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INTRODUCTION

This study attempts to examine ti.2 Navy over an eighty year period as an
environment to which naval personnel respond through their actions. Seen in
this way, the Navy becomes a system in *he ecological sense within which
organisms (in this case naval officers, enlisted people) react to the physi-
cal or structural environment and to the actions of other organisms in the
system. The system is seen as the result of policy established in response
to external demands, economy, foreign policy, international affairs, the
publi_: mood, the desires of Congress and the civilian executive branch of
the government. Because this is a human, as contrasted to an animal, plant,
mechanical, electrical, hydraulic or other system there is an important
additional dimension of system dynamics. This is the symbolic or cultural
dimension which is seidom addressed in organizational or management studies.
The importance of this aspect of human systems will be discussed subse-
quently.

PURPOSE

Agide from any intrinsic value «n investigation of this type might have,
it is the investigator's belief that it should have some practical and rela-
tively near term utility for those charged with decision making responsibil-
ity. To that end this report attempts to present information and the con—
cluzions in a form which will be useful as an additional kind of management
information which might provide policy makers with a framework for consid-
ering the possible middle and long range consequences of policy or proced-
ural decisions made in response to immediate problems with which they are
confronted.

ASSUMPTIONS

Basic to this study is the definition of system which holds that all
parts of a system are interrelated and that changes in any part will have an
effect throughout the system. The interrelationship however is not only
synchronic as it is in inorganic systems (e.g., the functioning of a gaso-
line engine is not affected by how well or badly the the carbureter fune-
tioned in the past but only how well it functions now) but chronological.
Put simply, the effects of event , actions and decisions continue to be felt
over long periods of time, creating in many cases secondary impacts which
generate the need for new actions, reactions and decisions. Everyday wisdom
recognizes that every solution tends to create new problems but in day-to-
day organizational life we often neglect (perhaps because we do not have
adequate tools for analysis) or even to consider the problem—solution-prob-
lem chain which led us to a particular sjituation. This research demon-
strates that not infrequently this neglect tends to lead us back to, or very
close to, the starting point which generally results in the re-initiation of
almost precisely the same process.

A further assumption is that implied above: that human systems are dif-
ferent in kind from every other system. Organizations can be said to have
behavior, structure and process. Because we ‘are dealing with human behav-
icr, structures created by humans and processes which are carried out by
humans, we must deal with yet another dimension, that of symbols or culture.

Wt w———
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. While the United States Navy may not fit in all details standard anthropo-
E logical definitions of culture! it does, over alil, provide a very close
analogy, one which allows the application of anthropological theory and
research strategies. The Navy possesses a distinct set of values, behav-
iors, attitudes, interpersonal relations and expertations which distinguish
it as a military organization, a maritime organization, a Navy, and finally,
3 a particular Navy. Values, behaviors, attitudes and interpersonal relation-
an ships are linked by a distinctive set of symbols and language, both formal
and informal, which define the parameters of the specific system.

A third assumption about organizations which underlies this regearch
is that human organizations are apt to be self correctiing on one hand and at
3 the same time self deluding because the elements of the organization, tchat
: is the human beings involved, often make the system appear to work by vio—
lating its formal policies and procedures. In organizations with some
degree of historical depth, this factoer is often recogrized on the informal
or covert level of culture. In the case of the Ravy the acceptance of
"qunshaw™ as a means of accomplishing tasks which would be difficult or
perhaps impossible i€ formal policy or procedures were adhered to, is a
clear example of this phenomenon. The practical effect of "qumshaw” then is
to mask for long periods in many cases the inadequacy of policy decisions, ;
thus leading decision makers to believe they have adopted correct policy *,
when in fact the organization is meeting its commitments in gpite.of, rather
than because of, its directors.?

i g

Another phenomenon which this research will also demonstrate is that
over a relatively long period the informal adjustments to policy tend to
become official policy: that is in anthropological terms shift from the
covert level of Navy culture to the overt level.

An overall assumption of the project is that a failure to undexstand
these long term dynamics within the organization often results in the devael-
opment of procedural subsystems which tend to produce exactly the opposite
effect than that which was intended by the policy maker. This most fre-
quently occurs when the organizational model consciously or unconsciously ;
used by the policy maker is inappropriate: That is, it is a mechanical or !
mathematical model rather than one which takes into account the ability of
human beings to interpret, misunderstand, adjust or violate estzblished
policy either to meet their own needs or to satisfy demands made upon them
by other policy. A perhaps sensational example of this is the response of a
Navy recruiter to the quota demands made on one hand, and the physical,
moral and mental standards for recruits made on the other. A third
dimension iz the personal need of the recruiter to maintain a quota in order
to remain in a desirable-duty assignment.. These three demands are not
infrequently met by making adjustments, often illegal adjustments, in the
quality of recruits through altering test scores, ignoring past police
records or minor physizal imperfections. The result is that the Navy 3
maintains its recruiting goals while the recruiter remains in his or her ;
assignment to the eventual detriment to the quality of the enlisted force.

At the same ¢time the organization continues to adhere officially ¢to

physical, mental and moral standards which may be unrealistic, a fact which

is chscured by the adiustment at the recruiting level, and the subsequent
; dispersion of the prcblem throughout the service.




METHODOLOGY
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.

: : Anthropological research ig, outside the field, often characterized as
3 : "field work" or "participant observation®: the actual involvement of the
researcher in the ongoing activities of a society or cuiture. while this
approach is most certainly central to the anthropological discipline, it is
; not the only research method utilized. Any field research project is
§ supported and supplemented by reference &to any documentary, statistical,
H demographic or other data available. In the case of studies of ethno-his-
¥ tory it is obviously impossible for a researcher to dupend entirely upon
‘¥ participant observation. Any data available from informants who remember
past events through which they lived are, of course, collected through
interviews but any source of first hand accounts, newspapers, journals,
memoirs, official records, etc., must be utilized to flesh out the picture
of past cultural events.

e 0 AV A 52 TR AP

While every effort was made to locate and interview survivors of the E
earliest periods cf the study, there are very few such persons alive and i
those few are for the mnst part rather poor informants whose memcries are
seriously affected by the ravages of age and illness. There may well be no .
living veteran of naval service prior to 1910. A few veterans of the Wil !
period were located at the Naval Home in Gulfport, Missisgippi. Limitations
of travel funds precluded any "herocic" efforts to locate other survivors of
these early periods.

Veterans of the 1920-30 period were interviewed as were those of subse-
quent periods. In addition the principal investigator enjoys the perszonal
advantage of association with his father who was a veteran of WWI service in
the Navy and hzs himself served in the regular Navy from 1944 to 1848, Naval
Reserve (including active duty 1950-51) 1948~52, and subsequent service in
the Naval Reserve from 1973 to the present including active duty in 1974-7S,

2 1977-79 and is presently on active duty (January 1982). This experience has
E permitted intimate association with veterans of all periods of service under
gk - study from the mid i930's to the present. In addition this service included
experience in thirteen ship types for periods of from a few days to over a
year and a half, as well as shore duty in Human Respurce Management, Train-
ing, Navy Headquarters in Washington, D.C. and at the United States Naval
Academy. Data presented in thia report have been drawn from all these

experiences and associations.

To develop comparable data over the eighty year period the project has
drawn heavily on examination of ships' logs which, until the 1960s, served
as a repository of virtually all significant events which occurred aboard
ship and reflected actual day-to-day occurrences as contrasted to official
policy.

At each decennial point, ships representative of the types in cor~..ission
at that time were selected.

1900 - Battleship; U.S.5. Iowa i
Cruiser; U.S.8. Chicago ‘
Destroyer; G.S.8. Perry, U.S.S. ‘_ﬂ_m:den3

3
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1916 -

1920 -

183C -

1940 -

1950 -

1960 -

1970 &
12980

Battleship;
Cruiser:;
Destroyer;
Collier:
Battleship;
Cruiser:
Destroyer;
Collier;

Oiler:

Fleet Tug;
Battlesl p:
Aircraft Carrier;
Cruiser;
Destrover:

Oiler;

Fleet Tugs
Battleship:;
Aircraft Carrier;
Cruiser:
Destroyer;

Oiler;

Fleet Tug;
Battleship;
Aircraft Carrier;
Cruiser;
Destroyer;

Oiler;

Fleet Tug;
Aircraft Carrier;
Cruiser;
Destroyer:;

Oller;

Fieet Tug:;

Aircraft Carriaer;
Craiszy:
Destroyer:

Qiler;

U.8.8.
U.S.8.
U.S5.8.
U.S.S.
U.8.S.
U.S8.5.
U.S.8.
U.S.5.
U.s.s.
U.g.8.
U.5.5.
v.S.8.
U.S.8.
U.8.8.
U.S8.8.
U.8.Ss.
U.S.S.
U.s.8.
U.S.S.
U.S.8.
g.s.S.
U.s8.8.
U.S.S.
U.S.8.
U.s.8.
J.S.S.
U.S.S.
U.S8.8.
U.S.8.
7.5.8.
y.5.S.
U.S8.8.
U.S5.8.

Iowa, U.S5.5. Qregon
Chicaqo

Pregton

Lexington
Salt Lake City

Breston
Brazos
Navajo

Arizona

Lexington

‘Salt Lake City

Preston

Brazos

Ravaijo

New Jersey

Midway

Springfield, U.S.S. Columbus
William C. Lawe

Monongahela
Paiute

Saratoga
Columbus
William C. Lawe

Hassayampa
Paiute

Units not identified
for reasons of
confidentiality
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E Ships were selected in terms of types which would, it was preswwd, have

¥ a continuing life throughout the period of study. It should be nttad that
¢ only two types, dastroyers and cruisers, are in fact represented at . aach
3 decennial check point. In the earliest periods suxiliaries colliers, tugs
é and the like were not yet incorporated into the flget, being instead part of
the U.S5. Naval Auxiliaxy Service or the fleet train. As such their records
3 were not comparable to those of fully commisaioned vessels. The actual
. structure of the auxiliary service was not inveestigated although the iog of
4 U.S. Proteous, for 1915 {the first year in which such vesselg appear in the
archives) records the vessel having a Master and sther civilian maritime
cfficer titles; but at the same time reccrds » number of naval ratings among
the crew. Whether this was merely 2 conventicon or whethe:r in fact naval
erlisted people were commanded by civilians or whether the officers had some
military stacus other than that of officer of the line is a matter for fur-
ther investigationr by Naval historians. Submarines were in commission in
1900 and have remained so throughout the period of study. It vas decided to
eliminate tiiis type of vessel recause it has histcrically constituted such a
separdte casmunity within the Navy as to warrant separate study. The other
vessels in commission in 190C, sheathed, protected and armored cruisers,
dynamite vessels, torpedo boats and rorpedo boat destroyers, wonitors, vari-
ous yachts, patrol craft, a.d gun boats were substantially removed from the
! raval lists by 1910. Battleships endured untii 1960 and then disappeared
B (the brief recommissioning of lew Jersey in mid 1960s falls between decen—
2 nial points).

5 s
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As the battleship Legins to disappear, the aircraft carrier becomes
first part of and then the backbone of tne battle fleet. In additiun the
working -vessels of the auxiliary force are iacreasingly elevated to the
status of commigssioned men-of-.:2y.. No amphibicus types were studied because
none existed prior to WWII and because of the dramatic changes in the size
and capabilities of various amphibious vesseis. For instance the LST, which
first appeared as a relatively small alnost jerry-built vessel destined: for
a wartime career and then oblivion has grown inte an 8,400 con vessel with a
crew of very nearly two hundred providing liztle real contiauity other thaa
that of the type designation.

The fleet tug, which appears in the 1920 list, countinues through the
period of the study as does the sailer which overlaps and eventually replaces
the collier in the 1920-30 period. It should be noted that it was difficult
in the later periods of studv to locate oilers with a continuous twelve
month log due to the wholesale conversion of many of this type from the
United States Ship designation tc that of United States Naval Ship. This
ccmpleted a cycle which began prior to World War 1Y and is not yet com
pleted, the shift from semi-naval to naval back to semi-naval status in
respcnse to operational and budgetary needs.

In a sense the selection of ships for the list constitutes the {irst of

the "findings” of this study to the degree that it demonstrates the dynamic

. nature of the rleet. During the period of the study no fewer than 20 types

"7 of ships were commissioned and put into service which have completely disip-

peared from the present Navy list. This technical adaptation of the tluet

to meet new technological and operational oemands then constitutes much of

the physical environment against which the lives of naval officers and
enlisted people have been played out.

S A ———————————
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oo salected, the logs of the vessels included i, the 1ist were located
in the MNatiocual Archives and the decennial year log {(or in some cases the
log of the year closest to the decennial year) was reviewed to recover the
following data: numbers of absentees, numbers of charges brought to Cap-
tains' mests, numbers of court martiais held, types of punighments awarded.
In addition whenever the iugs recorded awards, commendations or promotions
this information was recordsd. While no attempt was made to construct
detailed narratives of the year under study. other interesting information
was noted, particularly if it appeared to illustiate processes or procedures
of the time.

