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Eccles: Strategy: The Essence of Professionalism

To this writer, strateqy Iis the
comprehensive direction of power to
control situations and areas In order to
attain objectives, Unless one has an
understanding of the concepts of
strategy, the art of creating, distri-
buting, and applying military means to
fulfil the ends of policy will he
haphazard and, in some cases, disas-
trous— witness the British action in Suez
in 1956 and the U.S5. Bay of Pigs
episode in 1961,
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STRATEGY:

THE ESSENCE OF
PROFESSIONALISM

An article

Rear Admiral Henry E. Eccles, U.S. Navy (Ret.)

Introduction. Stralegy can be dis
cussed [rom two perspeclives—that of
the student of stralegy, who is unham-
pered by deadlines and feee feom adher-
ence lo any particular formulation or
authorily other than than anposed hy
intellectual rigor; and that of the execu-
live authority, who must lormulate
specilic national and mililary stralegic
policies and plans. This lalter aclivity
musl always be done within a specilicd
time and musl always be both respon-
sible and authoritalive. For the purpose
of this article, T will discuss the [irst
point of view, emphasizing the nature
and slruclure ol stralegy while choosing
to omil both the methods and con-
siderations uscd in reaching strategie
decisions, and the eritique ol specific
stralegic policies and plans. Unless one
is willing Lo confine discussion of the
subjecl lo some specilic aspect of the
general concepl, discussion often lends
to dissolve into lamentations and con-
fusing speculative arguments rather than
construclive analysis,

In dealing with this subject, [ ask
that the reader bear in mind that when
one has execulive responsibility for the
formulation of an operative strategy,
little time or energy can be devoled Lo
developing consteuctive theory or con-
cepls. One must decide on the basis of
one’s hasic assumptions, one’s view ol
current facts, and on the indamental
concepls one has already  developee,
Assumptions and  current facts,  of
course, viey preally according Lo cir-
cumstances,  bul  coneepls, il well
thought out, have mueh greater endur-
amnee.

What Strategy ls. In his hook Strat-
egy, Liddell [art devoted Lhe last 440
pages Lo the theory ol stralegy and Lo
prand steategy, Tlere, in developing “a
new  dwelling-house  lor  stralegie
thought,” he discussed the ideas of
Clousewitz and  Moltke  and  then
wrole:!

We can now arrive al a shorter
definition of strategy as- “the arl
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of distributing and applying mili-
tary means to fulfill the ends of
policy.” For strategy is concerned
not merely with the movement of
forces—as its role is often defined
—but with the effect. When the
application of the military instru-
ment merges into actual fighting,
the disposition for and control of
such direct action are termed
“tactics.” The two categories, al-
though convenient for discussion,
can never be truly divided into
separate compartments because
each not only influences but
merges into the other.

As tactics is an application of
strategy on a lower plane, so
strategy is an application on a
lower plane of “grand strategy.”
While practically synonymous
with the policy which guides the
conduct of war, as distinct from
the more fundamental policy
which should govern its object,
the term “grand strategy” serves
to bring out the sense of “policy
in execution,” For the role of
grand strategy—higher strategy —is
to coordinate and direct all the
resources of a nation, or band of
nations, toward the political ob-
ject of the war—the goal defined
by fundamental policy.

This places strategy, grand strategy,
tactics, policy, and objectives in a clear
perspective.

The element of policy stressed by
Liddell Hart here and elsewhere was
clearly brought out in the Naval War
College publication Sound Military De-
cision which states:*

Understanding  between  the
civil representatives of the State
and the leaders of the armed
forces is manilestly essential to
the coordination ol
policy with the power to enforce
it. While military strategy may
determine whether the aims of
policy are possible of attainment,

national

policy may, beforehand, deter-
mine largely the success or failure
of military strategy. Therefore, it
behooves policy to ensure not
only that military strategy pursue
appropriate aims, but that the
work of strategy be allotted ade-
quate power, and be undertaken
under the most favorable condi-
tions.

