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kHE SCOP~ AI~D C~C~ER OF V~ORK 

AI THE APd~f WAR COLLEGk. 

In order that we may have ~ clear ~dea of th~ place The Army 

War College occupies an our educa%~ohkl system I farst wan~ to re- 
vaew brzefly our Army School System. 

As I see lip the mzl~tarv professlon Is pecuhar an that it 
can be practlced only in war. In tlme of peace our work Is to 
large extent theoretacal. Thls as not the case w~th other profes- 
SaChS. By a method of traal and error a doctor, a lawyer or an 
enganeer can put into practlcal appllcataon the theory of hls profes- 
slon concurrently wlth his study of that theory. If the theery is 
wrong or the results unsatisfactory but llttle damage ~s done, and 
harm results to only a few people, ~ath us, af our theorzes are 
wrong~ ouy endeavor to put them to practacal applxcataon may re- 
sult zn dzsaster to a large number of people. Therefore, ~n t~me 
of peace, we must adopt such methods of traxnxng and ~nstructzon 
as wzll evolve the soundest theory as well as tend to man~m~ze 
d~sastrous results an war. 

Due to our organlzatlon, our small number, and our multafarlous 
dutaesp our instructlon has to be largely theoretlcal. Our offlcers 
must be an~octrlnated and methods must be evolved so that reactlon 
in war does not become an unknown problem or task. ~o my mlnd our 
school system fulfills thas requarement as nearly efflclently as xt 
is posslble to do soJ 

Our school system has been one of slow growth. Leavenworth 
had a very modest and humble beglnnang in the early elghtles. At 
that tame the school was lattle more than a grammar school. 

Other schools gradually came into belng, but at no tlme was 
there much coordlnatlon or correlataon between the varloue schools. 
As a matter of fact, most of them met wath much oppo~Itlon on the 
part of manv of our then senlor offlcers. It was not an uncommon 
thlng for reglmental commanders to send offlcers to leavenworth for 
the purpose of gettlng tad of undesarables and not because of any 
outstanding abzllty on the part of the offlcer. 

Durlng the World ~ar the value of schools became manlfe=t. 
The need for large numbers of tralned offlcers in the mlnlmum of 
tlme resulted in expanslon of the then exlstlng schools and the 
establlshment of a great many others. It was proven that the 
unlform instructlon of the greatest number of offlcers could be 
accompllshed in the least tlme by means of schools. Consequently, 
upon the concluslon of the World ~ar, the system of schools ex!stlng 

prlor thereto was expanded and each school was glven a deflnlte and 



known relationship to the others. The scope of each was clearly 

outlxned and the system evolved was such as to provxde for the 
progressxve traxn~ng of an offlcer from h~s entry ~nto the service 
throughout h~s career as an offzcer. 

The youngster who now enters the service Is required during 
h~s f~rst year as an offzcer to qualzfy zn what zs known as the 
basxc course. Thze course consists of those sub3ects whxch are 
fundamental and basic and of which officers of all grades must 
have knowledge. The course ~s conducted concurrently w~th the 
youngster's practical education ~n servxce wxth troops. 

The next step is the Speclal Servlce Schools. ~hese are those 
estabhshed by each arm and branch, thelr prlmary functlon belng 
the educatlon of offlcers for dutles of the varlous grades in the 
various arms and branches up to and ~ncludxng that of the re~nforced 
brzgade. In most of these branch schools there are two courses the 
f~rst designated as the Company Offlcers Course, whxch xs prxmarxly 
for the purpose of teachxng offxcers the dutxes of company com- 
mander~, the second ~s known as the Advanced Course~ which ~s 
devoted to the training of officers for their duties as f~eld of- 
ficers. 

~he next step is the Command and General Staff School at Fort 
Leavenworth. ~hls school is the flrst one where offlcers of all 
arms and branches are brought together. %he course is for two 
years and the school has the role of indoctrlnatlng officers in 
the dutles and functlons of commanders and general staff ofilcers 
of dlvls~ons and corps. In theory, no offlcer is permltted to at- 
tend these schools untll he has graduated from the advanced course 
of the speclal school of hls arm. 

~he Army mar College Is the next step and has for its functlcn 
the tralnlng of offlcers for duties of commanders and general staff 
offlcers ef our largest unzts and for duty on the bar Department 
General Staff. Prlor to the~orld tar the~ar College was in 
reality an Integral part of the ~ar Department General Staff. 