Ships' logs also yielded, for most of the years under investigation, the
make-up ¢f the crew, presented in the quarterly mister lists which recorded
the number and rank of officers, warrant officers, petty officers, non-rated
people, sergeants and privates of the Marine Corps.

The prozedures outlined above held constant for the years 1900 through
1960. At that later date Havy record-keeping procedures became mich more
dispersed and ephemeral. Records of captains' masts and punishments were no
longer entered in ships' logs and the muster lists became increasingly dif-
ficult to interpret due to the fact that officers on board were reported by
billet vather than rank. This required estimates of probable rank of vari-
ous billet holders on the par:t of officers who had served in the type in
question. No unit records of captain’s mast remain for the 1970 period.
Thus !4!:1? figures for =his time frame are based on extrapclations from other
data.

Individval unit records are not available for the 1980 p: -iod. They are now
vecordal by type commanders in total numbers without breakouts of various
types <f offense other than those which are drug related. The availability
nf officers and enrlisted people who have served in vessels of the various
types during the past few years made it possible to develop roughly
comparable figures for tlie entire period unde:r study.

While the ships' logs were being examined, investigations ware under-
taken to explore other dimensicns of naval life not as clearly demonstrated
in the record. These included rank and rate atructure, recruitment and
training policies, advancement vequirements, rewards, recognition, pay,
s 2ave 2ad liberty, retirement poiicy a-«d uniforn regulations The project
as originally proposed included an invastigation of habitability. This
dimension was abandoned because time and -fiscal congtraints prevented an
explrration of the materials which might have yielded ralevant information.
On the other hand, a separate line of invesiigation reldted to the study of
rank and rate, the exarunation of evidence for changing patterns of military
authority, was initiated.

Scurces for these latter dimensions Included the annual reports of the
Secrotary of the Navy for the years immediately oreceding the decennial
years, otiicial manuals of regulations, The Blue Jackets Maaval, recruiting
materials, cruise books, unovficial publicaticus including Our Navy and Navy
Times, official publications such as the RNaval Personnel Statistic.l Ab-
stracts published {rom 1348 to the prescnt and other officirl records of the
Bureay of Navigrtion, The invastigators were fortunate in the fact that

o
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Professor Fred Hairod's book, hanning the Modern Navy,S was published and
available. In his valuable work Professor Harrod preseni. in tzhular and
graphic form a number of statistics which paralleled these sought in this
project, thus shortening our work. Harrod covered the period 1899 to 1940,
leaving the basic process of developing post WWII data to us. another
useful work was Karsten,5 which provided data on the officer Corps from
1865 to 1925. A number of memoirs, biographies, autobiographies and one
novel also provided useful background information.

The customary method of presentation of materials of the scope of this
research is in the form of a book or monograph length manuscript. One of
the goals of the principal investigator, however, has been to develop a
format which would make it easier for decision makers to use historical data
in the decision making process. Thus the findings for each decennial year
will be summarized under the various dimensions investigated to form the
Naval Environmental Matrix, one dimension of which is time and other various
elements of naval lifae. The intent is to present the history of each of
these dimensions (e.q., recruiting, training etc.) in summary form for each
ten year period, thus isolating in time when specific changes took place and
providing a devica for weighing the impact of any individual change on other
dimensions of the matrix.

The presentation is by no means offered as a complete and detailed hig-
tory of eight decades of naval personnel history. That would require far
more time and resources than have been allotted to this project. It is
heped that in this form the matrix can serve as a model for further investi-~
gations using shorter time frames or wore detailed examinations of the
policy dimensions. For purposes of comparison and analysis, graphic and
tabular materials are presented in appendix as will general conclusions
justified at this tine, Additional appendices will c¢ountain manuscripts
currently being considered for publication which have bean prepcred based on
the data collected.

HISTORICAL BACKGROUND

The year 1900 was selacted as the starting point of this investigation,
not because it marked a centennial but because of the passage of the Naval
Personnel Act of 1899 which established the basic structural format of the
modern Navy. The post Civil War deterioration of the Navy, its regeneration
in the mid 1880s and its triumphs in the Spanish American War provided the
wackground for a reorganization of the laws and policies guverning raval
personnel, commissioned and enlisted. In many cases the Personnel Act
incorporated changes which had occurred previously, particularly in the
1890s. In other cases it made changes in personnel management which had
been requested over a number of years by various Secretaries of the Wavy.
The creation of fixed term enlistments, for instance, was a product of the
1880s and the establishment of the rate of chief petty officer came in the
mid 189%s.’ The 1899 act was the first major revision of naval pevsonnel
practice and structures since 1862 when the demands of the Civil War
required some dramatic organizational changes.

. G LR T R SR e e UL S
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To understand the magnitude of these changes it is necegsary t¢ review,
briefly, the general structure of the post Civil War Navy wherein the pro-
blems the act of 1899 sought to correct had generated.

The officer corps, bhoth line and engineering, with few exceptions was
composed of graduates of the United States Naval Academy. Only officers of
the line carried titles of military rank (Easign, Lt., Commander, etc.).
Officers in the Engineering Branch were ranked as Engineers, Passed Assis-
tant Engineers and Assistant Engineers. Miighipmen at the Naval Academy
were taught by Professors of Mathematics.* The titles Medical Director,
Inspector, Surgeon, Assistant Surgeon, and Passed Assistant Surgeon identi-
fied medical officers. The supply and financial affairs of the Navy were
watched over by Paymasters, Assistant Paymasters and Passed Assistants. What
we would today congider to be the Civil Engineer Corps was divided into
Naval Constructors and Civil Engineers. Chagplains, then as now, cared for
the spiritual needs of the Navy. Staff Officers were accorded rank relative
to that of the line. Promotion and precedence were based on seniority.

Officers, once commissioned, remained on the lists of the Navy perma-
nently although they might well not be on active duty. The practice of
putting a ship in "ordinary," that is decommissioning her, unless she was on
active cruising service, meant that there were many fewer billets than there
were officers. Those without assignments were assigned to await orders at
reduced pay. Some billets ashore did exist and a number of secondings to
the Lighthouse Service, the Fisheries Service and the like also provided
occupation for officers who did not have sea billets. With seniority as the
sole criterion, advancement was extremely slow and it was not unusual for
lieutenants to be in their late thirties or early forties. Senior officers
well into their sixties were the norm.8 Although the regulations called
for promotion ag a reward for heroism, the years between 1865 and 1898 had
seen few such promotions.? Within the service the line officers were
given h’yhest precedence. The civilian world however was apt to accord more
prestige to Paymasters, Surgeons and Engineers, professions highly respected
outside the service and for which c¢ivilians had some point of reference.
The duties of officers of the line were entirely those of the deck and
qunnery. Little knowledge of engineering beyond basic theory was required
cf them. Among the senior officers there was, after sixty years of stean,
8till some distrust of mechanical power. Trained in sail and required by
panurious Congresses to use sail except in emergencies (for a time captains
were required to enter in the log in red ink the fact that they were using
steam power and thus expensive coal) the seniors had only recently abandoned
the idea that all ships needed at least auxiliary sails. Many ships of the
Navy, even those built since the 18808, were designed with masts and yards
to carry canvas. Seamanship, particularly seamanship under sail, was the
predominant skill of the line officer. Gunnery was a sadly neglected art.
Flag officers embarked usually went ashore when their flagships held gunnery
exercises to avoid the noise and disturbance. Electricity was a generally
accepted innovation aboard ship although its full potential was still being
explored.

*Profesgsors of Mathematics also served at naval observatories and performed
other duties of a scientific nature.
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While officer manning of the fleet was designed to provide a career
force, enlisted manning in the second half of the 19th century, although it
was undergoing a number of changes, remained a reiatively haphazard systen.
In general service in the Navy was viewed, as it had been for the past sev-
eral centuries, as only one of the alternatives available to the profession-
al seaman. The Wavy satisfied its need for technical specialists required
on board men-of«~war by direct competition for skilled artisans in the labor
market place. Sailors tended to specialize, that is ship repeatedly in the
same type of vessel, so that at least some of the enlisted force were people
who had served repeated cruiges with the Navy. In the second half of the
19th century the desirability of havirg career enlisted people on board was
increasingly recognized and “continuous service" men were provided with a
certificate attesting to previcus enlistments and paid a small bonus in
subsequent enlistments. Perhaps the major change during this period was the
shift to fixed-term enlistments. Previously sailors had shipped for a
specific cruise, being paid off when the ship returned to the United States
and was put into ordinary. To encourage people to join the Navy by
guaranteeing a sat number of years of employment, enlistments for a fixed
number of years were initiated. As in the past a grace period of four
months was permitted between enlistments without interruption of continuous
service. Veterans could claim a berth and rations aboard a receiving ship
during this period. While in this status they were required to osbey
regulations and assist in cleaning but had no other obligations save to
re-enlist at the end of the time.

Recruiting was carried out in four major ports on the east coast and at
Mare Island where permanent "naval rendezvous" were maintained. In addition
a person could enlist on any receiving ship located at a naval station or
base. In ports where no recruiting station existed, they could enlist
directly on board any cruising vessel of the Navy to fill vacancies. Pro—
fessional seamen c¢ould be enlisted the first time only in the ratings of
ordinary or able seamen, a period of naval service being required before
they could be promoted to Petty Officer in the seaman branch. Others in the
engineering, artisan or special branches could be enlisted in any rating for
which they were qualified by civilian experience.

The major training effort undertaken by the Navy during this period was
the apprentice program. Established as a means of recruiting a career en-
listed deck force, the apprentize program enlisted boys from 14 to 18 until
they were twenty=-one. They underwent training in reading, mathematics,
geography, seamanship and gunnery at apprentice training schools before
being sent into training ships for up to & year, before being assigned to
cruising ships. These lads progressed from apprentice third class to
apprentice first class and could be, in the lagt year of their enlistment,
promoted to seaman or to coxswain. Other people without experience at sea
could be recruited directly into service as landsmen to receive whatever
training which might be available at a receiving ship or on board.

It should be made clear that the term “"petty officer” did not mean the
same thing in the late 19%th century (nor indeed in the early twentieth) that
it does today. The four class system of advancement did not exist. Petty
officers were rated as first class, second class, third class but not every
specialty was represented in each class. There were, fcr instance, no third




class boatswain's mates. Coxgwain was a separate rating which specialized
in operating boats and was represented only as a third class. Many of the
specialist ratings were represented in only one class, a coppersmith, for
instance, being rated second class, but having no prospect of advancing to
first class as a coppersmith. Rating referred primarily to rate of pay.
Petty officers were divided into two groups; "petty officers"™ which included
all ratings in the engineering, artificer and special branches and "petty
officers of the line"; master-at-arms, boatswains' mates, gunners mates, gun
captains and quartermasters. The distinction was very much the same as that
between line and staff in the officer corps. Petty officers only exercised
authority within their special areas while petty officers of the line car-
ried general military authority. Within the petty officers of the line the
master at arms was senior followed by boatswain's mates, gunners' mates, gun
captain and quartermaster. To one degree or another this distinction
remained until 1949,

The creation of fixed term enlistments was one effort to create a degree
of stability in an enlisted career. A second was the establishment of perm~
anent petty officer appointments. At least until the 188Js the ratings on
board were subject to the will of the commanding officer. Thus when a new
captain assumed command all rated men on board were automatically reduced to
non-rated status. It was the new commander's prerogative to re-affirm their
appointments or to appoint new petty officers. Similarly, men transferred
from one ship to another lost their ratings unless confirmed by the receiv-
ing command. To correct the inequities in this system, continuous service
men were authorized te be appointed permanent petty officers and thus to
retain that rate for re-enlistment and at transfer.

The changing technology of the 1880s and 90s contributed to instability
as numerous ratings of the wooden sailing Navy were disestablished. Among
those to disappear were the various topmen, captains of the fo'c'sle and
afterquard, lamp lighters and some 20 other ratings. New ratings were
created to meet the new needs, ratings which required high levels of techni-
cal or mechanical skills which forced the Navy into even more direct compe-
tition with the burgeoning industries of the nation. It was possible also
to enlist for one year of special service operating tugs, barges and other
small craft in and about Navy yards. The Navy department could also detail
long service people to such billets. Sailors could also enlist for service
in the Coast Survey for periods not to exceed five years.

Warrant Officers constituted a separate community with separate messing
and distinct ratings, warrant officer cook and warrant officer steward, to
serve them. The traditional view of the warrant officer is that of a long
service enlisted man eventually promoted to warrant rank. Regulations and
records of the time suggest differently. While there appears to have been a
preference for people already in the service, it was not an absolute re-
quirement. Appointment to warrant status was dependent on passing a profes-
sional examination. The regulations are less clear about the rate to be
held at time of appointment as warrant. At least since the Civil War any
enlisted man, ordinary seaman or above, could be promoted to warrant rank
for heroism.




Although there were no provisions for retirement, sailors with ten years
service who had been disabled in service could apply for a small pension and
those with twenty years®' service and disability could at age fifty apply for
a pension of 50% of their pay. The Naval Home had also been establisghed in
Philadelphia (shifted to Gulfport, Mississippi in 1979) to provide sghelter
and food for any disabled naval veteran urable to support himself.

