. The  young
people who retreat Lo their desert com-
mune in New Mexico—are they so dil-
ferent from Thoreau i his retreat from
“bustling” Concord to Walden Pond?
Nevertheless, even pranting this indebt-
cdness Lo an carlier American tradition
ol individualism, it does scem that there
is something qoalitatively different in
today’s counterculture, 11 is different
the conditions in which man

wleals  and  Tound

bhecanse
lives loday are so radically dilferent
lvom unyting that has ever gone belore,
“Cultures,”™ “lite styles,” and “schools
of thought™ do not grow in a vacuum:
they are intimately velated 1o the mate-
rial world around them; they spring up
in response or in opposilion 1o it they
justify and exemplify ity or they con-
demn il.

This is not Lo say that all of today’s
college students could or would arlicu-
late this outlook as will be done below,
although many of the New Lell spokes-
men do explicitly  acknowledge their
intelleetnal forebears, This is not Lo say,
cither, that it is only today’s youth
which has been attracled to the philos-
ophy to be presented below; it has
evidently influenced profoundly a large
number ol intellectunals,  professors,
wrilers—in  shorl, il has significantly
penetrated the groups ol people who
analyze, discoss, and communicale Lo
others the developments of contempo-
rary America.

The members of the counterculture,
like almost all Americans loday, are
trying Lo come lo grips with a complex,
techoologically  advanced  industrial

sociely, searching for ways Lo humanize
the world in which man works and
pays. L1 is not surprising, therelore, that
they have horrowed heavily (rom sociol-
ogisls and cconomists who have ana-
lyzed the workings of advanced indus-
trial sociclies, espeeially the more eriti-
wl thinkers, And here a caveal 1s in
order: we must not commit the lallacy
ol supposing that certain Lhinkers of
doclrines “converled” the young and
sparked their opposition:

The fact that a growing number ol
people- especially  stndents both
here and  abroad—are  becoming
more radical in their politics is a
resull of contlemporary conditions
and nol a response Lo printed
words, Those words may reflect
or reinlorce existing senliments,
and 1o thal important extent they
deserve examination,®

It is in this spirit that 1 will examine
those thinkers from whom the spokes-
men  of  the have
horrowed theories ind gained insight.
One conld say that the debates now
raging among New Left intellectuals
cenler about the “miscegenalion of
Marx and Freud.™ The question has
more relevance for us today than at first
glanee; essentially, it asks whether the
advanced industrial order is liberating or
enslaving man, The counterculture bor-
rows heavily from Marx’s analysis of the
naseent industrialism of the Victlorian
cri. The industrial order, said Marx,
divides work inlo meaningless units,
dehumanizes the worker, splits apart the
family, and wipes oot the natnral pat-
Leens of rural lile which man has previ-
ously knowun., Work becomes meaning-
less and boring; the laborer terns off his
mind during the workday, wailing for
the weekend when he can “really” live:
“|Work | s not the satisfaction of a
need but only a means Lo salisly other
needs, [s alien charactier is obvious
{rom Lhe Tact that as soon as no physical

conntercullure
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or other pressute exists, labor i avoided
like the plague.™ 'The remedy, for
Marx, was a drastic rcordering of the
political powers to hring them into line
with the advances of the cconomy, to
hring the relations of production into
line with the forees of produclion. This
would involve mostL probahly a violent
overthrow of the hourgeois capitalist
regime (although toward the end of his
lile Marx foresaw Lhe possibilily of a
peacelul change through the activily of
slrong labor unions, cspecially in Greal
Beitain).® Withoul delving inte the com-
plexitics of Marxian analysis, the main
poinlt Lo sltress is thal this polilical
reordering would liberate man, repre-
gented hy the vast mass of the prole-
Laviat, and permit him (o direct the
course of cconomic and social develop-
ment; il would reassert man’s primacy
oyer Lhe great economic machine that
was already sweeping across Burope in
the mid-19th century and drastically
altering centuries-old ways of life.

This view 1s essenliallty uLoplanflt
foresees Lhe solution not only of man'’s
cconomic and social difficnlties through
a liberating revolulion, bul also the
solulion of his deeper psychic problems,
e.g., hiz inahility to commune wilth
naturc and with his fcllowman. This
quesl for a lost scnse of brotherhood
and community runs like a nostalgic
refrain  through the carly wrilings of
Marx, cspecially his Economic and
Philosophic Manuseripts of 1844, Al
Limes we are reminded of the laments of
Wordsworth and Blake as they con-
fronted the “dark Satanic mills” then
covering the Lnglish eountryside. But
Marx only glimpscd later translorma-
tions of the industrial order, of which
we shall sclect two as the most salicnt:
the separation of ownership and control
and the inercase in Lhe standard of living
of the working classcs.,

In the classical Marxian analysis there
was no donbt aboul who was the
cncmy: the bonrgeois capitalist, the
owner of an induslrial cnterprise who

arbitrarily controlled the lives of hun-
dreds or thousands and who, through
onec way or another, convinced the
legislatures of those Furopean counlrics
with conslitulional governments Lo oul-
law associalions of workingmen because
these would “infringe” upon his right o
bargain as a free individual. The enciny
was cvidenl, as was the squalor of the
working masscs.™

However, from 1890 onward, signili-
canl ehanges occurred in capitalism,
drastic enocugh to aller [undamentally
ils prospects. Firsl, with the growth of
joinl stock companies, there occurred
the separation of ownership and oonlrol
which has conlinued to the present.”
Who was now Lhe enemy, the manager
of a firm or its hundreds ol share-
holders? With Lhis change, we shall now
shifl from the term “capilalism™ to thal
of “industrialism,” for the cconomic
order assumes a faceless, Kalkacsque
quality in which it is difficull to iden-
ity Lhose indiyiduals who exercise
power. Increasing hurcaucratization and
rationalization affccled praclically every
arca of life, bringing “cradle to grave”
security, under the acgis of the nalion-
slate, demanding the aid of thonsands
of monymous, efficient clerks.** (Lt is
interesting Lo note in passing thal the
first modern system of social welfare
was not passed by any of the liberal
demoeracies of Turope, bat hy the

*Burope at Lhat lime was undergoing Lhe
pungs of the period of primitive capital
accumulation, which i a neeessary step in any
region’s ceonomic development—consumption
must be restrained so that profits may be
plowed back into the ceonomy, huilding up
the industrial plant. A closc reading of the
Communist Manifesto reveals that Murx never
disputed the necessity of this stage, merely
condemning the human misery which was its
byproduct. See George Lichtheim, Marxism: a
flistorical and Critical Study {(New York:
Praeger, 1961), p. 157-58, 185, 197.

¥*The classic treatment of the subjeel is
Max Weber, Economy and Society: an Out-
line of Interpretive Sociology (New York:
Bedminster Press, 1968), v, 111, p. 956-1005,
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Second Reich under the strong pressure
of Rismarck, who was anxious to mol-
lify the growing labor movement and
who was desirous of extending the
power of the central government, Ger-
many still being a new amalgam  of
principalitics.)®

Second, the standard of living of the
working class rose considerably from
the late 19th century onward. This
improvement in its material conditions
lessened  the  danger  of  proletarian
revolt, bul was nevertheless accom-
panicd by other ills, to be analyzed
Lelow.,

With this shift in the character of
industrialism, we arc moving closer 1o
the second school of thought which has
profoundly influenced the  counter-
eulture of contemporary America: the
pessimistic assessment of the industrinl
order (even when it brings al(luence),
and ol its capacily lo enrich and
improve human existence, The domi-
nant thinker was Siginund Freud, whose
diggnosis of jndustrialism was consider-
ably less optimistic than that of Marx.
Freud coneluded that civilization and
human happiness are incompalible, even
contradictory, Man accomplishes feats
ol eivilizalion by disciplining himself,
working, and  postponing  immediate
gratilication. In Freud’s terminology, he
must repress his sex drive, eros, and
sublimate it in practical or artistic
works. But cros is not so casily mastered
or disciplined; it is a foree ol great
strength, ready to burst the bounds
imposed upon it at any moment, Con-
sequently, civilized sociclics, as they
beecome  inercasingly  complex, must
impose greater and greater restrictions
upon this potentially dangerous loree,
limiting where and when and how it
may be used. Civilization also requires
that man sacrilice his love of aggression,
according to Freud. Indeed, the disci-
plining of these two urges, sex and
aggression, accounts (or man’s unhap-
piness in a eivilized state:

[ civilization requircs such sacri-
fices, not only of sexuality but
also of the aggressive tendencics in
mankind, we can better under-
stand why it should be so hard for
men to feel happy in it, Tn actual
fact, primitive man was better off

in this respect, for he knew
nothing of any restrictions on his
instincts.’

Civilization, because of its demands thai
these two urges be curbed, can therefore
e said to rest upon neurosis, just as the
individual whose basic urges remain
unsatisficd experiences neurosis.' ©

We are thus confronled with two
contradictory asscssments of the indus-
tnal order. The debate, so far, hinges on
the question ol the psychic strain
exacted by the building of so complex a
socicty. Before procecding Lo examing
the thinker who has tried to establish a
synthesis ol these contradictory views,
we might pause to consider the impor-
tance of the analyses considercd ahove.
These lines of thought might appcar
unrelated o the “real” concerns of
today’s naval officer, but T would argue
that this is due to the peculiar per-
spective provided by a naval career,
which of ncecssily centers around sca
duty and shore establishments, most of
which are removed from the great urban
and  industrial centers of  modern
America. This was one of the most
glaring diflerences in atlitude Lo surface
during the Seminar on Current Views
and Attitudes held at the Naval War
College in the spring of 1970, i.e., the
[acl that the participants from the Navy
bad difficulty in grasping the gravity of
the situation in the great industrial eitics
of America loday,

Regardless of  whether one  fecls
closer to the oplimistic or pessimistic
views of the industrial order, one is still
bound to seck ways Lo improve the
exisling siluation. The optimist would
seck Lo implement programs
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restrucluring the sociely; the pessimist
would endeavor to impede its further
advancement, This leads us to the final
stage of analysis ol the philosophical
bases of the counlercullure, an examina-
lion of the political struelure of ad-
vanced industrial sociclics. We will locus
on Lhe works of lerbert Marcuse be-
cause, in spite of their complexily and
their adherence to a ITegelian tradition
ol criticism that is quile forcign Lo the
American mind, he has nevertheless
provided a powerful critique which has
deeply influenced the thinking ol Lhe
counlercullure,

Marcuse is living in a period which
has disproved Marx’s predictions aboul
the collapse of the capitalist order: class
antagonisms  have lesscned, and  the
living slandard of the worker has risen.
The working class in the United Stales
has litlle sympathy with the New Lefll,
Whal is the New Lefl’s response Lo Lhis
unforeseen development? Mareuse holds
that the contradiclions of capitalisin
still exist, the work il demands is still
demeaning  and  unsatisfying.  The
people, he says, have been paciflied by a
surfcil of eonsumer goods and the all-
pervading communicalions media which
provide undemanding diversions during
their leisure Lime.® The fact is that they
are actually not “people™ bul “person-
nel”™; their lives are still not (ulfilled.
Yel the immediale goads to revoll have
been removed. Their lives are manipu-
lated by impersonal burcaueracies which
Louch cvery aspeet of their exislence.
Marcuse lists these reeent developments
in industrial sociely which account for
this dchumanizatlion:

... (the) transilion from [rec Lo
organized compelilion,  concen-
tration of power in the hands of
an omnipreaenl  Lechnieal,  cul-

*The slifling of dissent through affluenece
is Lreated in Marcuses’s One Dimensional Man
(Boslon: Beacon PPress, 1964),

tural, and polilical administration,
sell-propelling  masa produclion
and consumption, subjection of
previously privale, asocial dimen-
gions ol existence Lo methodieal
indoctrination, manipulation, con-
trol.'!

No real threal exists (rom any quarter,
so lhe meaningless exchange ol views
conlinues:

Under the rule ol monopolistic
media--Lhemsclves  the  mere
instruments  of cconomic  and
political power- a menltalily is ere-
ated for which right and wrong,
true and [alse are redelined wher-
ever Lhey alfeel the vilal inlerests
of Lthe s;ncinly.1 2

When strange or different manilesta-
tions ol individualily do surlace, such as
different styles of dress, the socicly
engulls them, amoehalike, exploiting
them commercially within the bourgeois
cash nexus:

1t isolates the individual from the
one dimension where he could
“lind himsell”: frem his political
exislence. Instead, il enconrages
non-conformily and lelting-go in
ways which leave the real engines
ol repression in  Lhe socicly
entirely inlael, which even
strengthen these engimes by substi-
luling the satisfaclions of private
and personal rebellion for a more
than private and personal, and
therefore more authenlie, opposi-
tion, '

Whal are the possibilities Lor liberalion?
Sinee the preseul struetures of industrial
socicly work Lo anesthelize the people,
they see no need Lo alter these stroe-
lures; and they (eel no need Lo change
them  because they are ancsthetized,
Commenting on this vicious circle of
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repression, Marcuse conlessed Lo slu-
dents in Berlin in 1967, *This is a
dialeclic from which I lave found no
issue,”"t?

However, il revolutionary  change
ever does occur in industrial socicly,
Marcuse is quile oplimistic aboul the
results: with the perfection of automa-
tion and the passing of eapitalism, man
would truly be transformed, no longer
foreed Lo strugele (or his exislenee, Lo
prove his worth through competilion, or
Lo repress his instinels, There would he
a qualitative break in history, a leap inlo
the realm of true freedom and Tullill-
menl.!®

Il is Lime Lo summarize Lhe debale,
Three salient points in the above discus-
sions are ol vilal couneern Lo all of us
living in industrial socicly:

® Technology and Human Hap-
piness. Do the lruils of a Leehnologically
advaneed industrial socicly compensale
for the regimentation and discipline it
requires? The American Left in the 20th
cenlury  has supporled the increasing
cenlralization of power in order Lo
oblain social reform as well as orderly
ceonomic growlh, Now the New Lefl is
having sccond thoughts, and ils crilique
rescutbles in many ways Lhe tradilional
American  conservilive  suspicion  of
centralized government. In this area the
New Left seems o blend with a “New
Right”; the concern lor individaal [rce-
dom in the face of powerful organized
interests  in o governmmenl  and  the
ceonomy has once again become para-
mount in political debates, Au example
ol this blurring of political labels js
furnished by Karl Hess, the one-man
“brain  trust” of Senator Goldwater’s
movemenl and ecoauthor of the Repub-
lican platform in 1964, Hess has now
left the Republican Party, works for the
Tnstitute for Policy Studies in Washing-
ton, 1.C., a New Lell rescarch organiza-
tion advocaling  aclive resislance Lo
governmenl inlerlerence in one’s privale
life.”® Anolher case in point is provided

23

Ly the Young Americans for Freedom, a
Republican organization for college stu-
dents, which recently  experieneed a
split when a minority seceded and
formed the “Libertarians,” dedicated Lo
preserving  individual  freedom  and
calling {or aclive drafl resistance. A [inal
commenl on this poiul of Lechnology
anil human happiness: the current crili-
cism of the news media, from Left and
Right, surely springs from Lhe same
concern aboul Lhese immensely power-
ful motders of public opinion thal moli-
valed Marcuse,

¢ Changing Technology. Il is the
point  which probably provokes Lhe
greatest confusion in the counlerenllure
today. Fundamental disagreement cen-
lers on Lhe basic question of whether il
is even possible Lo effect such a human-
izing change; we have seen above Lhal
Marx foresaw a radical rearrangement of
industrial socicly when the proletariat,
cither through violenl revolution or
peacelul change through labor’s political
power, oblained conlrol of  the
instruments or political domination and
used them Lo liberate man, This radical
political change, which in wrn wonld
“reform” lechuology, would oceur only
when industrial sociely was sutficiently
developed so that human drudgery was
no longer neeessary. A more pessimistie
analysis, provided by Freud, held that
any complex civilizalion required a
greal degree of discipline by its mem-
bers, including  some  regimenlation,
repression of inslinels, and postpone-
menl of immediate  gratification, [n
economic lerms, who will organize the
payroll, deliver Lhe letters, drive the
buses, and decide where 1o build the
monorails and heliporls for the desired
ulopian sociely? There scem o be
cerlain basic social mechanisms that are
very dilficull o eliminate—patierns of
coutrol and dominanee, ways of allo-
caling power, wealth, and slatus, el
celera, For Marcuse, who is a leevent
admirer of Freud, il i possible Lo
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humanize technology, although he does
not specify how the future society will
actually work. Man’s hope for libera-
tion, says Marcuse, rests on the fact
that, with increasing automation and
computerization, less and less human
labor is necessary to run society. Mar-
cuse has not theorized about the new
society; he is skeptical of people’s
ability to realize the need for a radical
change. The only possible agents for
such a change are the racial minorities,
the students, and the peoples of the
Third World, none of whom at present
have the necessary power or numbers.

® The Desired Utopia. But, one may
well ask, if we could render the present
system of government more efficient
and the distribution of wealth and
power more just, would this not be a
humane society? Why is there this talk
of revolution and liberation, when it is
apparent that the industrialized nations
of the West have achieved that which
previous generations have long yearned
for?

The spokesmen for the counter-
culture would reply that “the affluent
society” is not enough. It vulgarizes
man while depriving him of joyful ful-
fillment. Many thinkers of the New Left
rely on the early writings of Marx in
their analysis of the deadening elfects of
the affluent society: man has so alien-
ated his labor and the objects of his
labor that he is now incapable of en-
Joying the natural world except insofar
as it is a “commodity” to be bought,
used and discarded. Marx uses the image
ol a starving man, devouring food like
an animal—he does not know whether
he is eating roast duck or Pablum, he
merely uses food as an object to satiate
his animal hunger:

For the starving man food does
not exist in its human form but
only in its abstract character as
food. It could be available in its
crudest form and one could not

say wherein the starving man’s
cating differs from that of ani-
malis. The care-laden, needy man
has no mind for the most beauti-
ful ptay. The dealer in minerals
sees only their market value but
not their beauty and special na-
ture; he has no mineralogical sen-
sitivity.”

As stated above, Marcuse has not out-
lined the specifics of the new society
which he calls for. He has, however,
given some indication of its broad char-
acteristics: it would address itself to
man’s need for peace, “the need for
calm, the need to be alone, with onesell
or with others whom one has chosen
oneself, the need for the beautiful, the
need for ‘undeserved’ happiness.”"®
Technology would be joined with art,
work with play: “even socially neces-
sary labor can be organized in harmony
with the liberated genuine needs of
men,”"®

Once again, however, we are obliged
o counter these optimistic hopes with
the pessimistic comments provided by
Freud, who speciticallty commented on
the Marxian analysis; regardless of eco-
nomic or social changes, some pattern
of dominance will remain:
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.| cannot inguire into whether
the abolition of private properly
is advantageous or expedicnt. Bul
[ am able 1o recognize Lhal
psychologically it is {ounded on
an untenable illusion, ... L in no
way alters the individual dilfer-
ences in power and inlluence
which are turned bfy aggressiveness
1o ils own use.

Although Marcuse has allempted 1o
reconcile Freud’s pessimismn aboul Lhe
possibility of creating a
industrial sociely in one ol his carlier
works, Lhe question of social organiza-
tion in the desired utopia remains one
ol the key questions dehated by the
counlerculture,

I have tried Lo outhne the main lines
ol the philosophy of the counterculture;

“liberated’

there are divergences within this philos-
ophy, as we have scen, yet all of Lhe
thinkers examined here have heen con-
cerned with the problem ol crealing a
modern (and Lherelore industrial) soci-
ely in which man may live Lhe good lile,

The Founding Falhers, Loo, considered

this goal paramount, including “the
pursuit of happiness™ in the Deelaration
of Independence as one ol man’s
inalicnable rights. The members of the
countereulture have ranged widely in
scarch ol theories capable of explaining
what is happening in  conlemporary
Americs; they have also returned Lo an
carlicr  American tradition of intense
individualism in their scarch for a more
humane socicty, Their debate among
themselves and with Ameriean sociely
as a whole deserves the attention of
everyone concerned with social change
in the United States.
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Project ADVANCE:
An Alliance of Generations
by
Colonel William F. Long, Jr., U.8. Army
Senior U.8. Army Adviser
Naval War College

1)

“Let us forge an allianee of gencrations’
President Nixon

President Nixon, speaking to the
students of the University of Nebraska
in January 1971, proposed an alliance
of generations for those willing Lo give
of themselves in eleaning up the en-
vironment, combating illitcracy, and
performing other services of social value
at home and abroad.

An idea recently developed by the
President of the Naval War College, Viee
Adm. Richard G. Colbert, uses this same
concept of social action and pntsitina
military context.

The primary responsibility of Lhe
Armed Forees of the United States has
been and always will be combat readi-
ness. Yet, programs contribuling lo na-
tional wellare are entirely possible—even
desirable—within the organization of the
Armed Forees. Admiral Colbert’s pro-
posal would eontribule to the main-
tenance of the national defense while,
simultaneously, improving the national
weltare,

An carlier program, Projeet 100,000,
which was initiated in October 1966,
was an outslanding cxample of creative
military imvolvement in social action,
The innovative step in Projeet 100,000

NEW
HORIZONS

was aceepling disadvantaged young men
under lowered mental and physical stan-
dards into the armed services, In ac-
cepting these young men, who were
previously disqualified for military ser-
vice, Lhe hope was Lhal by sharing Lhe
obligations and opportunities of service
they would be prepared for more pro-
duclive lives when they relurned Lo
civilian soeiety., They were given Lhe
colleelive Litle “New Standards Acces-
sions” (NSA) and were integrated di-
rectly into the operating forecs.

In spitec of the soeial worlh of the
Project 100,000, there were operational
difficultics cncountered by all services.
White the differenl services did not
follow wniform programs in managing
New Standards Acecssions (NSA) per-
sonnel, criticisms of the project were
laitly uniform:

Reduction of unit readiness. This
stemmed primarily from a need to
spend an inordinate amount of super-
visory cffort and leadership investinent
in proportion to minimum performance
retutns by NSA personnel assigned Lo
operational billcts.

Increased administrative overhead
time. This was necessitated by the necd
to cope with a high number of carly
discharges and courls-marlial cascs at-
tributable to the increase of mental
calegory IV personnel via Lthe NSA
infusion.

Poor management. Participants were
integrated into existing units where
leaders belatedly discovered individual
handicaps and initiated remedial pro-
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grams. This forced an additional mission
on the already overloaded wnit leader-
ship structure, The frnstrations of the
men who did not measure up were
frequently equaled by the aggravations
of the leaders.

Reduced unit morale. The introduc-
tion of NSA men who did not receive
sufficient special training and attention
into operating units created additional
work for other enlisted men and, at the
same time, reduced unit efficiency. This
tended to lower general morale, gener-
ate antagonisin toward the NSA men,
and increase disciplinary  problems
among other men,

In short, while Project 100,000 was a
worthwhile social improvement effort,
it reduced overall military operational
elficicney.

Howeyer difficult the challenge of
accepting large numbers of disadvan-
taged men into the military scrvice may
be, the political pressures against sclee-
tive scrviee are driving the Nation in the
direction of an all-volunteer force. With
the advent of an all-volunteer foree it is
likely that a great many men who will
be attracted to military service will be
those whose cconomic prospeets in
civilian life arc blcak enough to make
the pay, cdueational prospects, and job
sccurity appealing. With this perception,
what seemed wise to Viec Admiral
Colbert was to attempt to match Presi-
dent Nixon’s inspiration to ally the
gencrations to move the Nation forward
socially without sacrificing military
combat readincss,

In attempting to serve both ends, the
need for new approaches was apparent.
In this respeet, the ercative aspeets of
Projeet 100,000 served as a catalyst for
innovation, l{ the social goals of Project
100,000 argucd for revised ideas of
standards for entry into military serviee,
how eould NSA men be given the
opportunity for social mobility without
putting another heavy burden on the
operating forees?

The President of the Naval War Col-
tege has long been convineed that in the
ranks of retired officers and noncom-
missioned offieers of the armed services
of the United States there i a major
resource of dedicated and capable in-
dividuals available to the Nation for
further constructive service, To mateh
the ercative social aspeets of Project
100,000, a program moving outside the
boundaries of active military serviee and
tapping still vigorous and capable retired
scrvice  personnel scemed to offer a
promising new approach. So, out of the
desire to meet the needs of the dis-
advantaged of the new generation to-
gether with the possibility of employing
the unused potential of the retired
generation, the Project ADVANCE idea
materialized.

As it maturcd in discussions at the
Naval War College, the idea of Projeet
ADVANCE incorporated these features,

First, the purposc is to achicve the
social benefits of Project 100,000 as
well as serve as a source of highly
motivated potential carcer servicemen.

Second, Project ADVANCE calls on
a reservoir of outstanding retived mili-
tary personnel who would be specially
cducated in attitudes and techniques
necessary to develop the New Standards
Acecssions men. The advantage of using
these individuals is twofold: their use
will avoid diluting tbe strength of op-
crating forees; and since the cost of cach
reticed man represents only the dil-
ference between retived pay and aetive
puy, this beneflit can be achieved at
minimum cost.

In order to insure that this program
would be uniformly administered and
operated, a joint agency composed of
scleeted volunteer retired military per-
sonnel from all serviees could be estab-
lished as a Department of Defense
ageney under the Assistant Seerctary of
Defense for Manpower and Reserve
Affairs. At this level of government, the
establishment of such a program, pos-
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gibly as an independent ageney similar
to the Civilian Conservation Corps
(CCCY of the Roosevelt cra, might be a
desirable oplion. In this case, some
constraining  disciplinary  instrument
sintilar 1o an oath of service and the
provisions of the Uniform Code of
Military Juslice should be considered.

The pilot program could consist of
some L0 battalion-sizc unils, located on
existing military [acililies, with initial
training being devoted Lo the develop-
ment of personal responsibilily, literacy,
simple skitls, and scll-confidence. Each
batlalion would be led by retired per-
sonnel ol the particular service on
whose facility Lhe lraining was bcing
conducted. A unit localed on a naval
base, for example, would be led by
relired naval oflicers and chiel pelly
oflicers, with the NSA rainces inilially
appointed as scamen recruils (1) and
uniformed and cquipped by Lhe Navy.
Fducation and Lraining would, however,
respond to new programs designed by
the Projcet ADVANCIY agency.

As men in the individual battalions
were raised Lo sulficient levels of educa-
tion and skill, they would be integrated
into operational combal units, Ounce
assigned Lo such unils, they would lose
Ltheir NSA identilication.

The advantages ol using specially
gclected and  trained retired personnel
arc several. In addition (o relieving the
operational forees ol the need Lo pro-
vide qualificd leadership, the use ol such
men wounld permit greater {lexibility in
stuffing. The normal battalion command
positions might he modilied. For in-
stanee, senior officers (egz., Colonel/
Captain} could command a training
battalion while other officers und senior
noncommissioned  officers  could be
assigned Lo Lraining positions. Further-
more, since the personnel would have
only a single mission and abgolute sta-
bility, they would not sufler the usual
carcer development dislocalions of an
active duty military man.

Projeet ADVANCE men would he

sworn inlo a service and subjeel to the
Uniform Code of Military Justice. How-
ever, wilh spccially sclected and trained
lcaders and in a highly personalized
program, disciplinary aclion under the
UCM] would hopelully be rarcly re-
guired.

The probable extension of the basie
training period which would be neces
sary lo Lrain these individuals would be
coslly, But it would not be as coslly as
losing a handicapped man through sub-
jecting him Lo normal compelition with
men who meel the regular standards. 11
is the [rustration ariging from failure
which probably accounted for the large
number of Project L00,000 men who
were disciplinary problems,

With the regnisite discipline main-
tained by a specially dedicaled and
educaled older gencration of slable re-
tired officers and  noncommissioned
officers, in an almosphere of per-
sonalized concern and education for the
disadvanlaged younger generalion, Lhis
“alliance of generations” might produce
remarkable results in inclining many of
these young men loward a successlul
scrvice carcer.

There are some logical questions
which anyone could raise with respeel
lo the idea of involving Lhe retived older
gencration in a program ol mililary
training and social rehabilitation, A Tew
of thest questions with their vespective
answers [ollow,

Q. Couldn’t all the benefits visu-
alized for the Project ADVANCE idea
be achieved by using active duty per-
sonnel?

A. Yes, but it would be more cxpen-
give and it would reduee the readiness
posture of aclive forces by sublracting
regular manpower and cllort from the
operating forees through the imposilion
of a dual and compeling mission,

0. Would retired service personnel
be eontent to return to a challenging
and difficult training job for the barc
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difference between retived and active
duty pay?

A. The motivated ones would, and
they arc the only ones desired.

(. Doesn’t this idea depend upon
the assumption that retired personnel
would be attracted to such a program in
sufficient numbers to make it work?

A. Yes, tis assumplion is basic Lo
the: idea.

(. Other than reduced pay cost, is
there any other significant personnel
management  gain visualized in using
retired personnel?

A. Yes, The stability of retired per-
sonnel recalled to active duty for this
program could be a great asset. The lact
that they would have a single mission
and would not be involved in the
turbulenee associated with active duly
unil movements and personal career
development  relocations should be a
great factor in gaining and maintaining
the person-lo-person rapport essential in
such a program,

(. Could Project ADVANCE be
used to eontribute to improving our
eeological welfare?

A. Yes, NSA  trainees, slationed
throughout the Nation, could be used
on such projects as reforestation, fight-

ng forest fires, and salvaging arcas
blighted by oil spills.

X X X

In  proposing  consideration of a
Project ADVANCE type program, the
henelits which might acerue are worlh
considering.  Briclly, these might in-
clude:

® A program  which
hinder the operational elfectiveness of
military nnits, bul which does accom-
plish  the social benefits of Project
100,000,

® A source of career military per-
sonnel from what is now disadvantaged,
polentially antagonistic men,

& A program which uses selected
retired personnel to take advantage of a
large reservoir of skill and leadership at
a minimum cosl, with their cost repre-
senting largely Lthe differenee hetween
aclive duly and retired pay,

® A program which refleels the
desire of the anned services Lo [unetion
as an agency of social progress.

Finally—and for those who might be
skeplical abont the feasibility and suita-
bility ol such an idea—ask any boy
fortunale enough o have a compelent
and loving grandfather Lo teach him
skills and impart unhurried wisdom
whether an “alliance of the gencrations™
is worlthwhile.

does nol
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Commander Raymond A. Spruance, USN (Circa 1926)
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Described as the most intellectual flag officer in the U.S. Navy by Admiral King,
Admiral Spruance credits the Naval War College as the intellectual stimulant.
Spruance, with many other fellow naval contemporaries, prefought the war in the
Pacific on Coasters Harbor Island at Newport during the 1920's and 1930's. The war
games conducted during this period provided these World War II leaders with the
necessary intellectual and psychological fiber to overcome early defeats and lead U.S.

forces to victory in the Pacific.