The Army Industrlal College is of recent growth, It had a 

modest beglnnlng and has expanded as need for the study of Indus- 
trlal mobillzatlon and procurement of supphes has become more 
evldent° 

From thls brlef survev it will be seen that our school s~siem 
provldes for the theeretlcal educatlon of offlcers from the lowest 
group to the hlghest and that the system of educatlon is progresslve. 
There is a certain amount of overlapplng between the varlou~ schools, 
but the overlap that exlsts is only such as to provlde thorough co- 
ordlnat~on between the schools, thus tlelng each in wlth the other. 

ii 

-2- 



Each school has a spec~fxc m~sxon laxd down for at by the 

~ar Department whxch provides for the coordanataon of the schools 
one w~th another and ~nd~cates ~n defan~te terms 3ust the scope 
of the work allotted to the particular ochool. For ~he Army War 
College the m~ss~on prescribed by the tar Department ~s as follows 

a. To train offzcer~ ~n the conduct of f~eld oper- 
ations of the Army and h~gher echeloDs, and to ~n- 
struct xn those polatacal, economic and socaal matters 
whach xnfluence the conduct of ~ar. 

b. To ~nstruct offacers an War Department General 
Staff duties and those of the 0fC~ce of the Assistant 

Secretary of % at. 

c. To train offxcers for joint opera%xons of the 

Army and l~avy. 

d. To ~nstruct offacers an the strategy, tactics 

and logas~cs of large eperat~ons ~n past wars, w~th 
special reference to the ?,orld War. 

In brlef, we have two l~portant masslon~ - preparlng offlcers 

for duty as commanders and general staff efflcers of our haghest 
echelons and preparang offacers for duty on the ~ar Department 
General Staff. 

~he offaoers who come to us are all selected and must conform 
to certaan requlremen%s lald down annually hy the ~ar Department. 
A study of our school swtem shoves that the ~ar College z~ the 
bottle neck, that the of~icers who eventually reach it are compara- 
tavely few in number and are those who have not only passed through 
successfully the other schools but who have also proved thelr c~pa- 
ballty in other ways ~n the branches from ~vhlch they o~e. 

You will note that a part of our mlsslon is to anstruct of- 
flcers in the dutaes of the Offlce of the Ass!stant Secretary of 
%Car. Formerly tha~ in~truotaor w~s much more e~ten~ve than as 
now the case. Due to the development of the 1~rmv Industrlal 

College the need no longer eylsts for tne ~ar College to delve 

deeply Into the study of matters wlth whach the Lar Department 
General Staff is ~ot dllectly concelned as a functlonal duty. It 
lamlts ats anvestagataon to an orxe~tataon on the du~aes and re- 
sponslbllatle~ of the Off ace of the ~s~Jstant Secretar~ of Vvar xn 
a broad and general way only. be attempt only to ~aow the re- 
sponslbllltles imposed ~y law on that of~ice an@ to oho~ the co- 
operatlon that must exl~t betveen it ant the ~,~ar Department General 
St off. 

-3- 



lavlng gxven you an ~dea of the ~oope of ~he Army ~ar College 

I know of no better way to g~ve you a knowledge of the character of 
the work of that xnst~tut~on than by quo±xng from the a4dres~ by 
the Secretary of bar at the openxng of the college ~n 1919. He 
sa~d - 

"It was General }l~os who f~rst determined that 
th~s h~ghest of educational ~nst~tut~ons was not a 
school or college ~n the sense ~n which we usually 
apply there word°, but that the word 'college' was 
used ~n the original Latin sense, Collegium -- a 
oolleot~on of mcu, the ~ntent~on being not tha~ 
~ome more v~e should teach ~ome less w~oe, but 
rather that a group of men by contact, consulta- 
tion; and conference evolve the bert w~sdom of the 
entire group." 

In carrying out our m~sr~on of training and ~nstruct~ng off~cer~ 
we conceive that ~t can best be done by means and methods d~fferent 
from those whlch are eztant ~n the other service school~. %he unoer- 
lying ~dea ~n those schools ~s the ~ndoctr~nat~on of officers ~n the 
basic principles of warfare. ~herefore, means and methods must ~e 
somewhat set and ~n many cases rather dogmatic. 

At The army bar College we bel~eve that the faculty and studerts 
can "by contact, consultatlon and conference evolve the Test wlsdom 
of the entlre group" as the Secretary of ~ar so aptly expressed it 
in hls addres~ in 1919. In other words, the instruct!on may be 
classed largelv as ~elf instruction~ ~o thls end, for the ma3or 

part of the work, we d~v~de our classes ~nto comm~ttee~ of varylng 
s~zes and to ~ach committee ~s g~ven a d~rec~ve on a matter of 
t~melv ~nterert and upon ~Jh~ch a study must be made and a solution 
evolved. 