Aside from the promise of promotion for heroism the rewards and awards
for heroism or other ocutstanding service were few. No service or campaign
medals existed for any of the American armed forces until 1898, 10 The
Medal of Honor (cld style), first authorized in the Civil War, was available
for rewarding heroism, but its use was extremely rare in the late 19%th cen-
tury. A good conduct badge was awarded to continucus service men with good
records. Other than these two awards the Navy could only award special
privileges such as extra liberty or read public commendaticns.

The disciplinary system of the late 18003 was little changed from that
of the previous hundred or so years of naval history. Flogging had been
outlawed in 1850 limiting court martials or captains' masts to confinement,
confinement in single or double irons, fines, reduced rations, bread and
water, reduction in rating, extra duties or special punishments. The
abolishment of flogging had led to more frequent sentences of confinement
and most ships had permanent brigs instead of confining a sailor to a store
room or a curtained section of the deck between two g\ms.”

The uniform worn by both officers and enlisted people was essentially
the same as that worn after 1900 although certain of the features appear to
have been changed or to have changed meanings. In the famous picture "0ld
Timers" all four of the ancients posing aboard USS Mohican in 1888 wore four
stripes on their sleeves instead of three. The significance, if any, is not
known. Nonetheless wide legged blue pants with a flap fly topped by a
jumper with stripasd sleeves and collar and a small fla: blue hat with a
ribbon was the basic uniform.

In summary, naval personnel policy in the late 1890s represented the
accumulation of over three decades of short term adjustments and refinements
of the 1862 recorganization, each of which responded to some technical, soc~-
ial, economic, cultural or political pressure. As is often the case, the
cumulative effect began to become confusing and ambiguous as short term
decisions of the 70s and 80s made their long term impacts in the 90s.

Perhaps the single most important event which precipitated the radical
changes of the Naval Personnel Act was the -short lived, but for the Navy
particularly triumphant, Spanish American Wwar. But, as is so often the
case, war revealed the shortcomings of the peacetime system. This was seen
in a number of areas other than personnel management. Lieutenant Aifred
Sims, who had been a vocal advocate of improved qunnery techniques, was in a
sense vindicated by the incredibly high percentage of misses in both the
battle of Santiago and the battle of Manila Bay. The need for a permanent
fleet train off Cuba became obvious. The issue of personnel expansion in
time of war had to be faced. The war provided an opportunity for a
relatively large number of officers and men to perform heroically and
raeceive opromotions with consequent Jdisorganization in the system of
seniority as well as the elevation of brave but technically ungualified
oeosle to positions of responsibility.

11
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Perhaps the most important change which tock place as a result of the
Personnel Act was the incorporation of the engineers intc the line, Many
senior engineers deeply resented the change but, nevertheless, the separate
branch became part of tha line. The resuit was not, to be sure, a wholesale
shift of deck officers into the engine rooms; quite the opposite in fact.
Although engineer officers above the rank of commander were relegated to
shore duty, others were expected to qualify for deck duties. The result was
a sudden shortage of officers gqualified to stand engineroom watches. In
response, one hundred additional billets for warrant machinists were cre-
ated. One hundred and seventy five people sat for the examinations, one
hundred and nine earned a passing mark. Although a number of civilians had
taken the exam, enough Navy men, of various ranks and lengths of service,
earned passing marks to make it pogssible to appeoint all the new wavrants
from the ranks; a situation apparently unusual enough to warrant its special
mention in the annual report of the Secretary of the Navy. Fixed term
enlistments were confirmed, short special service enlistments disappeared in
favor of appointment of long service enlisted people, upon application, to
such shore jobs. A retirement system was established for enlisted people.
A new rating structure was approved, more in keeping with the demands of the
modern Navy. The importance of recruiting American citizens instead of
foreigners was reemphasized by the Secretary of the Navy and the foundations
laid for an entirely different policy of recruiting and training.

Against this general background, which covers in the most summary manner
the details of Naval personnel policy in the late 19%th century, we can now
present the more detailed data drawn from the decennial years under study.
The format will be essentially that of the matrix with the “"chapter" heading
representing the time dimension while the chapter sub heads will represent
the various environmental elements under study and will remain the same in
each chapter. At the end of each chapter a summary will be presented sug-
gesting the general trend of policy dynamics and the presumed relation-
ships between the elements.

12
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GENERAL SUM’.F}'_ OF NAVY DATA
Total Officers - Line 892 staff 179
CWO 61 WO 246 Mates 9

Total Enlisted - 16,832
Total applying for enlistment: Men - 36,465; Apprentices ~ 4,389
Total enlisted into service: Men - 6,979; Apprentices ~ 1,144

More than 75% of the applicants were rejected for physical or “other”
reasons. Unfortunately the "other” reasons were not recorded or reported in
available documents.

Total ships on naval list: 348 (including vessels temporarily out of
commission)

NAVAL, OPERATIONS SUMMARY

The fleet was divided into five "stations” to which saips were dis-
patched. These were the Asiatic, North Atlantic, South Atlantic, Pacific and
European Stations.

Asiatic

The vessels of this station were involved in active service against hos-
tile forces on two fronts. In the Philippines the Navy assisted in landing
troops to operate against insurgents, carried out a blockade to prevent
smuggling arms, patrolled the waters in hostile areas, carried supplies and
from time to time landed armed parties. One gunboat was attacked by rebels
and lost with 2ll nands and another suffered damage and wounded.

The disturbances in China which culminated in 1899 with the siege of the
foreign legations in Feking by the so called "Boxers,* required the presence
of U.S. Naval forces acting in concert with those of Japan, Great Britain,
Germany, PFrance and Austria to suppress the fortifications at Taku land and
support landing parties to the relief of Peking. U.S. Marines and Bluejack-
ets were involved in lifting the siege.

North Atlantic

The ships of this station were involved primarily in training of
officers and enlisted people. Apprentices and landsmen enlisted for
training were assigned in large number. The vessels cruised from the West
Indies to Maine, engaging in drills, fleet evolutions and gqunnery practice
and visiting all of the majcr east coast ports.

South Atlantic

Three vessels. including U.S.S. Chicago, were assigned to this statior
ranging from Para in the north to Montevideo in the south, showing the flag
and looking to the interests of the United States.

13
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Pacific

The vessels in this station, including U.S.S. lowa, ranged along the
Pacific coasts from Central America to Puget Sound, engaging in drills,
evolutions, gqunnery practice and visiting all major cities.

European
No vessels were permanently assigned to the European station because the

operational demands of the Far East precluded ugse of vessels in an area
which was both peaceful and unthreatening to American interests.

The Navy was expanding and urging even greater expansion due to the
already hot naval building race which was going on in Great Britain, Germany
and Japan. The reports of the Secretary called presidential attention to
the growing disparity in modern ships between the United States and these
nations.

The Secretary also reoorted an extreme shortage of officrs to man the
expanding fleet and requested that the enlisted strength authorization be
increased bv 5,000.

It was in this year that the old classification of ships into "rates"
based on the number of guns carried was finally abandoned in favor of
categories which more nearly represented the types and capabilities of
modern ships.

RECRUITING

The report of the Secretary of the Navy for 1900 informed the president
of a new policy of training seamen fram the ground up as it were. This was
to be effected by expanding the rating of landsman to include “"landsmen for
training.” These men, 18 to 25 without previous experience at sea or
experience in a trade, were shipped to be trained as seamen. Some were
recruited for training in a specific rating such as “landsman for yeoman,"
that is a landsman who claimed sufficient skill to be a yeoman and was
enlisted specifically for that rate. If he did demonstrate sufficient skill
he was promoted to yeoman third class without having to serve in the rating
of ordinary seaman or seaman. Later entries 1in ships' logs until shortl:
before WW1 show similar enlistments of "landsmen for."

Basic enlistment policy permitted first enlistments in the following
rates and ages.

Landsme:n 21=35 * Maciinist first class 21-35
Crdinary Seaman 16-30 * Machinist second class 21-35
Seaman 21-35 * Electrician third class 21-35
Shicwright 21-35 * Coppersmith 21-35
Blacksmith 21=35 Fireman first class 21=-35
Plumber and fitter 21-35 Fireman second class 21-35
Sailmaker's mate 21-35

t Seamen had to be ex-apprentices or have four years at sea. Ordinary
seamen required two years at sea to qualify.

* Those ratings marked with asterisks were rated as petty officers.
Hospital stewards rated as chief petty officers.
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Coal Pauser 21=-35 Mess Attendant 18-30

* Hospital Steward 21-30 Musician first class 21=35

* Rospital Apprentice Mnsician second class 21-35

first class 18-25 Buglers 21=35

Hospital Apprentice 18~-25 * Painters 21=35
Officers Steward 21-35

Enlistment at 14 was permitted for the rate of apprentice 3 /c.

When the rank and rate structure is presented it will be noted that a
number of specialties which could be enlisted at the petty officer level
appear not to have career advancement paths. A blacksmith, for example,
could be recruited as a petty officer first class, but there was no
provigsion for Jjunior people to advance tc blacksmith c¢lass nor for a
blacksmith to advance to chief petty officer. The presumption then is that
the WNavy expected sguch people to be content with the exercise of their
trade, receiving whatever increases in pay would come due them as they
re-enlisted or, if they sought advancement, to learn a new trade.

It should be emphasized that at this time the new recruitment policy as
it pertained to landsman was aimed primarily at the recruitment and training
of seamen in the strictest sense of the word. The intent was to gualify
these people as deck seaman and subsequently for advancement to petty
officer in the deck and gunnery departments. The Navy still seemed content
to depend on the civilian world for technical specialists. To use modern
terminclogy, the service dJdepended on lateral entry programs to fill its
technical billets.

Recruiting was, at this time, still carried out in five ports where
naval rendezvous were permanently stationed. Commanding officers of cruis-
ing (but apparently not training) ships, if in a port where no rendezvous
existed, could recruit to fill vacancies.

h: the figures on applications indicate, the Navy appeared to have no
shortage of aspiring sailors but was forced to reject a high number for
physical or for “other" reasons. There is little indication in the docu-
ments surveyed as to the nature of the reiected applicants. Literacy was a
basic requirement, although imperfect reading ability could be overlooked in
the case of promising apprentices but apparently not for a reqular enlist-
ment. This may have accounted for some of the rejecticns. It should be
kept in mind that desertion from the armed forces was extremely high in the
late 19th century (up to 50% in some army units in the west) and recruit-
ers were repeatedly enjoined to be wary of deserters or people with a bad
conduct, dishonorable or not recommended discharges attempting to re-enlist.
These groups may have accounted for additional rejections. In any event it
is clear tunat the problem was not a lack of potential recruits, but a matter
of the quality of the applicants. :

TRAINING

Landgmen and apprentices were trained, after some initial training
ashore, in ships of the training squadrons for up to a year before being
assigned to cruising ships. There were, however, some special schools being
established to mend burgeoning technical demands.
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R guanery school had been established in washington, D.C. in 1883 and a
second at Newport, R.I. in 1885. 1In 1897 a school for Gun Captains had
been established aboard U.S.S. Amphitrite. In 1899 an electricians school
was establighed in New York City. Graduates from the qunnery schools who
qualified as seamen gunners earned extra pay. There was, in addition, a
school for petty officers.

There appear to have been no special Navy training manuals for these
schools or for rate training at sea. The present Master Chief Petty Officer
of the Navy has put on display in his office the notebook of a student from
the Washington D.C. gunnery school. It is a large sized commercial ledger
book in which 1lectures were apparently recorded in dJdetajiled notes. It
contains hand drawn diagrams of gun parts done from the actuzl weapons.

The log of U.S.S. Iowa records classes being held for apprentices in
reading and mathematics. The instructor was the chaplain.

In summary, training, except in the cases noted, appears to have been
conducted on board ghip. FPor some classegs of recruits (i.e., landsmen for
training and apprentices) there was formal training ashore and in training
ships but many people learned their duties through on—-the-job training.

RATE AND RANK STRUCTURE

The commissioned rank structure had been simplified by the integration
of line and engineering in 1899 but to modern eyes still appears extremely
complex. In fact it was probably no more so than our present system of
designators, line and staff. But unlike the present system it had greater
impact on day to day behavior because of different rank titles for various
staff communities requiring a complex system of determining precedence as
well as an insignia system much more complex than that of today.

LINE

Congress had historically been reluctant to authorize the rank of
Admiral and until the Civil War the Navy had hkeen forced to contend with the
clumsy application of "flag officexr" for senior captains in charge of larger
formations. The exploits of Farragut, Porter and others during that
conflict forced Congress to recognize higher naval rank to parallel that of
the Army but they had been extremely reluctant to confer it. Dewey fought
the battle of Manila as a Commpdore and no one flew more than two stars
until after the Spanish American War when the higher admiral ranks were
authorized.

With this exception, rank in the naval line had remained fairly constant
since the reorganization of 1862.

Captain
Commander

Lt. Commander
Lieutenant
Lieutenant (3g)
Znsign
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The Warrants in effect in 1900 included:

Boatswain (Chief)
Gunner (Chief)

Machinist {Chief)
Carpenter (Chief)
Sail Maker (Chief)
Pay Clerk (Chief)

1900 marked a period when the rank of midgshipman did not exist in the
Navy. Students at the U.S:. Naval Academy were ranked as naval cadets,
probably a bureaucratic legislative attempt to bring naval rank into strict
comparability with that of the Army.'2 It is interesting to note that
Admiral Xing and his contemporaries were never midshipden.