These thoughts, together with the
Rosinski concept of strategy’s being the
art ol control, provide the foundation
for the conceptual unity and coherence
essential to military theory. Rosinski
wrote:?

... Strategy is the comprehensive

direction of power; Tactics is its

immediate application.
This definition requires the rec-
ognition that there is much more

to strategy than mere direction of

action. Tt is a type of direction

which takes into account the mul-
titude of possible enemy counter-

actions and thus it becomes a

means of control. It is this ele-

ment of control which is the
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essence of strategy: Control being
the element which diflerentiotes
Lrue strategic aclion from a hap-
hazard serics of unprovisalions,
Thus, stralegy in conlrast Lo
haphazard action, is that direction
of action which aims at Lhe con-
trol of a flield of activity be 1t
military, social, or, even inlel-
leclual, Tt must be comprehensive
in order Lo control every possible
counteraclion or factor. . . .*

Implications of the Concept of Sirat-
egy. Many discussions of stralegy sufler
from the semanlic conlusion arising
from the two commonly nsed meanings
of the word “strategie.” The first mean-
ing evolves (rom delining stralegy as the
art and science of using political, ceo-
nomic, psychological, and military
forces ol a nation Lo supporl national
policy. Thus, in this sense, “strategic”
refers Lo the plan or scheme lor such
use,

*This concepl of strategy as a comprehen-
sive control has Lhe advantage that il applies
cequally to the offensive and to the delensive.
On the offensive, the aim of siralegy is to
break down Lhe enemy’s control while simul-
lancously preventing him from interlering
with our altack. On the defensive, stralegy
gimilarly seeks to constrain the enemy attack
to such a form and degree Ihal, while the
defense may be forced back, it still maintains
control of its aclions and avoids collapse. As
long as it can manage to do so, us long as it
can continue to parry all decisive throsts of
the enemy, it may suffer a serics of defeats
bul it will stil)l be a coherent slrategy and
avoid wholeanle catastrophe,

In this sense a discussion of the strategy of
the three services ean best be analyzed in
terms of control, Control is casi in land
warfare, has always been more difficult in
naval stralegy, is still more difficult i the
ficld of air warfare, and is maost difficull in
that of the combined sirategy of all three
forees, . . .

Rosinski, “New Thonghls on
Unpublished  Paper, September

Ylerbert
Strategy,”

55,
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The second meaning defines “stra-
Legic™ action as the physical destruclion
of an enemy’s warmaking capacily. This
steond meaning relers primaeily to cco-
nomic, agricultural, and military targels.
The fallacy that strategy and destrue-
[iU]l are Hy"()”ylnﬂuﬁ H".ll L'“T COnse-
quent development of a “wenpon siral-
cgy,” hoth come from the earcless use
ol the second meaning ol “stralegice.”

The Rosinski coneept o “compre-
hensive  control™ has cerlain specilie
inplications of tremendous importance.
In particular, it establishes the primacy
of strategy in the conduct of national
alfairs as opposed Lo emphasis on de-
struction that is implicit in any “weap-
om stealegy.” The idea that the weapon
should determine the strategy lo be
used is based on the implied assumplion
that strategy and destruction are syn-
onymous, This simply is nol true,
Naturally, strategy will be influenced by
the availability of weapons, but siralegy
should use destruclion only when there
is no other way of gaining or exercising
conlrol. The concentratlion of thought
on control naturally leads Lo a reexami-
nation and better understanding of the
objectives whose utlainment is Lthe pur-
pose ol the attempl Lo exercise coutrol,

The coneepl of conlinuing control
prepares the mind for shilting the em-
phasis rom weapon Lo weapen or [rom
Lool Lo Lool in accordance wilh changing
siluations or with the changing capabili-
ties or application ol Lthe weapon or
weapon  systems  involved. Thus, the
intellectual coneepl of strategy as “com-
prehensive control” naturally leads to
the intellectual concepl of (lexibility.
But “Mexibility” itsell must be under-
stood lesL it degenerale inlo mere hesi-
tancy, uncertainty, and vacillation, The
cssence ol true [lexibility lies in the
contlinuing ¢clear apprecialion ol the
aim, Lhe purposes, the objective,

