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1HE SCOPE AWD CHARACIER OF WORK
Al THE ARMY WAR COLLEGL.

In order that we may have & cle&t 1dea of the place The Army
Wer College occupies in our educatiohhl syttem I firet want to re-
view briefly our Army School System.

As I see 1t, the mulitarv profession is peculiar 1n thet 1t
can be practiced only in wars In time of peace our work is to a
large extent theoreticals This 1s not the case with other profes-
sionse By & method of trial and error a doctor, a lawyer or an
engineer can put into practical application the theory of his profes-
sion concurrently with his study of that theory, If the theory 1is
wrong or the results unsatisfactory but little damage 1s done, and
harm results to only a few people.s With us, 1f our theories are
wrong, ouy endeavor to put them to practical applicaiion may re-
sult in disaster to a large number of people. Therefore, in time
of peace, we must adopt such methods of training and instruction
as will evolve the soundest theory as well as tend to minimize
disastrous resulis in war.

Due to our organization, our small number, and our multifarious
duties, our instruction has to be largely theoretical. Our officers
muet be indoctrinated and methods must be evolved so that reaction
in war does not become an unknown problem or taske To my mind our
school system fulfills this requirement as nearly efficiently as 1t
1s possible to do sos

Qur school system has been one of slow growthe Leavenworth

had a very mpdest and humble beginning in the early eighties. Al
that time the school was little more than 2 grammar school.

Other schooles gradually came into being, but at no time wae
there much coordination or correlation between the various scheools.
As a matter of fact, most of them met with much opposition on the
part of many of our then senior officers. It was not an uncommon
thing for regimental commanders to send officers to leavenworth for
the purpose of getting rid of undesirables and not because of any
outetanding ability on the part of the officer.

During the World War the value of schools became manifect.,
The need for large numbers of trained officers in the minimum of
time resulted in expansion of the then exasting schools and the
establishment of a great many others. It was proven that the
uniform instruction of the greatest number of officers could be
accomplished in the least time by means of schools. Consequently,
upon the conclusion of the World War, the system of schools exaisting

prior thereto was expanded and each school was given a definite and
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known reletionship to the others. The scope of each was clearly
outlined and the system evolved was such as to provide for the
progressive training of an officer from his entry into the service
throughout his career as an officer.

The youngster who now enters the gervice 1s required during
his first year as an officer to qualify in what is known as the
basic course. This course consists of those subjects which are
fundamental and basic and of which officers of all grades must
have knowledge. The course 1s conducted concurrently with the
youngster's practical education in service with troops.

The next step 1s the Special Service Schoolse These are those
established by each arm and branch, their primary function being
the education of officers for duties of the various grades in the
various arme and branches up to and including that of the reinforced
brigade. In most of these branch schools there are two courses +the
first designated as the Company Officere Course, which 1& primarily
for the purpose of teaching officers the duties of company com~
mander<, the second 1is known as the Advanced Course, which 1s
devoted to the traiming of officers for their duties as field of-
ficers.

The next step 1s the Command and General Staff Bchool at Fort
Leavenworths. This school 1s the first one where officers of all

arms and branches are brought together., The course 1eg for two
years and the school has the role of indoctrinating officers in
the duties and functions of commanders and general staff ofticers
of divisions and corpse In theory, no officer 1s permtied to at-
tend these schools until he has graduated from the advanced course
of the special school of his arm.

The Army Wiar College 1s the next step and has for i1ts functicn
the training of officers for duties of commanders and general staff
officers of our largest unite and for duty on the War Department
General Staffs Prior to the World Tiar the War College was in
reality an integral part of the War Department General Staff,

The Army Industrial (ollege 1s of recent growthe It had a
modest beginning and has expanded as need for the study of indus-
trial mobilization and procurement of supplies has tecome more
evident.

From this brief survey 1t will be seen that our school siyretem
provides for the theoretical education of officers from the lowest
group to the highest and that the system of education is progreseive.
There 18 a certain amount of overlapping between the variou< schools
but the overlap that exists 1s onlv such as to provide thorough co-
ordination between the schools, thus tieing each in with the other.
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Each school has a specific mission laid down for 1t by the
Trar Department which provides for the coordination of the schools
one with another and indicates in definite terms just the scope

of the work allotted to the particular <cheol. For The army War
College the mission prescribed by the Wwar Depariment 1s as followe

a. To train officers in the conduct of field oper-
ations of the Army and higher echelons, and to in-
struct in those political, economic and social matters
which influence the conduct of var.

be To instruct officers in Wiar Department General
Staff duties and those of the Oflice of the Assistant

Secretary of Var.

Ge To train officers for joint operatrons of the
Army and Navy.

ds To instruct officers in the strategy, tactics

and—ioglstlcs of large operations in past wars, with
special reference ito the T,orld War.