ENLISTED RATING STRUCTURE

Determining the rating structure for any specific period is an extremely
difficult procedure, particularly in the early part of . the century.
Throughout the period under study ratings have been frequently established,
disestablished, renamed and combined. There appears to have been something
of a time lag between the statement of official policy in this matter and
its appearance in the logs of ships. This is particularly true when
commanding officers were permitted to enlist people directly on board.
Publications of the Bureau of Navigation (later, Bureau of Personnel, later
Naval Military Personnel Command) frequently admonish commanding officers to
enlist peopie only in authorized ratings. It would appear that commanding
officers often shipped men into ratings which had existed in the past but
which had been disestablished or combined or had had their names changed.

A second problem in working with the early records is that there appears
to have been no standardized sygstem of abbreviations for the various ratings
with each yeoman or quartermaster of the watch exercising his own ingenuity
in recording ratings so that the record changes, even from watch to watch.

TO avoid time-consuming diversions into the history of a particular
rating at any time, this report will present material drawn from two
sources: off.cial policy statements and ships' logs. For each pericd a list
of authorized ratings based on official policy statements from the nearest
year earlier will be presented. That is, the authorized ratings for 1900
are based on stated policy for 1899. The various possible official sources
include Naval Requlations, reports of the Bureau of Wavigation and United
States Naval Uniform Regulations. In addition the actual ratings reported
as on board the ships under examination in a given year will be presented.

- This provides the reader with a basis for comparison of the "official”
or overt Navy and the "unofficial" or covert Navy. That is not to say that
the manning of a particular ship was unofficial but rather to demonstrate
that the view of the system from a policy level is often different than
actual events on the operational level and decisions made on a polxcy level
do not translate into> operational events for some time.
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The authoriza ratings in 1900 were:

Scaman Branch Artificer Special

04 0 MAA 65* Electrician 60 ™ 60
BM 50 Machinist 70 Hospital Steward 60
GM 50 ™ 50 Bandmasgter S2
GC** 50
o™ 50

PO1 MAA 40 Electrician 50 ™ 40
BM 40 Machinist 55 Hospital Bppr. 1/c 30
GM 40 (o, | 40 First Musician 36
GC 40
oM 40

PO2 MAR 35 Electrician 40 ™ k1]
BM 35 Machinist 40
GM 35 ™ 35
GC 35
oM as

PO3 MAA 30 Water Tende;, 40 N 30
Coxswain 30 Oiler 37
GM 30 Electrician 30
oM 30

Non Rated

SN 24 FN /¢ 35 Musician 1/c 32
os 19 FN 2/¢ 30 Musician 2/c¢ 30
Lands 16 Coal Passer 22 Bugler 30
Appr 1/¢ 16 Shipwright 25 Hospital Appr 20
Appr 2/c 12
Appr 3/c 9

*The figures represent base monthly pay.
**GC abbreviates Gun Captain. We have attempted wherever possible to use
current abbreviations.

It should be noted that all ratings d4did not have a consistent career
path (i.e., from 3/¢ to CPO). Nor were pay scales equal within classes.
The generally higher pay of artificers apparently represenis something near
the "market"™ for those skills in <the late 19th century. The Pay of the
Chief Master at Arms which is higher than any other CPO in the Ssaman Branch
represerts very clearly his senicor position. The Chief Magter-at-Arms was
the senior petty officer of the ship. Petty Officers of the seaman branch
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represented the petty-officers-of-the~line (althougyh the term Jdoes not
appear at this late date), carrying both technical and military responsi-
Lilities. Paiiy officers and chief peity cfficerz and special branchea were
specifically limited to the exercise of their authority within their depart-
ments. Ships cooks, officers and warrant officers' cooks and stewards and
mess attendants were not considered as part of the rating structure but vere
recruited spvecifically for their jobs. They would not hegin to find their
way into the rating structure and thus have status as "sailors®™ until 1901.

This official rank and rate ranking structure mist now be contrasted
with the actual structure on board. The ranks and ratings reported in
U.S.S. Iowa for 1900 included:

Commissioned: Line/WO Staff/wo

Captain Surgeon

LCDR 3¢ Paymaster

LT 3 Passed Agsistant Surgeon
Le(jg) 2 Chaplain

Ens. 3

Warrants Warrants

Boatswain Machinist 4

Gunner Carpenter

Cadets 4 Pay Clerk**

Marine Corps
Captain

1st Lieutenant

*Number represents actual number on board. Where no number appears, only
one on board.

¥*The Pay Clerk, listed as a warrant Officer, is a curious anomaly. Persons
serving in this billet were selected by the specific Paymaster for whom they
would work. Upon the approval of the appointment the payclerk scrved as a
warrant at the pleasure of the Paymaster.

Enlisted Ratings: The actual rvatings on board U.S5.S. lowa provides us
with a longer and more complex list than the official compilation presented
above. A number ol ratings not listed appear in thz:-muster lists as well as
some titles not officially approved. To be sure, these ratings were not
"made up“ by the Captain but apparently represent responses to various
letters, general orders, etc., wh.ch established, disestablished and changed
ratings subsequent to the publication of the list presented earlier or wern
disestablished but still used in the fleet.
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Cooks and
Seaman Branch Artificer Special Stewards
CPO MAA Machinist 4 N - 4 sC /¢
BM oM Apothecary sC 2/¢c 2
e Slectrician sC 3/¢ 2
o™ 8C 4/c 3
*Cabin Steward
PO1 MAA Machinist N 2 Cabin Cook
B 42 Blectrician Wardroom Steward
oM 5 ™ wardroom Cook
o™ Coppersmith Warrant Officer Stew
Blacksmith Warrant Officer Cook
Plumber and Fitter Steerage Steward
Sailmakers’ Mate teerage Cook
Water Tender Mass Attendant
Painter
P02 MAA Machinist 3 N
3> 4 Oiler 12
™M 7
oM
P03 ™ YN
Painter
Non Rated
SN 59 Shipwright Hospital Apprentice
oS 3% FN1/c 15 Bugler
App 68 FN2/c 17
Land 33 Coal Pasgger 44

* Cabin cooks and stewards served the captain. Stasesrage refers to junior

officers (Ens. Naval Cadets). Warrant officers berthed and messed
saparately.

** Numbers indicate mumber on board where no mumber appears only one
person of that rating on board.
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Keeping in mind that general military authority rested in the seaman
ratings we have a situation wherein there were four CPQOs in charge of 369
enlisted people. On a day to day basis obviously artificer and special
branch CPOs exercised authority over the people in their divisions. Even
with this adjustment we have a CPO/enlisted ratio of 1:23-24 junior peovple.
The ratio of petty officers/non rated in the seaman branch was 1/7; in the )
engine rooms i/3; among the artificers 15/1; and in the special branch 9/3. §
In short only on deck and in the engineroom do we see the classic military
pyramid represented. And even here we note that there were no third class
petty officers in the seaman branch, suggesting that these jobs were being
performed by seaman strikers without petty officer authority. Inasmuch as
many of the artificer ratings probably were direct enlistments in an
advanced pay grade or lateral entry status, it is likely that any authority !
they exercised, other than that made legitimate by their technical exper-
tise, rested rather lightly on their shoulders.
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Muster lists from U.S.S. Chicago for the year 1900 are not complete.
They do no%, however suggest any major departure from tha manning pattern of
U.8.5. Iowa.

Alchough 16 destroyers (DDs 1-15) were authorized during the war with
Spain there were few in full commission in 1900. U.3.8. Perry DD 11 was
launched in 1900 but her log does not begin until 1902. Technically beyond
the scope of this section, but for purposes of comparison her logs for 1902
were examined. Durir.g this period she was fitting cut in San Francisco
officered by twc Lts(jg) and manned by 23 enlisted people. The senior
enligted ratiug akoard was a Chief Gunner's Mate lallowance 2). No
Boatswains' Mates were recorded as being on board. 1In addition to the Chief
Gunner's Mate, there were on board a second class guartermaster and three
seamen. The enginerooms were manned by two Chief Machinists, twe Machinists
First Class, two Water Tenders, two Oilers and four Firemen First Class. No
artificers or special branch ratings wvere reported. One cabin cook, a mess
attendant and one shin's cook completed ship's company at that time.
Although it 1is not noted in the 1loyg, official policy callen for the
appointment of a boatswain's mate or gunner's rate as chief Master at Arms.
This pattern becomes common in smaller ships and predicts the eventual
disappearance of the Master at Arms rating for over fifty years.

DISCIPLINE

The basic assumption of research in this dimension is that the number of
offanses brought to captain's mast provide us with at least a rough index of
the state of good order and discipline. To *this ond cffenses recorded were
tallied and ciassified. The figures for four ships examined are:
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IOWA CHICAGO PERRY(1902) WORDEN(1903)
Total On Total On Total On Total On
Board 396 Board Board 25 Board 74
DRUNK ON BOARD 3 13 9 0
DRUNK ASHORE 7% 2 9 2
DISCGBEDIENCE 22 59 8 0
DISRESPECT/INSOLENCE 39 22 1 4
UNIFORM VIOLATION 11 2 7 3
THEFT OF CLOTHING 2 1 0 0
OTHER CLOTHING VIOL. 21 51 0 1
GOVERNMENT PROP. 1 1 0 0
DUTY-FAILURE/NEGLECT 125 71 10 7
INCOMPETENCE 1 0 0 o]
FIGHTING 5 4 3 0
GAMBL ING 0 L) 1 0
LIBERTY CARD 0 0 0 g
SLEEPING 4 3 0 0
SMOKING 19 4 0 3
UA UMDER 1 DAY 338 0 34 42
UA OVER 1 DAY 249 ] 68 38
M1SCELLANEQUS 42 40 7 26
TOTAL 1054 283 157 126
TOTAL NJP% OF TOB* 206% 628% 170%
OVERALL TOTAL ON BOARD 495

OVERALL NJP RATE

* Less CHICAGO

300%+
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One is immediately struck by the extremely high rates of unauthorized
absence (although the charge, in thoge words, did not actually exist until
1949 with the adoption of UCMJ) and the numbers charged with being drunk on
board. Although it was impossible in every instance to determine if a
person charged with being drunk on board had gotten drunk on board, in
general this is the case. This high rate of drinking on board, in spite of
regulations, reflects, perhaps, patterns of the nineteenth century when
smuggling liquor was one of the most frequent crimes.!3 It must be kept
in mind that until 1916 the officer's wine mess was a feature of the United
States Navy. One is forced to speculate that regulations cor no enlisted
people refused to do without drink as long as it was available to officers.
Tt should also be noted that few men were hrought to mast for gimply being
drunk ashore. Unless they were brought hack by the authorities or committed
some offanse to call attention to their condition when they returned from
liberty, they usually did not appear belore the mast.

The high rates of unauthorized aksence should give pause to those who
feel that today's sailors represent scwe low point in personal obedience and
responsibility.

Tne astronomical rates on board U.S.S. Perry may be the result of a
singularly poor leader or a few singularly discbedient sailors. On the
other hand they do tend to support what is a commonly held truth: that
ships undergoing prolonged periods in the yard tend to experience a
breakdown of discipline. This data combined with that of U.S.S. Wordan and
subsequent data from new classes of shios suggest that a new type of vessel
may well experience a period of undiscipline and confusion until a pattern
of expectations for that particular ship type is set.

U.S.5. Chicagqo was cruising in foreign waters and appears not to have
been ir ports which invited staying overleave. The complete absence of
cascs of ovarleave for less than twenty four hours suggest the captain may
have been experimenting with some other way of dea.ing with this ~— the most
common 3f offenses throughout the entire eighty year period of the study.

In summary we mugt admit that during the early years of the century the
Navy was experiencing singularly high levels of captains' mast particularly
for alcohol related offenses and overleave. This must be seen againgt an
environmental backdrop of extreme transition. ‘The contrast between the
official and actual rating structure is but cone indication of the magnitudge
of change the Navy was experiencing. Most of the ships and most of the ship
types listed in 1900 were being rendered obsolete. The new recruiting
nolicies were attracting a different type of non-rated man, thus making new
demands on petty officers and officers and naval discirline itself.

it would require far more space than presently available to present in
detail the compl2te data derived from the records of captains' masts.
However two areas should be briefly addressed. The first is the fact that
justice in one sense was more even handed. Not only were chief petty
officers and petty officers brought to mast regularly but a surprising
aumber of junior officers also found themselves brought to mast. It is
doubtrul that a CPO would long survive in today's environment if he was
brought to mast twice, In some cases we recorded chief and first class
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petty officers being brought to mast repsatedly for minor and some major
offenses before the COs patience wore thin. It is also unlikely that a CPO
would be brought to mast in today's Navy for minor infractions. The situa~
tion would in all 1likelihood be considered a matter for counseling and
“reading out"” by division officer or department head. The data will be
reviewed to determine if petty officers of the non- military branches were
brought to mast more frequently the those of the seaman branch. It may be
that the Navy's position was that inasmuch as artificer and special branch
petty officers did not exercise military authority in most situations, there
was no reason not to bring them to account pub 'cly.