Objeclives. Stralegy is always con-
cerned with objectives, Bul merely Lo

3
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state the objective is not enough; the
objective must be analyzed. The mere
stalement of an objective ean casily
degenerate into a rigid and dangerous
slogan. The analysis should not only
clarily the purpose for which action is
to be taken, it must also show what
conslitules a salisfactory atlainment of
the oljective, Here we encounter one of
the chief problems of strategie thinking.
How arc the objectives influenced by
the course of cvents? How does one
distinguish stcadlast adherence to a firm
purpose from dogmalic pursuit of an
oulworn or irrclevant objeelive? In
modern conllict, objectives are multiple
and scem Lo have a hierarchy ol major
and minor, immediate and ultimate, The
chart “The Analysis of Objectives,” is a
grossly simplilied piclure ol an ex-
tremely complex and important analyLi-
cal process whieh ultimately provides
the necessary linkage between national
policy and eombat action,

But since plans, once prepared, (re-
quently  have great and  dangerous
momentum, the running catimate of the
situation must involve an alertness to
changes and particularly to the reactions
of the opponent which inllucnee one’s
own olyjectives. Both political objectives
and political control are cssential ele-
ments of all strategy. This brings us
squarely to the vital relation of strategy
and tactics.

Strategy, Interwoven with Tactics
and Logistics. Edward Lasker, the chess
grandmaster, made the lollowing per-
ceptive comment:*

++ . Strategy scts down the whole

ol the problems which must be

solved in war, in order to allain

the ultimate result aimed at; toc-
tics solve such problems in various
ways, and according to the condi-
tions prevailing in the particular
casc, Sound strategy, when sctling
the task, must never lose sight of

tactical practicability, and only a

thorousgh knowledge of tactical

STRATEGY 47

resources makes correet slrategy

possible,

This last description cxplains why
the term “strategic doetrine” is so [re-
quently a dangerous misnomer. Doe-
trine ariscs from repeated expericnee
and is usclut in dealing with recurring
situations. [ts purpose is to provide a
good solulion to the repeating problem
to be applied almost automatically
when a recognized situalion oceurs. It
saves Lime and achicves instant under-
standing between  unit  commanders
withoul the nccessity for consultation
or claborate communications, It simpli-
(ics decision and facilitates coordination
in action, It is an essential clement of
tactics, logistics, and communications,
but has little, il any, application to
strategy.

Bear in mind that most strategic
problems scldom recur in such a manner
that the tactical resources are so dis-
poscd as to make a doetrine applicable.
There is, however, room [or doctrine in
the arca of grand tactics.

Sound Military Decision again is usc-
ful in cexplaining fundamental  rcla-
tions:®

. Tacties, unguided by strategy,
might blindly make sacrilices
mercly Lo remain victor on a licld
of struggle. But strategy looks
beyond, in order to make the
gaing ol tactics aceord with the
stralegic aim. Strategy and tactics
are inscparable.

Lt is thus the duty of tactics to
ensurc that its results are ap-
propriate to the stralegic aim, and
the duty of strategy to plaec at
the disposal of tactics the power
gppropriatc to the results de-
manded.*

* . [The latler consideration imposes upon
strategy the requirement that the prescribed
aim be possible of attainmenl with the power
that ean be made available,

Consequently, while the altainment of the

Naval War College Digital Commons, 1971
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in mililary slralegy the interweaving
of logistical, lactical, and slrategic con-
giderations in Lhe mind of a single
responsible individual will always be an
intuitive process bascd on professional
expericnee and  judgmenl. Both the
logistical and laclical laclors conlain
many quanlitalive aspeels whose evalua.
tion is sabject to many modern analy Li-
cal Lechniques,

In moving from parely mililary steat-
cgy lo the level of national stralepy, we
have an increasing emphasis on cco-
nomic and polilical considerations,

Duncan Ballantine’s commenl on
logistics is instruelive: ®

... As the link between the war

front and the home front the

logislic process is al once the
military clemenl in the nalion’s
ceonomy and the cconomic cle-
menl in ils military operations,

And upon the coherence that

exisls within the process ilsell

depends the suecessful  arlicula-

tion of the productive and mili-

tary ¢lforls of a nation al war,

The understanding of the inlerweaving
of stralegy-cconomics-logislics i cn-
hanced by recognizing the two phases of
logiatics, producer and consumer.