ADMIRAL RAYMOND A. SPRUANCE
AND THE NAVAL WAR COLLEGE:
PART I-PREPARING FOR WORLD WAR II

An article prepared

by

Lieutenanl Commander Thomas 3. Buell, U.S. Navy

School of Naval Command and Staff

Raymand Ames Spruance was a pro-
fessional naval afficer whose life in
World War 11 was (illed with the savage
sounds of war, but he was a quict man.
He shunmed  personal  publicity and
avoided wewsmen, Anonymous by
choice throughout the war, he slipped
further into anonymily after the war,
Departing [rom actlive Government ser-
vice as Ambassador to the Philippines in
1955, he peacefulty lived out his years
in a modest home among the pines of
the Monterey Peninsula in California,
where he passed away 28 years alter the
Japanese attack on Pearl Harbor.™

*Ground has recenUy been broken—behind
the existing Luce-Mahun-Pringle complex—at
the Naval War College for the first new
construetion at the college in 30 years. The
inilial building in the authorized conslruction
is the Professional Education Center, which is
to he named Spruance Ilall. The DIXO6I
destroyer class will also he named in his
honor.

Many officers of this generation
know litde of Spruance, Some may
vaguely associate his name with the war
in the Pacific, but, for most, only the
more famous names come vasily to
mind—King, Nimitz, Halsey. The war
these admirals fought has receded into
history, and the contemporary Navy
contends with puclear power, guided
missiles, new encmies, and a different
world, Some military leaders consider
these developments as new and unique,
never before faeed by their predeces
sors, and Lhey reason that history is
irrelevant, But this view is wrong as Lhe
demands of combat and higher eom-
mand are invariable: the ability to com-
prehend an entire battle panorama in
flux, an understanding of the physical
anil  psychological limitations of his
forces, the need flor deeisions under
exlreme stress, and a keen pereeplion
and continuing appreciation of the oh-
jeclive,
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The study of past military leaders is
therefore useful and appropriate, and it
is within Lhis general context thal this
writer wishes Lo deal with one person in
particular, He was chosen because he
was found to exemplify those traits
expeeled of a militavy leader in high
command. Fe was a slrategist who
planned successful campaigns, He was a
taclician who was victorious in all his
baliles. And he was a compassionate
human being who saw the nced lo
conlrol violence.

Spruance refused Lo write either his
memoirs or an aulobiography and chose
Lo let his record speak for itsclf. What-
ever was deatined to be said about him
would have to be said by others. Flect
Adm. Frnest ]. King, the brilliant, eriti-
cal wartime Chicf of Naval Operations,
believed that Spruance was Lhe most
intellectual flag officer in the U.S.
Navy.! Chester Nimitz, his wartime
boss, said that Spruance had an extraor-
dinarily successful naval earcer and that
few Americans had scrved their country
as cffcelively and at such high levels as
did he.” And naval aviator Halscy vee-
ommended that Spruance, a “black-
shoc” admiral, command two of the
Amcrican carricrs al Midway, culmi-
nating years of admiration and appreeia-
tion of Spruance despite their iotally
different styles.

Naval historians have said little, al-
though a Spruance biographer predicted
that they would . . . strip from him his
chosen cloak of anonymity and will
record his name among thosc of the
greatest commanders of all time. Re-
grettably, this has not been done, cx-
cept for some accounts by the eminent
Samuel Eliot Morison. In his judgment,
“Power of decision and coolness in
action were perhaps Spruanee’s Teading
characleristics, He envied no one, ri-
valed no mau, won the respeet of almost
everyone with whom he eame iu con-
tact, and went ahead in his quicl way,
winning vietories for his country,”™

What were those vietories? In the

beginning, Spruance’s forces won Lhe
Battle of Midway, Said Nimitz, “Spru-
ance’s rise to fame came in the Battle of
Midway where his sound judgment and
wise decisions won a stunning vietory
over greally superior forees. That vie-
tory reversed the long scries of enemy
snceesses and was Lruly the lorning
point in the war.” Tn Morison’s
opinion, Midway

... might have ended diffevently
hut for the chanee which pave
Spruance command over two of
the three flattops. Iletcher did
well, but Spruance’s performance
was superb. “Lord of Himsell”
yel reecptive to advice; keeping in
mind the piclure of widely dis-
parate forces yet boldly scizing
cvery opening—Raymond A, Spru-
ance cmerged from this baltle one
of the greatest fighling and think-
ing admirals in American naval
hislcary.6

Other viclories followed: The Gil-
herts, the Marshalls, the Marianas, the
Battle of the Philippine Sca, Iwo Jima,
Okinawa, He captured islands, raided
bascs, destroyed planes, sank ships, and
killed the enemy. Sproance was in com-
mand, and the Spruance lorces won.

The United States deteated Japan for
nany teasous, including superior ve-
sources, a resolve Lo win, and an ability
to fight well, But winning wars requires
preparation, and the magnitude and
complexity of the war against Japan
were staggering, 1L eucompassed millions
of squarc miles, over which millions of
men and thousands of ships and plancs
moved and foughtl. It was a naval war,
cspeeially in the Central Pacilic, and
naval officers were the planners and the
leaders, Their achievements are history,
but the significance ol their achiceve-
ments is that they had prepared them-
selves intelleclually and psychologieally
for the war before they fought it

Foremost iu their preparation was
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the Naval War College. Chesler Nimitx
had graduated there in 1923, and ycars
later he sent a letter to the President of
the College with this observation.

The enemy of our games was
always—Japan—and the courses
were 8o thorough that alter the
start of WWll—nothing that hap-
pened in the Paeific was strange or
unexpeeled. Each student was re-
quired Lo plan logistie support for
an advance across the Pacilic—and
we were well prepared for the
fantastic logistic ciforts required
to sapporl the operations of the
war—The neced [lor mobile re-
plenishment at sca was forescen—
and even practiced by me in
1937, .. .1 credit the Naval War
College for such success | achicved
in strategy and taclics both in
peace and war.

Spruanee expressed o more restrained
appraisal 1o the President of the War
College.

My duty al the Naval War College
priot Lo World War 1l covered six
years between 1920 and
1938 . . . the first year taking the
Sentor  Course and, later, two
lours of duly on the Stall. 1
consider that what | learned dur-
ing those yecars was ol the utmost
valne Lo me, in the opportunity it
gave me lo broaden my knowl-
edge of international affairs and
of naval history and strategy.

The Naval Academy course in
my lime as a midshipman—1903
to 1900—-was by no mcany a
liberal education. The courses al
the Naval War College in later
years, with the [ine leetures that
we had and the problems in
alrategy that were given lo the
student ollicers Lo solve, gave ua a

liberal education. This to me was
of the utmost value throughout

SPRUANCE 33

the years of World War Il in the
Pacilic, and later alter retirement
during my three years as Ambassa-
dor Lo the Philippines [rom 1952
to 1955.%

The Naval War College and Spruance.
To understand Spruance, one must
undersiand the Naval War College. While
it is not intended that this paper be a
history ol the Naval War College, bricf
excursions into the past will be neces
sary. There is no full and aceurate
record of Spruanee’s aclivilics as a
student at the college, so it will be
neeessary Lhal he be analyzed within the
context of the War College carriculum.
Knowing what the War College did,
knowing Spruance’s character, and
knowing what he did afler he was a
student, onc can lhen extrapolate the
influence of the War College on Spru-
anee as a student,

The coneepl of the Naval War Col-
lege had begun with Stephen BB. Luce in
the late 19th century. He believed that
naval officers must systemalically study
the arl of naval warlare, For years he
had dcveloped his thoughts and reason-
ing on these lines; he needed only the
appropriate forum for a lormal proposal
to the Navy. On 4 April 1883, that
opportunily presented itsell, for Luce
was scheduled lo address the Newporl
Branch of the Naval Institute, mecting
that day in Newport.®

He knew that his proposal would be
opposed, 8o he cleverly tailored his
address lo appeal o an elemental Navy
instinet—the traditional  Army-Navy
rivalry. Titling his  address “War
Schools,” he began with a tongue-in-
cheek reporl on the eurrent Navy trend
in postgradnate cdueation. Some 12
cnsigns were underlaking studics in the
diverse fields of ichthyology, miner-
alogy, lossil botany, geology, cthnology,
and marine invertebrates, Luec observed
that they were off Lo a good slarl as
seicnlists, but he was silent on their
potential as naval officers,
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Meanwhile, the Army had  been
studying war while the Navy had been
studying fossils. He found that ““ . . . the
need Tor a more exlended course of
sludy Lhan is practicable at the Military
Academy, or in the ordinary touline of
aclive service, has long been recognized
and in a greal measnre supplicd.” Then
followed an impressive summary of the
Army’s advanced warlare training estab-
hishments,

The U.S. Artillery School, cstab-
lished in 1867, had a 2-ycar course of
sludies and practical Lraining which
aimed Lo qualify olficers for any duly
they might be called upon Lo perlorm, or
for any position they mighl aspire Lo,
however high in rank or command, Luce
parclicularly emphasized ils military arl
and scienee eurrieulum, because it sup-
ported lis Lhesis thal Lhe scicnee of war
had to become an cessential part ol the
educalion of naval officers. Luee then
cited the US. Infantry and Cavalry
School, IPorl Leavenworth, Kans,, and
the Fngincer Post and Depot of Witlets
Point, New York Harbor, as other ont-
standing examples of the Army’s pro-
gram to teach Lhe seience of war. Luce’s
implication was clear, The Navy had
nothing, while the Army was preparing
its officers *, . . for the greal business of
their lives-Lhe practical operations of
war,

Luce’s persuasive  argument  con-
tinned, “This is just what we need for
the Navy! The naval officer, no less than
the army officer, should posseas a
knowledge of Lhe scienee and pracetice
of war. .. ” Hc must study the scicnee
of war and then apply the prineiples to
mililary operalions al sca. And a build-
ing lo Leach such things alrcady existed,
close by where the assembled group was
galthered—Coasters Harbor Island.

With a linal uppeal lor approval of
his proposal, he closed hy submitting
“. .. the question of establishing a posl-
graduale course for the study of the
Science of War, Ordnanee, and Interna-
tional Law, and such cognate branches

of the three grand divisions as may he
determined npon.™

The Navy responsc was indilferent
and hostile. But Luce prevailed, and the
Naval War College was cstablished the
following year under his presideney. It
had many cnemies and few friends,
Fortunately, it soon had Alfred Thayer
Mahan as its president. He believed in it,
and he articulaled its mission which
wonld later guide its preparation of
military leaders for the Second World
War,

Addressing the new class al the open-
ing of the fourth annual session of the
college, August 1888, he reviewed Lhe
turbulence and terrible difficultics of
getting the War Collcge established and
accepted. Luce’s nnfortunate phrase of
“postgraduate”™ had caused opponents
to claim the War College would dupli-
cale and compete with the Annapolis
postgraduate school. “Nol so,” said
Mahan, The Navy had many hardware
experts, bul nonc who were authoritics
on the art of war, The true aim of the
Naval War College was “...lo pro-
mole, not the ereation of naval material,
but the knowledge how to use that
matcrial lo the besl advantage in the
condnet of war.” The conducl of war
was controlled by general principles, not
by eusst-iron rules of invariahle applica-
tion, These principles must be sludied
and understood so thal they might be
applicd by naval leaders. The college
would therefore  coneentrate  on
slralegy, taclics, and logistics, In sum-
mary, the mission of the Naval War
College would be ... the study and
development, in a systematie, orderly
manner, of the arl of war as applied to
the sea, or such parts of the land as can
be reached from ships,” ©

The Naval War College survived, de-
veloped, and matuved with a basically
unchanging mission. By the 1920%s most
yonnger, ambilious naval olficers felt
that dnly at the War College was a
prerequisite for higher command, Spru-
ance believed this also, and he applied
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for and was selected to altend the
1926-1927 senior course al N(:Wp()rl.' !

Spruance the Student, Spruance was
a 40-year-old commander with 4%z years
in grade, all spenl at sea, and he had
served on sea duly 13 ol his 18 years of
comnmissioned service. At sea he had
commanded five destroyers; ashore he
had served in technical billets involving
clectrical  engineering,  specializing  in
communications and punnery fire con-
trol, e had traveled extensively, in-
cluding duly with the Asiatic Fleet and
the stall of Commander, Naval Forees
Europe. His fitness reporls were uni-
formly outslanding, [le had commanded
a destroyer in William I, Halsey’s divi-
gion; llalecy drafled a [itness report
which aptly deserihes Spruanee as he
reported Lo the War College Tor duly.

Commander Spruance is one of
the best all around oflicers 1 have
ever served with, Ile is quict,
elficient, always on the job, and
with a clear thinking brain always
working, His judgment is excel-
lent, and 1 invariably scek  his
opinion on any knotly problems.
It is a pleasure having an officer of
his ealiber in my division.' 2

He was wearing two hals in the
summer of 1926, Commander Destroyer
Division 27 and Commanding Officer,
U.5.5. Osborne (DB 293). Orders issucd
in May 19206 had assigned him Lo the
Burcau ol Navigation for duty, He had
sel sail in Osborne for the United States
from Europe and arrived in New York
on L1 July. To his surprise, new orders
met him on arrival, direeting thalt when
relieved he was to report to the Presi-
dent ol the Naval War College for duty
under instruction.'?

Getting relieved and underway 1o the
War College was u flail. Spruance knew
that the course ol instruction had hegun
on 1 July, and he was anxious to miss as
little of the course as possible. ITis reliel,
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L.t, Comdr. F.G. Reinicke, had mel
Osborne on arrival, and the lurnover
wiak swill, Llaking little more than 3
days. Some administralive matlers were
understandably  overlooked  or  post-
poned. For instance, Lthe ration record
was nol ready lor Spruance’s signature
when it should have been on the 15th,
his last day of command and that day
he would hurriedly depart Osborne for
Newport. Preparing thal ration record
for the caplain’s signalure was the job
ol the comnussary steward, but the day
before he had departed Tor parts un-
known, leaving an unflinished report,
But these malters were left nnattended
in the last-minute flurry of changing
command.'? Spruance left New York
late that alternoon and arrived at the
Naval War College belore sunrise the
next morning. ' ®

Spruance’s mood as he walked up the
sleps ol Luce Hall, in the pre-dawn
darkness of a July Friday morning, is
not dillicutt Lo imagine. Belated “hurry-
up” orders Lo the War College are not
uncommaon loday, and a naval olficcr is
10 be forgiven il he is irritable and
flustered by Lhe inevitable inconve-
nicnees, Spraance’s wile, son, daughter,
and houschold ellcets were somewhere
between Furope and Newport, he had
no guarters, his civiian wardrobe was
hardly adequate lor daily wear at the
War College, and his War College class-
mates had a 2-weck head start on him,
He was not in the beat frame of mind to
begin his War College studies. But at
least he had arrived in Newport, and
that coveted tour of duty could begin,

Onec ol Spruance’s first Lusks was Lo
become familiar with the War College
rouline. The working hours were appeal-
ing, 0900 to 1530, with Wednesday and
Saturday alternoons  Jree.  Civilian
clothes were the unilorm of the day,
atthongh rubber-hecled shoes had to be
worn Lo keep the corridors quict. The
library wounld provide a place to study
and a plentiful supply of books for
professional and casual reading, The
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Navy medical officer wonld make honse
calls, groeerics ordered from lhe com-
missary would be delivered at the door-
step, and the exchange laundry would
make home pickups and deliveries. The
War College Secrclary  had  delailed
housing informalion; onee Sproance
seltled his family, War (]ollcge duty
would be very pleasant indeed.

Spruance was one of 70 students, 45
in the senior elass of ecaptaing and
commanders and 25 in the jnnior class,
They were mostly Navy line officers,
with a sprinkling of stalf corps, Marine,
and Army officers.'” As wilth War
College classes immemorial, they repre-
senled diflering levels of performance
and aptilude, Some would work and
some would nol. Some were there be-
cause they wanled Lo be there, some
wore there despite their desires. Some
were there becanse the Burcau of Navi
gation felt they were comers and needed
War College training Lo help them on
their way Lo flag rank. Others were
there becanse Lhey were available (or a
year lor one reason or another, and the
War College was a convenient tlemporary
repository, And finally, some were Lhere
beeanse the Buecan did nol know what
else Lo do wilh them and hoped thal in
a year thal relirement or the seleelion
board would solve the problem.'® Tive
olficers were deslined lor distinguished
flag rank service: Raywond A, Spru-
ance, Royal E. lugersoll, Fdward C,
Kalblus, Feank H. Brumby, and a fulure
CNO, Forrest C. Sherman,

The 70 had one thing in common.
They were carcer military  officers
studying war in a world that was sore
there wonld never again be war, The
mililary profession was al a low cbbh,
The cra of naval disarmament and mi-
nuscule  wmilitary  appropriations  was
upon them. They were immersed in the
Roaring 1'wentics and all lor which that
decade is remembered. They studied
abstract war in the rcmoteness and
solitude of Luce Hall and their own
minds and played abstract war games

with nuniature ships on a wooden
board. They sarely wondered il they
would cver fighl a rcal war bnt would
wait 15 ycars for an answer, During Lhal
interval their eritics would consider
them “...as men who retired from
logic ‘into a dim religious world in
which Neplune was God, Mahan his
prophet, and the Uniled States Navy the
only true church’, ., ™?

There was a greal gap in lhe age,
seniority, and thinking of lhe Lwo
elasscs. The juniors were considered too
young to absorb the deep, prolound
teaching and wisdom ol ibeir scniors.
The licutenants felt in tuen that many
ol the senior officers were lossils un-
willing Lo absorb auylhing new or dil-
ferent. In some cases both opinions
proved correet.?® The classes would
rarcly mix exeept Lor several war games
and  special stodies. Otherwise Lhey
would go their own way.*!

The Naval War College, 1926. The
War College was headed by Rear Adm.
William V. Prall, assisted by a stall of
20 officers. Prall was ambilious, ox-
pericneed, and extremely compelent;
the War College presidency was bul one
slep in his suceessful quest to become
the Chiefl of Naval Operations. Althongh
he had never been a stndent, he had
been on the War College stall from
1911 1o 1913. That tour had deeply
impressed him and had influenced his
future career; indeed, it may have been
il Wneming point,”? Subscquently he
had retaiued a coulinuing interest in the
Naval War College and in preparing
naval offieers for higher command, He
had been President for a year when
Spruance arrived. Having experimented
and innovaled with the organization and
curriculum dunring his [irst year, Prail
lounched the sccond year of his presi-
deney with the War College molded to
his specilications,??

Pratt fell the War College was, at
long last, well established and aceepled

by the Navy, World War I had justificd
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the need lor War College trained ofli-
ecrs, and current Navy policy lavored
War College graduates lor prestigious
higher command billets, Junior classes
had begun in 1924, and the Correspon-
dence Course, now almost a prerequisite
for attending the War College, had been
recstablished in 1919, T'he most recent
Navy Department statement of the War
College mission was that il furnished a
medium whereby naval officers could in
peacctime study the conduct of naval
warfare and the art of command, Pratt
strongly criticized that mission slale-
menl as inadequate, narrow, and restric-
tive. For instance, it lailed to mention
international relations, joint operations,
testing of Navy Department war plans,
and cooperation with the [leet in solving
the latter’s practical problems. He in-
sisted that all these features be incorpo-
rated inlo the work of the Naval War
Collcge.

He formed his stafl to resemble an
operational Navy stall and eliminated
the wtraditional Strategy and Tactics
Departments. Despite reluclanee from
his stalf, he reorganized them into four
divisiona: Logistics; Information; Move-
ment, Communicolions, and Training;
and Policy and Plans. This organization
wonld be jettisoned shortly after Pratt’s
departure for higher and greater tasks,

Spruance’s course of instruclion
would include the solution and playing
of war pgames, an cmphasis on com-
mitlee studies and a deemphasis on
thesis work, a new course in logislics,
international law taught by the pres-
ligious George Graflon Wilson of Har-
vard, lectures by experts in a broad field
of subjects, and lots of reading. Nearly
every course of instruction would be
influenced in one way or another by
Pratt. For instance, his influence could
be inferred by a stall officer iuplying to
the students that the slall was nol
responsible for what was being taught,
but rather that “higher authority™ had
dictated what would be said or done.
The staff would suggest that the stu-
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dents accept the validity of a concept
because  “higher authority™ had  ap-
proved or originaled the eoncepl, [n
many cases Pratt had simply decreed
that a course be eslablished or climi-
nated. “Much work is erowded into the
year, perhaps too mueh,” he reflected.
But {1 months allowed little time, so
“ ... the courses have been crowded in
order Lo make the oflicers themselves
realize how many imporlant lopics
there are, and how many sided is the art
of war,”?*

Pratt had a reputation for rapporl
with his stafl, an ability Lo communi-
cate with junior officers, a receptivencss
lo new ideas, and an open and innova-
tive mind.2® However, be was reserved
in his personal relations with the stu-
dents, being apparently cither shy or
aloofl. [t was not his nature o have a
close association and g(md communica-
tions with everyone.?® Occasionally he
would clash with the students during
war game criliques. The students fell
that they were more familiar with the
details of the game, aflter days ol in-
volved planning and playing, than was
Pratt. When Pratt would eriticize the
sludenls’ decisions or rcasoning, lhey
would often lash back in defense of
their aclions. Spruance loo, although
normally quiet and restrained, wonld
stubbornly delend his opinions in op-
position 1o Pratl.27 Thus, in so many
ways, the many-facclted influence of
Pratt on all the students wonld be a
significant factor in the shaping of their
Naval War College education,

The War Games, Pratt had said that
much work had been erowded into the
year, L[ the firsl month Lypificd what
was coming, it would he a busy year
indeed. Spruance had a lot of calehing
up Lo do, for the staff had the students
off and running hard from the opening
day, 2 wecks before Spruance’s belated
arrival. They had been deluged with
rcading books and publications, at-
tending the lecture series, researching
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for thesis and inlernational law prob-
tems, and grappling with Lhe initial war
gaming excrcises which were underway.,
Spruance had to begin somewhere and
Lo establish prioritics, 'The deadlines for
the thesis and the inlernational law
solution were well into the lulure, so
they could wait, Leclures required little
preparation, so il looked like the war
games reqoired lhe mosl immediale
altention. These were Lhe war games
that Nimily said prepared naval oflicers
Lo win Lthe war wilh Japan, They were
the essence ol War Caollege training and
weee Lhe primary method by which
stralegy, laclics, and logistics, advocaled
by Luce and Mahan, were Luught by the
War College. So it is cesential Lo study
both their philosophy and their me-
chanies to appreciale how they alfected
and influenced the minds of the [ulure
World War |1 leaders, Spruanee in par-
ticular, But before considering the war
games, il is first necessary to understand
Spruanee’s characler.  Spruance  was
famous for his intlelleet, He could nnder-
stand and comprehend the complexitics
of nayal war{are. He conld think clearly,
reason, analyze, and finally solve the
most difticult of problems, His decisions
were sound, logical, often brilliant, and,
mosl important, usually correel,

lis concept of the thinking und
fighting naval commander is revealing,
Writing some years after his relirement,
he said,

From my experience on the Stall
of the Naval War College going
over Lhe solnlions ol operalions
problems, 1 came Lo Lthe conclu-
sion lbat there arc a considerable
percenlage ol individuals whose
imagination and reasoning power
is deflinitely limited, An officer of
this Ly pe may be a fine officer on
the bridge of a ship, but he is
unable 1o solve satislactorily inlri-
cale problems whose solution is
not obvious. These officers have
what I'like to call the tactical type

ol mind, in contradiclion Lo the
strategical Lype. Both lypes are
needed by the Navy. Many people
have a good combination of these
two extremes. 1 believe the purely
strategical Lype of mind might
have great difficulty making an
catly decigion in a tight situalion.
The question of a willinghess Lo
take responsibilily and Lo fighl—a
gine qua non for command—is
something else again,*®

Spruance had strong feclings on the
eduealion and Lraining of naval officers.
The Naval Academy had disappointed
lim beeanse it had emphasized memo-
rizing the application of principles and
negloeted  the  principles  themselves,
Rather than merely Llraining  Lhe
memory, he felt that a student should
bhe trained to reason and Lhink for
himsel!,.2® The Naval Academy empha-
sized techmical subjects, and his dutly
before the War College had been either
responsibilily [or a single ship al sea or a
teehnical Dbillet ashore, Mis firsl pro-
longed involvemenl with Lhe sirategy
and laclics and decisions ol naval war-
farc began with the Naval War College in
1926, And there he found the intellee-
tual stimulalion he had been secking for
B0 many yedrs. Strulcgy and  laclics
fascinated him. Between classes  he
would meel with his fellow officers and
have exciting discussions on these sub-
jeets, and when he came home he would
be elated. Lile in Newporl was full of
cnjoyment, lor he was wilth friends,
naval officers who loved Lhese dis
cnssions as much as he did. His lile and
hours as a sludent were filled with the
salislaction of being at the Naval War
C()llcgc.30

So he became immersed in solving
militaty problems and  playing war
games and in the conslant inlereonrse of
ideas on naval warlare, Laler, when the
arcna changed from Coaslers Harbor
lsland to the Pacific Qeean, il was
almost as il nothing had changed, llis
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later reflections give credence to Uhis
feeling. 1 believe that making war is a
game that requoires cold and carelul
caleulation,” he said.*' And  again,
“Iach operation is different and has Lo
be analyzed and studied in order 1o
prepare Lhe most suilable plans Tor it
This is whal makes the planning of
operalions in war such an inleresting
job.”?2% Tle did not hate the Japanese,
bl vather felt that they were the other
team, and good fighters at that, [le
killed them dispassionalely, yel he was a
cotmpassionale man. He deplored Lhe
killing of civilians and destruction of
nonmilitary  targets,® In the stress of
battle he was serene, and his mind
worked jusl as clearly in the clamor of
war as il did in the tranguility of the
War College.”?

There is an inleresling footnote Lo
Spruance’s philosophy on war, [le has
been eredited with making many croeial
decisions Lthal worked well Tor him, But
he was well aware of Lthe clement of
luck. e candidly admitted that lnek
was with him at Midway,®® and he
constantly spoke of luck going for or
against him an subsequent battles, Dur-
ing the Marianas campaign, a fellow
admiral  remarked  that  every  com-
mander must be a gambler, Spruance
teplied that il this were so, he was one

*Sprusnce’s humanity was manifesl in the
following instances. Spruance eautioned Rear
Adm. Richard L. Conelly not to indiserimi-
nately bombard Guam in order to avoid
killing innocent natives. (Oral History He-
search Office, The Reminiseances of Admiral
Riehard L. Conolly (New York: Columbia
Universily, 1960), p. 239-240,) He was always
very concerned with the health and welfare of
men wounded in aclion, both Ameriean and
Japanese, (Interview with Charles . Moore hy
Thomas B. Buell, Chevy Chase, Md., 6
November 1970.) Reculling his earrier attacks
on Japan in 1945, Spruanee said, * ... | gave
Mitscher, as objeclives for our aireraft, enemy
aireraft, air ficlds and airerafl factories, We
would use our aceuracy in bombing 1o altack
military targets, ...~ (Lelter from Raymond
A. Spruance 1o Professor E.B. Potter, (L5,
Naval Academy, 6 May 1960.)
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ol the professional varicty; he wanted
all the odds he could get stacked in his
favor.®® Tle said that he was also per-
haps a cautious wman in thal he would
examine the prebable effecl and conse-
quences of acts so as Lo avoid danger,
excepl that in making war he tried Lo
minimize  danger rather than avoiding
it.?® War gaming and the Naval War
College are synonymons, and these in-
sights inle Spruance’s characler offer a
uscful  framework o examine these
games,

In 1926 the students were involved
in gaming lrom the day they slepped
aboard until they gradnated. War gam-
ing had been a part of the War College
almost from the Dbeginning. In 1894
games were introduced Lo Lthe students
as “war problems,” Lhal year the game
involved an enemy fleel atlacking New
Fngland. Capl. H.C. Taylor, the War
College  Presidenl, was  cnthusiastic
about them beecause lhey exciled the
naval mind inlo mental activity, having
become  dormant aflter 30 years of
peacelime  inectia,  Hopelully it had
turneed  some  of those minds from
machinery and material to questions of
sirategy and  tactics. Taylor fervently
hoped that the war problems would
justify the continuance of the Naval War
College, then struggling for survival.?”?

A marine lakes credit for suggesting
the famous applicatory system of prob-
lemy solving, In the fall of 1909, a stalf
ollicer, Maj. John H, Russcll, had be-
come [fascinated with a book on war
gaming written by a German military
writer. Letters on Applied Tactics by
Griepenkerl advocated solving military
problems on  paper, then testing the
solutions in a war game. The lather of
modern naval war gaming, Capt. Me-
Carty Little, caught Russell’s enthusi-
asm for Lhis conecpl, and it soon be-
came_established under Little’s sponsor-
ship.?® Gricpenkerl’s book also intro-
duced the Estimate of the Situation and
the Formulation of Orders the same
year,?
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War gaming progressed and  de-
veloped. Until 1922 it was used as an
analytical 1ool for devising and testing
plans and doctrines. In 1922 the empha-
sizg shilted, and the primary purposc
became providing players with decision-
making cxperience. A sophisticated new
gystern for assessing dumage was de-
vised, based on actual armaments on
aetual ships. Called the War College Fire
Effect System, il was designed 1o pro-
vide a relalive strength eomparizon be-
tween actual (lects and to provide ac-
curacy and realism Lo the games. Colors
were assigned Lo various fleets of the
world, and Lhe Llwo flecls thal were
most oflen opponents on the War Col-

lege game boards were BLUL versus
ORANGE: the Uniled Svales versus
Japun.*®

A game would begin with studenls
solving a hypolthetieal stralegic problem,
using guidance conlained in The Ksti-
mate of the Situation with the Order
Form. A baltle plan and an operalion
order would evolve Tor cach side. Se-
lecled solutions would be played using a
chart mancaver game; in this Lype game,
ships and fleets would be stralegically
deployed by the sludents on individual
navigalion charts with moves recorded
by the ampires on a master charl, When
the fleets made contact, the problem
would be transferred to a 200 inch by
308 inch wooden board, Miniature ships
would then he taclically deployed on
the board, and they would battle antil
the garue was ended by Lhe director. A
history and erilique would follow sev-
cral days later, and full, frank diseussion
was inviled.*!

The prospeclive war gaming student
lirast rcad a great number of Navy
publications and War College pampblels
Lo beeome amiliar wilh rules, doctrines,
and techniques.?? Next he individually
solved simple scouling and screeniug
problems, then played them as chart
mancuvers. Having learned the basic
skills, he was rcady for more compli-
caled games,*?
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Spruance missed the opening war
game, Strategic Problem 1-27, a chart
mancuver in the conduct of scarch
operalions. As usual, war cxisied be-
tween BLUE and ORANGL. BLUE had
sallicd forth with a central Pacific in-
vasion force convoy, and ORANGE had
to find and destroy it. The students
relerred to The Service of Information
and Security Lo delermine appropriate
scarch methods, and they had to put
themselves in Lhe shoes of the ORANGLE
admiral, Laler they would be required
time and again Lo consider Japan as the
enemy and Lo stady the Japancse char-
acler, how they would fight, and what
slrategy and tactice they would usc
aguinst Lhe Americans, One of Spru-
anee’s mosl imporlant principles which
he used in World War [l was “Know thy
Enemy.”**

The students’ impressions ol the
Japanese as a {uture cnemy would
emerge from  these BLUE-ORANGE
games. T'he staff warned them nol o
undercstimate the Japanese, The stu-
dents portrayed the Japanese with high
morale  and  well-developed  military
skills, well disciplined, and fanatieally
loyal Lo a eentralized, autocratic govern-
menl. (The students secmed almost
wistful that Americans were not as well
disciplined as the Japanese.) They had
great palicnce and would endure great
hardships, Their fatalism made them
unadapiable to new idcas, and they had
less mechanical aptitude than Ameri-
cans. On the other hand, the studeuts
viewed Americans as individualists who
would resist going Lo war, bul when war
came they would fight well, united by
patriotistn and the indomitable Ameri-
can spivit and will Lo win. And finally,
the students” sludy of Lhe Russo-
Japanese War provided ouc great lesson
in the Japancse character. Japan would
annountec hostilitics by launching a sur-
prise atlack before issuing a formal
declaration of war.