The most common result of a captain's mast was a warning usually for
what appear to be first offenders, particularly if they were non-rated. In
addition to a warning the captain had a wide rangs of sanctions which he
could legally impose. Restriction and extra duty were the next most common,
followed by fines and reduction in rating. It should be kept in mind that
most ratings were awarded by the commanding officer in relation to his
ship's allowances and therefore could be restored as quickly as they could
be removed. Confinement or confinement in single and double irons was
common punishment for repsaters. Reduced rations or confinement on bread
and water were also freguently used. In many cases the captain was able to
make the punishment fit the crime. A sailor who was late in manning a boat
might be regquired to spend his entire watch in the boat. A man who was
apprehended smoking when the smoking lamp was out would be ordered to muster
on the quarterdeck each time the lamp was lit for several days, rhus missing
out on a number of smokes.

The captain also had a potent weapon in the manipulation of "conduct
classes.” The conduct class system rated each man on board irrespective of
rate in terms of his behavior or anticipated behavior ashore. Those in the
highest classes were given special privileges and allowed as much liberty as
the regulations allowed. Each lower class was restricted in the amount of
liberty he could enjoy and also the amount of money he could draw at pay
day. All sailors were required to keep a month's pay on the books baut in
theory could draw any amount due them over that which was reserved. However
men in the lower conduct classes were not allowed to draw the full amount
due thus effectively limiting their leeway for misbehavior ashore.

PAY, REWARDS AND RECOGNITION

The basic pay scales of enlisted personnel are presented in the previous
section related to rating structure. It is interesting that rate does not
always correspond to pay. An examples is the chief master-at-arms who
earned $65.00 per month as compared to $50 for all other CPOs in the seaman
nranch. In general CPOs and POs in the artificer and special branches
earned more than their sunning mates in the seaman branch despite the fact
that the seaman vetty officers carried greater authority. The disparity in
pay was quite probably a result of the interaction of technological advance,
“he labor market and legislative/bureaucratic inaction. Specific pay scales
were apparently set by law in Congress and those of the seaman branch were
probably the longest so established. As new ratings weve created it is
likely that pay scales were set with some reference to the going wage in the




civilian world. Neither Cnngress nor the Navy saw fit to adjust the inequi-
ties which resulted. It s.ould be kept in wind also that many, if not most,
of the artificer and special branch people received their basic training and
work experience in civilian life. Seamen on the other hand could be
recruited as apprentices and landsmen and provided training in the Mavy,
training for jobs whichk w2re no longer in great demand in civil life.

In addition to basic pay there were a number of extra pay prograns.
Coxswains of motor driven boats were paid an extra $5.00 a month as were
coxswains of the 0O-in~C's barge. Seamen in charge of holds and landsmen
detailed as jack-o—dust or lamp lighters alsc received an extra $5.00, as
did messmen and tailors. Men who had re-enlisted within four months of a
previous discharge were rated as continuous service men and paid an extra
$1.36 per month per previous enlistment. Graduates of the gun captain
school and seaman gunners school or holders of certificates in these spe-~
cialties were paid from $1.00-$2.00 a month, based on the level of their
proficiency.
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Rations and initial clothing issue were also part of total cowmpensation
of the time. Enlisted people on independent assignment where government
neals were not available were aligible to draw an extra $9,00 per month.

Thus a long service chief petty officer fortunate encugh to go to one or
another of the special schools noted might after twenty years of gervice
draw almost $80.00 a month.

Officer pay was more complex and wili not be reviewed in detail here.
The range was from approximately $1300 for a warrant officer on shore duty
to $3500 for a rear admiral on sea duty. There were special pay adjustments
for service in rank. Ensigns with over five years of service as ensigns
enjoyed an increase. Officers and warrant officers were also permitted to
buy firewood, coal and kindling at a reduced rate, the amount authorized
determined by rank. As a general rule govermment quarters were provided for
officers ashore.

Beyond pay, rewards and recognition were e:tremely limited. Medals of
Honor could be awarded for heroism, each recipient receiving $2.00 a month.
Good conduct, as noted earlier, earned a medal for enlisted personnel.

Promotion could be effected by heroism either by being directly promoted

or for officers, having their names advanced on the list of lineal numbers.

This reward was being vigorously attacked in 1900 as a result of a number of

such promotions in the War with Spain. The major criticism was that such

promotions passed over degserving officers who simply had not had an oppor-

tunity to display courage under fire through no fault of their own. The

dissatisfaction in the officer's corps was apparently very high. The Secre-

. tary of the Navy urged that some alternative system of rewarding heroic
W3 : officers be developed.

Promotion was also a means of rewarding enlisted people for heroic
) - 3 actions, outstanding service or superior competence. Promotion to Warrant
4 was authorized and inasmuch as each commanding officer controlled promotion
- in his ship, the deserving sailor could be promoted with little administra-
' L.'; tive bother.
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ADVANCEMENT

The promotion system for commissioned officers was, in 1900, simplicity
itself. After graduating from the naval academy, serving a probationary
period at sea and passing requisite examinations, the naval cadet became an
ensign and entered the promotional flow. Junior officers were required to
pass an examination to establish eligibility for advancement to Lieutenant
but beyond this and the occasional promotion or advancement on the lineal
list, only death, retirement, resignation, or dismissal impacted on the
progression through the ranks. Ensigns with seven or eight years of service
were not unusual. Most Lieutenants had entered the service before 1893 and
a number of Lieutenant Commanders were commissioned in the early 1880s.

Enlisted promotion was potentially more rapid and less rigidly systema-
tic. Although strict time requirements {(in the Navy or in civilian vessels)
were regquired for qualification as seamen or ordinary seaman there appear to
have been no restrictions as to time in rate or time in service for promo-
tion beyond those ratings. Thus apprentices 1/c¢ in the last year of their
enlistments (i.e., the fourth year) could be promoted to coxswain, or to
third class coxswain, gunner's mate, quartermaster, electrician or yeoman.
Apprentices were also eligible in their last year, along with seaman quart-
ermasters third class and coxswains for admission to gun captain’s school.
tJpon graduation, they would be promoted to gun captain, a rather anomolous
rating, which could serve in any petty officer billet in the seaman branch
except that of gunner's mate. Seanen wera apparently promoted to petty
officer third class at the commanding officer's discretion.

Appointment as a petty officer or to any higher petty officer rate were
first made in an “acting® status. After twelve months sat.sfactory service,
the acting appointment c¢ould be converted to a permanent appointment.
Twelve additional months of service in permanent status was reguired before
one was eligible for promotion to the next higher acting rank. A permanent
appointment could not be reduced etcept by court martial. As noted under
recruiting, no first enlistments in the rate of CPO were permicted, except
that of hospital steward (all promotions in the hospital branch were gov-
erned by the Medical Corps). Other degerving petty officers had to be in
the.r second enlistment before becoming eligible for promotion to CPO. In
theory, because no seaman branch petty officers could be enlisted, a man
would have to serve at least four years before being appointed to acting
CPC. In practice, however, no one could be promoted except to the next
higher rate which could require a seaman to progress through third, second
and first class levels in both acting and permanent appointments before
being eligible for CPO. Thus a man enlisting as a seaman might be eligible
for promotion to CPO in seven years.

As noted earlier, some formal training for specific jobs was offered.
The nature of the training does not appear to be as ra%e specific as it
became in later times, although graduation from gun captain school did
qualify a person to hold that rate. Most training after the initial basic
training ashore and on training ships was gained on the job. Examinations
appear to have been matters of practical -Ademonstration rather than pen and
paper instruments. It would appear that if a sailor performed his duties
well and was judged competent by his commanding officer no formal examina-
tion was reguired for promotion,
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Except in the special circumstances wmentioned earlier, promotion to
offlecer ranks was technically impoggible for an enlisted man. Pramotion to
warzant rank on the other hand was always an alternative for enlisted
people. Seaman and ordinary seanan were alsc eligible for promotion to the
rathear mysterious rank of mate, a position which fell below warrant officecr
in precedence but ranked ahead of all petty officers.!3 Mates could be
promoted to warrant rank.

Promotion to warrant officer was not dependent on holding petty officer
status or having any specific time in service. The determining factor was
passing a rather stringent professional examination. Of the 316 chief war-
rants, warrants and mates on active service in 1900, 66 had had no naval
experience prior to receiving their warrants.'® Of the remaining 250, the
time in service prioyr to receiving the initial warrant ranged from eleven
months to twenty six years.

RETIREMENT

The Navy Personnel Act established a non-¢ zability retirement system
for enlisted personnel who could retire on seventy-five percent of base pay
after gserving thirty years and attaining the age of fifty.

LEAVE AND LIBERTY

Shore leave and shorter periods of liberty ashore were in a general
sense privileges granted to thoge sailors demonstrating reasonably good
behavior. Ships' logs indicate regular liberty parties being sent ashore in
most ports. There does not appear to have been any policy directing either
leave or liberty as a right. (It should be kept in mind that the six day
week and ten or twelve hour day were the general pattern of work in civil
life and that paid vacations were at best a very rare innovation.) The
procedures for granting liberty were that a list was posted naming those men
eligible to go ashore. Those wishing to take advantage of liberty signed
the "liberty book” and when the liberty party was called away fell in on the
quarterdeck for inspection. Those passing the inspection were sent ashore.

UNIFORM AND GROOMING

The detailed history of the naval uniform during the period under study
would require much wmore space than it can be accorded here. The uniform
regulations of 1899 reveazl that the basic uniform was not markedly different
from that worn previously and subsequently. A long blouse with a flap
collar. trousers with a flap fly and belled bottoms,!’ a peakless flat
blue hat with the name of the owner's ship on the ribbon, and a black silk
neckerchief was the basic pattern.

A complete sea bag included:
One set: dress blueg
undress blues

dreass white (blue collar and cuffs)
undress whites

and working dress
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In addjtion a sailor was issued a pea coat, a watch cap (knitted) and
black high topped shoes. The hat worn with dress and undress whites was the
partly evolved forerunner of the present day white hat: a rather floppy,
soft brimmed cotton canvas garment. ©Old sailor's accounts, supported by
pictures from the period, indicate that sailors would pay quartermasters and
othexr shipmates with access to a sewing machine to add stitching to the brim
thus making it stiffer and more like its modern counterpart.

Dungarees were not a regular ‘sgssue item and were authorized only for use
in engine and firerooms and their use topside forbidden. Submariners were
also allowed dungarees, but torpedo boat crews were sternly warned that they
were not authorized to wear dungarees.

Service stripes for continuous service had been awarded prior to 1899
and have remained unchanged {save for scaller size for women's uniforms)
since.

The basgic pattern of rating badges had been established althougnh there
were some interesting departures from modern practice. There were, for
instance, far fewer specialty marks than there were ratings, particularly in
che artificer department. The requlations establish the following marks:

An Open Book; Printers and Schoolmasters!®
A Ship's Propeller; Machinist, boiler maker, water tender,
coppersmith and oiler

Crogsged Axes; Carpenter's mate, plumber and fitter, painter
Crossed Hammers; Blacksmith

Lyre; Magician

Sailor's Palm; Sajilmaker's mate

Crosgsed Quills; Yeoman first, second and third class

Crossed Keys; Chief Yeomen

Marks fcr boatswains' mates, coxswains, quartermasters and gunner’'s mate
were the same as they are today.

The master-at-arms rating was identified by a star, identical to that
worn by Navy, Fleet and Force Master Chief Petty Officers; the shield and
star worn by today's master-at-arms is an adjustment to the introduction of
the MCPON e:ic., insignia.

Seaman qunners were identified by a lighted bomb, but apparently without
chevrons. Gun captains wore a perpendicular anchor in addition to any other
rating for which they might have been eligible. Electricians were
identified, then as now, by the globe; and hogpital stewards with a Geneva
Crogs, once again without chevrons. Non-rated men wore & "watch mark"
around their upper arm. this consisted of a red stripe for firemen and coal
passers and a white stripe for seamen. The arm on which the stripe wac worn
indicated the watch, port or starboard, to which the sailor was assigned.
Non-rated men of the special branch were not identified by a watch mark.

Grooming standards were simple; hair was to be kept neat and short.

Photographs of the period suggest that Navy men followed the basic civilian
styles of the time and that they were not noticeably different from their
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civilian counterparts. Beards were permitted with only the provision that
they should be neatly trimmed an<c short. Photographs of the period suggest
that beards were relatively rare except, as was the case in civil life,
anong older men. A study of photographs of former Chiefs of Naval Personnel
{Bureau of Wavigation) from the Civil wWar periocd to present suggests that
facial hair was fashionable in the Navy in the same cyclegs as in civilian
life. About fifty percent of these senior officers wore beards, mustaches
or both. Admiral E. W. Eberle, the third CNO, wore a full beard in the
Naval style, a mustache and relatively long hair. The first totally clean
ghaven CNO was Admiral W. H. Standley who took office in 1933.