Al the level of nalional strategy,
political factors, hoth internalional and
domeslie, are imporlanl. AL this lovel
slralegy, cconomics, and logislics Lend
Lo coalesee; wilth national and intlerna-
tional economics, ic., produccr logis-
tics, limiling the [orces one can ercale,
and operatienal logistics, Le., consumer
logistics, limiling the [orces one can
tactically employ. Stralegic  deploy-

aims ol strategy, generally depends upon the
results pained by lactics, strategy is initinlly
responsible for the suecess ol taclies, It is
therelore in the provinee of slralegy to ensure
thal the altainment of laclical objeclives
furthers, exclusively, the aims ol slralegy, and
also thal the taclical struggle be initintled
under conditions Tavorable for Lhe altainmenl

http(s):[//t lltg'.igacle_aygmlcd objectives

. . thr
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ments involve both producer and con-
samer logistics, As an ¢xample, consider
the coneepls of preposilioning and cm-
ploymenl of a [asl deployment logisties
ship.

linally, the classic principle of mili-
lary decision found in Sound Military
Decision emphasizes Lhis interweaving
of integrated thought by testing cach
proposed course ol action {or:

® Suilability—Will il accomplish the
mission? Atlain the objeclive? This in-
volves both strategy and polities,

® lcasibility—Can it be  accom-
plished with the means available? This
involves  Llactics, logistics, and eco-
nomics,

® Acceplability—Are  the conse-
quences as Lo cosl acceplable? This
involves polilics, ceconomics, and logis-
Lics,

Conlrol and Deterrence. Delerrence
is cerlainly a very imporlant aspecl of
stralegy, bul il by no means js Lthe only
clementl. Bul since il is a negalive
clement, undue concentration on it may
casily delracl from the cssential posilive
aspecls of strategy. 1 believe, however,
that its full implications have not been
adequaltely understood,

Concepls ol slralegy and  conlrol
must be examined in Lwo major aspecls,
“Stralegy is the comprehensive diree-
tion ol power to control silualions and
areas in order lo allain objeclives,”
Thus, we can examine the nature of the
silualions amd arcas thal musl be con-
trolied in order Lo allain objeetives, and
the means and methods of the use ol
power in ils various forms by which
such control will be exercised,

We also musl examine Lthe means and
the methods by which the power which
is being used is itsell conlrolled. The
unconlrolled use of power can casily be
both self-defeating and disastrous, This
means stricl  political control of all
militavy  aclion  musl  be  exereised
ough the elaborate worldwide com-
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mand conlrol system made possible by
modern cleelronic lechnology.

Bul the controlled use of lorce has a
further vital implication f{irst brought
oul by James E, King, Jr., in 1957:7

... We must, in shorl, ruarantee
that only ¢lfectively limited hos-
tilities can Dbe rationally under-
Laken,
Morcover, we must be prepared Lo
light limited aclions ourselves.
Otherwise we shall have made no
advance  beyond  “massive  re-
taliation,” which ticd our hands in
conllicls involving less than our
survival, And we must be prepared
o lose fimiled actions, No limila-
tions could survive our disposition
to clevale every conllicl in which
our inlercsls arc affected to the
level of total conllicl with survival
al stake.
Armed confliet can be limited
only il aimed al limited objectives
and lought with limited means. If
we or our enemy relax the limils
on cither objeclives or means,
survival will be al slake, whether
the issue is worth it or nol . ..