The stndents were given four demon-
stralive problems that {irsl mouth,
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which impressed them with the coneept
of the mission. Problem #1 was Lo
derive a mission [rom an operation
order., Problem #2 wus 1o derive a
mission from a leller of mstructlion
(LOY) issued by the Seeretary of the
Navy to Commodore David Porter in
1823. 1t was a classic in ambiguily, and
it led o Porter’s laler court-marlial for
digobeying the mission implied by the
LOL The lesson learned was that an LOI
must be clear and explicit. If one
receives an LOL which he does not
understand, he should go back Lo the
originalor lor clarification.

Problem #3 illustrated how a mission
may be changed by a change in the
situation, The War College solution
merits quotation becanse of its timeless
relevance. An ORANGLE attack carrier
loree is suddenly threatening the Canal
Zone,

There i8 no question now what is
the duty of every BLUE foree
that can gel at this enemy menace
in time. It is Lo prevent at all
hazards the launching of an
cnemy air alttack on the CANAL,
No force must wait for orders,
Every foree that can be used must
take the initiative. His decision
must be instant, There is no time
to lose. From this we draw the
lesson that a commander must
constantly apprehend a change in
the siluation, muost  constantly
have his mind ready for a surprise
from any quarler, must keep in
mind always the plan of higher
command, must be ready with a
quick deeision Lo meel an infinite
number of changed situations,
musl be ready o suit his actions
to contribute towards carrying
into clfect of the plan of higher
command,

The ctlect is startling, lor it was a
presage Lo Spruance al Midway, The
final demonstrative problem  was an
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exercise in formal order writing, the
decisions  and  missions  having  been
given,

August was strategic problem solving
time, The Fstimate of the Situation
with the Order Form would now be
extensively used, The philosophy and
methods of the Estimate of the Situa-
tion must be understood in order o
understand  the method and reasoning
used by the studenls Lo solve military
problems. As noted carlier, the Lstimate
and the Order Form had been intro-
duced in 1910 and had been modilied
and refined from time to time in the
intervening years, Pratt did not like the
latest version, pul oul in (924 by his
predecessor, Rear Adm, G5, Williams,
S0 he rewrote the entire book, with
twice as many pages, combining the
order [orm with the eslimate, and this
he issued in June 1926 Lo Spruance and
his classmates. Pratt also issued a pan-
phlet The Study of Strategy as Con-
ducted at the Naval War College, his
philosophical supplement and amplilica-
tion lo Lhe estimate booklet. Again, the
influence of Pratt on the students is
apparent,

The estimate booklet  deseribed
method of solving problems applicable
to the solution of any situation that
called for a decision. The method was a
logical order of reasoning that, in Pratt’s
view, had proved appropriate and prae-
tical in military affairs by long use in
expericneed hands. In other words, il
would train the mind o think aud to
solve problems logically, which was so
appealing to Spraance,

The solution of a military problem
passed through lour stages:

{1) The Mission—The task. The
purpose. What is to be done aund why.

{2) The Decision—The determina-
tion. The conclusion. The course of
action adopted.

{5 The Plan—The claboration of
the Decision, Operations essential o
support the Decision,
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(1) The Order—Direclions, putling
the operation of the Plan into elfeel.
The first two slages were purely uenlal
and analytical. The fourth was the
action stage. The third ineluded both
the mental and aclion faclors,

The War College then Leansposed Lhe
lour-stage solution inlo a seven-parl
form,

(1) Mission: Derivation and Stale-
meni

(2) Opposing Forces: T'heir 1is-
positions and Comparative Strengths

{(3) Fnemy Forees: Probable 1n-
Lentions

(4 Own Forees: Courses of Ae-
Lion Open Lo Us

{5) Decision

(0) Plan

{7y Order

Pratt placed greal emphasis on Step
(1), deriving the mission. A mission was
rarely given a commander; vather the
coinmander would be given a Lask Lhat
supporled the objeclive of the supreme
commander. He would Lthen have Lo
determine what the present situalion
was, slale whal new siluation was de-
sired, consider what faclors would in-
Muence the desiced change, and then
logically scleel the appropriate mission,
A mission was cxpressed as a lask and
the purpose of the lask. 1L had to be
very clear and well defined, avaiding
such common faults as loo vague, Loo
broad, Lo narrow, loo complex, or
divided.

Spraance learned this lesson well, AL
Midway his stafl urged him Lo pursuc
the wounded Japancse Fleel on Lhe
night of 4 June. Bul he knew his
primary mission was Lo prevenl Lhe
caplure of Midway, so he posilioned his
force so that he could cither strike oul
al the Japanese or break up an altack al
Midway the following morning.”® After
the Battle of the Philippine Sea he was
ariticized for nol heading weslward Lo
scck and destroy the Japancse Fleel,
Bul in his mind his primary mission was
Lo proteel the yulnerable amphibious

forces then landing at Saipan, and he
refused Lo leave them ondefended.*®
alsey’s action al Leyte Gulf is the
classic contrasl, During amphibious
assaulls it was often unclear whether the
carricrs’ mission was lo prolect the
landing foree or to secck oul and destroy
the Japanese Fleel, Spruanec advocated
the former mission; Lhe avialors were
inchined Lowards the latter mission,”

In conlemplating war with an encny
the planner must know the comparaltive
strengths and  dispositions of the op-
posing forees, This comprised Step (2).
Pratt emphasized,

By cvery available means we seck
lo learn fthe enemy’s| strength,
disposilions and plans in order Lo
arrive al Lhe prohabilitics and
possihilitics regarding the poinls
of application, nalure, and
strength of his impending cllorls.
Only afler this has been done can
our aclivitics be dirceled Lo hest
advantage, and unless il be done
the mosl promising plans may be
thwarted by some surprisc made
possible by a neglect fully Lo
consider available information,

(Today the War College calls this aspeel
“I'he Threal™ when Lleaching military
planning.) Yamamato’s failurc Lo cor-
reetly evaluate the threat at Midway
canlribuled Lo his defeal. Conversely,
Sprouance had an acnte appreeiation of
the need flor inlormation aboul the
Japanese forees thal he would face
doring an impending operation, and he
insisted on  gathering cvery available
serap  of intelligence Lo assist  ns
ptanning. Tiven then he was sometimes
surprised by thinga he had nol antici-
pated, such as the treacherous volcanic
gand al lwo Jima,

Step (3) of the cstimale form was
the Fncemy’s Probable Tnlentions. The
student was given Lhe impossible Lask of
figuring oul what the enemy’s probable
misgion was and from that deriving the
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encmy’s probable inlentions. Pratt

counscled,

.. .1t would not be sale to seleet a
single one of the enemy’s possible
courses of aclion and label W
Enemy Deeision, leal the word
Deeision tend Lo fix or influence
our minds too definitely there, to
the exclusion or negleet of other
chemy effort elsewhere, We have
to take into account all that the
enemy may do and cannot salely
stress any one line of action by
him.

Yet, in reality, the staff and student
solutions were predicated upon an as-
sumplion of the ¢nemy decision, and
their solutions were therelore inflexible.
Although Pratt implied that one shonld
consider the enemy’s capabilitics as
well, he failed to cluecidate this coneepl.
Fortunatcly, the need to consider capa-
bilities was later reeognized and ac-
cepted before World War 11 began.
Spruance relates,

At the Naval War College in our
Estimate of the Situation form we
nsed o have: “The enemy, his
strength, disposition and probable
intentions,”™ Later, “probable in-
tenlions™ was changed Lo “capa-
bilitics.” We found that there had
been a tendency to deeide what
an encmy was going Lo do and Lo
lose sighl of whal he could do. |
have scen just this happen in flect
problems at sea, and il is very
dangerous, During our war in the
Pacific 1 always tried to figure
whal the cnemy was capable of
doing and then guarding against it,
il possible.*®

Next lollowed Step (4), Courses of
Aetion Open Lo Us, Based on what ia
known about the enemy and about our
own forces, what can be done to accom-
plish the mission? Or as a recent Secre-
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tary ol Defense would say, “What ure
my oplions?” The students were taught
to think in terms of advantages, dis-
advanlages, and considerations.  ‘The
actual  considerations  are  Tamiliar:
urgency, prospeets of success, cost ol
auceess or lailure, possible gain worll
possible cost, and lorces. Today the War
College tests a proposed Own Course of
Action (OCA) for auitability, feasiblity,
and acceplability.  Translated  these
mean, () will the OCA aceamplish the
mission? {(h) have we the resonrees lo do
the job? and (¢) are the resulls worth
the cost?

Spruance could reduce his OCA’s to
the simplest possible terms, always with
his mission lirmly in mind., At Midway
on 4 June he could either head west and
look for the enemy or he could head
east and cover Midway, At the Battle of
the Philippine Sea he could head west
and look for the Japancse Feet, he
could stay close by Kelly Turmer and
cover him at the Saipan beaches, or he
could interpose himsell between the
Japunese  and  Saipan, staying  close
enough Lo Turner lo guard against a
Japanese end run yet elosing the dis-
tance Lo the Japanese Fleet.

In Step (5), one made The Decision,
to fit two requirements: (1) 1t must
support the mission, and (2) it must be
a logical deduction evolved from full,
unprejudiced  reasoning. [t must be
clear, definite, and resolute o inspire a
vigorous response [rom those who must
execute it, Books and books have been
wrilten on decisionmaking, but the
Navy huas been very suceinet abont it.
Decisions are a way ol life; as much
thought as time permits should be pul
into them, but decisions must be made,
and the decisionmaker must lake re-
sponsibility for the consequences ol his
decisions. Spruance’s forte was decigion-
making. lle was so good at it, and his
decisions were so important that they
merit a separale study and will not be
diseussed [urther at this poind.
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Step (0) was The Plan, or the means
by which the decision was to be cxe-
cuted. The college wanled the students’
plans to stand the test of the Prineiple
of War. The students used this same
Principle of War lo study and analyze
the Russo-Japancse War and World War
L. The college pluced greal store in this
principle, regarded hy many as dogma,
It was comprised of nine elements, also
called principles: Objective, Offensive,
Superiorily, Cooperation, Simplicity,
[iconomy of [l'orec, Surprise, Move-
ment, and Securily, Some students
used these principles as a scorecard, If a
World War | naval commander had
violaled more principles than he had
observed, then he had done a poor joh,
Converscly, adherence 1o thege prin-
ciples won the students’ approval. They
somctimes lost (rack of the greater,
though less obvious, implications of the
hattles they were studying, Spruance
himself used these principles excessively
in his student analysis ol the Battle of
Tsushima. But by World War H he had
developed a modus operandi which,
althongh incorporating versions of the
1926 “Principles,” was certainly not
limited to those principles alone.

The final step was The Order, by
which the commander Lold his subordi-
nales what he wanted done. Pratt and
other experienced naval officers knew
that many things had gonc wrong in
past wars because subordinates failed lo
understand the orders of their superiors,
and therefore Pratl wanted orders writ-
ten as perfeetly as possible. Thus the
Order Form was a mandatory outline
for the drafting of all naval operations
orders at the War College, and the
outlinc went into great detail, allowing
no variance. 1f the form was properly
used, the reasoning went that a good set
of orders would resull.

To add authority to the argument for
use of the form, Pratl quoted extracls
from the person who had thought of the
form in the first place, Griepenkerl, in
his Letters on Applied Tacties.

Lvery order must be perfectly
clear and intelligible. 1f misunder-
standings arise, the chicl fault lies
with the one who issued the or-
der. .. Fvery order must be as
short us possible . .. Every order
must be positive; for an uncertain
and weak order will be loosely
executbed , .. The order must not
trespass on the provinee of the
subordinate . . . The higher  the
commander addressed the shorter
and more general his orders may

be.

Pratt thought this justified the Order
Form, During World War 11 nearly all
wrilten orders and plans followed the
Order Form. In most instanees Spruance
uscd this form for his orders, and they
were well understood and inspired con-
fidence in  his subordinates, Adm.
Arthur W, Radford testificd that when
Spruance was in command yon knew
preciscly whal he was going lo do,
beecanse his orders were clearly writte,
prompily delivered, and would be
changed only il neeessary.*® Much
credit must go to Sprnance’s staff, for
they did the actual order writing after
Spruance had made the basic decisions.

But Spruance would discard the
Order Form when nccessary. In the
Rattle of the Philippine Sca he wanted
to be absolutely certain his prineipal
subordinates understood what he
wanted done, To this end he personally
dralted messages in licu of structured
orders, telling them in his own way so
there would be no misunderstandings.
In any event he would let his subordi-
nates alonc so they could get the joh
donc and was loath to interfere nnfcss
absolutely necessary, “Phey know what
I want done,” he would say. “F will not
interfere with them,”s°

Spruance issucd what was prohably
the shortest major battle order of the
Pacific War. The Japancse battleship
Yamate, in company with sercening
ships, was closing Okinawa during the
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Awerican aruphibious assaull on that
island. Spruauce had hoped to engage
them with his own battleships, Dbut
Mitscher’s planes found Yamato first.
“Will you take them or shall 17 asked
Mitscher. “You take them,” Spruance
replicd.  Without another word from
Sproance, Mitscher’s planes sank Ya-
mato.*

But at the War College in 1926,
Spruance and  his  classmates would
rigidly adhere to the formal and pro-
ecdures of The Estimale of the Situa-
tion with the Order Form when solving
military problems. These procedures,
repeated  again and again during his
years at the War College, provided a
common ground for all War College
graduates to discuss military opcrations
in later years. In the Pacific War, how-
cver, Spruance did not consciously fol-
low the Estimate ol the Situation for-
mat he had been taught. Rather, he used
il unconsciously as a way of thinking, as
did his chicl of stail and alter cgo, Carl
Moore, 5!

Using theee methods to solye military
problems, the students addressed Stra-
tegic Problem B. [t was a BLUE-
ORANGE war [rom the ORANGE view-
point. It also demonstraicd the pre-
vailing stralegy for a future American-
Japanese war, The United States would
strive Lo blockade and isolate Japan into
submission without invading the home
islands. Japan, in turn, would fight a
war of attrition, attacking the Ameri-
cans’ greatly extended lines of com-
munieation aeross the Pacific. Hopefully
the Americans would become exhausted
and the war stalemated. The American
nced for logistic support was rceog-
nized, as well as the need for island
bases to support ofiensive operations. In
particular, the physical characteristics

*Forrestel, p. 204205, Throughout the
war Spruance apparcntly yearned for a major
surface engagement, for which he had prac-
ticed 80 often at the Naval War College. One
never materialized.
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and strategic importance of every major
Central Pacific island were thoroughly
analyzed. Truk, for instance, was nearly
always used as a forward Dbase for
westward operalions, What superb train-
ing for a future Pacific naval com-
mander! {lere also, Spruance was intro-
duced to the strategic conecpt of stran-
gling Japan rather than invading her. All
through 1944 and 1945 he would argue
strongly for the invasion of the Chineae
mainland and the cneirelement of
Japan. He was appalled at the thought
of American losses if the home islands
were invaded, Howeyer, he was over-
ruled, and the invasion of ]agan was
scheduled for November 1945.°

The stodents’ eonception of a BLUE-
ORANGI war resembled the L9th cen-
tury French invasion of Russia. The
invader (BLUE) would plunge decper
and deeper into ecnemy territory, be-
coming progressively extended  and
weakened, the defender meanwhile
harassing, withdrawing slowly, and eon-
solidating his strength. The (ORANGE)
students liked this strategy, and they
decided to let BLUE  come to
ORANGE, counterattacking in great
strength when BLUE was weakest,

Strategie Problem €| also solved in
August, was another portent of things
to come, A detcriorating international
gituation exists letween BLUE and
ORANGE. The BLUE Flcet is eoneen-
trated in the Canal Zone, with light
forees in Pearl Harbor, ORANGE has
begun unusual military aetivity, and
hostilitics are cxpeeled. Where will
ORANGE strike? One thing is certain.
ORANGE acts will precede words, Re-
ports of hostile and vigorous operations
will be the first news that war is on,

Pearl Harbor is a likely targed, [t is an
inadequately defended yet vital Ameri-
ean base, ORANGE will have execllent
intelligence, being amply supplied with
individuals who may be sccrel agents in
positions of responsibility, BLUE, how-
ever, will have little intelligence on
ORANGE military movements. The
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normally foul January nocthern Pacilic
weather would shield an ORANGYE (leel
transit lo Hawaii.

The words of the stalf solulion are
chilling,

We have explained that effective
action withoul warning is lo be
expeclted on the part of OR-
ANGIL . . . such a bold conceplion
as i involved in an expedition
against OAIU is wot in con-
formity with their previous his-
lory, bul in view of the greal
advanlage thal would aceruc Lo
them from an atlempl even partly
successful in the initial phase of
the war and ol the great harm the
destruction of our dock and other
facilities at PEARL HARBOR
would do Lo us we are bound Lo
assume Lhal some altempl against

OAHU will be made.

A raid by sarface forces is not
probable. However, an air raid launched
by an ORANGIE carrier al a distance
rom OAIU is o be expected. The
carrict *“ . ., could, afler reaching a posi-
tion 50 miles from OAHU, conduct a
surprise air attack on the vualnerable
parts of the base with a rcasonable
chance of erippling il for a considerable
time.” The cavrier would approach from
the northwest,

The BLUF solution included sending
out search planes Lo find the carrier
before it could launch an attack.

The first complex war game started
with Chart Mancuver 1-27, The students
were given the operation order by the
stalf, in order Lo compare them with
carlicr classes who had nsed the same
order. The game would also prepare
them for the next war game in which
they would have Lo develop solutions,
Onee more, it was BLUL  versus
ORANGLE, this time the latter planning
to attack a BLUL convoy; BLUE must
intercepl and engage the ORANGE raid-
ing foree,

The BLULE convoy procecded gen-
crally westward, and the BLUE com-
mander stationed his sereening [orces Lo
the north, paralleling the convoy Lrack.
Rather than secking out the ORANGE
raiding lorce, he was going Lo let them
come to him. The BLUFK mission was
olfensive, yet BLUE operaled delen-
sively. By the end of Move 3, the game
dircetor urged BLUL Lo be more aggres-
sive in [inding ORANGE. By Move 7
BLUE still had nol [ound anyone, and
the director was unhappy. He criticized
BLUE for olher taclics also, such as
sending oul all his aircrail lo scoul and
leaving nonc in reserve for contingen-
cies, Said the dircetor, “It is belicved
that the unanimous opinion of Lhe
officers altending the | 1925 | discussion
and critique of this mancuver was that
the BLUE oflensive Scrcen had been
exceedingly well handled and that inso-
far as was in their power had nullified
the enemy search on the northern {lank
of the enemy.” The 1920 BLUE force
did not fare well in the cyes of the stalf.

The ORANGL commander was not
immune Lo criticism, Pratt had npgraded
and emphasized the role of communiea-
tions in naval warfarc. ORANGE s com-
municalions were poorly wrilten and
causcd conflusion, crrors, and missed
opportunities. “Simplicity in plan and
in transmission is Lo be sought,” said the
dircctor in the critique, Spruance had
acled as BLUE communication wmpire
and had recorded BLUL transmissions
on the logsheel with a neat, liem hand
using a well-sharpened peneil. Another
lesson in commmunicating with subordi-
nates had been learned.

The last war game before Christmas
was Operations Problem 1.27, Tt was
issucd on 12 October, and the students
turned in Lheir solulions on the 25th,
The game began 29 October and would
last almost a month, It would be a
wearisome, prolracted, and often boring
expericence.

The situation was almost identical to
the just completed Tactical Problem
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[-27, except that this time the students
had worked out solutions in advance.
BLUE had to move a convoy from
Guam to Malampaya Sound. ORANGE
had to find it, track it, and finally to
destroy it. The problem required a
study of screening a base before a
convoy sortie, followed by the move-
ment and protection of a convoy
through hostile waters. The BLUE and
ORANGE commanders were deter-
mined not to repeat the mistakes of
Tactical Problem 1-27. Spruance’s as
signment was of a division of BLUE
destroyers.

ORANGE knew the need for intelli-
gence; he had to know what BLUE was
doing in Guam. He used a simple solu-
tion; he put a ving of ships around
Guam to see who was coming and going.
Then he flew in patrol planes to see
what wus happening in Guam itself.

Once BLUE got his convoy under-
way, he too used a simple tactic. He
surrounded the convoy with a three-
circle concentric screen. He did not
want to be surprised from any direction.
ORANGE did a good job of surveying
BLUE’s activity around Guam and knew
when the convoy and escort had left.
OBRANGFE then groped toward BLUE
until conluct was finally made on 8
November. The game has dragged on for
days.

With contact finally made, the game
would have normally become a board
maneuver, with the forces locked in
combat. Bul the ORANGE commander
had other ideas. He wanted a night
attack, so he maneuvered just out of
range of BLUE’s forces until nightfall.
Then, under cover of darkness,
ORANGE attacked with destroyers and
submarines and emerged the apparent
winner. Night engagements were played
under rules that restricted freedom of
movement and the use of weapons; a
daylight engagement with its more
exciting tactical games never material-
ized.
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The students were frustrated,
fatigued, and unhappy. {t had been a
tong war game yielding little sense of
accomplishment or satisfaction. The
game time from first contact until game
end was 7 hours, 45 minutes, There had
been 155 3-minute moves. They had
played the game morning and afternoon
for a total of }5 hours, covering 12
days. They had been pushed hard be-
cause the critique had to be held on
Saturday, the 20th, allowing them to be
free to begin the International Law
Study starting the 22d.

But what irritated the students more
than anything else was the concept of
the best solution. Each had worked long
hours on individual solutions, which
were turned in, promptly ignored, and
the staff solution was selected to be
played as the chart maneuver. The staff
solution did nol even represent the
combined wisdom of the staff! Rather it
was the work of a single staff officer,
and there was no reason why his solu-
tion should be considered superior to
the 45 students who were at least his
equal in age, rank, scniority, and, pre-
sumably, intelligence. As Captain
Snyder of the staff put it, the students
were therefore not impressed with the
shortcoming= of their own estimates.

[t is traditional at the War College
that there is no *“school solution™ to a
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problem nor any “right answer.” The
ground rules had been laid down along
these lines for Spruanee’s class. “Tt is
certain that decisions and eriticisms of
the dircetor of Lthe mancuver will nol be
acquieseed in by everybody. It is proper
and desirable thatl such disagrecment he
expressed freely. It is better thal such
feeling be voiced than it be kept re-
pressed.” This class did not repress
anything! As for stalf solutions, “The
members of the Stafl are not infallible,
The only difference between the Staff
and the students is that the [ormer,
having presumably spent more time in
the study of the subjects concerned, are,
other things being equal, merely more
apl Lo be correet in their reasoning and
altitude,?

The students clearly and pointedly
disagreed. Captain Snyder, facing a stu-
deni rebellion, decided that in Lhe [u-
tnre the best student solution would be
sclected and played. If a staff solution
were to be used, il would be the best
opinion of the cntire slaff and would
carry the authority of the head of the
department.

The 1926 war gamces had been long
and wecarisome. Spruance had been
doing other things loo, such as pre-
pariug two theses and starting his Logis-
ties and International Law studies, the

talter Lwo in carly December, He would
sindy in the library during the day and
would rcad for pleasure in the cvening
at home. He particularly enjoyed his-
torics and biographics and would rcad
them omnivorously.®?

The other students had come Lo
know Spruance and to size up lhis
character and personality. e was quict,
reserved, and serious but wot untriendly.
Indeed he had a pleasant greeting for
everyone, and he would join his class-
mates in the usual noontime softball
game. Those were Prohibition days, but
the statf and students would have cock-
tail partics nevertheless. Spruance would
never attend them; he did not socialize
or engage in frivolous conversation. But
he would become animated when naval
warfare was the subject, and he had
developed a reputation for intelligence,
prolound and logical thinking, and an
impressive professional expertise.®® He
conld regard his carcer to this poinl
with great satisfaction and could forcsee
a promiging and optimistic futnre. The
Christmas holideys provided a chanee to
relax and to enjoy [amily and fricnds
belore starting the second half of the
War College year.

The blow fell shortly aflter New
Year’s when Spruance reecived a letter
from the Secretary of the Navy.

NAVY DEPARTMENT
WASHINGTON

28 December 1926

From:  The Secretary of the Navy

To: Commander Raymond A. Spruance, U.S. Navy
Via: President, Naval War College, Newport, R.1.
Subj: Reprimand

1. A Board of Investigation which recently inquired into the conditions
existing in the general mess of the U.5.5. Osborne while under your command
found that various requlations and instructions governing the administration of
the commissary department were not carried out, It appears that the commissary
steward was allowed to take charge of the commissary files contrary to Navy
Regulations, that certain important papers were removed therefrom by some
unknown person without authority, that commissary stores when received aboard
were frequently not inspected by an officer as required by requlations, that at
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various times during the spring of 1926 stores were removed from the ship
without authority by a dishonest commissary steward, that no ration records were
made up, nor returns submitted as required by regulations the date you were
relieved as commanding officer, and that during the above mentioned period the
Osborne over-expended her ration allowance about $3%00,00,

2, The Department considers that your lack of supervision over this
important branch of your command was a decidedly material contributory cause
of this over-issue and that a reasonable supervision on your part over the
observance of pertinent regulations would have rtesulted in a more timely
discovery and probable prevention of this over-issue, Your parsonal responsibility
as commanding officer is clearly placed under Article 1411 U.S. Navy Regulations
1920,

3, For your failures as above set forth you are reprimanded. The
Department expects that in the future you will more zealously supervise the
importent details of your command so that inefficiency, neglect or dishonesty of
your subordinates will be more promptly detected and corrected, or eliminated.

4. You are directed to acknowledge raceipt of this letter, a copy of
which is being filed with your officlal record in the Department.

/sf Curtis D, Wilbur

TO BE CONTINUILD

[This paper will be coneluded in next month’s Naval War College Review. It will relate Spruance’s
reaction to the letter of reprimand, his last 6 months as a War College student, and a hrief study
of his duty on the War College Staff.]
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THE MILITARY PLANNING PROCESS:
HUMAN IMPERFECTIONS IN ITS APPLICATION

Decisionmaking systems have the tendency to take on the character of their
leader, and the military planning process is no exception. In the author's research and
experience, he has found four personality disorders in planners that he characterizes
as the “Srmoker,” the “In and Outer,” the “Worrisr," and the “Cowboy.” An
understanding of these syndromes can be important to both the commander and to
the development of sound plans.

An article prepared
by
Lieutenant Commander Charles W, Cullen, U.S. Navy

All men are liable to crror: and
most men are, by passion or inter-
est, nnder Lemptation to it,

John Locke

Homo sapiens and the military com-
mander—semirecognized  subspecics—
have throughont history felt the need
for Lools and devices to assist them in
solving problems. Man has sought assis-
tanee thal would enable himn to deline
and project his scheme of things into a
fnture state of affairs. The necd is
clernal hecanse mau, as a reasoning
animal, has a host of bad habits which
lend, with depreseing regularity, Lo
ereate significant diffcrences belween
the real world aud his imagined world,
Tt would take more than these pages to
properly sympathize with thiz regret-
table state of affairs; but rather, let ns
merely recognize the frailly of maun’s
reasoning powers as the starting point

and rationale for this discussion of the
military planning process.

One importanl poinl warrants cm-
phasis at the oultset—that is, even the
prudent nsc of the military planning
process will not assure one of snceess.
Perhaps this suggests that, like imperfect
man, Lhe tools he uses arc also im-
perfeel. In any ease, no argument has
ever been made that one cannot fail,
using lhe planning process, The com-
mander iu possession of a beautiful plan
rigorougly dralted in strict accordanee
with the planning process is simply not
asaured vielory.

What we ean state is that the military
planning process has proven extremely
helpful to commanders over the years.
Tt has minimized his mistakes by pro-
viding a systematic method of strue-
luring an analysis within the limits of
available and reliable information. This
is saying a great deal if you ponder the
environment in which the commander
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must plan and operate. This, then, is Lthe
planning process” only claim Lo fame
and the only reason Lhatl il has been
nurlurecd and langht al the Naval War
College.*

The military planning process can be
deseribed as a logic syslem, [L is a
theoretical construet thal can be trans
lated into the abstract forma and
symbols Lhal would rekindle the hearls
of Aristolle, Aquinas, Von Nenman, and
Morgenstern, 1 would notl recommend
the exercise as Lhe process is demanding
enough as il is. It would demaonstrate,
however, that the estimale of the situa-
tion lends itself 1o formal and symbolic
logic beeause it is 2 model for handling
ideas. The planning process functions
independently of the arguments to
which it is applied. In other words, the
form is incidental to the substanee of
the analysig,

While the system does provide order,
this is certainly no rteason to supposce
that it will be used in an orderly
manner, [ecisionmaking systems have
the tendency Lo take on the character of
the leader, and the military planning
process is no execplion.

From my vanlage point as a reviewer
of hoth actual opcrational and student
estimates and the respeclive dircelives,
the greatest single problem in the use of
the planning process is the failure ol the
commander Lo eonducl an analysis. This
sonnds pretty basic, but it happens. The
failure to conduct an analysis is respon-
sihle for more nnsatisfactory dircetives
than any other gingle cause. If you take
the term “analysis” and look it up in
your Funk and Wagnalls, you will die-
cover that in order to condnel an
analysis you must break down a con-
ceptnal  whole  into  understandable

*Far a furiher discussion of the history of
the military planning process, see Charles W.
Cullen, “Yrom the Kriegsacademie to the
Naval War College: the Military Planning
Process,” Naval War College Review, January

1970, p. 618,

parts, In the military planner’s frame of
reference, thal means breaking down
the wmission, which is a conceplnal
whole, into understandable parls: objee-
tives, physical objeetives, nccessary as-
sumplions, cnemy capabilities, own
courses of action, lask organizalion, and
many others.

As a proper analysis progresses, Lhe
commander and his staff should be able
lo view the whole problem with in-
creasing preeision and accuracy—whal
they are going to do, when, for how
long, and with what units. The problem
is that there is an almost natural reti-
cence on the part of commanders, and
of man in general, to conduct disci-
plined analyses. It is hard work,

I the development of this paper 1
have cast certain recognizable planning
Lypes into four deseriplive roles, for the
simple reason that while the selection of
officers to fill ataff billets is a job of
officer personnel assignment, the role
that these officers play is largely a
funclion of their training, experienee,
and personal style, 1 want Lo make it
cxplicitly clear that in portraying these
personal planning disorders I have pnr-
poscly cast these slercotypes in exag-
geration, Some of these characleristics
exist in all of us, this writer notwith-
standing. In an examination of this type
the reader will, hopefully, benefit
through personal  introspeetion.  Less
productively, he may [ind some good
furr in filling these roles with worthy
contemporaries for whom the role is,
quile naturally, not an cxaggeration.