Another reason for thls commlttee method of work is that much 
of the work in the ~ar Department is bv commlttee r and thls ena~le~ 
our stu4ents to become famlllar v~th ~orPxng in groups. Further- 
more, the comz, lttee method permlts of a greater amount of research 
on any glven sub3ect than can be done b~ any one student an~ also 
pernlts of argument, reasonln~, Inltlatlve, or~glnal thought, har- 
monlzlng vlews and %he comlng to deflnlte declslons and recommenda- 
tions by a group of men. 

Each comm~tiee is headed by an offlcer, selected ~y roster, 
known as the Chalrman, who is responsiTle for the organlzatlon of 
the commlttee, for the allotment of work, for the proper functlon- 
ing of hls commlttee and for the formulatlon of a com~nlttee report 
at the tlme speclfled. ~e lay great stres~ oN the importance of 
the 3ob of commlttee chalrman and endeavor to hold h~m entlrely re- 
sponslble for the work of hls commlttee. 
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The commmttee method enables us also to brang out another mm- 

portant feature of staff work, namely coord~nataon and cooperation, 
~he commmttee chairman must learn to coordana~e the work of all the 
members of h~ ~ commmttee, the men~ers must learn to work one w~lh 
the other, ~. e., to cooperate. 

In order that all our students may benefit from the work of 
the varmous commattees e~ch committee ~s requared, on a prescribed 
date, to pre~ent the report of the committee to the class as a 
whole. A more or less arbatrarv t~me l~m~t ~s prescrmbed for the 
rengat~on of th~s report ~.hach requlres of the committee the el~m~na- 
tmon of all emtraneous matter, the stres~ang of the hagh po~nts of 
the report and the presentatmon of the report an the hm~ted t~me 
avaalable ~n such a manner as to present the subsect convincingly 
and understandanglv to all the member~ of the class. ~h~s teaches 
not only the chaarman but also all members of the committee the am- 
portant matter of condensation. ~ple t~me as g~ven each committee 
*o hold as many rehearsals as ~av be necessary pr~or ~o the renda- 
t~on oi its report. 

Although commlttee studaes form the ma3or part of the work 
durlng the year, in addataon tnereio and at an aad to them, and to 
provade for a broad cultural educatlon, some seventv or eaghtv 
lectures are scheduled. ~he~e lectures are glven not only by mal- 
atary personnelj but by persons of importsnce In other department~ 
of the government, and bv speakers who are promlnent ~n the educa- 
tlona~,commerclal, fanancaal ana later~ry llfe of the countrv. ~he 
suboects , as a rule, are thooe ~hlch pertaln to the partlcular work 
beang undertaken at the tlme by the student body. ~he ol3ect of 
these lectures l~ net only to add to the fund of info~matlon to be 
made available to a commttee or commlitees ano the work then an 
hand, but it as also to put us in touch ~ith the oplmon~ of the 
outslde world and to exclte intere~t, stlmulate dlscusslon and 
suggest hnes of thought and study. ~he subject is usually one 
selected by us, but no llmltatlon Is placed on the method of 
presentatlon and no effort i~ made to conform to pre-conceaved 
notlons or to bolster up theoraes. ~he spea~er~ are told that 
what goes on in the lecture hall is confldentlal. %hey are made 

to feel that they are safe to e~pres~ thear own oDxn~ons w~th 
the utmost candor. It ~s only ~V doxng ~o that we can ~et the 
best on some topacs which are hxgh~y confidential. 

be welcome you gentlemen to all of these lectures, hut we 
desare to stres~ to you, as ~ have to our own students, that the 
~ub3ect matter of the lectures is not to be dascussed outside the 
lecture hall. %hls as necessary an order that we mav hve up to 
our promlses %o the lecturers. 

After every lecture and commlttee report the meetlng l~ thrown 
open to general dl~cusslon, be encourage questlons and flank e~- 
presslons of oplnlons. We belleve that commlttees should be re- 
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qu~red to prove all the statement~ they make. ~;e encourage 

cuest~onmng zn order to b~zng out and clarxfy vague and con- 
trover~xal poxnts. ~,e desire the fullest and freest expres- 

~lon of vle~s. 

In addztzon to committee d~rect~ves and lectures each 

studenb z~ requzred to submit an ~nd~v~dual study on a matter 
or subject ~h~ch zs of l~ve ~nterest before one of the sectzon~ 
of the ~,ar Department General Staff. ~h~s requzre~ ~nd~v~dual 
research on the part of each student and ~s another means of 

~nstructzng h~m ~n the duties that he w~ll be called upon %o 
perform zf and when he becomes a member of the War Department 

General Staff. 