This, in effect, means that the fevel
ol tlactical defeal which in the past has
licen acceplable in pursuil ol a higher
stralegic objeelive has been raised. This
in turn places greater burdens on all
levels of command., Combal morale,
whieh is the single most imporlant
eloment ol combat elfectiveness ol Lthe
armed {orces, musl be maintained in
spile ol severe deleals sulfered while
relraining from the use of powerful und
available weapons. This, in Tact, is the
hidden and heretolore unmentionable
aspecl of delerrence,

Karl Dentseli in The Nerves of Gov-
ernment provides a puerceptive discus-
sion of the theory ol games, tis com-
ments on cerlain similarities belween
politics, strategy, and chess, particnlarly
as Lo the pressure of lime allowed for
making decisions, is parlicalardy  apl.
For instance:®

Published by U.S. Naval War College Digital Commons, 1971
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The theory—as theory—assumes,
in shorl, that thinking or caleula-
ting ean be earried on withoul any
limitation ol time or cosl.

This  assumptlion scems un-
rcalistic in polities. IL scems even
unrealistic in such cases as chess.
According o an  unpublished
study by Dr. L.C. Haimson, Rus-
sian handbooks of championsghip
chess  have  advised  promising
players since the 1930% not to
follow a “strongest  position”
stralegy, bul rather Lo foree their
opponent o make some delinite
ecommilmentl on the board, even
at the cosl of some loss in posi-
tion Lo themselves, Once the Rus-
sian player has induced his adver-
sary lo commil his picees Lo a
particular position on the hoard,
and o cammil his mind Lo work-
ing oul the possibilitics ol a par-
ticular kind of stralegy, he is then
advised according Lo this theory
ol chess, Lo make a radical switch
in stralegy and Lo conlronl his
opponent with a new set of prob-
lems Lor which his picces are nol
cflectively disposed and for which
his mind is not prepared. A pos-
sible political parallel Lo these
tactics might be seen in the way in
which the Sovicl-initiated Berlin
blockade in 1948 engaged Uniled
States allention al a Lime when
the Chinese Communisls were
winuing Lhe civil war in mainland
China; and again the way in whieh
the Korcan War of 1950 forced
United States allention Lo the Far
Lasl, with a corresponding layg in
the consolidation of Weslern posi-
Lions in ather arcas,

In such silvalions the main
altack may well be directed at
lirst nol so much against the
principal material resources but
rather againsl the decisionmaking
capacily of the player, Through
conlronting his mind with a bue-
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den of decisions greater thaun he

can manage within the limits of

available time and intellectual re-
sources, the clficicucy of his de-
cisions, and only subsequently his

physical position, e to be im-

paired or disrupted.

... And il should be clecar what

the Russian theory ol chess play-

iug, as described by Dr. Haimson,
hopes to accomplish. It is aimed
at averloading the sccond or selee-
tion stage in the strategic thiuking
of its opponent. Onee this op-
ponent has been foreed into mak-
ing a commitment that scems ad-
vanlagcous to him when con-
sidered by ilsell, then his material
and intellectual capacity lor re-
sponding to radically new changes
may have beeu  overburdened.

From this point on, the player has

two enemies against him:  the

radically chinging strategics ol his
opponent and the ticking of the
clock.

His [ootnote is also helplul:*

In addition lo illustraling the inter-
weaving of strategy, taclics, command
and morale, the above discussion raises a
further point—this point being thal the
commonly used dislinclion between
stralegic and nonstrategic war is, in [ael,
a semanlic trap which can canse real
trouble. In recognition ol this, I would
like to raise the lollowing question: If

*This stralegy differs significanlly {rom
the familiar one of keeping one’s opponenl
“off balance.” To hkeep an adversary off
halance muy mean, among olher things, lo
prevent him from commitling himsell thor-
oughly to any course of action. The [tussian
chesa strategy, like the warfare of the ancient
Parthians, would on the contrary encourage
him Lo make sueh a commilment, in the hope
of turning lhis commilment later Lo his
{opponent’s) disadvantage. The latler strate-
gy, wulike Lhe foniner, can employ deliberate
pauscs of activily, as well as positive aclion.
The dilferenee between Lhe two slralegics
resembles Lhus, in some respects, the differ-
ence between boxing and jujitsu,

ouc attacks the core iudustries aud
power and transportation [acilitics of a
nation with high cxplosive rather than
nuelear weapons, docs thal constitule
“stralegic war™? Or docs the word
“strategie” war apply only Lo the wide-
spread use of atomie or thermonuclear
weapons?