In brief, we have two irportant missione -~ preparing officers
for dutvy as commanders and general staff officers of our highest
echelons and preparing officers for duty on the War Department
General, Staff.

The officers who come to us are all selected and must conform
to certain requirements laid down annuallv ty the War Department.
& study of our school svstem shows that the Wiar Cecllege 1< the
bottle neck, that the ofiicers who eventuallv reach 1t are compara-
tively few in number and are those who have not only passed through
succesefully the other schools but whe have also proved their capa-
bility ain other ways i1n the branches from which they come.

You wirll note that & part of our mission is to instruct of-
fircers 1n the duties of the Gffice of the Assistant Secretary of
Wwar., Formerly thie inetructior wrs much more extencive than 1g
now the case. Due to the development of the nrmv Industrial
College the need no longer ericsts for itne Lar College to delve
deeply into the study of matters with which the Tiar Department
General Staff 1e not directly conceined as a functional duty. It
limits 1ts investigation to an oriemtation on the duties and re-
sponsibilities of the Office of the re<istant bBecretary of War in
a broad and general wey only. We attempt only to <how the re-
sponsibilities imposed ty law on thet ofiice and to <how the co-
operation that must exi<t betveen 11 anc the Wwar Department General
Staff.
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Javing given you an idea of the =cope of The Army Wiar College
I know of no better way to give you a knowledge of the character of
the work of that institution than by quoting from the addres< by
the Secretary of War at the opening of the college in 1919, He
said -

"It was General Flies who firet determined that
thig highest of educationsl institutions was not a
school or college 1n the sense 1n which we usually
apply the<e worde, tut that the word 'college' was
vsed 1n the original Latin sense, Collegium -- &
collection of men, the intention reing not that
come more vise should teach <ome less wi<e, but

rather that a group of men by contact, consulta-~
ti1on, and conference evolve the bte=t wisdom of the

entire group.n

In carrying out our mis=<ion of training and instructing officers
we conceive that 1t can best be done by means and methods different
from those which are ertant in the other service schoole. T1he uncer-
lying 1dea in those schools 1g the indoctrination of officers in the
basic principles of warfare. lherefore, neans and methods must te
somewhat set and 1n many cases rather dogmatic.

At The army Viar College we believe that the faculty end studerts
can "by contact, consultation and conference evolve the Test wisdom
of the entire group" as the Secretary of V,ar so aptly expresesed 1t
1n his addreses in 1919. In other words, the instruction may be
classed largely as =elf instruction. %o this end, for the major
part of the work, we divide our classes into commiitee= of varying
s1zes and to dach committee 1s given a directave on a matter of
timely interest and upon wvhich a study must bte made and a solution
evolved.

Another reason for this committee method of work is that much
of the work in the War Department 1s by committees and this enatles
our students to tecome familier vith vorking in grovps., Further-
more, the committee method permite of a greater amount of research
on anv gaiven sutject than can be done by any one student and also
pernmits of argument, reasoning , initiative, craginal thoupht, har-
monizing views and the coming to definite decisions and recommenda-
tions by a group of men.

Lach commitiee 1s headed by an officer, selected ty roster,
known ae the (hairman, who is responsitle for the organizetion of
the committee, for the allotment of work, for the proper function-
ing of his committee and for the formulation of a committee report
at the time specified. We lay great stres< or the importance of
the job of committee chairman and endeavor to hold him entirely re-
sponsible for the work of his committee.
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The committee method enables us also to bring out another ime
portant feature of staff work, namely coordination &nd cooperation.
The cormittee chairman must learn 1o coordinate the work of all the
members of hi= committee, the members must learn to work one with
the other, 1. e., to cooperate.

% In order that all our students may benefit from the work of
the various committees each committee 1& required, on a pre<cribed
date, to pre=ent the report of the committee to the class as a
whole. A more or leess arbitrarv time limit 1s prescribed for the
renflation of this report which requires of the committee the elimina-
tion of all extraneous matter, the stres<ing of the high points of
the report and the presentation of the report in the limited time
avalrlable in such a manner as to present the sutject convincingly
and understandingly to all the membere of the class. Thies teaches
not only the chairman but also all members of the committiee the 1m-
portant matter of condensation. 4imple time 1s given each committee
to hold as many rehearsals as may te nece=sary prior to the rendi-
tion of 1te report.

Although committee studies form the major part of the work
during the year, 1n addition tnereio and as an aid to them, and to
provide for a broad cultural education, some seventy or eighty
lectures are scheduled. 71he<e lectures are given not only by mil-
1tary personnel, but by persens of importence in other departments
of the government, and by speakere who are prominent in the educa-
tiona}l,commercial, financial and literczry life of the country. 1he
subjects, as a rule, are tho<e which pertsin to the particular work
being undertaken at the time by the student tody. 7he olject of
these lectures 1< not only to add to tre fund of information to be
made available to a committee or committees ano the work then in
hand, but 1t 1s also to put us i1n touch with the opinions of the
outside world and to excite inlerest, stimulate discussion and
suggeet lines of thought and study. 1lhe sutject 1s usually one
selected by ues, but no limitation 1s placed on the method of
presentation and no effort 1< made to confo.m to pre-conceived
notions or to bol=ter up theories. 71he speakers are told that
whalt goes on in the lecture hall 1s confidential. fThey are made
to feel that they are safe to exprese their own oprnions with
the utmost candor. I1 1s only tvy doing <o that we can get the
best on some topics which are highly confidential.