The first characterization I would
like to make is the Smoker. What arc
the symptoms of the Smoker? First of
all, 1 can tell yon that the Smoker
invented  the “by-car™ method of
planning, a method diametrically op-
posed to the systematic analysis of a
situation. There are simplistic planning
situations where the commander ean
simply play the events as they unfold.
The problem is that such situations arc
hard to recognize at the outsel. Further-
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more, one’s judgment in this regard ean
be unduly biased by a number of past
successes, small though they may he,
The by-car planner finds himsell mneh
in the position of the amaleur musician
who has achieved some small amount of
sticeess wilhoul the diseipline of learn-
ing Lo read music,. When asked 1o
perform a complex picee of masic al
first wight, he finds hinself anprepared
for snch a prolessional task,
1. Mission and its analysis
2. Considerations affecting possible courses

of action
3. Analysis of opposing courses of action

a, enemy capabilities

b. own courses of action

c. analysis of opposing courses of action
4. Comparison of own courses of action
5. Decision

Fig. 2—Estimets of the Situstion

One symptom ol the Smeoker is
readily identifiable and can serve as a
checkpoinl  for you in your own
planning or in reviewing the planning of
others, You can tell when a planner is
Mowing smoke, as it were, by taking a
hard look at his retained own eourses of
aclion, I you find that his awn eourse
ol action staiements are but a rewording
ol the mission statement assigned by his
superior, you can conclnde with some
confidence that no analysis has been
conducted, let us assume Lhat the
commander’s mission states that he is to
put lo sea with his force and sink
submarines lor purposes of interest Lo
his superior, 1f, alter laboriously reading
pages and pages of his estimate of the
situation you discover that thie com-
mander’s decision states thal he will pul
to sea and sink submarines, you have
amse Lo doubl the depth of the analy-
sis, Upan reinvestigation of this hypo-
thetical example, you may lind that the
decision stalement and mission slale-
ment are exaclly the same, although the
commander was nol given a predeler-
mined course of action. The conelusion
to be drawn in this case is that, despile
all the smoke, you do not know any

more by reading  the  commander’s
eourses of action and his decision Lthan
you id when you lirst examined his
superior’s dircctive. In shorl, nothing of
substance has heen done. This does not
necessarity mean Lthat the commander
and hig stall have not produced reams
ol information. [t means that they have
nol investigaled the siluation for the
purpose of drawing conclusions, The
comemander  simply  has not  broken
down his mission into understandable
terms. He inay have as many as three
tentalivie own courses of action thal say
more or less the same thing, He may
sprinkle each concept for cach eourse of
action with a few cliches and superla-
lives, but for all practical purposes they
will he identical.

Another checkpoint of a Smoker’s
work, or the lack of it, s evident in
examining the concepts that are dralted
during the estimate of the situation with
regard Lo lentative own courses ol
aclion. One cannol posit au own eourse
ol aclion on an a priori basis. A course
ol action must have a coneepl of opera-
tions Lo supporl the actions proposed.
The Smoker’s coneept will always be
vague and void of Lime and distance
lactors. No elfective military planner
can come Lo grips with a military
operalion without lalking in terms of
time and distance and real world con-
straints. The Smoker prefers to ignore
these constraints and Lo move about, by
BOINEC mysturiuus power yel nncluar, ina
world  of  wish  Talfillment, As  his
planning progresses, he becomes more
and more conlused. The Smoker’s plan
continues to grow until the very last
syllable is typed. Oftentimes he ean be
found looking over the yeoman’s
shoulder as it is being worked up, trying
to eompose the (inal nuances of the
plan that will satisly him. Oftentimes,
after developing two or three courses of
action in his own way, he will choose Lo
make a decision which will start with
own course of action number 1 and
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then progress through own course of
action number 2 and own course of
action number 3, He is so imprecise that
he is unable to make a deeision, He has
become a victim ol his own rhetoric.

Finally, you will recognize the
Smoker’s cllorts by his smoke and
hatfle-gab. Some witty burcaucrat col-
lected the Smoker’s tools in the follow-
ing “Balfle-Gab Thesaurus,™

the military planning process slructures
rather than limits thought. 1 will admit
that invariably there is room for a
degree ol justified impatience. There
will be Llimes when the planner will feel
that the entire mililary planning process
is ill suited for Lhe situation. Indced, a
knowledgeable planner, pressed  with
events that are moving at a rapid pace,
should he able Lo move ahead without

A B G

() Integrated Management Options

1) Total Organizational Flexihility
2) Systematized Monitored Capability
3) Parallel Reciprocal Mabhility
4) Functional Digital Programing
5) Responsive Logistical Coneept
6) Optional Transitional Time-phasc
7) Synchronized [neremental Projection
8) Compatible Third-generation Hardwarc
9y Balanced Policy Contingeney

You can choose any three-digit num-
ber, crank it into the thesaurus, and
come up with instant nonsense. Number
155, for example, yields Total Logistical
Coneept, which means absolulely noth-
ing. The Smoker wraffics in these por-
tentous words; he is a rhetorical ex-
tremist, Unfortunately, eliches and su-
peelatives are anathema to the whole
concepl of plauning in a realistic
mannet, Theie presenee in a directive,
cspecially in the concept annex, is
usually inversely proporticnal to the
amount of thought that went into the
planning.

The uext distinetive stereotype 1
would like Lo discuss cau be named the
In and Outer. This architect whisks in
aud ont of the military planning process
at will. Actually, “at will” is loo flatter-
ing, becanse the motive of this move-
ment is as emotional as it is ralional,
Impatience with the system is his major
vice. The In and Outer fails Lo see that

*“Baifle-Gab Thesaurus,” Time, 13 Sep-
tember 1960, p. 22.

damaging the resulls of his analysis, I'or
the student planner, not yel formally
introduced Lo the proecess, such abhre-
viations, often born out of impaticnee
rather than crisis, invariably lead to
uumerous errors and uncontrolled leaps
of illogic.

The In and Outer, possibly beeause
of his impatience with the planning
process, is often misled by the terms
used in the process. The planning proe-
ce8 18 technical in Lhe sense thatl many of
its lecrms bear specifie meanings and
subtle distinetions. The distinetion be-
tween objectives and physical objec-
tives, the need for the mission stalement
to contain both a task and purpose, or
the uses and possible misuses of assump-
tions and cnemy capabilities all musl he
carefully studied il the terms are Lo he
applied in their preseribed context.

Another problem often faced by the
In and Outer is fonnd in the third slep
of the estimate of the situalion, the
analysis of opposing courses of action.
This step is admitledly difficult. The In
and Outer and his staff usnally cover
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quile adequately the first step ol the
cstimate, the mission and its analysis,
and the second step of Lhe eslimale,
congiderations that might afleet possible
courses of action. However, almost in-
variably he broaches over the third step
of the analysis—analysis of opposing
courses of action, The precise reason is
not clear, but, quite possibly, it is
simply hecause the third step is difficalt
work. Having skipped the third step of
the analygis, which i the very heart of
the entire military planning process, his
planning  continues erratically through
the final two steps. Yet he somchow
manages to come up with a course of
action which he declares is a decision.

Because of his inattention o the
estimate of Lhe situation and because he
and his stall do not have a solid
understanding of the precise lerms that
arc uged in the system, it comes as no
surprisc that the In and Outer usually
lacks the foundation nccessary for the
development ol planning schedules, Tt
would be an exaggeration to state that
the malitary planning process is [ollowed
step-by-step in actual planning situa-
tions throughout the allied world, hut [
can stipulate that flag officers directing
force and fleet stalls today think and
traffic in Llerms of cucmy capabilitics,
own courses ol aclion, and the other
conceplual eonstituents of the military
planning  process. When a commander
states that he wants intelligenee esti-
mates on encmy capabilitics, his intelli-
genee people know exaetly what he is
talking about. When the Chiel of Staff
and the Operations Officer are informed
that they should delineale some tenta-
live own courses of action, they Lloo
know precisely whal is expeeted of
them. The In and Outer who does not
give the planning process and its sys-
Lemalic  uspeets  any  scrious  con-
sideration has no basis for a planning
schedule in that these terms are not
understood by hir or his stall,

Another stereotype you should mect
is the Worrier. His great [ailing in life is

that he cannot understand the mission
and its implications. Unlike the prob-
lems ol the Smoker, who perhaps does
nol possess the requisite mental acuity
to appreciale a problem, the mistakes of
the Worrier are more  cleary  in-
excusable, Students who read the litera-
ture on military planning are conlinu-
ally alerted to the important fact that
the sitnational analyses must be mission
oricnted, 1L is a wise praclice for a
planner to write his mission in bold
letters and keep it before him and his
staff throughout the planning process,
The more complicated the scenario, the
longer the planning cycle, the more
people  that  become involved, the
greater is the lendeney Lo lose sight of
the mission, Il the eommander and his
stall do not have a erystal-clear coneep-
tion of the mission in precise and
definite terms, they are going Lo become
Worriers.

The Worrier  has  great  difficulty
getting through the sccond step of the
estimate of the sitnation, the considera-
tions allccting the possible courses of
action, It is here that the commander
and his stall must examine the general
and fixed faclors thal may affect his
operations, Also, the commander and
his stafll examine relative combat power,
the pumbers and organic characteristics
of the fighting forees opposed. A
thorough mission analysis is essential of
the commander is to aceurately judge
what information is relevant to this step
ol the estimate, The commander has at
his disposal today so much data that it
defies reading, much less comprehen-
sion. While his communications eenler is
receiving information by the page per
seeond, the computer in the back room
is pouring forth reams of printout, What
is relevant” The judgment must be based
on an understanding ol the nission,
what the laks are, and what one’s
position is in relation to his operational
pecrs and his superior. The Worrier, not
appreciating  this, doces nol have the
courage to lurn off the information
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faucet and get on with his cstimate. As a
resnlt, he entertaing encyclopedic con-
cerns.

The mission and its analysis will
enable you to wade through a pool of
information rtather than drown in an
ocean of it. The decision as to how
much rescarch must be done will always
be difficult, Beware, however, of apply-
ing Parkinson’s Law to this cndeavor
and expanding your investigation to fill
the time available. If the commander is
not surc what information is relevant
and the staff is looking hither and yon,
he had best go back and recxamine the
mission and its analysis to determine
again whether the intelligence ball is
being properly inflated or stuffed.

The Worrier also has difficulty in
testing his own courscs of aclion be-
cause of his lack of focus. Own courses
of action, once established, should be
tested for smitability, feasibility, and
acceplability. The Worrier does not
grasp his mission and oftentimes will
pProposc courses of aetion that are not
suitable, As the very definition of suita-
bility is that the coursc of aetion will,
by itself, accomplish the mission, such a
failing is not surprising.

For cxample, given the taks of pro-
viding antisubmarine warfare support to
a earricr group and an underway replen-
ishment group in separate waters, a
commander may come up with a course
of action which indicates that he will
conduct offensive operations in support
of the carrier and, time permitting, help
protect the replenishment group, Upon
questioning his rationale we learn that
the carrier is obviously more important,
therefore should reccive support on a
priority basis, However, upon examina-
tion of the superior’s directive we note
clearly that neither of the tasks assigned
to the commander were given priorily.
The eoursec of action suggested, there-
fore, is of questionable suitability.

Another symptom of the Worrier is
his demonstrated capacity to plan at the
wrong level. This is caused by his failure

1o underatand his mission in relation to
others. Assume that our commander is
onc of numerous group commanders in
the overall operation. He has becn
tasked with the responsibility of sup-
porting only two of the seven task
groups. The superior’s directive indi-
cates that this commander has no re-
sponsibilities toward the other task
groups in the operation, Again his rolc is
that of antisubmarine warfare. The
Worrier begins by rushing through the
misgion and its analysis and then
plunging headlong into the factors af-
fecting possible courses of aetion, We
then observe that hc is progressing at
glacial spced. His assessment of cnviron-
mental faetors and relative combat
power becomes encyclopedic. Yet he
somchow manages to set down encmy
capabilitics which he thinks are relevant.
The Worrier corrcetly notes that the
cnemy has the capability of destroying
all friendly forces. He therefore sets thia
down as an cnemy capability without
rcalizing that it is too broad, First of all,
the commander is not responsible for all
friendly forces. He is only responsible
for so much of them as he has been
assigned by his superior. In short, this
would be a relevant enemy capability
for his superior, but it is not a relevant
one for him. He is planning at too high a
level.

There is an insidious clement here
that one must remember, Beeause of the
cireumstances deseribed  above, the
Worrier tends to draft unduly conscrva-
tive plang. In somc eases he loses all
spirit and anticipation for the action.
Planning at too high a level, the Worrier
as a commander views his asscts as
impotent against the enemy’s overall
capability, Thus, rather than defining
cncmy capahilitics strictly in terms of
their dircet impact on his mission, the
Worrier sces himself as the target of all
of the capabilitics of the cnemy in all
arcas, As a result, the Worrier has a
deeided tendency to be overcautious,
Encmy capabilitics must have a dircet
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impact on your mission or they do not
belong in your estimate.

Lastly, we have that individual who
is best characterized as the Cowboy. To
avoid becoming a Cowboy, one must
reccognize and control bias both in one’s
sell and in one’s stall, The art of war is
so complicated today that regardless of
how much experience one has or how
senior one is, it is impossible ta have
across-the-hoard expertise in all fields of
warfare. We are expert cither in one
phase of warlare or in another. This is
nol bad as long as we recognize it The
problem is that there are many planners
who do not recognize it. They are
biased cither knowingly or unknow-
ingly.

The symptoms ol the Cowboy are
not oo diffienlt to spot, but they are
difficult to remove. Virst of all, in his
estilale of the situation, the Cowboy
will come up with only one or two own
eourses of action when others are obvi-
ous and relevanl. For example, to use
our antisubmarine warfarc commander
again, his assels might cousist ol a
carrier, a flock of fixed wing and heli-
copter aircraft, a school of destroyers,
and a large pack of nuclear subma-
rines—in short, a formidable group, Our
Cowboy planner, however, will whisk
through the estimate and deeide that
this operation is going lo be, in its
entircty, a show lor the nuclear subma-
rines, his favorite weapon, [le antici-
pates no serious problems.®

The commander’s reasoning lor all
this ig that he sces the enemy as being
incapable  of destroying his [avorite
weapon system, For the Cowboy, this
tdea is unthinkable. Our hero is there-
fore inclined to rapidly skip over enemy
capabilities and own courses of action
and indeed the entire estimate of the
situation. [le moves as quickly as pos-
sible into developing his plan, specili-

*The earrier and the destroyers will pro.
Lleet themselyes while his subwarines deliver
the coup de groee.

cally the writing of his favorite annex,
whiclt nnght be air operations, subma-
rine operalions, or cruising instructions.

Not uulike the Worrier, the Cowboy
also has a tendencey Lo plan at the wrong
level, In his case the level is often too
low rather than too high, The resulis are
twolold: the cstimate is weakened be-
cause  enemy  capabilitics and  own
courses ol action are too conflined and
oo constrained, ond, in the develop-
ment  of the plan, a commander
planning al too low a level cannot help
hut encroach upon his subordinates’
legitimate arcas of decisionmaking.

Our Cowbaoy also runs into problems
when Lesling own courses of action lor
suitubility, feasibility, and acceptability.
Suitability is usually not a problem,
Unlike the Worrier, the Cowboy usually
has an excellent grip on his mission, The
problem is that he cannot entertain
imaginative  ways ol carrying it out.
Feasibility is not seen as a matter of
degree. For him a course of action is
feasible without question. e i3 not
introspective enough to compare  the
feasibility of several different courses of
action,

The Cowbay also cannol adequately
examine hig courses of action for ac-
ceplability, When he puts forth a course
of action which is judged by his su-
periors to be unaceeptable, he becomes
quile emotional about it. With hurt
feclings and an indignant manner, he
wants to be told why he eannot nse any
or all of his assets in any way he
chooses. The Cowboy shrugs off the
constraints that limit actions in the real
world. He simply does not understand
the paramcters that have been given to
him,  For that rcuson his proposed
courses of action are often unaceept-
able, cither on  political grounds or
simply because the military action pro-
posed is not appropriate, Tt is not the
best that could be done, and this is one
ol the tests [or acceptability, The st
and most important question that you
st ask yoursell when completing the
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estimate is, “ls this the best that 1 can
do?” For the Cowbay it is the best that
he would like Lo do, bnt this is not the
same. The meaning of acceptability and
its implications in the broader sense are
the cause of the Cowboy’s lament.

Within our system of government the
world will always be defined by others
regardless of our rank or position in the
military. This is a rather bhasic faet, but
it has profound repereussions, It is
incumbent on cach and cvery one of us
as military commanders Lo devise
imaginative plans that aceept all limita-
lions imposcd by our superiors, cither
civilian or military. Therefore, the con-
strainls on planning, identified in the
first step of the cstimate, bear heavily
on one’s tests for aceeptahilily,

While these constraints may change
over a period ol time, il is never
acceptable to cast your basic or primary
plan on a presumption that changes will
take place or will be made in time hy
yonr superior. If they are nol, you will
be lelt with no plan at all. That leaves
the Cowboy with bnt one personal
course of action: to return to his cabin
and wait for his reliel, In hrief, il is our
duly to perlorm within the defined
paratnclers, Our challenge is to do so
creatively and with imagination. In the
interval, our responsihility may or may
not be to seck change.

OI course, lo assure preparedness,
alternate and contingeney plans arc al-
ways drafled based on assnmptions Lhat
key aspects of the general situalion will
chauge or Lhal specific constraints on
current. planning will be lifted or im-
poscd. These necessary and vital enlee-
prises ate apart and distinel rom Lhe
Cowboy’s world.

I have painled the Cowboy in ex-
treme. Nonetheless, in degrees he exists
in all of us. Recognize him. We all must
take Socrales” diclum Lo hearl, “Know
thysell.” And, as Aristollc prohably
added when ttoring Alexander: “Know
they staff.”

These - then are the slercolypes

against which we musl guard: Lhe
Smoker, who fclt that the discipline of
the process with its rules and models
inhibited his genius for rhetorie; the In
and Outer, who flailed to sec Lhat the
planning process structures rather than
limits thonght; the Worrier, who saw his
mission in Llerms of taking on all the
bnrdens of this world; and the Cowboy,
who could nol limit himself to accepl-
able options. Fach, in his own way,
denics the nolion thal a commander, as
a decisionmaker, can rationally examine
a prohlem, that he can do 8o without
being a slave to his prejndices, and that
he can coustrnet a cogenl framework
for action. This is an idea at least as old
as Socrates,

¥ X K X ¥ WX

I would like to disenss three addi-
tional pitfalls that portend grave danger
lo the planner. First is the prohlem of
cnemy capahilities and cnemy inten-
tions, Yon recall that only two criteria
may be weighed in considering ¢nemy
capabilitics. These are: can the enemy
carry out the aclion, and will thal
action, if carried out, directly affeei
your mission? If so, the encmy capabili-
tics sbould be rctained and carried
forward for urther analysis. L is al this
point thal the military planner arranges
Lhe list of retained enemy eapabilities in
their order of probability. This is done
on Lhe basis of apparent enemy inten-
tions. Yon arc warned in almost all
applicalde  planning publications that
dealing in cnemy intentions can he a
very dangerons practice. 1L is nonethe-
less a nceessary efforl, in that limited
resonrees available Lo the communder
and the [ovees opposed demand choices
of priorilics. For the commander’s own
forces Lhese resources are known, bul of
the enemy Lhey can only be estimated
or deduced, Bul in both eascs they must
be made,

The pitlall is not in dealing in enemy
intentions, per se, but rather in con-
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fusing cnemy intentions with encmy
capabilitics. The most disastrous nis-
take that you as a military planner cau
make—the In end Outer, the Worrier,
Cowboy, and Smoker nolwithstanding —
is Lo overlook an enemy capability or Lo
reject a relained enemy capability solely
on the grounds of what you belicve the
encmy might do, Do nol miss an enemy
capability. 1f it affects your mission,
you musl relain it. List it low in
probability if your intelligence estimates
warranl i, but do not diseard il.

The adjustment in your plan to cover
an unlikely enemy capability may be
quile incidental. For example, the
cnemy may have the capability of
gorlicing 2 small minc foree Lo mine a
cerlain strail of intcrest to you, Your
intelligenee  indications arc  that the
chance of his doing this is remolte. Still
be could do it, and if he did, it would
affect the execution of your plan. You
can simply decide to have some lone-
some pilol reconnoiter the cnemy’s
anchored mine force every few days lo
see what they are up to during the
operation. By this means you have
covered the capability. If you discard
the enemy capabilily, you will not have
your air reeconnaissance and may there-
fore find enemy mines where they
“weren’t supposed 1o be,”

While this example is very basic, the
principle holde al all levels of planning,
To avoid error, the number of relained
cnemy capabilitics must remain fixed
throughout the discussion of cnemy
intentions. Only the ordering of the
relained enemy capabilitics may be in-
flucnced by c¢nemy intentions. This is
truc regardless of how convinced you
might be of the accuraey of your erystal
ball,

The Worrier is perhaps least likely to
he unduly swayed by enemy inlentions
or by constraints in planning that move
onec lo view the cnemy intentions
optimistically. It would be poor counsel
lo cnjoin you to be Worriers, however.
Rather be a liscal wizard and exploit

your intelligence, bul always be a Capa-
hilitics Man.

Another error sitnation has Lo do
wilh aggressive estimales and conserva-
live plans and may be labeled the
Tiger/Lamb Syndrome. [ have found
that the true eolors of the commander
are flown in the task organization. You
will recall in the development of the
plan, after the estimale of the situation
has been completed, the commander
sels forth those tasks Lo be accom-
plished and designates what units are Lo
accomplish them and what organiza-
tional structure they are lo operale
within. 1t is inleresling Lo contrast the
decisions made at this lale slage of the
planning process with the conclusions
made carlice in the cstimale of the
situation with regard Lo relalive combal
power. For an example, lel us use again
the commander planning lor antisub-
marine warfare operations, The task
organization indicates Lthal nine of 12
destroyers have been assigned solely to
the carrier. Yet, in his dircclive we nole
that the tasks assigned to the destroyers
arc to provide ASW protection to the
earrict  and conduel offensive ASW
operations, bul we see nine ships dedi-
caled Lo screen the carricr. Such an
arrangementl may be both appropriale
and aggressive in some cases, while in
others it may nol be. One can [ind oul
very quickly by reviewing, if you have
aceess Lo lhis commander’s estimate of
the situation, If allocation of forces
assigned to cach task is appropriale, you
can expeet to find the relative combat
power assessmenl in Lhe commander’s
estimate of the situation to indieate that
the ¢nlire operation is marginal, that the
enemy has considerable offensive sub-
marine capability, and that the com-
mander himsell must therefore assume a
defensive position. Or you might dis-
cover in examining the comimander’s
mission and ils analysis that eertain
conslrainls  on  planning have been
placed upon him by his superior, For
instance, he is dirceted to proteet the
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carrier at all costs, regardless of the
present threat. If one of these is not the
case, we have some cause to conclude
that the commander is more concerned
about protecting the carrier than he is
about sinking submarines.

In the military, consistency is not
necessarily a virtue. However, we can
expect that if the estimate was thorough
and the plan was developed on the
conclusions made in the estimate, a
correlation between the tasks assigned
to the subordinates, the concept of
operations, and the relative combat

Many exceptions may come to mind,
but, as a check on your own planning, if
you were a Liger when conducting your
estimate of the situation and a lamb in
tasking your organization, you have
cause for reflection and reappraisal.

The final pitfall concerns the accept-
ability of risks. As military com-
manders, our great burden in life is that
we are always planning in a conflict
situation. You have, therefore, an auto-
matic enemy capability the minute you
begin your planning cycle. That is, the
enemy always has the capability of
damaging or destroying your force. Not
all of the multiple threats of the enemy,
however, must be met directly. Careful
analysis of your mission, your role in
relation to your superior and other peer
commanders, as well as a careful assess-
ment of relative combat power, are
essential. The tendency of the Cowboy
to meet every threat head on should be
avoided. For example, given the task to

proceed through hostile waters to a
certain area and upon arrival to conduct
shore bombardmenl, movement into the
objective area in such a manner as to
invite the attention of the enemy might
be dramatic and bold, but foolish. The
first task of the commander is to get his
forces into the objective area where
they can carry out their mission and to
get them there in fighting trim. In short,
there is no virtue in bleeding early. Or as
General Patton repuledly noted, “No
bastard won a war by dying for his
country, He won it by making the other
poor dumb bastard di¢ for his country.”

And really, that is what the military
planning process is all about.
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There are several approaches to management which interpret the management
process In the light of various academic disciplines. All of them apply to military as
well as industrial management, and all reveal a growing preoccupation with the
manager's social responsibility as well as his concern for the organization of which he

is a part.

THE MANAGEMENT PROCESS

A lecture delivered at the Naval War College

Captain Alexander H. Cornell, SC, U.S. Navy
James V, Forrestal Chair of Military Management

Although management has  been
called a relatively new disecipline, its
development has heen exeeedingly rapid
in the past 30 years, We might wonder
at calling it new, hccause we have all
been e¢ngaged in management in all our
carcers, The newness is simply a matter
of growing eomplexily and technology
and of management’s attempts to mect
these challenges by hecoming a science
as well as an art. Management has
become more importanl as labor has
become more specialized, as the scale of
organized operations has increased, as
technological developments have pro-
duced a greater numhber of faelors re-
quiring management, and as the eom-
plexitics of human relationships have
mercased.

It is not enough today lo manage
solely for increased production or profit
or whatever the old ohjeetives may have
been—today the human side of the

cqualion has heeome paramount, Tre
dynamies of management now are con-
cerned with pcople more than with
production. If I were asked today what
single ingredient in government or
eivilian enterprise is the most important,
I would have Lo answer honestly that it
is management. Good managers are our
searcest commodity in the United States
in 1970, and I helicve this is true of all
eountries, I further happen lo believe
that there are no underdeveloped coun-
tries—merely nndermanaged oncs,
Beeause of the increasing importance
of management and the formidable chal-
lenges it faces, many academic disci-
plines have addressed it in the past 30
years. Today wec find contributions
being made to solving management’s
problems from the fields of psyehology,
sociology, social peyehology, ceo-
nomies, aecounting, pnblic administra-
tion, business administration, political
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scienee, history, mathematies, statistics,
the physical  sciences, and  anthro-
pology—to name a lew.

Itesearch on subjects important to
management offers renewed hope Lo
those of us who must (ace the increasing
complexities of the operating manager.
It has been determined that in the
hard-core ficld of behavioral sciences
alone {psychology, sociology, political
seience, ceonomics, and anthropology),
some 45,000 acadericians in the Umted
Stales are now engaged in the study of
the human aspects of organizalion and
management.

ln  examrining  the  management
process, | will start with a few defini-
tions of management and then will look
briefly at several “schools of manage-
ment” which have led us 1o where we
are today. In general usage the world
management  identifies a group of
people whase job il is Lo direel effort
toward common objectives through the
activilies of other people. Sinyply stated,
“management s gelling things donce
through people.” This is the view held
by the human relations management
school within the broad field of he-
havioral science. This point ol view had
great  prominence during the 1930°%,
partially as a lote reaction lo the oppres-
sion of the working elasses,

While the emphasis of this definition
is on people, it nevertheless implies that
there is a group that gets things done by
using other people. Who is this special
group which does all the managing?
Kstimates have been made that it is
about 7 percent of the working forces,
You arc part of that 7 percent by reason
ol your position and vocation as mili-
tary officers and civilian adininistrators.

The second deflinition of manuge-
ment reflects an cconomic and systems
analytic view of the world, “Manage-
ment is the process of determining the
most eflicient allocation of limited re-
sourees Lo achieve organization objee-
tives, under conditions of risk and un-
certainty.” In industry this means that

management  should  be intelligent
enough to  choose those objectives
which promise the greatest return ou
invested resources and Lo allocate the
resources Lo maximize productivity and
minimize production costs. In the mili-
tary, al least in this country during the
MeNamara era, this definition received
special emphasis, However, in nonprolil
organizations like the military, trans-
lating this definition into something
meaningful lor the military manager
brings up a question of oulput value.
Industry, by and large, uses profil as its
measure of performance. What relevant
yardstick do we have [or measuring this
Nation’s securily?

The third delinition of management
also coneerns people: “Management can
be deseribed as a process by which a
cooperative group direels aclions Lo-
ward common goals.” Like the [lirst one,
this is a definition ol management held
by the human relations school. Nolice
the implications as to who is doing the
managing. In the first definition we said
managing is getting things done through
people. Thal smplied that an individual
{the nanager) is in an  authoritalive
position and is superior lo those people
through whom Lhings are getling done.
In this case it is the people themselves,
through the mechanism relerred to as a
cooperative group, who represent the
dirceting foree. This doca not mean,
however, that there is no dillercnce in
rank structure in the group. This par-
ticular definition is used by a relatively
new school of thoughl ealled “participa-
tive management.”

Following is a delinition of manage-
ment prepared by the foint Chiefs of
Stafl of the U.8, military [orces,

Management is n process of estab-
lishing and attaining objectives to
carry oul responsibilitics, Munage-
ment consists of those continuing
aclions ol planning, organizing,
directing, coordinating, econ-
trolling, and evaluating the use of
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men, money, malerials, and facili-
tics lo accomplish missions and
tasks, Management is inhcrent in
command, but il does nol inelude
a8 extensive authorily and respon-
sibility as command,

The firsl senlenee is more or less of Lhe
same kind of gencral definition as the
previons ones, However, nole the phrase
“lo carty oul responsibilitics,” This
implies that there are constrainls on
managers, cslablished by higher policy
levels, which limil freedom of action,
This definition is superior lo the others
because of this point, which they (ailed
Lo make, Bul it ig Lrue for managers
anywhere. The consleainls may be ceo-
nomic; they may be social; they may be
moral. For example, neither our mili-
Lary Torees nor Lhe Seeretary of Defense
nor even Lhe President of Lthe Uniled
Stales is permitled to develop a defense
stralegy  which includes unprovoked
atlack on anolher nalion, American
sociely delermined in the beginning that
such an attack was morally unaccepl-
able,

The middle seclion of this definition
comes to grips with managemenl as a
process. Tt lists  six  subprocesses:
planuing, organizing, direcling, coordi-
naling, controlling, and evaluating,

Belore departing [rom this deserip-
tion, 1 would like Lo cite a threelold
coneepl of managemenl, Managemenl
can be viewed as an economie resource
(onc of Lhe [actors of production like
money or malerialg); a system of au-
thorily, a synlthesis ol the old hicrar-
chical authorilarian concept and the
maore reeent participalive management
appreach; or a class or clite. As viewed
by the sociologist, management is a class
and slatus system. ‘The complexity of
relationships  in modern  socicty  de-
mands thalt ils managers become an
cducaled elite in order to cope with the
Lasks 1o be accomplished, Lntrance into
this class is based more on ability today
and less on family or political connece-

Lions than was the case some years ago,
Some view this developmenl as a so-
called “managerial  rvevolution,” by
which the managerial class will ulti-
mately obtain power and hecome au-
lonomous. 1 do not share that view for
the simple reason thal managers, as a
class, will probably never have as much
allegiance Lo their “class™ as to their
counley, organization, prolession, or
military service. These three perspee-
tives of cconomic resources, system of
anthority, and class or clite ave a [ew of
many ways in which lo ealegorize
management,

The Evolution of Management
Theory and Praetice. Management prob-
lems are nol new. The Bible, for ex-
ample, explains that even Moses had
some organizational problems in leading
his people. The history of the Roman
Empire is filled with information on
how complicated administrative prob-
lems weee handled. The Roman Catholic
Church hit upon a hierarchical form of
organization thal has worked well for
2,000 years.