I submitl that the use of the lerm
“strategic war” is dangerous and may
cagily confuse us,

Stratcgy—Morale and Valucs. The
understanding of power and foree and
their effeelive use i crilical Lo the
understanding ol stralegy. Agaiu, we
come Lo the basic problem of capabili-
tics and limitations and through these to
the problems of public, as well as
military, diseipline and morale. Disci-
pline and morale arc {requently taken
for granled or eclse ignored in the
writings of so-called military intellce-
tuals,

Strategy  becomes  most complex
when we Lry Lo relate conerete Langible
military violence to the abstract in-
tangible clements of natioual interests
and nalional valucs. This is a necessary,
if painlul, process, for a strategy which
is contrary to the values of the people
of the nation concerned will not be
suecesslul. A stralegy which does nol
serve Lhe nalional interest is self-
defeating. Yel, how do we define or
deseribe national inlereats and nalional
values in lerms whieh provide a firm
base lor a sound strategy”

Obvioasly, this is a highly intuitive
process which means that il is an indi-
vidua! matter in which opinions differ
strongly. Ilere we (ind the major sources
of those clements of paradox, contradie-
tion, and equivoeation which loday are
so apparcnl and so dislurbing.

IT our concepts of the natore and
struclure of stralegy and its relation Lo
the other clements of military thoughl
and aclion are vaguce or confused, we
will incvilably [urther componnd our
troubles, Plato’s Tament as expressed in
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The Republic, “Until philosophers are
kings,” cte., is still pertinent,

Conclusion, I have indicated the
complexity ol thought associated with
lbe use of the word “strategy.” ‘The
word “stralegy” can be properly used in
a great variety of levels and contexts, I
belicve thal in some conlexts it is
desirable to use a qualilying word or
phriase to maintain semantic clarity. [
helieve that when any policy or plan of
aclion, no matter how inconsequential,
is labclled “a stralegy™ rather than
simply a “policy” or a “plan,” the
meaning of the word “strategy”™ be-
comes degraded. | lurther suspeetl that
such usage may somectimes have its roots
in the user’s pretentiousness or sub-
conscious desire to inflate rather trivial
idcas by the use of a term which sounds
important,

While il is uscful and sommctimes
necessary to discuss slrategy in isolation
from its associatcd subjects in Lhe art of
war, such diseussion does not give one
an understanding of more than a small
part of the strategy. Strategy in its [ull
sense can be understood only when it is
considered as part ol an inlerwoven
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fabric: of cohcrent military thought and
theory. | belicve that such interweaving
and cohercuce are enhanced by the use
ol the description that:

Strategy is the Comprehensive
Direction of Power to Control
Situations and Areas in Order to
Attain Objectives.

[ also belicve that it is useful to
meditate on the words: Comprehensive,
Dircelion, Power, Control, Situalions,
Arcas, Objectives; and Lhal as we so
nmeditale, further ideas will occur.

Finally, 1 belicve that the general
quality ol military education and, ulti-
malely, military decision and actlion is
improved il the word “strategy™ is used
with respeet and semantic clarity. For if
the word is carclessly used, the rigor and
comprehensiveness of strategic thinking
will be unnecessarily degraded.

I anyone thinks thal this discussion
has been on a too abstract or theoretical
level, 1 will close by saying that the Lwo
grealest speeific political-military blun-
ders of our times—Lthe Brilish aclion in
Suez in 19560 and the U.S. Bay of Pigs
episnde w 1961—contain vivid illustra-
tions ol the importance ol the points
that | have discusscd.
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