The data from 1900 reveal a tension in the uniform policy which
continues until today; one between the official desire to look "uniform™ and
"military®* on one hand and the desire of the individual sailor to look
"salty” on liberty. Salty can best be defined as slightly rakish with an
exaggeration of thoge elements of the uniform which have a particularly
nautical nuance; bell bottoms, the size of the flat hat, the manner of
wearing the sallor's tie, etc. Selty also includes touches of individualist
decoration or adornment. ‘The regulations of 1899, for instance, strictly
forbade the ugse of embroidery or fancy stitching on the uniform. It was,
apparently, a fairly common practice to sew on rating badges using fancy
stitches which demonstrated an individval's ability with the needle, that
being a traditional sailor's skill. The United States Wavy historical museum
at Washington Navy Yard has on display a flat hat, salvaged from the U.S.S.
Maine. which has been gquilted in elaborate patterns on its top, in violation
of the regulations. The placement of rating badges appears to have been
another area in which individual "saltiness" was expressed with badges being
placed only a few inches above the elbow. Until wmajor changes in uniform
regulations after WWII most gpecialty marks and qualification badges
{(submarine, sharpshooter, gun captain, gun pointer, etc.} were worn on the
lower right arm.

This conflict between “"military” uniformity and "salty”™ individualism
was not simply a matter of enlisted people violating regqulations. The
accounts of veterans repeatedly refer to commanding officers who permitted,
encouraged (and in some gense conspired with their enlisted force in) the
wearing of non~regulation uniforms ashore. On the other hand other
commanding officers sternly forbade variations.

At this period of the study it should be remembered that many sailors
made their own uniforms, following patterns which were published in uniform
regulations, or had them made by a ship's tailor. Thus standardization of
all details was difficult. Division officers were charged with granting
permission to wear such tailor made garments but the final judgment as to
whether a uniform was in accordance with the regulations rested with the
individual officer and thus permitted quite some latitude.

Throughout the period of the study it is clear that a culturally defined
egthetic has influenced both official and unofficial policy in regard to
enlisted uniforms. In short, what senior officers felt looked “good"” was
acceptable and in many cases gradually became official. The conflict zan be
summed up in the comment of a naval officer discusging the decision in the
mid 1960s to permit civilian clothes to be worn ashore. "I guess it made a
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lot of sense to do it. But damn it...it's not the same. The ship looked so
damn good with the liberty party all coming over the brow in thei: whites."

LEADERSHIP AND AUTHORITY

Determination of patterns of auchority and leadership is a difficult
task. Nonetheless data available are sufficient to draw certain tentative
conclusions and suggest mecns of testing them.

In the officer corps it is clear that authority rested in, and was jeal~-
ously held by, the line. The degree to which military authority was
delegated to enlisted people and in what manner is far lees clear. The
number and type of offenses brought to captain's mast in 1900 suggests that
many issues which in later times would have been considered a matter for
resolution at the departmental or divisiocnal level or by the CPO or leading
petty officer were referred to the formal, if non-judicial, system. The
authority of the Captain was in many senses greater than it is today,
inagmuch as he held the power to rate and disrate acting petty officers
without review. In addition it would appear that he was less constrained by
the matter of granting or withholding 1liberty than are his wmodern
counterparts. Nor was the court martial process, particularly the summary
court martial, as complex and as surrounded by safe-guards as it is today.
Summary courts martial could digsrate even a permanently rated petty officer
or award a bad conduct discharge.

Among enlisted men it does not appear that the modern concept which
accords military authority to all petty officers regardless of rating was in
force. The master-at-arms rating clearly was assigned the responsibility of
enforcement of regulations, maintenance of good order and discipline and
general oversight of cleanliness throughout the ship.

It is in these areas, maintenance of cleanliness and preservation of
order, that petty officers are most 1likely to exercisa non-technical
authority in the modern Navy. Precedence of ratings indicates very clearly
that there was a distinct hierarchy of authourity with the masters-at-arms
being senior followed by bcatswains mates, gunner's mates, gun captains, and
quartermasters, in that order. In practice it would appear that in general
even these petty officers tended to be limited to the exercise of authority
within the limits of their particular technical domain unless detailed to
carry out some evolution rejuiring that they take charge of men from other
divisions and departments such as being coxswain of a boat or petty officer
in charge of a working party, etc.

Chief petty officers of the artificer and special branches were not put
in charge of bodies of men which included petty officers of the seamen
branch. If this did occur, the seamen branch petty officers were to be
considered senior in all matters of a military nature. The possibility of
conflict and confusion in such a situation are obviocus, inasmich as the
principle of rank must have inevitably come into collision with that of
military precedence.




Instructions to petty officers found in the 1902 edition of the
Bluejackets manual stress to emphasize the petty officer’s influence on
subordinates because of longer service and greater technical skill and
experience. They seldom mention positional authority, although it is
implied in some passages. Yo clear statement as to overall authority based
on appointment as a petty officer can be found. Instructions to petty
officers tend to be very detailed and specific governing their
responsibilities in each situation, c¢leaning, painting, scrubbing clothes,
standiug a particular watch, etc.

This is not to say that petty officers did not have legal military
authority. Rather, it would seem that it was viewed very differently than
it is today. The number of petty officers in the artificer ratings who were
clearly skilled workers with few if any subordinates created a population of
people rated as petty officers with little expectation that they would be in
a position to regularly exercise leadership. This, c¢oupled with the clear
distinction between left and right arm rates, strongly suggests that the
modern concept of petty officers in any rate having dual responsibilities
had not yet fully evolved. The base from which this development was
occurring is ably described by Valle, speaking of the lot of the average
sailor in the early and mid 13th centry. *He faced a collection of
aristocratic officers”. . ."an equally narrow minded group of petty
officers. . ."and a devious hard bitten band of veteran 'topmen or sheet
anchormen' who formed a society that excluded or ridiculed the newcomer®. .
."withholdirg from them whatever knowledge and sk.lls they pcssessed.“zo
The technical environment for this situation was based in the nature of the
man-o-war. "The warship crew was extremely large .in relation to her tonnage
because of the tremendous amount of manpower required to werk the guns.
Half a thousand men typically manned a frigate that cculd be sailed by one
tenth that number. The men who did sail the ship, the artisan petty
officers topmen, and prime seamen were the only members of the crew who had
really significant jobs to perform under normal conditions."2?

It is true that Valle was describing the Navy as it existed before the
Civil wWar, but we must remember that this was the period during which the
senior officers of the service in 1900, admiral, rear adwirals and some
captains, had entered the service. Technical changes had reduzad the number
cf people required to work modern vessels {(although coal burners required
considerable numbers to feed the boilers as coal passers and coaling itself
required the efforts of all hands) and increased the number of significant
occupations in a man-o-war. Nonetheless, it would appear that the patterns
of the 19%h century had not been totally abandored at the beginning of the
twentieth and that authority was rather jealously held by commigsioned
officers and delegated primarily to the ratings which represented the
descendants of "artisan petty officers topmen and prime seamen.®

The ratios of senior enlisted people in the seaman branch to artificer
petty officers and non-rated people was well over twenty to one in most
cases. This suggests that authority and leadership resources were stretched
very thin in 1900, and were not enough to adequately control a crew composed
increasingly of Americans with relatively better educations, increasingly
valuable technical skills, and above all career ambitions fostered by the
Navy's continuing policies to encourage retention of enlisted people by
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developing a career path which could lead to proamotion and eventual
retirement.

One further note of interest in the matter of discipline and authority
is to be found in the Naval requlations of the period:

*1082(1) In the event of a riot or quarrel between persons belonging to
the Navy within the limits >f a naval command, it shall be the
duty of the senior line officer present, belonging to that
command, tc suppress thc disturbance and, if necessary, to
arrest those engaged in it, even though they may be his
supericys in rank..."

“(2) Should there be noc line officer of the command present, the
senior officer of the Navy or of the Marine Corps who may be
present and belonging to that command shall exercise the sane
authority and be entitled the same obedience.® (Emphasis
added.)

Only in the case of a disturbance outside the limits of a command did
seniority alone confer the authority to interfere and suppress.

These articles suggest very strongly the jealousy with which the line
community held authority and, even further, the singular importance in the
chain of authority of the individual commanding officer.

Article 1099 authorizes petty officers to use force if necessary to sup~
press a riot or disturbance.

As noted earlier, this analysis is only tentative. However, the basic
hypothesis: that the attitude toward enlisted authority was in the process
of evolving in response to new technical demands, the desire of the Navy to
recruit Americans, thus increasing the number of people in service without
either military or sea experience, and the development of the concept of an
enlisted naval career is amenable to more detailed testing. A more detailed
examination of captain's mast records and the transcripts of courts martial
over shorter periods of time would be one important element in such a test.
A study of naval official correspondence, bnth official and urofficial, and
a careful review of professional publications would also yield light on this
issue.
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GEVNERAL SUMMARY OF MAVAL DATRA

: Officers: Line; 1503 CWO/W0O; 685
staff; 690
3 Total Enlisted: DPetzy Officers 13,173 ;
« 4 Other rates 30,956 %
T Total Continuous Service 8,058 {
; Applied for enlistment 91,588 ?
Rejected for physical reasons 38,782 §
Rejected for other reasons 31,786 :
Total accepted and enlisted 18,713
Total re-enlistments 4,030
Total serving in first enlistment 32,798
Total serving in second enlistment 6,483
Total serving in third enlistment 1,749
Total serving in fourth or more enligtment 1,831 "
Total ships on Naval list 359

{including ships not in commission)

NAVAY, CPERATIONS SUMMARY

Atlantic Fleet: This force, which contained the bulk of our naval
power, was engaged primarily in repair and refit following the round tiie
world cruise of the battle fleet. Experiences during this touwr had demon-
strated the need for manv alterations and improvements which were being out
into effect.

Pacific Pleet: This force was made up of five armored cruisers and
devoted much of its time to showing the flag from San Francisco to Chile.
Ungettled conditions in Central America had caused the annual target prac-
tice to be cut short and the ships diverted to stations in that area.

The Caribbean Squadron: Five cruising wvessels were on station in the
Caribbean because of unsettled political conditions in that region.

Asiatic Squadron: Naval operations in the western Pacific included
showing the flag on the China Coast, in the Philippines and in Japan. Other
vessels patrolled the Yang~tze River.

Bases: The round the world cruise had demonstrated the need for a more
self sustained Navy. Naval bases in Hawaii, Cuba and the Philippines wcre
Deing constructed.

Fleet Train: The lessons of the world cruises had convinced the Navy
that a number of auxiliaries were needed for servicing the fleet. The H
Secretary of the Navy requested authorization of a repair ship. Several
naval colliers were already under construction. A program of steaming
competitions had been implemented throughout the Navy as a means of
improving engineering efficiency and economy.
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Personneil issues: The iancerporation of engineers into the line in 1899
resulted in a reduction in the number of officers qualified as engineers.
The Secretary of the Navy recommended the establishment of a post graduvate
schoocl: of engineering for officers.

Another growing concern was the age of the force. Acguaintance with the
officers of other Navies during thz world cruise had dramatically illustra-
ted that personnel of the U.S. Navy were much older than other Navies,
particularly that of Japan.

The average age of rear admir»lg in the battle fleet was sixty years,
Captains fifty-six. The youndgest American commander was forty. The oldest
fifty-four.

The concern with the age of the officers corps was also expressed by
the Secretary of the Navy in his recommendation to lower the age of entrance
to the U.S. Naval Academy to fourteen. It was felt that the graduation age
of twenty—-three or twenty~four was too old because by that age an officer
should have had several years of sea duty. A concern with age and fitness
was also demongtrated by the implementation of a physical fitness test for
officers vwhich required that an officer either walk 50 miles, bicycle 10U
miles or ride a horse 90 miles within certain prescribed times.

Recrujting: The cruise of the "White Fleet™ :ad@ done much to increase
the prestige of the Navy and applications remained high. Additional
recruiting stations had been opened across the country enabling the service
to draw on a much wider population base. The ratic of applications to final
acceptance was still high.

The Secretary complained of the practice of judges offering to dismiss a
charge if a youngster would agree to enlist. The Navy was alsc losing
recruits to the Army because of a requirement that a birth certificata be
produced, a requirement not imposed by the Army. The basic problem of
recruicing remained: that of finding enough recruits of quality.

The apprentice program had been discontinued and that rating disestab-
lished. In its place the rating of apprentice seaman was created. Recruits
without previcus experience at sea were enlisted as apprentice seamen or
landsmen for training. These latter were enlisted for training in various
artificer or special branch ratings. All new recruits without previous
experience at sea or experience in a trade were assigned to Apprentice
Training Stations located at Yerba Byena Island in San Prancisco Bavy and at
Norfolk, Virginia. A third training station was being built outside of
Chicago.

The normal training period was four months, however the demands of the
fleet often required that apprentice seamen be transferred to sea duty
earlier.

Apprentice seamen of "good physigue" were permitted to volunteer for
duty in the engineer force and transferred to sea as coal passers, the

lowest rating in that branch. Schools t¢ which ealisted perscnnel could be
agssigned included:




Electrical School

Machinist School

Artificer School

Musician's School19

Commissary; Cooks; Stewards and Bakers School
Yeoman'es School

Seaman Gunner School

This last, seaman gunner school, provided training in all formg of ord-
nance, quns, torpedoes and mines and also trained hard hat divers. Only one
hundred and six men graduated in 1909.