However, no imporlanl managerial
tools of analysis developed unlil the
Middle Ages, when merchants conceived
of a means of keeping business records
called “double entry  bookkeeping,”
first deseribed by an Lealian wriler in
1494, Aflter the rise of the capilalistic
system, sludents began to give attenlion
lo cconomics, The incvilable “division
of labor™ 1o gel Lthings done became a
principle that sparked the industrial
revolulion,

In the carly [9th eentlury the corpo-
ration eame iulo being, aud with it came
the division of fabor al the top. Man-
agers of various lunctions ol industry
uow appearcd who could handle a com-
plex business cuntrusted Lo them by the
stockholders. They, the stockholders,
could own the business, but they
needed professionals to run it.

By 18806 an Englishman, Tenry R.
Towne, was asking sociely to recognize

https://digital-commons.usnwc.edu/nwc-review/vol24/iss3/1 70



Naval War College: Marm}\QNKﬁEMEENT PROCESS 67

management ag a separale field of study.
Aun American, Frederick W, Taylor, was
at the same lime making contributions
o the study of management which were
Lo give him recognition as “the father of
scientific management.”

What was this carly “scientific man-
agement” which was expounded by
Taylor? 1L was nol so much individual
techniques as il was a new attitude
toward managemenl. [ls essence can be
found in four general arcas:

I. The discovery, tirough the use of
the scientilic method, of basic elements
of man’s work to replace “rules of
thumh.”

2. The identification  of  manage-
ment’s Tunclion of planning work, in-
slead of allowing workmen Lo choose
their own methods,

3. The  selection  and  training  of
workers and the development ol co-
operalion, instead of encouraging in-
dividualistic efforts by employces,

4. The division ol work belween
managemenl and Whe workers so that
cach would perform  those duties [or
which he was Dbest [litled, with the
resulliml increase i efficicney.

While Taylor was a major contributor
to “scientific management,” he was by
no means alone, Mlenri Fayaol arrived at
many similar conclusions belore Taylor
did—but unfortunately there was no
switable translation of his works. 1enry
Gantt next emphasized the psychology
of the worker and the imporlance of
morale. Tle devised a  wage-payment
system which stimulated  management
and workers o do more. Then Frank
Gilbreth originated motion study amd
revolulionized  the construction indus-
try. Later, Urwich, a Britisher; Davis, un
American  college  prolessor; Mooney
and Reiley, two industrial execultives;
and many others also expounded the
views ol Lhe early “scientific manage-
ment™  or  “managemenl  process”
H(‘.Il()ul.

The management process school was
one of the eardiest approaches, and i is

still  viable. This approach perceives
nranagement as a process ol gelling
things done through and with people
operaling in groups. This school analy-
zes Lhe process of management, cslab-
lishes a conceplual framework, iden-
tifics underlying principles, and builds a
theory of management upon them, Tt is
often referred o as the “traditional™
school.

The school bases ils approach on
several fundamental Leliels. 1L Teels that
managing is a process which can be
analyzed and dissected. 11 feels that long
experience with wanagement can pro-
duce useful generalizations of prediclive
value. It leels, also, that management is
an arl learned principally from practice,
The experience which resulls, however,
an Turnish the elements of a uselul
theory of management,

The empirical achool, on the other
hand, identifies management as a study
ol experiences, somelimes Lo draw gen-
cralizations  from them, but usually
merely Lo Leach experience in order to
transfer il lo the praclitioner. The
analysis ol cases by means of the “com-
parative approach”—comparing a pro-
posed style of management with an
cxperienced one—is its keystone,

[ is based on the premise that il we
study the expericnce ol successiul
managers or solve longh management
problems, we will learn how to apply
the most effective management  tech-
niques. [ other words, what worked or

did nol work in individual circum-
stances is  applicable  in comparable
silualions,

One drawback of this school is that
managemenl is not yel a science based
wholly on precedent, and exacl, com-
parable  situations are ot likely 1o
occur. Bul Lo the extent thal this school
draws generalizations from ils rescarch,
iL is similar Lo the “management proc-
ess” school,

The approach of the human behavior
school is Dbased on interpersonal rela-
lions, Since managing involves gelling
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things done through and with people,
this school belicves we must sindy
human relations in light of the “be-
havioral scicnee’ approach, IL brings to
bear Lhe theories and techniques of the
social seiences upon Lhe sindy of inter
und intrapersonal phenomena, It ranges
from individual personality dynamics Lo
the relalions among cullures,

In other words, this school concen-
trates on Lhe people parl of manage-
menl and Lhe prineiple that people
should understand people, Psychologists
and social psychologists are among the
scholars in Lhis school, and their studics
in the last three decades have included
practically every facet of the managerial
pr()ccss.

Often confused with the human be-
havioral school, and closely related Lo i,
is the social system approach. This
school looks upon managemenl as a
system of cultural relationships. Seme-
times it is limited Lo the lformal organi-
zation, Sometimes the approach encom-
passes any kind of human relationship,
including the informal  organization,
Mainly sociological, the study identifics
the nature of eultural relationships of
various groups and shows how Lhese are
rclated in an integrated system. The
spiritnal lather of this school is Chester
Barnard, who developed a theory of
cooperation grounded in the needs of
the individual to solve, Lthrough eoopera-
Lion, the biological, physical, and social
limitations of himeclf and his environ-
ment—from which he carved a sel of
interrelationships he called the “formal
organization.” Tle eame up wilh a rather
ingenions concepl Lhat any cooperalive
syslem can exist in which there are
persons able to communicale and who
arc willing Lo contribute their actions
toward a conscious common purposc.
He arrived al his elassic theory without
benefit of higher mathemalics, quantita-
live methods, or questionnaires,

Stll another recent approach by a
scholarly and growing number is the
decision  theory  school. This  group

believes in developing an array ol al-
lernatives, by rational approach, and the
selection of a course of action (rom the
atternalives, 1t is similar Lo the military
planning process. The approach ean be
one ol dealing wilh the deeision itsell or
with the group or Lhe person making the
decision, TL has ils roots in such con-
cepls as “cconomic” consnmer’s-choice
theory and such Lhings as ulilily maxi-
wizalion, indifference curves, marginal
utility, risk, and uncertainlics.

The decision school has gone well
beyond merely cvalualing allernatives,
and today its proponents look at the
very nature ol organizalion stmcture,
the rcactions of groups and individuals,
the development of basic informalion
necessary for deeision management, and
many other arcas. As onc praclilioner
put it, the “keyhole™ look al manage-
menl, which began as mercly decision-
making, has led to a consideration of
the entire ficld ol organizalion, manage-
menl, and their enviconment, There are
problems, however, in atlempling to
build a theory of managemenl cxeln-
sively around deeisionmaking,

The mathematical school is yet an-
other interpretation of managemenl.
Mathemalics can be used by any school
or theory, bul here management is seen
as a system of mathemalical models and
processcs. The idea is that il manage-
ment is a logical process, it can then be
expressed in lerms of  mathematical
symbols and relationships, ‘The main
approach 18 the model, and it can be
conslruclted Lo simulale basic relalion-
ships and qrinciplcs in Lerms of goals or
objeclives.

Listing the main schools of thought
here is one way ol portraying the
evolution of manggement, SUll another
way is Lo look al it the way one wriler,

Yhis categorization of schools of manage-
ment adapled from Koonlz, H,, *“The Manage-
menl  Theory Jungle,” Journal of the
Academy of Management, vol. 4, no, 3, p.
| 74188, December 1901,
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Joseph L. Massic, has done. He lists
these five contributions in order of their
appearance on the managerial seenc:

1910-1940  Industrial Enginecring
(Scientific Management)
1910-197¢  Human Relations and

Behavioral Science
Organizational Theory
Managerial Economies
Managerial Aecounting

1920-1970
1930.1970
1930-1950

Naturally, there is overlap and con-
tinuity among the contributions, and all
of them are still contributing even to-
day. Note this expert exeludes mathe-
malics exceplt as il may be a parl of
ceconomics, engineering, and accounting.
This list does not contain a significant
segment of management which is today
grounded in decision theory and quanti-
Lative Lools.

The Management Functions—an Inte-
grated, Interrelated Process, The so-
called processes of management are
really the functional ways in which
managenent theory was brought to bear

MATHEMATICS, STATISTICS,
OPERATIONS RESEARCH,
PHYSICAL SCIENCES,
ECONOMICS

SYSTEMATIC
RELATIONSHIPS

on what management is, what manage-
ment docs, and what it should be, A
fairly good way to visualize this struc-
ture or process is by the accompanying
charl, adapted from onc by Harold
Koonte.

Chit on the peripheral areas we have
depieted the sources of the learning
which has taken place, The broad disei-
plines of mathematics, physical seiences
and statistics, psy chology, public admin-
istration, busincss administration, an-
thropology, and, for want of a better
name, deeision theory, all have been the
foundations for the more precise theory
shown in the inner cirele: systematie
(quantitative) relationships, individual
behavior, management experience (prin-
ciples), group behavior, and rational
choice. The target of all these disciplines
and research has been the proeess or
funclion one [inds in managing an or-
ganization.

The fiest of these proeesses, or func-
tions, is planning. Planning is the initial,
but also the continuing, process by
which an organization ig eonceived and
kept running,

DECISION
THEORY

RATIONAL
CHOICE

OPERATIDNAL
MANAGEMENT
THEORY

THE MANAGEMENT
PROCE §8

INODIVIDUAL
BEHAVIOR

DISTILLED

MANAGING EXPERI ANTHROPOLOGY

MANAGEMENT HISTORY-
CLINICAL EXPERIENCE OF
PRACTITIONERS,
PUBLIC AOMINISTRATION,
BUSINESS AOMINISTRATION

Published by U.S. Naval War College Digital Commons, 1971

73



70 NAVAL WAR COCURBGE RE VIEW! 071, No. 3 Art. 1

Planning is concerned, first of alf,
wilh the objeclives of an organizalion
and their clear definition, 1L is con-
cerned  wilh  developing  allernalive
courses of aclion lo rcach these objec-
lives, courses of aclion which are in
harmony with the capabilities ol the
componenls of the organization. L is
concerned wilh developing courses ol
action which arve flexible cnough Lo
adapl Lo changing circumstances, 1L is
concerned, finally, with ils own peri-
odic, conlinual review,

Planning is so esscotial that it usually
heads Lthe hist of any fnnclions or
processes and s referred to as the
primary prineiple-ol organizalion or the
“primacy of planning.” Planning is whal
the manager should be doing mosl of his
time,

The sccond subprocess is that of
organization. 1t should be created, not
a8 a [inal slructure 1o be maintained al
all costs, but again as a (ramework
through which a vasl, complex, and
changing set ol functions cen be best
carried outl. The questions one must ask
in planning a new organizalion or
making additions 1o an already existing
one arc numerous. fs the organization
neeessary? How do ils cosls compare
wilh the importance of its objeclives?
Does the head of Lhe organization have
authorily lo malch his responsibilitics?
Do any subordinates report Lo more
than one person? These and olher ques-
lions assist the manager in cvalualing
the projecled organization,

As you can sce by these questions,
organizalion is more Lhan a hicrarcbical
charl. 1L is a living, changing slrueturc
and schemc for the relationships of
management Lo workers, of top manage-
ment lo lower management, of worker
o worker,

The nexl proeess to examine is that
ol stalling, Once plans have been made
aud an organizalion crcated in concepl,
it must be stafled by people. They are
hoth the meaus and the ends of cn-
deavor, whether 1t be for profil in

business or for proteclion i the mili-
tary. In the process of staifing one must
define clearly the authorily, respon-
sthilities, and dulies of cach individoal.
Job descriptions must be carcfally com-
posed. Promotion procedurcs musl be
carcfully deflined, Constant allenlion
must Dbe given lo personality styles in
reference lo the requirements of the
job. In other words, through dynamic,
ever-changing staflfing, human beings are
pul Lo work and conslantly reviewed in
an cllort Lo obtain the best possible in
cach job.

Onee the organizalion is planned,
built, and stalled, it must be piven
constant direction Loward the abjectives
or goals which have been sel.

In dirccting the organization, the
maneager musl ensure Lhal he is com-
municaling his plins and objeclives Lo
his subordinates and that they under-
stand his instrucltions, He musl seek Lo
inspire confidence in his snbordinales so
that they will Leel their best interests are
served by [lollowing his goidance. 1le
musk always remain aware of Lhe Tact
that his subordinates have inlerests un-
relaled to their jobs,

Over all of the previous processes,
management musl mainlain and praclice
conltrol, This is one of the most impor.
Llani day-to-day [unctions ol managers,
despite the fact thal many conlrols now
have beeome mechanized. The practice
of control i3 an aclivity which sccks,
among other things, Lo detecl deviatlions
from planncd operations carly cnough
for prompl corrcclive aclion to be
taken: The actions which managers take
in light of these deviations must be
ctleelive and proportionate in cost lo
the seriousness of the original problems.
Objective  atandards  of performance
must be sel whenever possible. Most
imporlant, control lechniques arc dy-
namic and must be constantly reviewed.

Coordination, which is relevant 1o
and a prerequisite of all the processes
menlioned thus (ar, is a coulinuous and
esseulial process that pervades all the
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others. Indeed, there have heen great
management Lheorisls and praclilioners
who [ecl that this is the cardinal process
ol all. Without it all the others cease Lo
lunction correctly.

Coordination  and all  the other
processes depend  largely upon  good
communicalions. Communicalion chan-
nels must be (ree, open, uneestricled, up
and down, crossways, and in all diree-
tions to bring aboul the desired ends.

Sull another process, or function,
that takes place lrom beginning Lo end
and then takes place all over again and
again in organized efforl is that of
deeisionmaking. In  management  the
decisionmaking process is allected by
the environment ol the decisionmaker
and by the role he assumes as chiel
decisionmaker. By role I mean what
kind of decistonmaker he is. This can
range all the way from a manager who
personally makes all deeisions 1o one
who simply gives his approval lo deci-
sions made by his subordinales. A deei-
sion can be defined as a course of aclion
conscionsly chosen [rom  available al-
lernatives [or the purpose of achieving a
desired result, If there are no alterna-
tives, Lhere is no decision process. 'hree
essential ideas are inherent in decisions,

® [irsl, a decision involves a choice—
il there is only one alternative, there is
no need lor ¢ decision,

& Second, a decision involves mental
processes al the conscious level. Logic is
supposed Lo prevail throughoul, but,
unfortunately, cmolion, nonrational
and subconscious [actors do enter into
the process, The process is greatly as
sisled in many cases Loday by tech-
niques we call systems analysis and
other quantilative approaches.

® Third, a decision is [or a purpose.
The only reason il is necessary 8 Lo
(acilitale altainment of some objeclive,

Today, decisionmaking by groups is
receiving a fot of emphasis, and some
new principles of good group participa-
tion in decisionmaking have been
arrived at by rescarch, These include the

absence of a “threal” laclor, the formu-
lation ol goals by the group, the reach-
ing of a eonsensus after deliberation,
and group interaclion and parlicipalion
by the entire group in the interaclion.

Finally, policy formulation is the
process ol development of understand-
ings for members ol the organizalion so
that the actions ol ¢ach member of the
group in  given sel of circumslances
will be more predictable to other mem-
bers. Policy is simply a guide for making
decisions. 1t is usually made by lop
managemenl. 11 is not a rule, nol law or
a  procedure, praclice, or  prineiple,
Policics may originate at the Lop by
excculive deliberation, or they may be
imposed from oulside the firm by the
Governmenl or an associalion, or they
may be something simply implied from
consislenl aclions by top managemenl,

Some examples of policy are whether
Lo diversily or nol; whether Lo integrate
or nol; whether Lo undersell compeli-
tion or not;, whether nepolism will be
permitted or nol; racial discrimination;
mandatory retitement because of ape—
and so on,

Current Trends in Management. All
ol what | have said thus far should hielp
us to see bhow important and complex
managemenl has hecome, Indeed, there
are many who say, and | am one of
them, thal management is today the key
ingredient  in all  organized  elfort.
Should you [eel that military manage-
ment s any dillerent, let me remind
you that all ol the processes just dis-
cussed are parl ol the military manage-
menl process, jusl as Lhey arc in in-
dustry.

If we ponder the various ficlds of
specializalion in managemenl as de-
picted below, we can get slill another
perspeelive on the vastness and speciali-
zation in the field of management Lo-
day.
¢ Personnel Management

National—International

¢ Public Personnel Management
National—International
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o Industrial Managemenl
Manufaeturing/Production Management
National—Lnternational
[Business Managemenl
Nitional—Inlernational
¢ Research and Development Management
National—Internalional
¢ Financial Management
Management Accounling
Management Eeonomics
® Murketing Management
o Inpstilutional Management
llotel Management
lospilal Management
Fdueational Management
[xchange Managemenl
Club Management
ot cotera
o  Military Management

As a naval ofTicer engaged in military
management, one can he thrusl inlo any
one or all of these lields in the span of a
naval carcer! Add command respon-
sibility Lo this picture, and you have a
nost Tormidable arcay of challenges (or
each and every one of you. So much for
the lields of management,

There are several trends laking place
in manapement today. The fiest is thal
of greater and pgrealer specializalion
within management ilscll; as we have
just seen from the preceding lists of
management [ields. A second area is
that of an even preater speeialization
willl regard Lo basic problems within a
specilic kind of management, For ex-
ample, in the ficld of managing the
produetion of goods or serviees alone,
some ol Lhe arcas in which you can now
find specialists allempling to solve par-
Licular functional problems are Lhese:

® [npentory—wherein highly trained
specialists,  usually operations  re-
scarehers closely related lo production
sonlrol, attempl to solve the queslions
of (1) What is the optimum amount Lo
carry? (2) What is the economic lot size
to order or to produce? (3) Whal system
of controlling inventory should he used?
In our own Navy, for example, there are
now Supply Corps offiecrs who have as
their main speeialty just this function of
inventory control.

® Resource Allocation—a new look
in the military, and onc which has
assumed a great importanee, altempls to
bring speeiatization to hear on what
amounts of what kinds of resources will
be made. Apain, we have controller-Lype
managers today engaged wholly in this
aspect of management,

® Sequencing and Routing—the de-
termination of whal operations will be
performed, their sequencing, and the
path or flow of malerials through a
serics of operations. We have specialists
in our Navy, lor example, who are
concerned  solely  with  the  proper
routing, operations, and [nnctions of
malerials handling and  packaging and
prescrving of materials alone,

® Sales and Promotion—speeializa-
tion of sales manapemenl need not be
claborated upon. Adverliging and sales
promotion have been with us for some
time but are even more precise liclds of
specialty Loday.

® [toplacerent--in addilion Lo mere
replacement problems for the usual re-
sources, Lhe deliberate, planned obso-
lescence Lo ercale new products is now a
way of lile. Automobiles and cven some
weapous [it this calegory, and specialists
are hard al work “managing” the trends,

® Search—in produet management,
the scarch for new productls, lor new
brand names, symbolg, or designa. The
systematic  gathering, recording, and
analyzing ol dala relating Lo distribution
und sales is now a profession for some.

Two other management trends I see
coming about in the [uture ave: first, in
addition to the need for good managers
and for speeialived managers  being
greater than ever, there is the need for
managers o expand  their  horizons
beyond their business, beyond their
military service, beyond their particular
corps and speeially-and to appreciale
their place in socicly. They musl, in the
[uture, sece heyond national boundaries
to international ficlds of manapgement,
Management ean no longer look only Lo
the produel or to profit or lo their
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military services’ welfare—they must be
concerned with their national and inter-
national “social role.” Society has
awakened to the fact that cvery organi-
zation is a social system. [t has influence
beyond itself. It has responsibility to
those who fall within the organization
and to those without the organization.
The manager, whether he likes it or not,
has an important function in the social
system, and he must be held responsible
for his unique social function. His is a
moral responsibility, not amoral, as he
has been prone to think and certainly
not immoral. His role in the morat realm
must be evaluated as such. 1f he is made
aware that he is a cocreator of a social
system, he will make decisions and act
upon that awareness. This is troe
whether he is a businessman, scientist,
politician, union leader, professor, or
military commander.

The other trend I foresce is the
continued and accelerated growth of a
managerial eclite. We already have mili-
tary elite groups, but I think thal within
the military, as in business life, there
will come to pass an increased awareness
of the fact that educated, brilliant,
experienced managers are running a
great deal more of our lives and our
world than has been heretofore realized.
One day, who knows, perhaps the
managerial elite will become organized
and become powerful in politics as it
has become powerful in economics and
in social life. T say who knows, because
if anyone had told me 10 years ago I
would live to see a strike against the
U.S. Government, as we recently had
with our post office, | would not have

believed him. Or if anyone had told me
that the military itself would be ap-
proached from within and without to
consider being unionized, again [ would
have scoffed at him. But it is being
suggested now.

In summary, I believe the need for
managers will continue to increase. The
world has awakened to the fact that
managers do not simply manage a going
organization. They change organiza-
tions, they make things happen, they
shape the economic, social, political,
and technical course of history. The
manager, | would offer you in con-
clusion, is the most important single
ingredient of all enterprise and of
progress.
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EUROPEAN

NAVAL EXPANSION

AND MAHAN, 1889-1906

Much has been written about the
influence that Alfred Thayer Mahan had
upon haval policy and ship construction
of major maritime powers. The author
postulates that Mahan's writings largely
substantiated policies and strategies al-
ready conceived, especially in England
and Germany. He reasons that Mahan’s
greatest influence was with Germany
who, at the turn of the century, was in
the throes of building an overseas em-
pire.

An article prepared

by

Captain Ronald B. 8t. John, U.S. Army

Beginning in the latler part of the
19th eentury, Lhere oceurred in Europe
an unprecedented expansion in naval
larces. The new Furopean naval expan-
sion took Lhe lorm of an uneritical
demand for scapower and sparked the
greatest warship building boom in his-
tory. A compavison of Burope’s [leets in

1900 and 1914 graphically illustrates
the expansion which took place.'

The impetus for this phenomenal
expansion was closely rooled in the
tenor ol the lime—Social Darwinism,
imperialism, and militarism. To be great,
a state had to have a colonial empire;
and to have a colonial emnpire, it had (o

EFFECTIVE FIGHTING SHIPS, COMPLETED—1900

Great Britain

Battleships 45
Cruisers 126
Torpedo-Gunboats 34

206

France Russia Garmany
33 17 12
38 14 20

21 9 4
92 40 36

EFFECTIVE FIGHTING SHIPS, COMPLETED-1914

Graat Britain France Garmany Russia Austria-Hungary
Battlaships 68 21 37 11
Cruisers 110 30 48 14 7
Dastroyers 218 83 142 1056 19
Torpedo-Boats 70 163 47 25 58
Submarines 6 10z 2 i
542 357 301 177 105
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have a greal battle fleel, whether or not
the state could afford or even use it

Such reasoning found considerable
inspiration in The Influence of Sea
Power upon History published in 1890
by an American naval olficer, Allred
Thayer Mahan, According o Mahan,
seapower had theee inseparable links:
internal development and  provduction,
peacelul shipping, and overseas colonies,
For Mahan, an essential clement ol a
suceessiul naval policy was the main-
Lenanee ol nayval stations in the distant
parts of the world so that armed
shipping conld follow the vessels of
commerce, ‘Colonies attached Lo the
mother-country ailowd, theeelore, the
surest means of supporting abroad the
sea power of a country,™

The fact that Mahan was wriling
during the era of naval expansion in
Furope, coupled with the adoplion of
many Furopean nations ol a rationale
similar to that of Maban, has left many
historians in doubl as Lo the exact role
that the teachings of Maban played
initinting and stimulating Furopean na-
val expansion, An excellent example of
the somewhat widespread confusion is
the conclusion reachied by Capt, Russell
Grenfell, R.N.: “Whatever may  have
been the influences leading Lo a possible
war belween Germany and France, the
conclusion cannot be avoided that the
pubhication of Mahan’s books on sea
power played an important parl in
bringing on the war between Germany
and  Britain.”®  Fven so eminenl a
scholar as Charles C. Taylor has writlen:
“ .. carelul examination of the works
of distinguished writers on Lhe subject
leads irresistibly Lo the conclusion that
Mahan’s teachings were primarily re-
sponsible for the transformation which
took place in the naval policy of Ger-
many shortly after the publication of
the Sea Power series.™ Both of these
authors are rather lypical in that they
emphasized the supposed influcnce of
Mahan on Furopean naval expansion
but  did not  differentiate hetween

Mahun’s writing serving as a catalyst and
for juslification, as opposed Lo being
respousible  Tor the mitiation of the
growth of navies. The period of naval
expansion  between 18849, when  the
British two-power {ormula was adopted,
and 1906 is an era of vibrant naval
policy and construetion that does shed
light on Mahan’s influence on naval
policics of the time, By 1900 the stage
was sel, and the greal powers could do
litde o halt the expansion in naval
lorces even when they tricd 1o do so in
1912,

Greal Britain and Germany were the
principal antagonists in the dramatic
pre-Warld War | naval expansion, France
was of iplecest only because the French
Jeune Feole exemplilicd the strategic
ane laclical  confusion  prevalent in
Furopeau naval cireles at the turn of the
last century.

The industrial revolution had a great
effect on armies, but it had an even
grealer effeet on navies. The introdue-
tion in the middle decades ol the 191h
cenlury ol iron ships, armor, steam, big
guns, and torpedoes had revolutionary
consequences on haval strategy and tac-
tics. The high point of the resulting
stralegical and lactical conlusion was
ruu(:]w(lrin the 1880 when the French
Jeune Feole and its diseiples in other
states argued  Lthal the new torpedo
boats had made batteships obsolete. Tt
was ninlained that the wars ol the
mid-19th century had shown the com-
mand ol the sea to be almost useless.

AL the height of the torpedo-boal
craze, Germany, Russia, and Auslria-
[Tungary terminated battleship construc-
tion while the British Admiralty (el
obligated 1o apologize 1o Parliament [or
compleling  those  battleships  already
under construction.? In 1886 the Touse
of Commons was told that the battle-
ships being built might be the lust 1o be
added 1o the Royal Navy. [n the same
year, Admiral Théophije Aube, the
leader ol the feuwne Eeole and the
Freneh Minister of Marine, stopped all
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Freneh construction of battleships and
put the money into torpedo boals and
eruiscr construetion.®

The deeline, particularly in Great
Britain and Germany, of the doclrines
of the Jeune Ecole may be dated by Lwo
events: the British Naval Delense Acl of
1889 and the publication in 1890 of
The Influence of Sea Power upon His.
tory. Of these two cvents, Lhe enacl-
menl by the British of a Naval Defense
Act in 1889 is the more significant
benehmark for the decline of the theo-
rvics advocated by Jeune FEcole. The
Naval Defense Ael appropriated large
sums of monecy for the pnrpose ol
raising Lhe British fleet o a Lwo-power
standard ol equalily with the combined
fleets of Russia and France. The other
Kuropean powers soon followed suit,
and he race was on. France, for ex-
ample, attempled to eslablish and main-
taim a standard cqual to the Triple
Alliance (Germany, Italy, and Austria-
Hungary).”

The theorics presented in The In-
fluence of Sea Powor upon Hisiory,
when 1t [irsl appcared in 1890, also
signaled the decline ol the doetrine ol
the Jeune Feole. Mahan argued Lhat a
state had Lo have a large flect in order to
have a suceessful naval policy, and the
acceplance of Lhis theory meanl the
rejection of the doctrine of the Jeune
eole. In was the Brilish Naval Act of
1889, however, and not the publication
of The Influence of Sea Power upon
Ilistory which slarted the naval race in
Furope. Mahan was not the instigator of
the naval race; bul as will be seen, his
theorics coincided with those prevalent
in Fuvope at the line; and, therclore,
the Europeans laler vsed his wrilings Lo
justify their expansion ol naval [orces,

[n 1890 France wos the second
greatest naval power in the world, and
because of this, one would natuvally
have expected Mahans thesis Lo have
attracted some attention in that coun-
try. While this was the casc, the theories
presented in The Influence of Sea Power

upon Iistory never atlained the popu-
larity among Freneh political and mili-
lary leaders that they were destined Lo
achicye in Brilain and Germany. This
asserlion ean be justified by comparing
the types of ships compleled by France,
Britain, and Germany between 1900
ad 1914, Because Mahan®s theories
were never as popular in France as they
were in Greal Britain and Germany,
allention will be paid to the factors
behind the expansion of British and
German naval forees aller 1889,

A number of mlerrelated [actors led
to Lhe British adoplion ol the Lwo-
power standard embodied in the Nayal
Defense Acl of 1889, [n 1888 there
were six greal powers in Fuarope, Three
were in one camp—Lhe Triple Alliance:
Germany, ltaly, and Austria Hungary—
two in anolhier—Wrance and Russia—and
England stood aloof, though splendid
isolation was more a principle than a
commanding policy. lu  essence,
Britain’s policy rested on the time-
honored maxims of naval supremaey
and balance-ol-power. With an cye Lo
Lthe increasing cordiality hetween Russia
and Franee, the [irst maxim was delined
in 1889 by the Two-Power Standard,
Under this policy, the steength of the
British Navy was Lo be clevated Lo and
maintained at a level stronger than the
combined strength of the Lwo strongest
continental naval powers—al the lime,
Russia and France.

Tu the decade afler 1889, the rap-
prochement belween Russia and 1Mranee
was an ever-present reason f[or English
naval expansion beeanse of the stralegic
problews it caused the Royal Navy. The
Oclober 1893 visit of the Russian [leet
to Toulon was followed by 2 decision Lo
establish permanently a Russian squad-
ron in the Mediterrancan, This move
threatened to upsct the whole world
balance ol scapower and checkmate
England in all parts of the world, At the
time the Royal Navy was only slightly
larger than the combined {lects of
TFrance and Russia. So far as the
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Mediterrancan  was  concerned, the
Freneh foree oulnumbered the British
squadron; and, in addition, the fine
French base al Toulon was far superior
to the British base at Gibraltar, With the
cstablishmenl ol a Russian squadrou in
the Mediterrancan, the British squadron
could hardly be expected 1o hold ity
own against the combined (leels and
certainly could not prevent the Russian
Black Sea Fleet from blasting throngh
the Dardanclles Strail and eotering the
Mediterrancan.

BBy the sccond maxim of forvign
policy, the halance of power, Eogland
meant Lo oppose al onee, by diplomacy
or by war, any continental power so
strong and so potentially hostile as 1o
threaten her securily through a domina-
tion of the European Continent. Given
the relalively small size and strength of
the British Army, the survival of Lhis
muxim was also dependent on a strong
navy.