~he above shows ~n a very general way the character of the 
work ~e perform ~n carr~z~g out that part of our mzsszon of 
traznzng and znstruc~zng offzcers for duty on the War Department 

General Staff 

~e allow a certain per~o~ of t~me for as thorough a study as 

~s possible of each secL~on of the I ar Department General Staff, 
during which t~me eac~ stadent ~s recurred to study and fam~l~az~ze 
hzmself v,zth the or%anzz~t~on of the partzcular sectzon zts func- 
tzons, ~ts methods of wo~k and enough of the pro21ems v~ch come be- 
fore that section to gzve the student a good zn~zght znto xt~ work° 

~e conclude v,~th a perzod devoted to the ~ar Plans D~v~on, 
during vhzch tzme the class ~s requzred to formulate one ot more 
war plans agaznst a potentxal energy or enemzeo, zncludzng the 
3oznt plan, Army strategzcal plan and mo~z±zzatzon plan. 

In car~ylng out ths± part of our mls~lon ~hlch relate~ to the 
%ralnlng and instruot~on zn the au~±es of commanders and general 
staff offloers of armles and ~rcups of arm~e~ we follow a some~hat 
dlfferent procedure~ b~e endeavor to make ihzs phase of our work 
as praetlcal as po~s ~±e a~',d ~o so ~V means of map mar~averz 
reconnalssance of a ~ele~hed theatre ol operatlo~s ard a command 
post exerclse. Du~ns bz~ % m~ the class z~ dlwded z~Lo groups, 

each ~roup represen ~ng a comma~der and r~s ~cn~ral s~aff~ Differ- 
ent theatres of ope~at ons are s~]~ctgd assj~ed s~tat~ons are 

presented, and each command ~oup ~s required to solve the znz~al 
and subsequent s~tua±~oub as wo~d he ~e ooze were the s~t~atzon 

actual ~nstead of bemng as~med~ In these map maneuvers ve stress 
strategy an~ log~s~c~ ra~her than t~ct~CSo 

Laoh map maneuver Is roll.fed ~y a d~scuss~on where each com- 
mander is requzred t o  pre~e~ h!~ v~evro end  ~be f~otor~ ~zch in- 
fluenced hls varzous deozslon~ ana ~n ~b~ch ~be dzrecLors and umplres 
polnt out the errors of omlsslon and commission 

i 
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The or~anlzat~on of the college xs ~n three parts - faculty, 

clas~ and adm~nxstrat~on° [he faculty ~ 4xrected bV the Com- 

mandant who has an assistant for ~nstruct~on and an Executive 
Off, car for admxn~stratxon. %he faculty ~ organized ~nto four 
sections known as the G-l, 5-2, G-3 and G-4 sectxons, each wxth 
a d~rector at ~ts head. 

%he school vesr is dlvlded in±o two maln perlods of ap- 
proxlmately equal length whlch we have desl~nated - ~he Prepara- 
±non for ~ar Course and ~he Conduct of ~ar Course. Durlng the 
Prepsrat~on ior bar Course our znsiructlon is oevoted ~o that 
part of the mls=lon relatln~ to the ±raining of officers for the 

~ar Department Ceneral Staff. ~h~s period ~s d~v~ed ~nto su~- 
per~oos, each of v~hxch ms devoted to the ~tudy of a par±~cular 
sectmon of the l.ar Department General Staff as I have already 
enumerated and culm±nates ~n the preparation of one or more war 
plans lach section of the faculty ~s respons~Yle for the ~n- 
struct~on ~n the dutxe~, functions and ~ork of the corresponding 
section of the V~ar Department General Staff. 

~he Conduct of ]~ar Course zs that period devoted to the 
%raln~ng an~ instructlon of ofllcer~ in the dut!es of commanders 
and general staff ofilcers of large units. In thls all sectlon~ 
of the ~acultv partlclpateo 

~he army bar College and ~he Army Industrlal College have 

m u c h  i n  c o m m o n .  ~ h e r e  i s  n e e d  f o r  o u r  ~ o r k i n g  t o ~ e t h e r o  ~ e  
~ h o u l d  h a v e  c l o s e  c o o p e r a ~ l o n  o n e  ~ l t h  t h e  o t h e r  ~ e c a u s e  o u r  w o r k  
and o u r  problems a r e  !n~ima±ely related %he ~iud~ of tactlcs, 

strategy an~ war plannlng cannot ~e dlsas~ociate8 from the study 
of industrlal moblllzai~on an~ procurement of supphe~. Above 
all, our prollem~ and studle= must be approached from a practlcal 
polnt of vlew. ~heory has Its place, but not at the expense of 
practlcal solutlonso 
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