In 1902 the first Bluejackets Manual had been produced by Lieutenant
Ridley McClean, pubhlished by the United States Naval Institute and adopted
by the Navy for issue. Another manual, the Recruit's Handy Book was
published in the same year.zo

Tne decision to emphasize the recruiting of American citizens had
reduced the number of experienced seamen available and it would appear that
the number of experienced artisans whc were both American citizens and will-
ing to enlist had also dwindled. This coupled with the increasingly complex
technology of the naval service had created, in ten years, a need to provide
in-service training on a scale nsver before attempted. The shortage of
yeomen was particularly noted by the Secretary of the Navy. This may have
been the result of larger numbers of women entering the clerical fields in
the early twentieth century, thus reducing the number of men experienced in
such work.

RANK AND RATE STRUCTURE

The commissioned officer structure was essentially unchanged from that
of 1900. The ovld engineering ranks had, as of 1900, dJdisappeared, but the
staff derignations remained the same.

The warrant specialties remained unchanged except for the fact that,
while there were no chief machinists in 1900, the Navy listed eighty-five in
1910. Only four chief sailmakers rerained on active duty, a clear
reflection of changing technnlogy. The percentage of warrants and chief
warrants with previous enlisted service had increased during the decade.
All chief bhoatswains and boatswains had served as enlisted men (sir of the
CBSNg had presviously been mates). The CbBNs had been appointed between 1881
and 1903 after serving from S to 24 years. Boatswains on active service had
all been appointed subsegquent to 1902 with a minimem of seven and a maximum
of sixteen vears vrevious service.

Warrants on active duty and the minimum and maximum previous enlisted
service:

CBSH 89 ..... 5-24
BSN B2 ... 715
CGN 78 ..... 2=14(4)*

*Numbers in parenthesis indicate number with no previous enlisted service.
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GN 77 veses 914
Ccarp. 66 ..... 1=11(21)
Carp. 49 ..... 1=11(22)
CSmkr 4 cirae (4)
CMach. 85 ..... 1=21(1)
Mach. 131 ...e0 1=15(3)
Pharm. 25 ..... 726

It is interesting to note that while almost all chief warrant officers
were on shore duty or aboard vessels attached to stations in 1900, a much
larger number were in cruising ships in 1910,

ENLISTED RATING STRUCTURE

In the seaman branch, the rating of gun captain had been disestablished
to be replaced by that of turret captain, which was held only in the rate of
chief and first class.

In the artificer ‘branch, the rating of water tender was expanded to
include chief petty officer. A number of ratings which had occurred in only
a single class were expanded. These included painter, which was now held in
both second and third class. Shipfitter had been simi"arly expanded to
include first and second class. Mess attendants were ranked frem third to
first class. The rating of commissary steward was created, as was that of
baker in rates of first and second class.

The authorized ratings in 1900 were:

Seaman Artificer Special

CPO MAA - Machinist Com. Steward 70
BM Electrician Yeoman 60
GM CcM Hospital Steward 60
TC WT Bandmasgter 52
oM

PO1 MARA Boiler Maker 65 YN 40
BM Machinist 55 First Musician 36
GM Electrician S0
TC Coppersmith 55
oM Blacksmith 50

Shipfitter 55
Plmb & fitter 45
Slmakers Mate 40

cM 40
Water Tender 40
Painter 40
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PO2 MAA Machinist 40 N 35
BM Electrician 40
GM Shipfitter 40
oM Oiler 37
M 35
Printer 35
Painter 35
PO3 MAA cM 30 ™
Coxswain Electrician 30 Hosp. Apprent. 1/c 30
GM Painters 30
oM

Non Rated

SN 26 FN 1/¢ 35 Musician 2/¢ 30
0s 19 N 2/c 30 Bugler 30
AS 17 Cp 22 HA 20

Landsmen 17

A notable difference between 1910 and 1900 is the increase in the
numbers of ratings rated first and second class. This prcbably represents
the Navy's response to the labor market for skilled artisans. Both
carpenter's mate and electrician now had a career path fre. third class to
chief. TFiremen first class could be advanced to second class petty officer.
The increased emphasis on recruiting U.S. citizens, with the result that
fewer skilled artisans enlisted, may have created the pressure to develop a
promotion path from coal passer and shipwright for semi-skilled artisans.

The muster lists of USS Iowa show the following manning in 1910.

Comissioned and Warrant Officers

Line Staff

Captain Surgeon

Commander Passed Assistant Surgeon
Lt Commander 5 Passed Assistant Paymaster
Lieutenant 2

Ensign 2

wWarrant Officers

Boatswain

Gunner

Carpenter

Machinist 3

Pay Clerk 2

[
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Enlisted Manning - Battlesgship 19:¢

wme

Seamen artificer Special Other
3 MALR Machinist YN Comnm. Steward
. BM 2 CcM Electrician{w)** Band Master
4 GM 2 wT Hosp. Stewards
3 TC (0 on board Electrician
1 allowed)
: oM (n)*
oM (s)*
: P01 MAA 3 Machinist N ship Cook 2
3 BM- 4 Water Tender Baker 2
3 GM 4 Electrician 4 1st Musician
3 TC(0,1 allowed) Sailmaker
; oM CM
E Shipfitter
Blacksmith
e Boilermaker
Lot Coppersmith
P02 MAA 3 Oiler 12 ™ 2
BM 5 Machinist 8
GM 4 cM
oM 2 Zlectrician 5
P03 MRA 2 cM Electrician(w) Ship Cook 2
COoX 6 Painter
GM 4
oM 3
Non Rated
Seamen Artificer Special Other
SN 50 FN 1/¢ 16 Hosp. Apprent. 4 Ship Cook 3
0s 70 N 2/c¢ 16 Bugler 2 (4/c)
AS 0 CP 50
Land 33 Shipwright 2

, In addition 18 cabin stewards,
| attendants were shipped.

‘ The flag complement included 1 CQM, 1 CYN, 1 COX, 4 SN, 1 Printer, 2
YN, a steward, cook and mess attendant plus the Marine detachiaent and
Band.

wardroom stewards, cooks and mess

* (n),(s) indicate navigation and signals.
** (w) indicates wireless (radio).




Destroyer Manning - 1910

Officex
Lieutenants 2 En3ign 2 Midshipman 1
Enlisted
Seaamen Artificer Special Other
CPO BM Machinist Mate 4
GM Water Tender 2
501 GM MM YN 2
oM WwT 2
02 GM 2 cM N
) MM 3
GM 7
oM
P03 CoL cM
Oiler 4
Non Rated
SN 5 FN i/c 11 Ship Cook 1/c
os 6 FN 2/c 3 Ship Cook 4/c

Cabin Steward
Cabin Cooik
Mess Attendant

The destroyer did not have a Master at Arms aboard. The practice of not
assigning an MAA to smaller vessels appears to have been the norm at the
time. The duties of ship's police officer then devolved onto the shoulders
of the s:ior seaman branch petty officer. 1In the case of the Perry, a EMT.
If no BMC was on hoard the job would be held by the GMC. If no GMC wa=s
present, the QMC.

The differences in manning patterns between seaman and artificer is sig-
nificant. In both the battleship and the destroyer, the number of CPOs in
the machinist mate and water tender ratings suggests these men served as
engine and fireroom watch supervisors, while the senior enlisted nen on deck
were supervisors on a broader level. It should be noted that the battleship
myster lists refer to machinist petty officers while the muster liists of the
destroyer for the same year list them as machinist's mates. The change in
title had tairen place in 1904, reflec:ing a six-year lag in usage in the
battleship. The change, of course, distinguished between warrant machinist
and his enlisted petty officer helpers.
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Undermanning is noted in three deck ratings on the Perry: M1, GM2 (al-
though a GM3 was on board without an allowance at that pay grade), SN and

os.

Only one artificer ratingy, MM1, was under manned, althouch this was
balanced Ly an ovcr-allowance of MM2. Overmanning is noted in the case of
oilers FN1, PN2. Perry was also two men under allowance in the coal passer
rating. She had one more cook than was allowed and an extra ¥YN.

DISCIPLINE

There were no changes in statutes or regulations governing naval justice
during the period 1900-1910. Th:: captain's mast record of destroyecs,
cruisers and battleships is presented in the fecllowing table.
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CHARGES

DRUNX ON BOARD
DRUNK ASHORE
DISOBEDIENCE
DISRESPECT/INSOLENCE
UNIFORM VIOLATION
THEFT OF CLOTHING
OTHER CLOTHING V.iOLATION
GOVERNMENT PROPERTY
DUTY-FAILURE/NEGLECT
INCOMPETENCE
FIGHTING
GAMBLING
LIBERTY CARD
SLEEPING
SMOKING
UA UNDER 1 DAY
UA OVER 1 DAY
MISCELLANEOUS

TOTAL NJP

NJP RATE

OVERALL TOTAL ON BOARD

QVERALL RATE

BATTLESHIP

Total On Board

462

10
15

17

130
88
38

395

_8s5%

591

75%

CRUISER
Total On Board

S5a*

13

25%

tChicago was station and training ship at USNA, Annapoli..

DESTROYER
Total On Board

17

22

10

37
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The trend between 1900 and 1910 is significantly down in all classes of
ships. Overleave continued to be the largest class of vioclations. Drunken~
negs, while remaining relatively high in relation to other specific charges,
dropped remarkably from the 1900 figures.

Whether these changes are a result of recruiting or training policy
changes cannot be determined. The practice of recruiting large numbers of
young men without previous experience and putting them through a
standardized training program may have resulted in the Navy accessing people
before drinking habits were well inculcated and, in at least some cases,
discouraging heavy drinking zmong young crew members.

Punishments were generally not different from those of 1900. Bread and
water was still a common sentence. Confinemert in irons may have been less
fragquent. As in 1900, punishments often took on a rather specific or
personal cast as ir the case of a seaman on Chicage who was AWOL and
sentenced to ten days restriction and to _aport to the captain every two
hours.

In general the drop in disciplirary cases, if indeed this is an accurate
index of good order and discipline, was probably affected by the general
attitude toward the Navy which was, after the world cruise, extremely
positive. Within the service, mora.e was exceedingly high, according to the
report of the Secretary of the Navy, a condition he attributed to the world
cruise.

ADVANCEMENT

.Advancement policies and procedures appear to be, in general, unchanged.
The disestablishment «f the rating of apprentice abolished the promotional
path from that rating. Apprentice seamen were promoted to ordinary seamen
after their initial four month training period. Requirements for time in
rate or time in service were essentially the same as those established in
1900. The wider range of technical schools available provided a greater
opportunity for inexperienced sailors to obtain valuable skills, qualifying
them for promotion much earlier, no doubt, than if they had had to learn
their trade entirely from on the job apprenticeships. The practice of
enlisting landsmen for training in a specific rating, especially yeoman and
electrician, also increased the possibility of early promotion.

The number of skill areas particularly in the engineering/artificer
force for which a youngster could strike had greatly increased.

A second enlistment and sea service were still required for advancement
to chief petty officer, although promotion to other petty officer rates
appears to have been governed by the exigstence of the vacancy and the degree
of expertise demonstrated.

Although a considerable number of warrant officers had entered the
service directly from civilian life, the pattern of the warrant becoming an
ultimate stepping stone for enlisted men appears to have been developing.
Bs noted earlier, in some specialties all warrants had previously been
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enlisted men. The short enlisted service records of some suggest that they
had entered the Navy with considerable experience simply to wait for the
warrant examination.

In 1905, Congress had autiwrized the promotion of warrant officers o the
rank of ensign, opening for the first time in almost a century a clear path
from recruit to commissioned status. A cursory survey of the Naval Register
for 1910 does not reveal any ensigns who had been so advanced.

Whether a consequence of the need to compete with the civilian labor
force for skilled artisans or the result of enlisting greater numbers of
inexperienced but ambitious American citizens, the enlisted force structure
digplayed a much clearer career pattern than it did at the end of the 19th
century. The provisions for promotion to warrant, and the increasing
practice of filling warrant vacancies from the ranks (plus the possibility
of earning a commission and the enlisted retirement program) had, by 1910,
clearly changed the enlisted Navy from one of several seagoing alternatives
to a potentially lifetime career with distant but achievable goals.

PAY REWARDS AND RECOGNITION

The authorized rating table for 1910, when combined with the table for
1900, provides a picture of the pay structure for enlisted personnel. Pay
scales were dictated by Congress or executive order at the time each rate or
rating was established. The result was that some first class petty officers
were zarning more than chief petty officers in older ratings. Clearly the
artificer and engineering branch, rate for rate, out-earned people in the
seaman and gpecial branches. There is little evidence of resentment of this
fact, but one must wonder if the situation did not offend the general
principle that the "boss” must earn more than his juniors. The separatior
of military authority and its concentration in the seaman branch may have
worked to minimize the disparities. On the other hand, administration of
the system must have hecome increasingly complex.