To ensure her sceurily in the face of
such threals, FEngland once again turned
o the Lwo-power standard. This Lwo-
power standard of naval strength, which
was to dominate Brilish policy between
1889 and 1904, was as old as the lime
ol the Earl of Chatham {1770) and was
rediscovered by Cobden and alliers alter
the Crimean War, It was officially
adopted by Fngland on 7 March 1889,
On that day Lord George Hamilton, the
First Sea lord, eoncluded that the idea
underlying the speeches ol all first sea
lords and prime ministers had  been
“thal our establishment should be on
such a scale thal it should al lcast be
equal Lo the naval strength of any two
other countries,™®

Along  with matters ol sceurily,
throughout the ages lrade proleetion
had been a raison d’etre for British
seapower. In the late 10th century, this
factor assutned crucial importanee be-
causc of the inercasing need Lo import
{ondstulls and the materials needed for
industry. In order Lo maintain her indus-
trics, [eed her rapidly growing popula-

tion, and equip her armies, it was
imperative for England to keep her
trade lanes np(sn.g

A final factor Lo be considered in an
examinalion of British naval expansion
is the vole of the armaments manufac-
turers, IL is impossible Lo measure this
factor in any quantilative manner, but il
must be mentioned because  of the
importance  altached Lo il by rome
writers when altenpling Lo ascertain the
causes Tor World War I, It has ulready
been noted thal the drive lor imperialist
gaing and the needs ol national and
imperial delense were the major moti-
vating forces behind English naval ex-
pansion at the tumn of the ecotury.
Therefore, armament  manulaclurers
were in no sense Lhe originators of
English naval expansion, but they cer-
tainly encouraged and propagaled the
iden thal Greal Britain necded Lo in-
crease its naval forees, “Uhey supplied
one more basic molive, the desire lor
gain, So far as the origing ol pre-war
English navalisim go, though not the
prime  [aclor, Lhe induslr?/ played a
prominent sceondary role,”'®

From the discussion thus far, we sce
that British naval expansion at the lurn
ol the ceulury was both offensive and
delensive in character. The age was
dominaled by imperialist thought; and
(or Great Brilain, a strong navy was the
only way lo ensure lersell that she
would reap her share of the (ruils Lo be
derived from  territorial expansion in

non-Kuropean arcas. A consequenee of

this raee for overseas trade, raw ma-
terials, and empire was an increasing
embroilment of the Buropean natious.
For example, a8 Germany inereased Lhe
size ol its fleet and concentraled il in
home waters, Brilish obscrvers began Lo
wonder as to the place of the German
flect in futare German foreign policy. Tn
England, as elscwhere, the increase in
the siwe of the German fleet led Lo
increasing  concern for the needs of
national and imperial defense just as the
increase in the size of the English [leet
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prompled Germany and other nations
Lo expand their navics.

English  naval expansion was also
influenced in its laler slages by the
young and ardent reformers who began
lo crystallize around Adm. Sir John
Iisher aller 1899, In 1904-1905, the
original (wo-power slandard  was rte-
vised,! ' The revised stundard, a produet
of Fisher’s return Lo the Admiralty,
called for an additional 10 pereent
margin. Fngland  was Lo mainlain
superiorily in balUeships ol at least [0
percent over cach ol the most likely
(:ornllilluti()ns~Gcrm:m}/ and  Russia,
and France and Russia,'?

As we have scem, by the time Ma-
haw’s The Influence of Sea Power upon
History [lirst appeared in 1890, the
British Admiralty through the Naval
Defense Act of 1889 was alecady tully
engaged in an augmented and accel-
crated shipbuilding program, The pro-
gram was hegun in the spring of 188Y;
but as carly as December 1888, the
London Times had declared: “A new
cta ol paval rivalry scems Lo have
begun.™? Tn supporl of his naval plan,
Lord Ilamilton, Speneer’s predeeessor,
called allention to Lhe building pro-
grams ol the leading powers of Furope
and concluded that England must
choose belween increased naval expen-
diture and decreased securily, The
British Parliainent voled the inereasc.

Fromn the above, il scems impossible
to conclude other than that Mahan’s
writing played no role in inilialing the
pre-World War 1 Xuropean naval expan-
sion which hegan with Britain’s adop-
tion of the Naval Defense Act of 1889,
‘The only book that Mahan published
before 1890 was a waork cntitled The
Gulf and Inland Waters, and nothing in
that text foreshadows Lhe books on
scapower. Furthermore, there is no evi-
dence in the various biographies of
Mahan or the innumerable works deal-
ing with European naval expansion Lo
suggest that any important European
naval officers attended Lhe leelures of

Mahan before 1890 and Lransported his
goepel of naval power to Greal Britain
or the Continent. This conclusion is
further strengthened by the [ael that
the exchange ol naval olficers [or aludy
between the Uniled Stales and Europe
was nol a common praelice belore
World Wac I. The History of the United
States Naval War College, prepared al
the Naval War College, slales Lhat 1894
was Lhe first year that foreign students
attended the 4-month course,'

Mahans role in the vast array of
lactors prowmoling British naval expan-
sion was Lhie role of a calalylic agent. By
1890 there was alrcady beginning that
renewed  compelition  in navies and
eolonial posscssions which was lo play
such a crueial and wragic role in the
international relations of the next 30
years, The role of Mahan, through The
Influence of Sea Power upon History
and through his numecrous later works,
was Lo supply the justilication [or
British policics alrecady adopled or eon-
templated. In 1890 and 1891, when the
British Government was atlempling (o
justify the decisions thal were made in
1888 and 1889, Mahan’s clear exposi-
tion was welcomed as sound history and
more. [t beecame almosl a campaign
handbook for the advocales of a lwo-
power standard for the British fleel. n
this regard Maban’s work was a real
boon lo Lhe advoeales of incrcased
British scapower. While clarifying Lheir
own ideas, it helped them Lo answer the
argumenls of the many army officers
and civilians who were pressing lor an
elaborate system of defenses along the
Brilish coasl.

Geemany (ormally entered the Furo-
pean naval race when the Reichstag
passed the first Navy Law in April 1898,
but Wilhelm 11, the grandson of Queen
Victoria, had been lascinaled by navies,
the Royal Navy in parlicular, since his
childhood. Tn his frequent boyhood
rips o Ungland, he had spent con-
siderable Lime at the Portsmouth Dock-
yard and on board Dritish ships. The
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fact thal these carly impressions left
their mark on him is aptly demonstrated
by the entire chapter he devoted Lo
“Naval Memories” in My Karly Life.'®
Willhielm 1T later commented: “When 1
came to the throne | attempted to
reproduce on a scale commensurate
with the resources and interests of my
country thal |the Royal Navy] which
made such a deep impression on my
mind when [ saw it 4s a young man in
Fogland.”"®

Wilheln's carly inlerest in waval af-
fairs was laler to mesh well with Lhe
new imperialism ol the lale 19 cen-
Ltury. For the most part, opportunitics
{or expansion on Llhe Conlinent of
Furope were exhausted, Reflecting on
this, Wilhelm 1l came to feel that the
future of Germany lay in overscas
colonialization. While Britain remained
supreme al sca, however, any empire
which Germany could found across the
sea must be held in fee of her, Wilhelm
II concluded, “the trident must be in
our fist,”!?

“Our German Empire,” Wilhelm [T
said in January 1896, “has become a
world-empire. Thousands of German
people live in all parts ol the earth, and
German products, Geeman knowledge,
and German industry go out across the
occan, To you falls the carnest duty of
binding lirmly this greater Germany to
the Germany at home.” “Everyday,”™ he
said at Potsdam in December 1902,
“shows alresh thal a prosperous devel-
opment of the counlry withoul a corre-
sponding operation of its sca power is
unthinkable.”'®

As Wilhelm U suggested, Germany
fell compelled by economie necessities,
population inereases, and the need for
outlets for her enterprise and commerce
to expand beyond the boundaries of her
own frontiers, These reasons are very
gimilar to those expressed by the British
to justify their expansion; and the simi-
larity is very significanl to this sty
sinee it indicates that naval expansion in
general, and in Germany in particular,
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OPEA
was not the product of any one man,
bnt rather reflected the tenor of the
time—imperialism, militarism, and
Social Darwinism, The idea that a Euro-
pean nation had a right to colonics and
needed a navy to protect them was
widely accepled in Furope. As lale as
1909, the Englishman John Leyland
wrole in Hrassey’s Naval Annual hal
German naval poliey, “...is based
upon the ground of national neeessily,
and upon those nnquenchable impulses
which have driven other countries in the
same circmnstances Lo seek oultlels for
their energics and fliclds lor their enler-

prisae  in  countrics ontside their

own..."?

German  naval expansion also re-
veived a beoost from the political events
which Look place in Sonth Africa in the
middle of the 1890%, These evenls
proved to be quite significant since they
awakened the German people 1o the
importance ol a strong navy. On 3
January 1890, Fmperor Wiltheln 1T sent
a telegram to President Kruger congratu-
lating him on his suppression of the
Jameson raid, The result was a deleri-
oration ol Anglo-German relations while
Germany remained in a position where
she could do nothing to aid the Bocrs,
Yet [rom the point of view of German
naval enthusiasts, the telegram had very
uselul consequences, The inability of
Germany to influenee the Sonth African
situation was taken as an object lesson
i the importance of scapower. The
mahilization of a British flying squad-
ron drove this lesson home, Aller 1890,
the German Government used the hos-
tility toward Fingland expressed doring
the South African incident as a fulcrum
in ils pnsh for a shipbuilding pro-
gram,?°

Another factor of some importance
in explaining German naval expansion
was the failure of the British Govern-
menl iy 1897 to renew the Anglo-
German  commercial  treaties ol 1862
and 1805, Instead, the British sought 2
new treatly in terms ol the “most-
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favored nation.” The FEmperor im-
medialely visualized prospeelive ruin for
German trade and coneluded that Ger-
many must build a strong flect withoul
dclay.21

While the accession of Wilhelm I to
the throne on 15 June 1888 promised
the opening of a new cra for the
German (lect, the German Navy was not
the arbitrary creation of one man, The
enlargement and modernization of the
German fleel prior to World War I can
be directly traced lo two men, Wilhelm
IT and his Naval Minigter, Adm, Alfred
von Tirpitz. Through the cfforts of
these two men and over the protests of
the Reiehstag and the Bundesrat, Ger-
many was able lo attain a position of
naval strength and potency among the
marilime nations,

Von Tirpitz had made up his mind in
regard to lhe battleship-eruiser contro-
vergy as carly as 1801, In thal year he
had drawn up a memorandnm cmpha-
sizing the importance of developing a
battle fleet and a system of tactics
snitable for naval warfare on the open
sca. In 1892 Von Tirpitz was called to
the Oberkomando in Berlin. Tt was here
that he composed the doeument which
“converled the Emperor to the plan of
building a hattlelleet,”*?

After the appointment of Alfred von
Tirpitz as Minister of Marine in January
1897, German naval expansion entered
a new and vilalized phase. He knew the
German limitations thoroughly and had
the ability Lo present both elearly and
effeetively his arguments for a battle-
ship fleet. [Furthermore, he appears to
have been one of the best politicians in
the Geeman Navy at the time. In the
end much of the credit for the German
flect of 1914 must revert to this man.

In April 1898 Lhe Reichstag passed
the firast Navy Law affecting the
strength of the modern lmperial Ger-
man Navy. This law was largely the
conscquenee of the South African in-
cident and the appoiniment of Von
Tirpitz. The crucial importance ot the

1898 German Navy Law was thal it put
an end to uncerlainty and instability
and to the building of vesscls for the
single purposc of coasl defcnse. The
battleship-cruiser conlroversy was over
with Germany deciding to follow Eng-
land’s lead in the construction of battle-
ships.

The 1898 Navy Law cmbodied Lhree
of Von Tirpits’s principles: an auto-
malic regulation of the obsolescence
and teplacement of ships; the prineiple
of fixing a definite establishment of
ships, officers, and men, to be reacbed
and maintlained, and with this a legal
cnaclment of the conditions in which
ships arc to be kept in commission; and
the principle of risk. Von Tirpitz’s risk
theory was deseribed in a memorandum
accompanying the proposed Fleet Law

of 1900:

To protect Germuny’s sea-trade
and colonies, in the exisling cir-
cumstances there is only one
means: Germany mnst have a
battle-flecl so slrong that, even
for the adversary with the grealest
sca-power, a war against it would
involve sueh dangers as to imperil
his paosilion in the world,

For this purpose, it is not
absolutely necessary that the Ger-
man battle-fleet should be as
atrong as that of the greatest naval
power, because a great naval
power will not, as a rule, be in a
position to concentrate all his
striking forecs against us. But cven
if it should suceeed in mecting us
with considerable superiorily, the
defeal of a strong German flect
would so substanlially weaken the
enemy that, in spile of a vietory
he might have oblained, his own
position in the world would no
longer be securcd by an adequate
flect.??

Again and again, Von Firpits cmpha-
sized the pelitical bargaining power a
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fleet would bring Lo Germany, He main-
Ltained that Britain would make con-
cessions Lo Germany ralher Lhan risk a
war Lhal would leave her oo weak Lo
[ace the Franco-Russtan alliance. Con-
versely, il war broke oul between
Britain and Russia and France, an en-
larged navy would leave Germany wilh
the balance of naval power and thus
increase her alliance valne,

On 14 June 1900, Von Tirpilz sub-
milted a new program ol naval expan-
sion Lo the Reichslag. Aceording Lo Lhis
New Navy Law, by 1920 the German
fleet was Lo eonsist of 38 battleships, 14
armored cruisers, 34 third-class eruisers,
and 90 destroyers, ‘T'he Reichslag passed
additional Fleet Laws alter (1900, bul
the 1900 Navy Law remained Von
Tirpitz’s  major achievement,  Laler
British attempts lo halt the naval race
were always answered Ly Lhe Dbland
stalement thal the German Government
was legally commilled Lo an expansion
of her navy.??

Of all the Furopean states, it was in
Germany that Mahan was destined o
have the greatest influence. The German
Emperor found many ol his vague con-
cepts and aspirationg erystallized on the
pages of The Influenee of Sea Power
upon History. On 20 May 1804, Wil
Lhelm 11 wrote: “l am just now, not
reading but devouring Mahan’s book;
and am trying to learn it by heart, Ti 35 a
first-class book and classical in all
points. It is on board all my ships and
c()nslunllg quoted by my Captains and
officers,”™3

It was evidenee such as this which led
Charles €. Taylor to conelude that
Mahan’s teachings were primarily re.
sponsible for the change in German
naval policy whieh occurred under Wil-
hetm 11.2% Given the carly interest of
Williclm 1l in naval affairs and the
important role in German naval expan-
sion played by Admiral Voo Tiepite,
however, it would appeur that writers,
such as C.C. Taylor, tend to over
emphasize the influenee of Mahan,

Although Mahan may have crystallized
the ideas of Wilhelm 11 and Von Tirpilz
andl  cerlainly  furnished  lodder  lor
propaginda  guns promoling German
naval expansion, both Wilhelm 11 and
Vou Tirpitz had been conlemplating a
change in naval policy for several years
before 1890, The same laclors which
prompled Greal Brilain lo expand ils
naval forces were also at work on
Germany.

It ik possible that Mahan may have
influenced Von Tirpitz more Lthaun he
inlluenced Wilhelm I, bul the exael
amount of influence is difficull 1o
measure. The lendency has been for
wrilers Lo make rather bold statements
concerning Mahan’s influence on Von
Tirpitz. withoul providing much in the
way ol substanlialing data, For ex-
ample, concerning Yon Tirpitz’s 1891
memorandum, ITurd and Castle slate
that itk {undamental principles were a
reversal of Lhose of his predecessor, “for
it was based on the idea, probably
adopted from Mahan, that battleships
alone are the decisive laclors in naval
warfare.”™7 Yet they give no evideuce
o suggest why the reader should con-
clude that Mahan’s publication influ-
enced Von Tirpilz’s rejeetion of cruiser
warfare,

In his autobiography My Memoirs,
Von Tirpilz asserted that he reached his
tactical and strategic conclusions inde-
pendently of Mahan, “Whilst we were
discovering these things quite empiri-
cally on the small practice-ground by
Kiel Bay, the American Admiral Mahan
was simultancously  cvolving  them
theoretically from hislory, and when 1
made the scquaintance of his book
later, | drew his attention to this ex-
traordinary  coincidence.”™®  Lxactly
where the truth lies is almost impossible
to ascertain. While it is quite possible
that Von Tirpitz reached his conclusions
independently of the writings ol Makan,
it 1s dilficult to accept My Memoirs
wholehcartedly  because of the some-
limes exaggerated nature of the analysis,
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In retrospect, Von Tirpitz had a ten-
dency to occasionally exaggerate his
powers ol self-perception and his role in
the whole process of German naval
expansion. At the same time, no con-
crete evidence has come to light which
definitely proves that Von Tirpitz took
any or all his ideas from Admiral
Mahan.

At any rate, it is impossible to
conclude other than that Mahan influ-
enced German naval expansion much
more than he affected the growth of the
Royal Navy after 1888. The publication
in 1890 of The Influence of Sea Power
upon History stirred Wilhelm’s lifelong
interest in navies and added strength to
the efforts begun in 1888 to increase
and modernize the German Navy,
Throughout the decade from 1890 to
1900, Mahan’s principles were cited
again and again in support of German
naval expansion, especially by the Ger-
man Navy League. Mahan’s clear, con-
cise presentation had a definite in-
fluence on the shipbuilding programs of
both England and Germany; but it had a
greater influence on German naval ex-
pansion, probably because Germany
lacked the strong naval tradition which
England had coltivated for over 300
years,

Mahan’s weakness as a historian lay
in his critical acceptance of the Social
Darwinist view of international politics.
At the same time, his acceptance of the
popular views of mternational polities,
race, and imperialism may partly ex-
plain the great influence he was to have
in his own time.?® His interpretation of
national history, which linked seapower
with national greatness and imperialism
with seapower, strengthened the eco-
nomic and political events which were
encouraging the growth of European
navics at the end of the 19th century,
Accelerated naval expansion in tum
fostered and supported the growth of
additional imperialism which came full
circle by quickening the pace of naval
construction,

ol
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However, to hold Mahan’s writings
responsible for European naval expan-
sion after 1888 would be to overlook
other forces which would have resulted
in naval expansion even in the absence
of Admiral Mahan. European naval ex-
pansion at the turn of the last century
had its roots in the wave of imperialism
which swept over the Continent in the
1880’s, To remain a great power, a state
had to secure colonial possessions; and
to take and hold colonies, it had to have
a strong navy. In such an age the
principles of Mahan were predestined to
receive a warm welcome; but the age
and its ideas did not originate with the
publication of The Influence of Sea
Power upon History. Admiral Mahan
did not bring new ideas to England,
Germany, and some of the other Euro-
pean countries; but the theories set
forth in his writings crystallized and
clarified old ideas. Moreover, his
writings appeared at precisely the time
the Europeans needed them to justify
their naval increases,
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GE REVIE

The capture of the U.S.8. “Pueblo” by a third-rate power provoked an internal
conflict between the forces of domestic public opinion and the U.S. Navy. Public
sentiment, as reflected in news accounts, editorials, letters, and congressional
statements, had a significant effect on the behavior of Navy officials dealing with the
problem. The apparent public hostility during the Court of Inquiry was possibly a
factor in determining final disposition by the Navy. A recognition and analysis of the
factors contributing to public hostility toward the Navy suggest the inevitability of
the public opinion ¢risis over the “Pueblo” affair and its outcome.

THE PUEBLO CRISIS
AND PUBLIC OPINION

A research paper prepared

by

Lieutenant Commander William A. Armbruster, U.S. Navy
Schoo! of Naval Command and Staff

INTRODUCTION

Public opinion has hislorically been a
polentl foree to be reckoned with in
American political history. On Lhe mili-
lary scene, however, its influcnee and
impact have been less easily discernible.
Public support [or the Armed Forecs,
though subject to periods of stress, has
generally remained loyal und steadfast,
During the past few years there has been
a clearly discernible shift in the climate
ol public opinion, and the military
services find  themselves  increasingly
confined by the pressnres of capricious
public sentimeni, For the Navy, the
Pueblo incident dramatically vellected
the shift.

https://digital-commons.usnwc.edu/nwc-review/vol24/iss3/1

The purpose ol this paper is to
cxamine the Pueblo® crisis from a
public relalions perspective, Lo deler-
mine those [actors which contribuled Lo
public hostility toward the Navy, and Lo
determine what effect hostile public
opinion had on the Navy’s handting and
eventual disposition of the case.

The paper i not concerned with the
merits of the issues involved exeepl to
the extent that they influenced or al-
feeted public opinion and vice wversa,

*Constructed as a U.S, Army eargo vessel
in 1944, the Puablo (AGER 2) was converled
to an auxiliary general environmenlal researeh
vessel in 1967 and was captured on ils first
mission on 23 Jannary 1968,
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Commander Bucher is given a principal
role in this study, as indeed he must.
The paper is not concerned with trying
to sccond-guess his decisions or aclions
nor those of other Navy and Govern-
ment officials. [t is concerned with the
effect such decisions, actions, or state-
ments may have had on the American

publie.
BACKGROUND

Neither the fury of battle, the
anguish of a mortal wound, nor
the horrors of approaching death
could subdue his gallant spirit, His
last words were “Don’t give up
the S]lip."l

On 1 June 1813, Captain Lawrenee
uttered those five immortal words as he
lay dying aboard the American (rigate,
1.5.8. Chesapeake following a losing
battle with HM.S. Shannon, Six years
earlier the crew of HM.S. Leopord had
boarded the Chesapeake, the last Ameri-
can naval vessel to surrender in peace-
time—the last until 23 January 1968,
when a U.5, naval auxiliary, U.5.5.
Pueblo (AGER 2) surrendered to a
North Korean boarding party. No single
event sinee Pearl Harbor has had such a
profound effect on the U.S. Navy.
Nothing in reeent memory has so
arouscd the emotions and confused the
mind as the story ol U.S.5. Pueblo,

In considering the crisis and its rela-
tiouship to public opinion, it is neces-
sary to keep in mind the unique role of
public opinion in a demoeracy. Harold
Lasswell reminds us that the “level of
democratic attainment depends upon
public opinion, and that opinion, like
demoeratie government itsclf, is a soeial
variable of ever shifting scope, dircetion
and intensity of expression.’

The Pueblo crisis is considered by the
author to be a significant indiecator of a
fundamental shift in American public
opinion. Supporting this belief is the
contention by many Amecricans that had
the Pueblo incident oceurred 20 years

carlier; the outcome would have becn
“different.” Obviously such a statement
cannot be proven; however, what is
implied is a beliel that, given the na-
tional mood or sentiment of the period
shortly after World War II, the piracy of
the Pueblo wae unlikely, If it had
occurred, the national response would
have been swift and unmistakable. Fur-
ther, had an American naval vessel
surrendered  without a fight, courts-
martial for thase responsible for the
surrcnder would have seemed a cer-
tainty.

The Pueblo crisis dramatically illus-
trates the dilemma the Navy faces in
dealing with a hostile public and thus
provides the vehicle for this analysis.
The paper is concerned with public
opinion as refleeted in the Nation’s
news media and statements of eleeted
officials. The [(undemental question
posed conecrns the restraints imposcd
by public sentiment and pressure upon
the Navy s disposition of the case.

Despite the advent of other news
media such as radio and television, the
Nation’s press eontinuces to play a major
role in molding public opinion. ldeally,
bias in the press is limited to the
editorial pages. But eontent studics have
established that ncwspapers tend to
favor in the news eolumns those issues
and candidates supported cditorially.
Theough the use of sensational headlines
and cmotional picture words, the press
can convert “objective” news reporting
into a partisan viewpoint. This tech-
nique was used extensively by the press
during the Pueblo crigis and must be
credited with a major eontribution in
portraying the Navy as the oppressor
and the Pueblo crew as the oppressed.

THE CAPTURE AND RESPONSE

1411 Pueblo sent, ., . sure could
use some help now.

1412 Kamiseya scut,...We still
with you and doing all we can . . .
figurc by now Air Foree got some
birds winging your way.
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Military. Onc (act that surfaced [rom
the Navy’s investigation into the Preblo
aflair was thal the entire mission was
generally considered to be one of low
risk, LU appears that the rationale for
this assumption was that all nations
would observe international law with
vespecl Lo the right of U.S, ships lo
traverse the high scas. This faully as
sumplion is Lthe apparent reason that the
Navy neglecled 1o develop a conlin-
geney plan Lo provide for aid 1o Pueblo
in the event ol an emergency. 'hus,
when Pueblo called {or help, there was
no help Lo send—al leasl in time to be of
any assistance.

Incredible as il may scem, Lhe
vaunled military power of the Uniled
States proved impotent Lo deal with Lhis
crisis. “Whal the piracy of Pueblo did
rehearse for the nation—and its adver-
sarics—was a dismaying litany ol mili-
tary procedures and political assump-
tions Lhal praved in the eruneh Lo be
inadequale, nnimaginative  and  un-
believably overconfident.”™

National. Tha first messages on Lhe
Pueblo’s dilficulty arrived in Washing-
ton shortly before miduight Sunday, 22
January, approximately onc-hall hour
before the Pueblo was boarded. The
President received word of the incident
aronnd 0200 on the 23d. AL 0830 that
morning the Pentagon made the first
public disclosure of the incident and
candidly described the wvessel as an
AGER ulilized for intelligence collee-
tion.’

The nalional reaction proved pre-
dictable and Tollowed the usual crisis
paltern of response American Presidents
have resorted Lo sinee Lhe advenl of the
cold war, 'The White House, in an eflort
Lo underline Lhe vrgeney of Lhe silua-
tion  and thereby stimuolale  pnblic
opinion, orderd a partial mobilization of
the Reserves. Some 14,787 Navy and
Air Foree reservists were called Lo active
(luly.‘5 The Navy responded by sending

https://digital-commons.usnwc.edu/nwc-review/vol24/iss3/1
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a carricr lask force Lo the crisis arca,
Enterprise was diverted from her Ton-
kin Gull destination and directed north
into the Sea of Japan. “Admiral Ilyland,
Commander in Chiel of the Pacific
Fleet, uotilicd the Seventh Weet to
posilion unils of[ Wonsan in interna-
tional walers . . . to provide air coverage
and prepare lo recover or tow Lhe
Pueblo.”” 'The White Ilouse also di-
rected  Ambassador  Goldberg, U.S.
Representative to the United Nations,
Lo bring the malter to Lhe atlention of
the Security Couneil. Thus, the Nalion
was now ready to deal with the situa-
Lion as demands for action issued forth
from the Halls of Congress and else-
where across the land, Congressional
reaction generally followed prediclable
lincs, with those usually identified with
conservative  and  hawkish  positions
demanding a gnick military response,
while Lhose more disposed (o a liberal
image counseled restraint, To be sure,
however, Lhere were signilicant delee-
tions from both sides. Senalor Richard
B. Russell, Chairman of the Senale
Armed Services Committee, said Lhat
the aclion was “A breach of interna-
lional law amounling lo an act of
war ., . 1l cerlainly behooves our Gov-
ernmenl o lake a very slrong posilion
in demanding release of the ship and
relurn of the men.”®

Representative 13ob Wilson, a mem-
ber of the House Armed Services Com-
mittee, in calling for rccovery of the
ship aud crew, stated Lhat “LL this means
gending in military and naval lorces,
including air cover, il musl be done—
and done at once,”

Senator  Strom Thurmond  recom-
mended Lo the President Lhat the United
Stalea deliver “the North Korcans an
ultimatum thal the Pueblo will be re-
laken by foree if il is not delivered
within a specified period of time.™?

Somewhal surprisingly, Senator
Frank Church of ldaho called the sei-
zure ... acl of war againsl Lhe Uniled
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States, The ship must be returned at
once, wilh all Awmecricans aboard, Our
national honor is al stake here,”"!

Governor Ronald Reagan of Cali-
fornia urged that warships be seal into
Wonsan harbor and “gel the ship back if
it isn’l released in Lwenly-lour
hours.”" ?

On the other side of the debate,
moderale voices urged restrainl. Senator
John Stennis, normally identificd as a
Senate “hawk,” cantioned Americans Lo
“avoid precipitous  and  rash over-
reaction. Despile the anger and resent
menl we all share, we nust proceed
withoul panie,”"?

Senator Mansficld of Montana, in
calling lor “caution, coolness and re-
straint,” said “any rash aclion would
nol only ... scal the doom ol the 83
Americans of the U.S.8, Pueblo, il could
also bring aboul another bloody und

prolonged involvement in Ko-
rea 14

M.

Vietnam critic Senator  Fulbright

gatd, *““The fact that we are deeply
committed in Vietnam  nndoubtedly
contributes to olher countrics feeling
more [(ree Lhan normal from scrious
retaliation.”!®

The Pueblo seizure was similarly tied
to Vietnmin by Senator Syminglon who
aaid Lhat the North Korcan action *‘veri-
ficd the reservations L have had about
the degree of onr commitment in Viet-
nam,”'®

President Johnson, concerned over
the rising level of emotion, sel aboul to
keep it under control. In a meeting with
key congressional experls on foreign
allairs and alomic energy, he empha-
sized the need for a calm approach,
giving diplomacy cvery opportunity Lo
work,

It assessing the mood of the United
States during the period immediately
following Lhe Preblo’s caplure, Soviel
news acconnls are perhaps worthy of
note. A Pravda dispalch of 25 January
deseribed the Washinglon scene as [ol-
lowa: “Commenlators here point oul

that the events off the coast will o
some extent inlensily chauyinisl passion
among cerlain segments of the .S,
population...as lor sober-minded
Awmecricans, Lhey do not believe the
Penlagon stalement that the Pueblo was
supposedly  scized  in internalional
walers,” 7 Izpestia reported from Wash-
inglon on the same date that: ... In
order to divert public attention from
the [LS.As agpressive aclions againsl
the Korean People’s Demoeratic Re-
public, the American press has raised a
provocational uproar. ... "'®

Contrary Lo {zvestia, however, the
tone of the American press was sur-
prisingly restrained, perhaps unconsci-
ously recalling the U-2 and Bay of Pigs
incidents in whiech American involve-
ment was subsequently revealed, Lo the
cmbarrassment ol the Nalion al large,
There were excepions, ol course, bul a
Wall Street Jouwrnal editorial entitled
“I'he. Momentnm of  Belligerence” re-
minded its readers that the United
States was in “fairly poor shape Lo wage
a new Korean War” and urged modera-
lion,

In an editorial entitled **T'he Pueblo
Incident,” The New York Times said:
“Remembering the Gull of Tonkin,
Amcricans would be wise lo keep cool
and not leap Lo conelusions. . . about
the North Korean caplure of the Ameri-
«an naval inteltigence ship. . .. ”'? Even
among those scetors of e press nor-
mally identified  with  hawkish view-
points, moderation was nrged, For ex-
ample, the ultraconservalive Blackslone,
Va., Courier-Record commented: “The
score wilh North Korea will one day be
sellled but it is not in U5, interesls
right now Lo be provoked iulo a war in
Korea. ... "2°

In reviewing the Nalion’s responsce
immedialely after the Pueblo’s caplure,
one senses an allempl o reacl in the
classic manner ol another era. The
surprising facl though is how rapidly
this indignant, belligerent attitude dis-
sipated, or al least was dirceted into
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other channels, To be sure, Uhere were
the hardliners who remained unmoved
in their desire for posilive aetion right
up Lo the release of the Pueblo’s crew,
but this element, if not silent, at lcasl
appeared Lo be in Lthe minorily. Adm,
Daniel Gallery, USN (Rel.y has wrillen a
rather volalile and emolional book on
the Puebio incident in wbich he de-
scribes the Preblo case an “an ominons
symptom of decay in our nalional char-
acter.”®! Alan L. Otten, in a Wall Street
Journal article, sugeests, however, Lhal
the response is a sign of national ma-
turity:

Perhaps, the United Stales, after
decades of almost adoleseent con-
fidence in ils infinile ability Lo
shape and reshape condilions at
home and abroad, is beginning Lo
comprehend  the conlines of
power. This long delayed ma-
luring resulls, at least in parl,
from the nalion’s Viclnam in-
volvemenl; il is an unexpeeled but
valuable by-product of the war.??