We welcome you gentlemen to all of these lectures, tut we
desire to stres< to you, as we have to our own students, that the
=ubject matter of the lectures 1s not to be dirscussed outside the
lecture hall. 7his 1e necessary in order that we may live up to
our promises to the lecturers.

After everv lecture and committee report the meeting 1< thrown

open to general di<cussion. Ve encourage questions and frank er-
pressions of opinions. Ve believe that committees should be re-
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quired to prove all the statements they make. Te encourage
ocuestioning 1in order to biing out and clarify vague and con-
trover<ial points. Ve desire the fullest and freest expres-
sion of views,

In addition to committee directives and lectures each
student 1< required to submiti an individual studv on a matter
or subject which 18 of live interest before one of the seclione
of the Viar Department General Staff. 1This requires individual
research on the part of each student and 1s another means of
instructing him in the duties that he w.ll te called upon to
perform 1f and when he becomes a member of the Tiar Department
General Staff.

ihe above shows i1n a very general way the character of the
work we perform 1n carryipg out that parst of our mission of
training and instructing officers for dutv on the Tiar Department
General &taff

tie allow a certain period of time for as thorough a study as
1s possible of each section of the | ar Department General Staff,
during which time eacn student 18 recuired to study and farmliarize
himself vaith the oreznization of the particular section 1tes func-
tions, 1ts methods of work and enough of the protrleme which come be-
fore that section to give the student a good in<ight into 1t= work.

We conclude vith & pericd devoted to the Liar Plans Divieion,
during vhich time the class 1s required to formulate one or more
war plans against a potential eneny or enemiec, i1ncluding the
joint plan, Army strategical plan and motiliizat.on plane.

In carrying out that part of our mis<ion which relates to the
training and instruction in the aucies of commanders and general
staff officers of armies and groups of armee~ we follow a somerhat
different procedure. Wug endeavor to make this phase of our work
as practical as po-s cie and do go bty means of map marsuver:
reconnaissance of a <cglected theatre of operatiors ard a command
post exercise. Dur.ng bis t me the class 15 divided into groups,
each group represen 1ng a commarder and h.s general stoff. Differ-
ent theatres of operat ons are sc¢lecisd assamed sz .itzatlons are
presented, and each comrand troup 1¢ regu red to gosive the ini.ial
and subsequent situat.on: as would te e caze were the situation
actual instead of being aseumed. In these map maneuvers ve stress
strategy and logist.ce racher than tescticss

Lach map maneuver 1s followed Ty a discussion where each comr-
mander is required to presenu hie v.ewe snd the factors vhich in-
fluenced his various decigions ana 1n vhich the directors and umpires
point out the errors of omission and comrmess.on
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The organization of the cellege 1es 1n three parts - faculty,
clase and administration. The facultv 1< dairected ty the Com-
mandant who has an as<istant for instruction and an kxecutive
Officer for administration. f1he faculiv 1= organized into four
sections known as the G-1, -2, G-3 and G-4 sections, each with
a director at i1ts head.

The school veer 1s divided into iwo main periods of ap-
proximately equal length which we have designated - The Prepara-
t1on for Tiar Course and The (onduct of Wwar (ourse. During the
Preperation for Wer Couree our instruction 1s devoted to that
part of the mis<ion relating to the training of off.cere for the
Tiar Department (eneral Staf’ This period 1s divided into sut-
periods, each of which 1s devoted to the <tudy of a particular
section of the l,ar Department General Staff as I have already
enumerated and culminates in the preparation of one or more war
plans  bach section of the facultv i1s responsitle for the in-
struction in the dutie<, functions and vork of the corresponding
gsection of the Wiar Department (eneral Staff.

The Conduct of War Course 1s that period devoted to the
training and instruction of ofiicers in the duties of commanders
and general staff officers of large units. In this all sectione
of the Facultiv participate.

lhe srmv War College and The ALrmy Industrial College have
much 1n common. fhere 1es need for our vorking topether. Te
chould have close cooperacion one vith the other tecause our work
and our protlems are intimalely related  1he study of tactics,

strategy and war planning cannot te disas<ociated from the study
of industrial mobilization and procurement of supplie=. Above
all, our protlems and studie< must te approached from a practical
point of view. Theory has its place, but not at the expense of
practical solutions.
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