Whether characler decay, national ma-

 lurily, or whalever lerm is used, as a

Nation we scemed preoccupied with
other things.

Public {rustration is shown in Lhe
resulls of polls taken by the American
[ustitute of Public Opinion (Gallup) and
Lou Harris in carly February 1968, The
Galiup poll sampling indicated Ameri-
cans would like to make the North
Koreans back down; while at the same
time they were (earful of military in-
volvemenl. Gallup revealed that four
oul of 10 Americans fayored using
force, if neeessary, Lo gel the ship back.

T'he Hartis poll, on the other hand,
showed Lhal, of those polled, 70 percent
belicved that a prisoner exchunge should
be negotiated with North Korea, The
Harris survey also showed that 38 per-
cent of the public believed the crisis
would be peacelully scttled, “LU is
clear,” the Harris survey poinled out,
“that the American people are prepared
Lo bhack military action in Korea, bul
they do nol feel the Pueblo incident
juslifics another war, 23

Gallup poll (completed 6 February 1968)**

L. “Da you think the present North Korea situation ig likely Lo

lead 1o war or nol?”
Resulls:
Islikely . .........

lsnot .. ..
No opinion

2. "Whal, in your opinion, should the U.8, do in regard Lo this

silualion?”

Results:

Get the Ship back—use (orce i nceessary
Negotiate as at present . . . .
Negoliale 1o a point—then use (orce

......

Too late now—should have tuken ship back carlier . . . 3
Declare war against North Korea; other extreme

“hawkish’ comments
Apologizc lor spying
No opinion
Other responses

......... . 3

......... . . 2

.............. 20

............. 5
100%
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3. “What do you think are the main reasons behind North Korea’s

action?”

Results:
Diversionary taclic

29%

Cotmnunist plan; Russia, Red China are

hehind action
[arassment
Thought we were spying
Other responses
No opinion

............... 29
............... 13
............... 3
............... 9
............... 29

105%

(Nate: table adds to mare than 100% hecause of mulbiple answers. }

4. *Do you approve or disapprove of the way President Johnson is
handiing the North Kaorea siluation?”

Results:
Approve

As with any poll, diverse conclusions
can be drawn from the results of both
these surveys, To this observer the
results  suggest  national  [rustration
rather than national maturity, While
there was no celear mandate [or massive
rctalialion to avenge the national honor,
there definitely was no sentimeal [or
acquicseence, Within a short time gpan
the American public faced a number of
minicrises: Khie Sanh, the Victcong Tet
offensive, a lost H-bomb over Green-
land, and civie violence. It seems likely
that aggressive instinets of the majority
were diverted by concern over these
other problems as well,

IMPRISONMENT

While the Governmenlt eonlinued to
seck the release of the Pueblo and her
crew through diplomatic channels, the
American public began to ask agonizing
guestions regarding the events surround-
ing Pueblo and demanded  forthright
answers. From the outsct, the Delense
Department assumed a defensive posi-
tion from which it never quite re-
covercd. Initially, there were press

................ 33

4 ()ﬂo

100%

reports  thal Commander Bueher had
made a number of calls for help, but the
Departinent of Defense (DODY quickly
responded by saying these reporls were
weong.>® The questions concerning the
lack of timely response reccived vaguc
and often contradictory answers, but
the Pentagon response was thal “time
and distance Tactors made it impossible
to respond to the call that was made
when the ship was being boarded,”?®

Puring a “Meet the Press™ television
broadcast on 4 Febroary 1968, Defense
Seerctary MeNamara was asked why the
Pueblo could be captured so casily and
why it wasn’t betler protected. Me-
Namara replicd: * ... first, to have pro-
teeled it would have been a provocalive
acl. Sccomndlly, it wounld have compro-
wiscd the mission ., .. And [inally, the
protection itsell always ruus the risk of
leading to military csealation.”” In
responding Lo a question as to why we
{ailed to rescue the Pueblo during ithe
hours it took to tow the vessel into
Wonsan, the Secretary statedd:

... First, it was necessary to
find out what happened, and it
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lakes Lime ., . .. Sccondly, we do
nol mainlain conlingency plans Lo
prevenl the hijacking of cach in-
dividual American ship operating
on Lhe high seas. Thirdly, any
rcaclion force that would haye
moved mto the arca would have
maoved inle the air conlrol seciors
of the North Korean Air Delense,
manncd by ubout 500 aireralt. . .
And finally, 1 think it is gnite
clear with hindsight thal no re.
aetion florce could have saved
those men.2®

Other perplexing questions bothering
many in the Nation were those lo which
the answers would have Lo waitl lor the
crew’s release. They, of course, con-
eerned the Pucblo’s actions as they were
known then.

It appeared al lirst that Bucher
might have been remiss for not
having sunumoned help immedi-
ately, for not (ighting back, for
nol seuttling his ship when it was
obvious thal she was going Lo be
captured and, linally, for not at-
lempling carlice Lo destroy the
gear and intelligenee that fell into
Communist hands.2?

Admiral Moorer, in replyiug lo ques-
tions concerning  Bucher’s  actions,
stated his supporl for the Preblo skip-
per: “From what we know Rucher
behaved well.™® Despile this support
from the Chief of Naval Operations,
many naval officers were disturbed by
the events surrounding the Pueblo’s
capture. Hunson W. Baldwin, the mili-
tary affairs expert for The New York
Times, wrote in March that “naval
officers were gencerally shoeked thal the
Pueblo had been eaptured by the enemy
without a scrious fight and that she had
been taken into Wousan harbor ap-
parently without any allempt by her
crew Lo sink her.”™!

The primary cencern of the Ameri-
can public was lhe release of the erew.
As carly as 27 January, Senalor Mans-
ficld urged the Uniled States Lo pul all
questions of fact aside and make any
apologics required to free the Pueblo’s
crew and ayert war.?? Involyed in the
question ol an apology was, ol course,
the admission on Lhe parl of the Uniled
States thal Pueblo did indced violale
North Korcan waters, While all available
cvidence suppotled the U.S, posilion,
no responsible Goyernment official was
ready Lo state uncequivocally that Pueblo
did not internde. T'his reluctance brought
forth a a wave ol skeplicism as journal-
ists aud pundits veminded their readers
of the so-called ercdibility gap aseribed
10 the Johmson administration. Norman
Cousing, cdilor of the liberal Saturday
Review wrole: “II we are lucky, we may
have learned that there is something
even more coslly than the loss of an
cleetronic-intelligence ship, That s the
loss of confidence by the Awericun
people in what their goyernment tells
them. ., . "*® The administration, the
so-called  military-induslrial  complex,
the establishment, all were viewed as
involyed and the Pueblo jusl onc more
chink in the armor of American moral
nvincibility,

The attitude of some scemed Lo be
influenced by the more sinister connota-
tions attached to the Pueblo’s intelli-
gence mission. The tendeney Lo view the
incideul as another abortive inlelligenee
cffort undoubtedly was a significant
factor in the relative calm whieh fol-
lowed the Pueblo caplure. The public
coneern beeame a hunianitarian one—do
whal is nceessary lo elfeel the sale
return of the Pueblo crewmen. The
circulation by North Korca of photo-
graphs allegedly showing Pueblo log
entrics within North Korean territorial
walers prompled The New York Times
to suggest editorially that the Lime had
come Lo “introduce greater flexibilily

inlo the American position ., . The
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chief objective now is to free the Pueblo
crewmen, 4

The geographic center of public con-
cern and activity in behalf of the Puebfo
quite naturally was San Diego. News
papers in the eity were among the most
vociferous in demanding aclion on be-
half of the imprisoned erew. One, The
San Diego Union, daily reminded its
rcaders of the number of days Pueblo
had remained in caplivity. 1t deplored
the lack of response by the Govern-
ment: “T'he men still held by the North
Korcans, the erew members of the ship,
have been let down by their country.
The nation has in turn been let down by
the present administration. =38

A ldycar old school giel gained
wideapread publicity for her efforts Lo
rally supporl for the Pueblo crew. A
prayer vigil she organized drew a erowd
of 800 persons Lo San Dicgo’s Balboa
Park.?® Several organizations developed
the common goal of putting pressure on
the U.S. Government to gain release of
the Pueblo. The strongest and mosl
vocal operaled in the San Diego arca
wilh their principal cnergies direcled
toward distributing  bumper  stickers
(Remember the Pueblo!), gathering sig-
naturcs on pelitions, and wriling Sena-
tors and Congressruen. The wife of Lt
Comdr, Alan Hemphill, close [riend of
the Buchers, headed whal was deseribed
as a nalionwide campaign to free the
crew. In November, Mrs, Hemphill re-
ported that some 75,000 bumper
stickers  had  been  distributed  and
25,000 letiers had been answered.®?

In carly December, Mrs, Bucher ac-
cepted petitions containing 8,500 sigua-
turcs collceted by the BOQ-member
“Releasc the Pueblo Commitlee™ of San
Diego. Another group on Lhe wesl coast
known as the “Pueblo Commiltee™ re-
portedly collected some 100,000 signa-
turcs which were sent to the President
ond to members of Cnngrcss.3 8

On the cast coast a New York-based
organization called the “National Com.
mittee  for HResponsible Patriotism™

gathered some 500,000 signatures and
organized a motoreade to deliver them
to President-clect Nixon.?®  Another
group calling itsell the “Remember the
Pueblo Commillee” was organized by
the Reverend Paul Indstrom, pastor of
the Church of Christian Liberty in
Prospeet Heights, Ill. Little is known
aboul this organization cxecepl that it
was viewed as a maverick or ruinp group
by those based in the San Diego arca.
This may have been caused by Lind-
strom’s peculiar brand of concern for
the erewmen, During a television inter-
view, Reverend Lindstrom allegedly de-
clared that national henor required that
we gel our men back even il they ended
up getting killed in the process.*®
Despile the ellorts of these groups,
however, Lthe Pueblo issuc remained
unresolved as the Government periodi-
cally announced that no progress had
resulted from the negotialions wilh the
Korcans.

During the summer months when the
Nation wenl through its quadrennial
ritual of clecting a president, the ease of
the Pueblo became a parlisan one, with
Republicans avowing that such an act of
international pirucy would not be con-
doncd by a Republican administeation
while Democrats generally avoided (he
issuc. Mcanwhile, the State Deparlment
conlinued Lo pursue its quest [or release
through diplomatic channels, and by the
middle of Oclober 1968 there were
persistent reports that the releasce of the
crew was imminenl. Along with these
reporls were suggestions that the Uniled
States would apologize lo the North
Koreans, thus conceding a violation by
Pueblo of North Korcan waters. In
relrospect, of course, it appears that the
Government was using an oft-tried ploy
of “leaking™ storics to gauge the re-
action ol the American public.

Apparenily, Government  officials
were satisficd that the step conld salcly
be taken, for on 22 December 1968 the
State Department released the lollowing
statement: “The erew of the US.S.
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Puecblo was freed today at Panmunjom.
They will immediately he given medieal
examinations and returned to  the
United States. Their families will meet
them in San Diego. ... ! The state-
ment conlinued to deseribe the agree-
ment reached by hoth sides, ineluding
the unpreeedented and bizarre admnis-
sion of guilt hy the United States which
was promptly repudiated by our ne-
gotialor at Panmunjom, General Wood-
ward:

+..The position of the United
States Government with regard to
the Pueblo, as consistently ex-
pressed in the negotiations at Pan-
munjom and in publie, has been
that the ship was not cngaged in
illegal activity ... and that we
could not apologize for actions
which we did not believe took
place. The document which 1 am
going Lo sign was prepared by the
North Korcans and is at variance
with the above position, but my
signature will not and eannot alter
the facts. 1 will sign the doenment
to free the ercw and only to free
the crew.??

Belore proceeding with the cvenls
attendanl to the release, some mention
should be made of Defense’s plans for
this historic oceasion, Few cvents in the
recent history of the Defense Depart-
ment can rival the Preblo crew release
in lerms of planning; partienlarly public
affairs planning. Many of Lhe plans dealt
with conlingencics such as releasing the
crew al various arcas around the globe
other thau Korea. Others, of course,
dealt with the morc sensitive aspects
relating to the erew’s mission and de-
bricfing arrangemeuts, Of particular in-
terest were eopies of texts to be nsed in
situations such as bricling for Pueblo
dependents, newsmen on legal aspects
of processing crew members, and
canned statemenls lo be used by the
official welcoming delegation,

The Navy and DOD eaeh had speeial
Pueblo eommittecs designaled to handle
the myriad problers involved, Richard
Fryklond, Deputy Assistant Scerctary
of Defense (Public Aflairs) headed the
DOD task force. Capt. William Crowe
was Pueblo aclion officer for the Navy.
Later, Rear Adm, Leslie J. O'Bricn was
designated by CNO Lo answer all querics
about the Pueblo for the Navy, Once of
the principal functions of the I'ryklund
group was to coordinate various plan
preparations with the State Department.,
Capt. Vineenl Thomas, at the time
Public Affuirs Officer for CINCPAC-
FLT, was designated as bead of the
Command Information Burcau estab-
lished in San Dicgo after the release,

Clearly, the extent of preparalion
and overriding concern for Lhe puhlic
aflairs aspects  demonstrated DOD
awarcness and understanding of the
public’s interest and a new malurity in
public relations plauning, It was obvious
lo many in the Navy’s Information
Oflice, however, that the military posi-
tion had Lo be a delensive one. Even
then, the mail arriving at the Pentagon
portraycd a marked belligerent, auti-
Navy tone. While the volume of letters
to the Information Office was nol par-
ticularly hcavy,*® few had sympathy
for the military position, and wmost
condemned the lack of support and
protection for the Pueblo. Thus, great
carc had to be taken to avoid further
inllaming ol public sentiment.

THE RELEASE

The manner iu whicb the US, Gav-
crnment  gained the release of the
Pueblo ercw prompted an initial oul-
burst of editorial disbelief around the
country. Critical appraisal, however,
soon dissipated as the American people
prepared to welcome the crew back
from L1 months’ imprisonment. The
New York Times said in an edilorial:

... Neither the United States nor
North Korea cmerges with un-
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tarnished honor . .. Auncrica’s al-
ready strained credibility was put
deeper in doubt by the bizarre
circumslances  sutrounding  the
crew’s release, The one arca in
which the United States did dis-
tinguish jtself, howeyer, was in the
Administration’s unflagging con.
eern with its humanitarian obliga-
lion to put the safely of the men
ahcad of all considerations of face
or political prcstigc.‘M

Secrctary ol Stale Rusk, in delending
the action, stated that lengthy negotia-
tions had failed to Lurn up any other
way Lo clfecl the crew’s return,

AL 2130 (e.sL), 22 December 1968,
Bucher and his crew were released at the
bridge marking the dividing line be-
tween North and South Korea after
alnost a year as captives of the North
Koreans, Up until the moment ol actoal
rclease, US, officials expressed eoncern
that the North Koreans might at the last
minnle renege on their parl and not
relcase Lhe erew. Only three U.S. mili-
tary photographers were permitied lo
record the signing of the agrecment,
which led to the erew’s relurn, and Lo
be present at the end of the bridge
where Lhe crewmembers aclually  re-
turmed Lo U.S. cuslody, This was a
major poinl of protest ol civilian news
media representatives.

Oncee il began, the transfer proceeded
smoothly, and the crew arrived shortly
at the UN, advance camp, approxi-
malely 4 miles from Panmunjom. There
they were greeted by Gen. Charles 11,
Bonesteel, I, commander of 1.8, and
UN. [orces in Korca, and then trans-
ported by helicopter to the 121st Army
Fvacuation Hospital near Seod for
thorough medical examinations. How-
ever, prior Lo his departure for the
hospital, and aflter it was ascertained
that he was in good cnough condition
physicolly to appear bricfly before the
press, Commander Bucher held a short
press conference. In his initial state-

PUEBLO CRISIS 93

ment, he atlempted o answer one
question that was foremost in the minds
of many Americans—did Pueblo violale
North Korean territorial waters?

... that al no time did the U85,
Pueblo ever intrude inlo Lerritorial
walers of North Korea, We never
closed land eloser than 13 miles—
land or offshore islands, We were
attacked on the open seas and we
were eaptured on Lhe apen scas, It
is pure and simple and plain as
that,*¢

The following day, alter the erew
had received their physical examina-
tions, Rear Adm. Edwin M. Rosenberg,
the senior naval officer on the seene and
the Navy’s official representative, and
the commanding oflicer ol the hospital
mel with the press. AL thal lime Rosen-
berg, who by now had had the oppor-
tunity  to meel and lalk with cach
wember of the crew, Lo note their
physical condition, and Lo learn some-
thing ol their treatment at the hands of
the North Korcans, made the lollowing
observation: “From what 1 have scen
the last day and a half, | have the
utmost admiration for Captain Bucher
and his erew .., These men are heroes
as Lar as [ am concerned,” At that time
he also referred to Bucher as a “hero
among heroes.”™” These phrases were
uol ineluded in the prepared briefing
referred Lo carlier, The text of that brief
avoided any sensitive phrasing and gen-
erully took u low-key approach, using
the phrase “pleased 1o have you.” The
remarks made by Admiral Rosenberg
were apparently his own, One wilness
on the seene at the time suggests the
admiral made them with regard lo the
erew’s behavior while inlerned, for one
of the striking things aboul the retum
was the unexpected preservation ol the
Pueblo’s unil integrity —they were still a
crew, and their morale was high. How-
ever, as a correspondent for a major
daily subsequently  noted,  Admiral
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Rosenberg would not respend to ques-
lions concerning the surrender ol the
ship, slating that he could not answer
such questions hecause he did not want
to prejudice the case,*®

Admiral Rosenberg’s remarks were
given prominent display on the front
pages of newspapers across the Nation
and were widely reported in Lelevision
and radio reports.

While they were at the hospitat and
on the aireraft bringing them home,
Bucher and his erew received a number
of brielings. Among other things, these
bricfings stressed Lhe importance of
public affairs but cautioned crow-
members to limit their conlact with the
news media until the intelhgence brict-
ing had taken place. Stress was laid on
the tremendons amount of public inter-
¢sl in them in the United States; how-
ever, erewmembers were advised that
they did not have to participate in
interviews at any lime if they did not
desire to. Crewmembers were also given
copies of a DOD directive which spelled
out the reslrictions regarding informa-
tion which could be given to the press.

It was to be Navy policy from the
outsel that the public be made as fully
aware as possible of the aetivitics of the
ercw, limited only by national sceurity
considerations and individual rights.

Air Forge C-141s bringing the crew-
members back to the States made a
brief refucling stop at Midway Island,
While there, a small pool of newsmen
who had accompanied Adm. John J.
Hyland, Pacific Fleet Commander from
Hawaii, heard a long statement from
Bnecher and then were alforded a very
brief opportunity to question him. The
last question of the confercnee was
“Why dida’t you lire your guns?” His
response—an exlremely emotional one—
was never cither officially relcased by
the Navy nor used by the newsmen
present; iL was put “‘off the record™ at
that point primarily hceause all con.
cerned  readily reeognized that any
discussion of this subjcct by Bucher

GE REVIE

should properly take place before the
upcoming conrl of inquiry and not
dnring a press conference at a time
when he was physically and entally
exhausted,

The Navy and the City ol San [iego
hed cooperated in preparing for Lhe
return of the Pueblo crew. The Navy
flew the families of the crewmembers to
San Diego so thal a veunion in time for
Chrristas was possible. The San Diego
Chamber of Commeree provided, at the
chamber’s expense, lodging for the
families at the El Corlez Hotel, Some 72
hours after they had croseed Lhe bridge
at Panmunjor, the Pueblo crew-
memhers were reunited with their fami-
lics. An enlire Nation joyfully witnessed
Lthe emolional reunion via live television
from the Nayal Air Station at Miramar.
The scene might be deseribed as a
massive national catharsis—the Nation
wept tears of relicf and happiness. Said
The San Diego Union in an cditorial on
the day of the crew’s return:

... Today San Diego is again
happy with tears as B2 men whose
names will be permanently in-
seribed in history ... come home
to San Diego. We arc proud to
tepresent the entire nation as the
host for these gallanl men, There
could be no better Christmas
present. 1t is litting and proper
that San Diego should be selected
a8 host for Lhe rcturning herocs
and a place for them 1o rest and
relax. . ..

AL the airport eeremony, eemments
were made by Governor Ronald Reagan,
Senalor Margaret Chase Smith of Maine,
Mayor Frank Curran of San Diego, and
Viece Adm. Allen M. Shinn, Commander,
Naval Air Forces Paeilic. The welcome
was the type the country normally
reserves for heroes and, so it scemed, to
much of the Nation they were. To be
sure there were those who questioned
the praise and adulation heaped upon
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the Pueblo crew. For instance, Admiral
Gallery in his book on the incident

stated:
We arc becoming a nation of
phonics. What you are doesn’t
matter much—it’s your public

image that counts... when the
Puebin’s men were brought back
to the United States, their arrival
was featured on nationwide TV
and they were hailed as con-
quering heroes. While a prisoner,
the Pueblo’s skipper . . . was made
an honorary citizen of Pucblo,
Arizona [sic]. Upon his return,
the town gave him a triumphal
welecome  and  civie  reception,
Proposals have been made to
award medals to all men in his
crew , .. Bucher and his men are
products of their times. .. Our
way of life has produced a gencra-
tion of sailors and officers who
surrcnder  without a fight, and
millions of Americans appland
them for it!*?

Senator Russell likewise questioned
the hero appellation for the crew:
“Those men are being hailed as heroes.
They are heroes in the sense that they
survived the imprisonment. But they did
sign a greal many statemnents that did
not reflect any great heroism in my
mind,”™® !

But like the eries for action sounded
almost a year carlicr when Pueblo was
seized, these, too, seemed strangely
anachronistic, After all, the American
public had not been given reason to
think otherwise of Bucher and his crew,
At least the official Navy statements
gave no hint of disfavor with Buecher,
The speeches at the air station by the
asscmbled dignitarics did nothing to
detract from the hero image,

Bucher, during the course of an
emotional statement at Miramar upon
the crew’s return, described North
Korca as a land “completely devoid of

humanity, completely devoted to the
englavement of men’s minds.” Later the
same  day, after the erew had been
transported 1o Balboa Naval Hospital
from Miramar, Rear Admiral Rosenberg
appeared at a press eonference with L,
Edward Murphy, Preblo’s cxceutive
officer, at which time Murphy gave his
impressions of life in custody. Ac-
cording to The New York Times,
Murphy scemced “willing to disenss the
entire Pueblo story with newsmen but
indicated he was under some sort of
wraps from higher authority,” Newsmen
then confronted Admiral Rosenberg
with the eharge that a “lid” was being
put on information, In support of their
contention, they recalled earlier that
“when Commander Bucher began speak-
ing, somewhat emotiounally (at Mira-
mar), about the shooting of four men in
the erew, Navy officers next to him
appearcd to be cautioning him against
too mueh discussion.”?  Admiral
Rosenberg replicd merely that the men
had been advised of their rights and of
the fact that discussion before the in-
quiry was held might prejudice  their
cuge. This point was subsequently re-
emphasized to newsmen almost daily hy
Captain Thomas. lowever, this guid-
ance had no rclation to the alleged
incident at the time of arrival on which
newsmen were attempting to base their
contention of a “lid™; in the latter
circumstance, senior personnel, and in
particular the senior medical officer
who had traveled with the crew from
Korea, were eoneerned for a very tired
and cmotionally spent Bucher and did
not wunt to sec him cembark on a
lengthy emotional statement that might
not be in his own best intercsta,

The news media, stymicd in their
quest lor individual eyewitness accounts
of what actually happencd, occupied
themselves with reassessing the ehain of
cvenls as known up to that point;
reporting on the Navy’s preparations for
the inquify and other associated trivia
to fill up the puhlie’s voracious appetite
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for Pueblo storics. In a day-alter-
Christinas postmortem, the Christian
Seience Monitor editorialized:

Weleome as is Lhe news of the
release of the erew of the US.8,
Pueblo that whole affair remains
highly messy and unsatisfactory.
It should and we trust that it will
hecome an objeet lesson from
which future Amcrican surveil-
lance efforts will profit . .. Mean-
while Christmas for all America
was happicr knowing that the 82
erewmen of the Pueblo were back
with their familics for the holiday.
The past year has been a turbulent
one in the United States. [t was a
far rougher one for those brave
men, who, doing only their duty,
suddenly found themsclves in the
bitterest kind of captivity.®

On the same day, The New York
Times carried a story on the front page
which discussed the upeoming inquiry
and subtly suggested that Bucher’s bhe-
havior just might be suspeet after all. In
referring to the inquiry as “one of the
most sensilive in recent naval history,”
the article quoted one naval offieer as
saying, “Every man in the Navy will be
watching to see what the court recom-
mends,...was Commander Bucher
right in surrendering his ship without a
fight? . .. and what about the eonfes-
sions? They ecrtainly told the enemy
more than name, rank and serial num-
ber.” The column acknowledged that
“there i3 tremendous sympathy for
Commander Bucher and the 81 otber
survivors of the intelligence
ship. ... "?

Joseph C. Harsch, noted columnist
for The Christion Science Monitor de-
voted one of his columns to a discussion
of the Pueblo affair,

Questions arc now being asked
about the behavior of skipper and
crew, both when the ship was

laken and afterward in prigon, Did
they do all thal a country wilth a
proud naval history expeets of its
warrior scamen? [s this the way
Decalur or Preble or Lawrcnee
would haye behaved? What would
admirats like VFarragut or Porter
have to say? Above all, whal
would John Paul Jones think?%?®

In amswering the ahove questions Harsch
drew a dislinclion that would suh-
sequently provide an alibi of sorts for
naval officers genuinely concerned over
the snrrender of Pueblo, namely that
the reputations of Decatur, Prehle, ct
al., were all made and those traditions
were all established by fighting seamen
aboard ships of the battleline of the
U.8. Navy, The Pueblo was not a “ship
of the line™ of the U.S. Navy. And it
was nol mannced by men trained for
war. Thus, having drawn a distinetion
between ships of the line and those not
equipped for war, Mr, Harsch renders a
judgment of Bucher’s behavior: ©. . | so
far a8 presenl evidenee permits it wonld
be fair judgement that caplain and men
behaved about as must be expeeted with
ships of this kind engaged in the kind of
work the Pueblo was doing when
taken,”s ¢

As the erew eontinued Lo undergo
intengive intelligence debrielmg, Scere-
tary of Defense Clack M. Cliftord or-
dered Sceretary of the Navy lgnatius lo
“conduct an inquity into the treatment
of the crew of the U.S.5. Pueblo by the
North Korean authoritics.”™ 7 This, of
course, would be in addition to the
regular Navy Courl of Inquiry acheduled
for mid-January. The latter had been
delayed due to tbe strain of the intelli-
gence debriefing or by what doctors
termed “‘physieal and emotional cx-
haustion of Commander Bucher.””®
The court itsell would be headed by
Vice Adm. Harold G. Bowen, Com-
mander, Antisubmarine Warfare Forees,
Pacific, and would, for the most part, be
eonducled in public. Said The Christain
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Seienece Monitor: A navy court of
inquiry is to look into all aspects of the
seizure and the ensuing captivity, The
Navy has been carcful to point out that
the inquiry would be expected regard-
less of any possibilitics of wrongdoing.™
With regard to the Navy’s position on
the crew’s behavior, the same article
stated: “So far, the Navy has been going
out of ils way to give the impression
through a well-managed public relations
campaign that the Navy benevolently
views the erew as young heroes,*®

And so il appeared.

THE COURT OF INQUIRY

Prior 1o the start of the Court of
Inquiry, the Navy announced several
legal decisions with direct bearing on
the upcoming hearing into the Pueblo
crew'’s behavior. On 28 Deeember 1968
the Navy issued a public statement
which advised that the Military Code of
Conduct was only a guideline telling
servicemen how they should behave in
combat or captivity and violating it was
nol a eriminal offense. Any misconduet,
however, on the part of those involved
would be tried under the Uniform Code
of Military Justice,%°

Then, on 13 January, the Navy an-
nounced that the Judge Advocate Gen-
cral had ruled that the Pueblo crewmen
would be considered as “illegal de-
tainees” and not prisoners of war.
Further, the Navy had rulted that North
Korea could not be considered an
“encmy” beeause the United States and
North Koreans had ended hostilities.® !
The effect of these rulings was to
sharply limit the grounds on which a
court-martial could be based. In com-
menting on these decisions, Capt. Wil-
liam B. Newsome, legal counsel for the
Court of Inquiry, said, “Since they (the
North Korcans) arc not the encmy we
don’t have prisoners of war. And when
we don’t have prisoncers of war we don’t
have the application of the code of
conduct.”? Captain Newsomc was

then asked whether one could surrender
1o a nonenctny and he replied, “Well, 1
don’t know, I honestly don’t know.™?

The Court of Inquiry began on Mon-
day, 20 January 1969, in an amphi-
theater on the Naval Amphibious Base,
Coronado, Calif, According to Bernard
Weinraub, who covered the court pro-
ceedings for The New York Times and
other newspapers across the Nation,
“Fhe peninsula of Coronado swarmed
with reporters and rumors, The inquiry
would he a coverup, a whitewash, the
Hritish journalists were convinced . .. a
pudgy Amcrican magazine writcr in-
gisted it could be nothing more or
less, .. the Navy would not toler-
ate . . . the truth,™?

The ncws media, whether conscious
or not, conveyed an underlying tone of
skepticism about the fairness of the
Court of Inquiry. The image conveyed
to the public unfortunately appeared to
plaece the Navy in the role of the
“oppressor” while Commander Bucher
and the erew remained national heroes,
The carefully planned Navy public af-
fairs  program undoubtedly  blunted
much of the media effort, but bias was
obvious nonctheless in the reporters’ use
of such phrases as “the brass,” “Drum-
head court,” “Kangaroo Court,” et
cetera,

The daily dispatches constantly por-
trayed Commander Bucher as “wan and
thin,” “wecping and trembling,” “pale
and drawn,” and when he spoke it was
usually in a “choked voice™ or with
“quivering lips.” “Commander Lloyd
Mark Bucher recounts his story of the
seizure of the Pueblo in a monotone
that rarcly breaks, He appears tired and
powetless before the admirals who sit
behind an clevated table and watch
him , .. ™83

Other stories dealt with Commander
Bucher’s background und his deprived
childhood, his life us an orphan at Boys
Town, Nebr., his devoted family, all of
which undoubtedly had a tremendous
impact in gencrating an outpouring of
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public sympathy for him and, con-
verscly, eonlempl for those who would
“‘persecute”  him  further. Senalor
Dominick, Republican of Colorado,
charged that the Navy was trying Lo
blame Bucher for the Pueblo affair
rather than the officials who denicd him
the meaus to destroy Lhe ship’s scerel
equipment.®® And Senalor Manstield,
the Senate Majority Leader, indicated
thalt al leasl two Senalc commillecs
would want to look into the Pueblo
affair.®” Editorials deplored the per-
sonalizalion of the inquiry:

The Navy Conrt of Inquiry...
has now degenerated into a per-
sonalized ingniry into the condnel
of Commandcr Lloyd M. Bucher,
the skipper who gave up his ship
...what is shockingly clear is
that, only weeks after being freed
from this harrowing expcrience,
Commander Hucher is  being
forced to undergo Lhe excru-
cialing cmotional agony of an
juquiry thalt is almost a trial
... The real problem in the
Pueblo iuquiry is Lo briug up to
dale the rules thal govern com-
mand and intelligence in vessels
operaling under Pentagon orders.
Tben their officers and crews will
have a clear idea of their obliga-
tions under attack, Cerlainly now
therc is neilther need nor excuse
for subjecting Commander Bucher
Lo the emotional trial he is being
forced to cndure,%3

If there had been any doubts as Lo
where the public’s senliment lay, these
were dispelled by Lhe reaction Lo the
session of 23 January. As Commander
Bucher begau discussing the boarding of
the Pueblo be wus interrupted by Cap-
tain Newsome who read the following
statement: “Commander Bucher, it is
my duty Lo apprise you of the facl that
the facts revealed in this courl of
inquiry render you to be a suspecl of a

violation of Navy rcgulations, Article
0730.7¢°

The Navy had anticipaled and pre-
parcd for this moment wilh ulmost
care, Commander Bucher and his civil-
ian altorncy, Miles Harvey, had been
bricfed on the procedure and were
aware that, as required by the Uniform
Code of Military Jnstice, a warning
would be piven him al the appropriate
time. According o Capt. Vincenl
Thomas, the Public Affairs Officer, the
press likewise had been bricfed prior to
the session of 22 Junuary to cxpecl the
warning as a required, rouline, legal
procednre.”°

The reaclion was imwmediale, swifl,
and oyerwhelming. Despile the meticu-
lous care and advance planning, Navy
cxplanations were drowned in a cacoph-
ony of strident criticism. The stream of
letters that had been arriving al the
Pentagon sinee the Pueblo eaplore snd-
denly tnrned into a torrenl. The senti-
menls were slrong in their supporl of
Bucher and exiremely critical of the
Nayy's cfforts lo “punish Bucher.” An
eslimated 3,000 letters poured into Lhe
Navy’s Information Office al the Penla-
gon from all parts of the country. The
volume and tone were described as
“unprecedented™ by a veteran public
allairs officer, Fach letter received an
official reply in which the Nayy at-
tempted Lo answer Lhe charges.

In a speech before the Aerican Bar
Foundation in Chicago, on 25 January,
Admirat Moorer, obviously upsel by Lthe
barrage of erilicism, staled that the
Navy “is scarching for facts—nol scape-
goats.” In altempting to put the nature
of Lhe inquiry in proper perspeclive,
Admiral Moorer wanted Lo “‘reassure Lhe
American people Lhat the Courl of
Inquiry is being conducled in a straight-
forward, legal and objeclive manner.”
He stated that he was “decply roubled
~the Navy is deceply troubled—that
what was a routiue and lotally corvect
legal proccdure has been widely mis-
interpreted.” ! The admiral stressed Lhe
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fact that the warning was not un-
expecled by Commander Bucher and his
eounsel and repeated the counsel’s reply
to Captain Newsome:

We have discussed  this malter
wilh Commander Bucher in some
detail. As you know, we had some
preliminary  conversations  with
you before this Court of Inquiry
convened as Lo the procedures
that would be followed and the
manner by  which Commander
Bucher’s story and the story of
the U.S.S. Pueblo could be pre-
senled to this Court. We obviously
anticipated the situation that we
find ourselves in al the presenl
moment . . . In vicw of your warn-
ing, Commander Bucher persists
in his desire to fully and com-
pletely tell this Court of Inquiry
the details of the 23ed of January
an@mlhc evenls subsequent there-
ta,

I'ress accounts of the warning inci-
dent reported that Commander Bucher
was visibly stunned and shaken by the
warning. Some reports said that lears
welled in his eyes. “There was another
aspect to the hearing: a fecling that
Commander Bucher had decided to
shake the Naval establishment, to thrust
his case before the public and stir the
compasgion of the American people,
severcly damaging his carcer but vindi-
cating his actions,””?

Commander Bucher undoubtedly
was aware of the public sympathy and
sentiment in his behalf, What is not
known, however, is the extent to which
he dirceted his remarks toward that
support. 1t is the feeling of some public
alfairs officers who know Commander
Bucher and who worked with him that
he did nol consciously exploit public
opinion for his own purposes. T
debate continued, however, and a hos-
tile (to the Navy) press became cven
more so, Anli-Navy sentiment cropped
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up in “Letters o Editor” columns:
“The majority of cilizens ol the country
admire Lthe moral courage and the com-
mou sense and humanity of Commander
Bucher in saving the lives of his erew.
Let us not allow Lhe sitnation to be con.
fused by any ‘mumbo juinbo’ aboul the
technicalilies of Navy regulations,””?

The furor over the “warning” was
having a profound effeet upon the
Court of Inquiry and the Navy itself,

Al a briel news conference on the
27th, Miles Harvey made a statement
for the Pueblo skipper in which be
described the Court of Inguiry as heing
“completely fair.”

Commander Bucher [eels an over-
reaction has set in concerning the
warning of the court. Tn his mind
and our mind the court of inquiry
has been completely fair . .. Com-
mander Bucher sces all of this as
an opporlunily to clear any slur
that might have existed on his
name and present the faets to the
entire nation ... The record of
these proceedings will tell the Tull
story of the Puedlo and answer all
the questions that need to be
answered,”?

Harvey acknowledged that Bucher had
received about 300 telegrams of suppaort
since the Courl of Inquity began,
“Many of the telegrams show concern
for his physical health...T can assure
you he is in good physical condition and
mentally alert and  these proceedings
have not been trying on his physical or
mental health,”?® Fhere is no evidence
to indicate that the Nayy urged lBucher
or his attorney Lo issuc such a state.
ment. [t was, however, welcomed by
harassed naval officials. Captain Thomas
noted thal the court had received sev-
cral hundred letters and telegrams and
that the general tenor was a source of
considerable coneern for the court. The
telegrams and letters indicaled that in
the mind of many people “Commander
Bucher was being court-martialed.”??
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Congressional interest. remained at a
peak, reflecling constiluent sentiment,
Scnators Dominick and Young (Demo-
cral, Ohio) called for Congressional in-
vestigations  of  the Pueblo incident.
While Representative Edwin D. Eshle-
man (Republican, Pennsylvania) urged
newly appointed Secrelary of the Navy
Chalee to halt “An inquisition ol a man
who is neither physically uor mentally
iu position Lo be snhjected to the kind
of investigation being condueted.™®

The Navy, [acing a stormu of public
crilicism, coutinued its elforts to “cdu-
cate” the public a8 to the real nature
and purposc of the proceedings, The
press reccived daily reminders  from
Navy lawyers aud publie affairs oflicers
that the iuvestigation was an “inquiry”
and nol a trial, stressing that the word
“court” was a misnomer. Naval oflicers
might have heen divided on the yuerils
ol Bucher’s behavior, hut they generally
agreed on the nced for a full-seale
iugniry into the Pueblo story. The
problem was in convineing the public.
Much ol the eriticisru undoubtedly was
generated by a lack of uuderstanding of
the military judieial system. I'rom the
oulscl the procedures were explained,
and, as outlined previously, great ecare
was laken to sce that the public was
informed on all aspects of the case
excepl those of a sensilive sccurity
nature, Again, cmolion tended lo ob.
seur rational understanding of what
was transpiring at Coronado. Sonte
writers did make honest eflorts to nn-
derstand the Navy’s position. As an
example, Vermont Roysler writing in
the Wall Street Journal stated: ., . . the
Navy is doing not only what it has
traditionally done but what it ought to
do. For that much, at least, there should
be  public praise, not public cen-
sure , , . when men accepl responsibility
they should also aceept acconntability
for what they do with it...”"® And
The New York Times suid i an edi-
Lorial:

... The hearings are pulting an
cxcrucitaling cmotional strain on
Commander Bucher. .. but the
fairncss with which the Navy is
conducting them provides needed
rcassurance that they will resalt in
a elarification and modernization
of the rules governing command
in vessels under Penlagon orders,
nol an cffort to [ind personal
scapcgoats.s °

Support or even lacit approval of
what the Navy was doing, however, was
slow in coming if, in facl, it was cver
admitted by the news media, The lactis
that the press gencrally remained an-
lagonistic toward the Navy, Caplaiu
Thomas attribules the basic misuunder-
staudiug of the warning given Bucher to
this faet,

Conceding press hostility, the Navy
did little to immprove its standing with
the fourth ecstate by denying reqnests
from The New York Times, Washington
Post, Los Angefes Times, and Reader’s
Digest for transeripts of the Court of
Inguiry proecedings, Acecording (o
knowledgeable sources in the Navy, the
question was debated in Washinglon
with legal and puhlic affairs oflieials
agonizing over why eould the press not
he provided transcripts. High-level Navy
officials apparently found the argu-
meuts for doing so unconviucing. Navy
Regulations, article 1251, states that
records ol Navy courls of inquiry “are
intended solely for use in the naval
establishenent and are privileged™ and
“conlidential,”**

The rationale behind the Navy de-
cisiou, howcever, appeared to be a fear
that in releasing the transcript o news-
papers all over the country, some might
print only parts ol the procecdings and
therefore convey a misleading impres.
gion, This reasoning, if in fact valid,
scems inadequale in view ol the silua-
Lion prevailing Lhen,

The Navy's aclion, in regard lo tLhe
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transcript question, was certainly not a
fatal or even major crror in the Pueblo
chain of cvents, By that time Lhe lines
had been drawn in the public mind; it is
doubtful whether the Navy had any
rcmaining oplions that could have
changed national sentiment. The task
beeame one of keeping the situation
from getling any worse, for il began to
appear that the Navy, not Commander
Bucher, was being tried—a trial con-
ducted in the pages of the Nation’s
press,

A cartoon by Bill Mauldin portrayed
an admiral dangling from a giant crane,
holding a Navy commander in front of
him saying, “Bucher, I'm afraid yon
might be on a bit of a hook”® 2 while
Oliphant, cartoonist for the Denver Post
showed four Navy admirals in a row-
boat nanied “Navy Brass™ approaching a
mine labeled “Bucher’s Pueblo ‘Testi-
mony.” The cartoon was captioned
“Explosive Issuc: A peril for the probers
no less than the probed.”®? The Chris-
tian Science Monitor, in und editorial,
stated:

The Coronado inquiry is far {rom
over, But ... Commander Bacher
may be well on the way to be-
eoming America’s newest  anti-
hero. And if anybody is on trial—
at least in the view of the general
public—it is men mueh closer to
the top in the United States Navy
than he.?4

Also indicting the Navy, James Reston
said: “Not only Commandcr Lloyd M.
Bueher, the Pueblo’s skipper, is suspeet
in this tragic incident, but the Navy and
the Defense Department are ateo under
suspicion, and the latter are in cifect
sitting in judgment on themselves,™*

The Navy's less than successful cf-
forts to convince the American public
that the Court of Inquiry was not a
“trial” was vividly demonstrated during
a Presidential news conferenee held on 6
February 1969. In responsc to a re-
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porter’s question as to whether it was
proper for the Navy “to be in effeet
gitting in a judgment on itsclf,” Presi-
dent Nixon replied:

... As a Navy man, | know that
the Navy has procedures which 1
think very adequately protect the
rights of delendants in eourts mar-
tial. Sccond, 1 believe those pro-
cedures [rom my invesligalion o
date have been very serupulously
followed...l... will examine
the whole record myself both
with regard to the individual guill
or innocenee of the people in-
volved and also with regard to the
even more important objective of
sccing to it that this kind of
incident can be avoided in the
future.®®
The President’s use of the terms “guilt”
and “innocence”™ emphasized the very
misunderstanding the Navy had taken
great pains to clarily, namely that in the
proceedings underway at Coronado the
guilt or innocenee of the Pueblo erew
was not at stake. Subsequent clarifica-
tion by the White House that the
President only wished to emphasize that
he would give the Pueblo matter
thorough review provided little comfort
to disconraged Navy officials,

On 18 February 1969, L, Mendel
Rivers, Chairman of the House Armed
Services Committee, cstablished a
special subcommittee “to conduct a full
and thorough ingquiry into all matters
ariging from the capture and internment
of the 1155, Pueblo and its crew by Lhe
North Korcan Government.””  The
subcommittee, headed by Otis G. Pike
(Democrat, New York) began formal
hearings on 4 March 1969, Unlike the
Coronado proccedings, the Pike sub-
committee  appearcd  to  concentrate
more on the larger questions of Navy
preparedness, code of conduct applica-
bility, and intelligenee operations, Like
the Navy Court of Inquiry, however,
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they provided additional
America’s press mills,

The Puedlo remained (ront page
news, much to the Navy’s discomfort.
The headlines generated out of Washing-
ton reported a disconraging picture of a
Navy caught ill-prepared to deal with a
Pueblo-lype emergencey, of scrions de-
ficicneics in the military command
structure. The stories emanating (rom
Coronado continued to recite the dis-
tressing litany but in human, emotional
lerms.

On 13 March 1969, almosl 8 weeks
alter it started, Admiral Howen an-
nonneed Lhat the Court of Inquiry was
completed. In reviewing the almost 8
weeks of leslimony, Lhe news media
remained firmly in the camp of the
Pueblo ercw, The harsh eriticism to
which the Navy had been subjeeted for
most of the court was muled somewhat,
but there was no mistaking Lhe domi-
nant senliment, The Wall Street Journal,
in a postinquiry editorial opined:

grist  for

If the courl of inquiry’s findiugs
arc as fair as its hearings have
been, then, they will show thal
whatever questions there may be
about the commander’s conduct,
the big mistakes were made at far
higher levels. For the Navy, the
lesson of the Pueblo is an old one:
H you seud men on a dilficult
mission ill-equipped, ill-prepared
and ill-instrueted, you cannol
expeet exemplary performance.®®

The Pike inquiry would provide the
press Pueblo continnity for another 2
months,

THE DECISION

Onc point not claborated upon
carlicr in this paper is the Code of
Conduct. While it not intended to inves-
tigate the applicability of the code, the
prominent role pgiven it both by the
Navy and the news media before,

GE REVIE

dnring, and after the Court of lnguiry
requires that il be discussed. As noted
carlicr in this paper, prior to the be-
ginning of the inquiry the Nayy had
defined the code as a guoideline for
seryicemen--nothing  more.  Caplain
Newsome told reporlers the code was
“like the Ten Commandments, H’s not
something you can vielale puni-
tivcly.”g‘9 Yet, during 8 weeks al Coro-
nado the code dominated much of the
proceedings as the crew’s performance
was measured against il by the courl,

Fach crewmember was  asked to
deseribe his reasons lor violaling the
code, This Lestimony provided much of
the drama and ewmotional copy for
reporlers, At one poinl during Lhe hear-
ings Caplain Newsome asked Bucher:
“Do you leel there was proper indog-
trination of the Code of Conduel for
members of the crew?”™? Bucher, afler
commenling lhat the evalualion was
hindsight, replicd: “Considering what
happened, neither mysell nor the crew
had adequate training in the Code of
Conduet,”®!

The Navy’s original posilion Lo view
the code as inspirational vather than
penal appeared 1o undergo a change
during and subscquent to the Court of
luquiry. For instance, on 20 February,
Captain Newsome said thal, “Lt has
become obvious that the Code of Con-
duct is applicable in this situation,”? H
the public was bewildered and confused,
they were not alone; the Pike sub-
commitlec shared this sense of bewilder-
menl.

Testimony received by Lhe sub-
committee from represcntatives of
the Department of the Navy re-
sulled in a very confusing picture
as to the applieability of the Code
of Conducl Lo the members of the
U.S.8, Pueblo crew. Also con-
[usion was ercated in the minds of
the members of the subcommittee
as to whether or not a violation of
the Code of Conduct constituled
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an aclion punishable under the
Uniform Code of Military Jus-

tice,”?

In testimony before the Pike sub-
committee, Rear Adm. Joseph B, Me-
Devitt, the Navy’s Judge Advocate
General, stated that the code was “not a
punitive article on which punishment
can be bused,” But then, under ques-
tioning by members of the subeom-
mittee, e admitted that all violations of
major provisions of the code were
punishable as breaches of Navy peneral
orders and of the Uniform Code of
Military Justice.”*

The ambivalent views of the Navy as
cxpressed above vividly demonstrated
the dilemma it faced—weighing military
duty against humanitarian considera-
tions,

Admiral Gallery scverely chastises
the Nayy in this regard. In referring to
the “Ten Commandments” view cx-
pressed by Captain Newsome, Admiral
Gallery relates:

When | learned the Ten Comn-
mandments | was told that a
rather scverc penalty eventually
was attached to violating them, Of
course, those who don’t believe in
this penalty don’t take the Ten
Commandments  very  seriously
cither. But it scems to me an
cxecutive order from the Presi-
dent should be taken very seri-
ously indeed by members of our
Armed Forees,”®

The retired admiral goes on to sug-
gest that the Navy simply sought to
avoid the cxtremely unpopular lask of
court-martialing the Pueblo crew for
violating the code. It would indeed
appear that the Navy's vacillation was
generated to some extent by a desire to
avoid the issue in the face of sirong
public hostility.

The unfortunate conclusion must be
drawn, however, that the Navy's
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handling of the Code of Conduct
dilemma did little to improve public
understanding of the issucs involved and
may, in fact, have had just the opposite
cffcet. While the Navy may have hesi-
tated to take a stand, the news media as
well as Congressmen called for changes
to the code to reflect behavior that
could be realistically expected of nor-
mal men. Not a few reminded their
rcaders and constituents of the prece-
dent set by the Government in signing a
falsc conlession to obtain the crew-
members release,

In the few days following the end of
the Court of Inquiry at Corouado, Navy
officials in the Washington Public Af-
faira Offiec concernced themselves with
formulating a plan for handling the next
and possibly the most explosive (public
rclationswise) event in the Pueblo case,
the Court of lnquiry'’s deeision. Here
again the situation was fraught with
complexitics, Inusmuch, as the court had
been ordered convencd by Adm. Joln .
Hyland, Cowmmander in Chiel of the
Pacific Flect, the findings would be
forwarded to him for further action,
and then up the chain of command to
the Seerctary of the Navy. Conecivably,
there were at least four reviewing points
along the chain of command that could
posc problems for the Navy of a public
rclations naturc. Sensing this, public
affairs officials argued successfully that
the decisions and rccommendations
should be announced only once—at the
top—rather than at cach point along the
chain. The public relations rationale
behind this, of course, was that onc bad
headline was better than four!

Ou 6 May 1909, at 11:30 am,,
Seerctary of the Navy Chalce read a
statement 1o an assembled press con-
ference at the Pentagon, In his state-
ment, the Seerctary reviewed the find-
ings, opinions, and tecommendations of
the Court of Inquiry and the recommen-
dations of the subscquent reviewing
authoritics. The Court of Inquiry had
recommended that Commander Bucher
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and Licutenant Harris (Officer-in-Charge
of the Intelligenec Detachment aboard
the Pueblo) be tricd hy general courts
martial; that Licutenant Murphy (Ex-
cenlive Officer), be issucd a letler of
admonition; and that Rear Adm, Frank
L. Johnson and Capt, Everctt B. Glad-
ding (Dircetor Naval Seeurity Gronp,
Pucific) each reeeive nonjudicial punish-
ment in the form of a letler of repri-
mand.

The eonvening authority, Admiral
Hyland, recommended letters of repri-
mand for both Bucher and Harris in-
gtcad of courts-martial. Recommenda-
tions in the eases of Murphy and Ad-
miral Johnson were approved. The
recommendation to issue a letler of
reprimand to Gladding was withdrawn
by Admiral Hyland. The Chief of Naval
Operations concurred in the recommen-
dations of Admiral Hyland.

The Secretary then stated:

As a resull of my review, I have
decided that no disciplinary ae-
tion will be taken against any of
the personnel involved in the
Pueblo incident...l make no
judgment regarding the guill or
innocense of auy of the officers of
the offenscs  alleged  against
them, .. T am convinced, how-
ever, that neither individual dis-
cipline, nor Lhe state of discipline
ot morale in the Navy, nor any
other interest requites further
legal proceedings with respect to
any persounel involved in the
Pueblo incident.

Secerctary Chalce reviewed cach of the
recommendations and added his own
assessment. He coneluded the staleruent
by saying:

In light of the considerations set
out above, I have determined that
the charges agoinst all of the
officers conecrned will be dis
missed and T have direceted the

Chief of Nayal Operalions Lo lake
appropriate action Lo that end.
Lvery feasible cffort is heing made
to ecorrcet any Navy deficicncies
which may have contributed 1o
the Pueblo’s scizure, The Navy’s
leaders are determined that the
lessons learned from this Lragedy
ghall be translated into cffective
acLion.®®

The decision produced a somewhal
mixed reaclion in the press and among
Congressmen. The press generally ap-
peared caught by snrprisc not only at
the final outeome, bnt with the unusnal
manner in which the Nayy handled the
annonncement. Key  congressional
figures indicated they aceepled Chafee’s
decision, Senator Richard Russell, who
had catlier questioned the hero role for
the Pueblo crew, accepted Chafec’s con-
elusion on the basis thal “there was
dercliction all down the line...lt
wouldn’t have heen fair to punish or
admonish Lhe juniors iu the matter if it
hadn’t also goue across the board to the
joint chicfs,”®7 Representative Pike,
then conducting his own ingniry, com-
mented to reporters: “The Navy took a
hardline position which the Seerctary
tempered  with merey.”™?  Senator
Dominick, who carlier had charged the
Navy with Llrying to make Bucher a
scapegoat, called the recommendations
of the Court of Inquiry “simply ridieu-
lous” and indicated his intention of
pressing the ease.”” The press, clearly
relaining its sympathy for the crew,
generally supported Secrctary Chalce.
Said The New York Times in an edi-
torial;

Lawyera have a saying that hard
cases make bad law. Seeretary of
the Navy John H. Chafec may
have had this maxim in mind
when he wisely deeided against a
general  courl-martial  for  Cdr
Lloyd Bucher aud Lt Stephen R.
Harris.. . Iln  lempering juslice
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with compasgion, Secrclary
Chalee probably reflects the view
of most Americans, sumimed up in
his comment that the principals in
the Preblo case “have sulfered
cnough, ' %0

EPILOG

The power of public opinion must
he faced, understood and dealt
with. It provides the psychological
enyironment in which organiza-
tions prosper or perish,' ®!

During the course of the unfolding
events ol the Puehlo crisis, the 1.8,
Navy recognized this “power of public
opinion” and, for the most part, ap-
peared to undersland it. The efforts in
dealing with it were caused by a number
ol factors, many of which, as we have
seen, were simply beyond the Navy’s
ability to influence. Il public relations
consideralions were nol paramount in
the Pueblo case, they were at east of
primary importanec; the extensive
planning and atiention to publie rela-
tions detail demonstrated this, The final
decision by the Seeretary of the Navy,
in the author’s opinion, represents an
unmistakable  compromise  with  the
lorees of public opinion in this country,
The news media, admittedly hostile,
undoultedly  were able Lo influence
public opinion to a degree. More ac-
curately, however, the press refleeted or
mirrored sentiments shared by many
Amecricans. To be sure, the initial re-
actions Lo the Pueblo scizure followed
the somewhal predictable conservative-
liberal  dichotomy, but lines rapidly
blurred as public indignation shifted
from the North Koreans Lo the Govern-
ment at home, Political identification,
notwithstanding, there appeared 1o be a
genuine reluctance on the part ol the
American public to take a stand until
more was known—a reluctance born of
expericnce with the H-2 and Bay of
Pigs. Americans generally united in their

cflorts to gain the cerew’s release, and
this unity was reflected in editorial
conlent of bolh the liberal castern press
and the more conservative rural and
western press, The effort became a
humanitarian one, a not unimporlant
byproduct of which was the tremendous
amount of public sympathy for the
crew during the inquiry. Here the Navy
fostered this mood by indicating its
support [or Lthe erew through stalemenls
issued by its leaders.

The extraordinary means the Govern-
ment used to retrieve the crew strongly
suggest official recognition and  sur-
render Lo popular sentiment. There were
few diplomalic preeedents olfered in
explanation. The Navy, accurately
gauging national sentiment and latent
hostility [rom the outsel, assumed a
delensive position vis-awvis the media,
Arrayed against the Navy was a hostile
press waiting for an opportunity to
strike were the Navy to take a wrong
step. In asscssing the reasons for this
phenomenon, several key factors
emerge:

® Credibility Gap of the Johnson
Administration. It may be recalled that
domestic criticism of the administration
rcached a peak in the winter of 1968,
Victnam and our involvement there
proved the major contributor with the
February 1968 Vieteong Tet ollcnsive
acting as a catalyst. There was a marked
cynicism evident in the mood of the
press. Fditorialists and pundits assumed
a skeplical stance in relation to Govern-
mcnl pronouncements. Puebin occurred
during this period of dwindling con-
fidence in the American Government.

® Antimilitarism. For the first time
sinec before World War L, the military
became the targel of heavy domestic
criticism. Much of this con be ascribed
to the gencral disenchantment associ-
ated  with the credibility gap cited
above, For the Nayy and the Pueblo
crisis, however, the unflolding story
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simply aggravatcd pnblic manifestalions
of antimililarism and conversely pro-
moted a hero image for the Pueblo
skipper and his crew. Related to this
was a gencral public concern or feeling
of helplessness in the face of hoge
impersonal  bureaucralic  institulions,
Many, [mstlrated by the system, found
it casy to identily with Commander
Bucher—a helpless victim ol an insensi-
Live, unresponsive, military burcancraey,
Not surprisingly, a eonsidernble amount
of sympathy for the Pueblo skipper
could be found within the Navy, par-
tienlarly among more jnnior officers
who seemed to vicariously share
Bucher’s sense ol frustration. Admiral
Gallery in noting this situation said:
“...onc ol the [rightening aspecets of
this ease is that if the Navy did decide
to court-martial Bucher, a court com-
posed of the rising gencration of naval
officers might acquit him, ! °2

¢ Humanitarianism. As a Nation we
have taken pride in our hasic humani-
tarian approach to world problems, Our
high regard for human life supposcedly
distingnishes ns from other cultures in
the world. Thus, in the spirit of this
tradition, the US. Government hnm-
bled itsclf before a third-rate power for
hnmanitatian rcasons—to gain release of
the Pueblo crew., This humanitarian
concern manifested itself again in the
form of snpport from liberal clements
of the public for the Pueblo commander
who gave np his ship to save the lives of
his erewmembers, He was porlrayed as a
“new breed of hero, o skipper who
rceognized the realitics and chose to

save his ercw rather than sacrifice
it »103

® Morality. From the day FPueblo
was eaptured, the American people were
continually reminded of the fact that
the vessel was a “spy ship.” For many
Amcricans the term earries romantic,
albeit  unsavory, connotations, ‘T'he
knowledge that the ship cngaged in

covert activity allowed for public ra-
tionalization of the crew’s behavior, The
intelligenee rvamifications posed o di-
lernma  for the Navy of a diffcrent
sort—-how to measnre the performance
of 2 commanding officer given the
traditional lotal responsibility over his
ship but only parl of the authority. The
Wall Street Journal asked il Bucher's
“very mission was a contradiction of
sorls to the genllemanly code laid down
by John Panl Jones,”'®* This am-
higuity further clouded the issucs in the
public mind.

Thus, in asscssing the mood of the
country and delermining reasons for
public hostilily toward the Navy, the
above four laclors emerge. These were
[aclors over which the Navy had little or
no control. They provided the inhos-
pitable stage for the Pueblo drama.
Navy mistakes were made, however,
which intensified publie hostility. While
these mislakes, in Lhe opinion of the
author, were nol of suflicient magni-
ude to have substantially altered the
eventual ouleome of the casc, they are
considered of major import in deter-
mining reasons [or public resentment
and hostility toward the Navy.

Navy Ambivalence. Up Lo the com-
meneement of the Court of Ingniry,
Navy statemenls conveyed to the public
a posilion of support for the Pueblo
skipper and his crew, Whatever the
rcason for this, available evidence indi-
calcs public shock and anger over events
subsegnent Lo the courl beginning. In
particular, the warning given to Bucher
represented, in the public eye, a funda-
mental shift in the Navy’s position. As
noted carlier in thiz paper, the Navy
took great eare in defining to the press
and conrt participants the strictly legal,
procedural necessily [or  this  step.
Surely il this were all that it meanl to
the public, reaction Lo the incident
would be hard to explain, Clearly, some-
thing eclse was inyolved., Up to tLhal
momenl Bucher had been proelaimed a
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hero; a proclamation shared and fos
tered by official Navy statements. The
warning was the first manifestation that
the Navy thought otherwise! Even the
decisions regarding the Code of Conduct
appeared to have been stretched to fit
the view that the Pueblo crew had done
no wrong. [t scems reasonable to assume
that had the Navy’s official public posi-
tion from the outset been one of skepti-
cism and doubt concerning Bucher’s
behavior, the warning would have been
more properly portrayed in its troe
context. As it was, however, it repre-
sented an emotional juncture that was
disastrous for the Navy from a public
relations perspective.

Court of Inquiry. Despite a resolute
public affairs effort, the American
people never became reconciled to the
fact that the proceedings at Coronado
were not a trial! Here again the Navy
proved to be its own worst enemy.
Although there have been courts of
mquiry for many generations, in the
circumstances of this case, the very use
of the word “court” may have created
in the public mind the type of adver-
sarial image normally associated with
the word in the civilian judicial context.

The decision by the Secretary of the
Navy was a skillful one, yet it is hard to
imagine how he could have acted other-
wise, in the face of public opinion. On
the one hand, the Navy’s tradition of
military responsibility and account-
ability was at stake; while on the other,
the climate of public opinion clearly
would not accept punishment of the
crew, The Navy simply could not have
withstood another long siege of adverse,
page-one publicity that a court-martial

would most certainly have aroused. The
experience of the preceding 5 months at
least made that painfully clear. Public
opinion, like it or not, proved the final
arbiter in the Pueblo case!

For better or worse, the mititary as a
whole finds its options for freedom of
action increasingly restricted or cur-
tailed by public sentiment. In the
Pueblo case the Navy simply had no
option—it was up to the civilian Secre-
tary to salvage the sitnation. Secretary
Chafee’s decision appeared deliberately
designed to blunt the public outcry but
at the same time allowed the Navy to
keep a measure of its sell-respect. Navy
submission may be distasteful to some,
but one incontrovertible fact remains—
the support of the American people is a
must if we are to continue to maintain a
strong, effective naval force.
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...a popular outcry will drown the voice of military
experience.

Mahan: Naval Strategy, 1911
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