Awards for heroism or outstanding service were still rare and limited to
the Medal of Honor and the Good Conduct Medal, both for issue to enlisted
personnel only. Between 1905 and 1908 Congress had authorized the issue of
campaign medals for personnel, commissioned and enlisted, who had served in
the Spanish-American War, but who were not eligible for the Sampson or Dewey
Medals. Persons who held either of these medals were still eligible for the
Spanish Campaign Medal. Another medal was authorized for those who served
during the relief of Peking, and yet another for service in the Philippines
from 1899 to 1995.

. At the same time medals were authorized for Civil War Service (at least
some admirals eligible were still on active duty). An Indian War medal was
also approved for post Civil War Service in the west but no naval units were
involved in those campaigns (although the Navy did see service in pre-Civil
War campaigns against Indians and some few naval officers may have been
eligible for the Indian Wars Medal hy virtue of detached service with the
Army).
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The logs of several ships under study recorded the ceremonial awarding
of these campaign medals to officers and enligted persons.

Letters of commeadation were also issued both to individuals and to
units. Special liberty and privileges constituted a means of rewarding good
performance, as 4did advancement and being elevated in the conduct class
system.

The Secretary of the Navy was urging the President and Congress to
authorize the award of medals for heroism to commissioned officers as an
alternative to promotion or elevation on the lineal list.

ASSIGNMENT

Sea service was still the primary condition of both officers and
enlisted pecpie in the Navy. Initial service for officers after
commissioning was almost always one or more tours in the fleet to aain
experience. After this initial period, service on a flag staff or ashore
might be expected. The old practice of sending an officer home to await
orders on reduced pay until a billet became open apparently had been
abandoned. The number of potential billets ashore, in a Navy which was
becoming administratively as well as technically more compl :, had
increased.

There were apparently a greater number of shore and station ship billets
for enligted personnel but no system of rotation seems to have existed.
Long service enlisted men were still authorized to request shore duty but
otherwise shore duty appears to have been a matter of chance and personal
connections.

LEAVE AND LIBERTY

There were no obvious variations in leave and liberty policy in this
period. The frequency of liberty, the hours of liberty and the ease of
obtaining leave were at the discretion of the commanding officer. Neither
leave nor liberty were at this time considered “"rights.®™ The practice, it
would appear, was to accord as much shore leave as considered reasonable as
a morale and heaith issue. Nonetheless, one veteran of this period recalls
that operational demands precluded liberty for a period of "“eight or nine
months.”

RETIREMENT

The effect of the thirty year retirement policy was gradually beginning
to have some impact. Forty—-eight enlisted men retired in 1909 and a list of
retired enlisted personnel totalled over one hundred. The actual number of
enlisted men with more than twenty years service was in fact rather small:
less than one percent.
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AUTHORITY

Military authority in the enlisted force remained primarily a functlon
of petty officers of the seaman branch. Enlistment policies and promotion
policy tended to assure that a master at arms, boatswain's mate, turret
captain, gunners mate or quartermaster who achieved the rate of chief petty
~fficer, had served a number of years. This resulted in a concentration of
naval experience in these ratings. The artificer ratings on the other hand
still contained large numbers of petty officers with relatively little
military experience due to advanced placement enlistments. Promotional paths
were also less clear in many of the artificer ratings with the skill in
question being presented only on the first and second class petty officer
levels without either direct subordinate ratings or 2 direct promotional
opportunity to CPO. The fire rooms and engine rooms were beginning to
develop the clasgic military rank pyramid and a clear cut path of

advancement from coal passer to chief petty officer, as had carpenter's mate
and electrician. '

The increase in mumber of smaller vessels, particularly destroyers, had
demonstrated that the police function of the master at arms could be assuned
bv other petty officers, notably ‘unners' mates and boatswains® mates.

It should be noted that the rate of CPO had, by 1910, been in place for
almost twenty years, so that patterns of behavior had begun to develop and
also patterns of delegation of authority to CPOs had appeared. In contrast
to 1900, CPOs rarely appear in the captain's mast records, which suggests
that these senior people had adopted a mode of behavior different from that
expected of non-rated men or form 1 public punishment for minor infractions
was already considered inappropriate.

The size of the Navy and the relatively small size of the chief petty
officer community prcbably contributed to a rather close knit and well
acquainted group of senior enlisted personnel holding a crucial position
between enlisted and commissioned people and possessed of a fund of
experience and knowledge imuch greater than that of the junior officers with
whom they related.
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1920

GENERAL SUMMARY OF NAVAL DATA

Total Officers (Line, Staff and warrant) USN 8,765

USNR 9% 7
Total Enlisted UsN 107,601

USNR 1,349
Total First Enlistment 58,340
Total Re-enlistments 12,005
Transfers - USNR to USN * 1, 289

Of the roughly 108,000 enlisted men in the service in 1920 approximately
$1,000 had served less than one year. The Secretary of the Navy's annual
report details serious shortages of CPOs and POs. There were, at the begin-
ning of 1920, only 3,000 Chief Petty Officers of all ratings on active duty.
This contrasts with a wartime high of 31,000 and4 3,500 in January 1917, four
months prior to our entry into WWI. Of these 3,000 a considerable number
were men who had been promoted to fill vacancies but who were not at that
time considered fully qualified.

In November of 1918 the Navy had on active duty 93,000 first, second and
third class petty officers. As of the first month of 1920 only 19,000 re-
mained. Thus, each chief petty officer, on a Navywide basis, was balanced
by more than thirty subordinates and each petty officer, of whatever level
of authority and experience, was responsible for five non-rated sailors with
less than a year's service. It is obvicus that many of the petty officers
themselves had less than a year's service; a fact which can only have
increased the burden on the more experienced rated people.

The Navy was composed of 960 ships, of all types, in service as of
January 1920. Of these, over tlree hundred were destroyers, a type the Navy
had 3ecided o stop building as of 1910,

OPERATIONAL SUMMARY

with the end of WWI the primary job of the Navy had been to return the
AEF to the United States. This was substantially completed by 1920 and the
bulk of the fleet withdrawn to the United States. Some forces remained in
the Adriatic and on at least one occasion were required to put landing
parties ashore to maintain peace between Italians and Austrians. A naval
force was also in place in Turkey because of the disturbed conditions in the
eastern Mediterranean and Aegean between Turkey and Greece. Naval personnel
were included in the United States forces in northern Russia and Siberia.
Marines and some naval personnel were occupying and governing Haiti.

WWI nad placed demands on the Navy which were clearly nct anticipated in
1910. Although some of our modern battleships did serve with the Royal
Navy, our principal task had been to escort troops and supplies across the
Atlantic, This job required large numbers of escort types, destroyers,
submarine chasers, and the so called "Eagle"” boats. While battleships and
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cruisers had participated in convoy protection, the smaller vessels had
horne the brunt of the anti-submarine duty. Laying, and later clearing, a
mine barrage in the North Sea had been another major task accomplished by
the Navy which also required smaller more specialized vessels. Thus, a Navy
which in 1910 had been envisioned as composed of a large wamber of
battleships with relatively few other combat types to be supported by a
fleet train, had become an extracrdinarily large number of smaller vessels
operating in contexts other than the line of battle.

The major issue in 1920 was the reorganization of the Navy into two
roughly egual forces, the Atlantic and Pacific Fleets. The opening of the
Panama Canal in 19'5 had made these divisions practical. The creation of
the Pacific Fleet reguired the expansion of naval bases and support facili-
ties on the west coast at Puget Sound, San Francisco Bay, San Pedrc, and San
Diego.

RECRUITING

Recruit intake for 1919 fell 4,000 short of the Navy's goals. This, and
the shortages of petty officers and Chief Petty Officers, forced the Navy
into a recruiting posture quite different from that of previous years.

The Secretary of the Navy's report emphasized the need to persuade young
Americans that the Navy was an honorable profession and to emphasize oppor-
tunities for education and advancement as well as travel. To this end, the
Navy began to produce special recruiting films and other materials designed
£o “gell”™ the Navy. In addition the Secretary announced a number of vnolicy
changes designed to make the service more attractive and recommended a
number of others.

An additional recruiting device was the establighment of “summer
schools" at Great Lakes NTC and in Hampton Roads. Young men from 16 to 20
were recruited for a six week period of orientation and training with the
hope that their exposure would convince them to enlist.

To encourage re~enlistment of veterans, the period during which a sailor
could re-enlist and retain continuous service status was extended from four
months to one year. An intensive program of athletic competition was initi-~
ated throuchout the fleet as a morale builder and the Navy, in cooperation
with the American Red Cross, initiated the "Home Service® to assist Navy
families. It should be noted that the issue of familjes was brought up
several times in the Secretary's report indicating perhaps the nature of the
sailor was changing and at least the older sailors and chief petty officers
were becoming family men.

The Secretary's summary was that the Navy was in danger of "going stale”
after the high point of WWI.

Most enlistments at this time appear to have been at the rating of
apprentice geaman. Informants questioned about their service during this
period report rapid assignment to pet%y officer or striker status if they
had civilian experience in a technical field, but there appear to have been
relatively few direct enlistments as petty officers, although many such were
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relatively few direct enligtments as petty officers, although many such were '

apparently authorized during the war. AaAmerican citizenship was regquired for
first eniistments.

RATING AGE
é Seamen 2% to 30
E ! Seamen, 2nd Class 18 to 30
; : Apprentice Seamen 17 to 25
f Landsmen (Not for seaman branch) 18 to 25
Shipwrights 21 to 30
Vi Blacksmiths 21 to 3
E Plumbers and Fitters 21 to 30
. ? Sailmakers' mates 21 to 30
. Machinists' mates, 1st Class 21 to 30
Machinists' mates, 2nd Class 21 to 30
4 Electricians, 2nd Class 21 to 30
3 Electriciang, 3rd Class 21 to 30
3 Boilermakers 21 to 30
3 Sship fitters, 2nd Class 21 to 30
{ Coppersmiths 21 to 30
3 Firemen, st Class 21 to 30
? Firemen, 2nd Class 21 o0 30
? firemen, 3rd Class 21 to 30
Hogpital Apprentices, ist Class 21 to 28
Hospital apprentices, 2nd Class 18 to 25
Bakers, 2nd Class 21 to 30
Mess attendants, 3rd Class 18 to 30
Ship's cooks, 4th Class 18 to 30
Musiciang, 1st Class 21 to 30
Musicians, 2nd Class 21 to 30
Painters, 3rd Class 21 to 30
Native seaman 18 to 25
Native seaman, 2nd Class 18 to 25
Native machinist's mate, 1st Class 2% to 15

Native machinist's mate, 2nd Class 18 =0 25
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Native fireman, ist Class 18 to 35

Native fireman, 2nd Class 18 to 25

Native fireman, 3rd Class 18 to 25

Native cook 18 to 35

Native mess attendant 16 to 25 *
DISCIPLINE

With the exception of the new USS Arizona and the ancient USS Chicago,
all ships report an NJP rate of less than 100%. The pattern of offenses
appears to have changed from pre-war days. Charges of drunkenness dropped
considerably. This may be the result of the type of people attracted into
the service and the training they received. There are, however, two other
factors which most certainly impacted upon drinking. The nation had been
totally dry since 1919, which at least inhibited drinking ashore or buying
liquor to smuggle on board. It is alsc possible that the Navy preferred
to bring other chirges against a drunken sailor rather than admit to large
scale violations of federal law. A second point is that the abstemious
Josephus Daniels, Secretary oI the Navy, had abolished the time honored
officer's wine mess, thus prohibiting any but medicinal consumption of
alcohol for anyone on board@ a naval vessel. It is entirely possible, given
American attitvdes toward equality, that since officers were no longer
allowed to drink on board, it was easier to enforce the same requlations for
enlisted people.

Offenses which, taken collectiveiy, may give us some indication of the
state of discipline and professional competence show a marked increase over
eitn2r of the previous decennial pericds. Disobedience, inscolence/disre-
sov :t, Auty/failure and neglect and incompetence constituted only 17% of the
charges brought in a battleship as of 1900. That had risen to 22% in 1910.
In 1920, USS Arizona revports that 36% of the charges brought involved these
offenses.

The sccve accorded a commanding officer for awarding punishment at mast
continued t< be restricted. Confinement in irons was forbidden in 1916 and
those instrumcnts permitted only to restrain a prisoner who was otherwise
uncontrollable. Reductions in rate, fines, restriction and extra duty were
the most common punishments. Short terms of confinement on reduced rations
o1 bread and water ware also fairly comuwon.

The Navy had adopted, as a perman~-t part of the institution, the Shore

Patrol which extended the scope of di  ipline and direct supervision to off
duty situations.

*BIM
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¥ 1920

: BB cA/L DD__  COLLIER A0 ATF
3 DRUNK ON BOARD 43 2 1 1 7
fg DRUNK ASHORE -- 9 2 4 7
'; DISOBEDIENCE 130 17 3 10 11

4 DISRESPECT/INSCLENCE 70 5 3 4 9 1
°1t%: UNIFORM VIOLATION 30 3 - 3 -
” __? THEFT OF CLOTHING 37 8 -- - 2
' é OTHER CLOTHING VIOL. % 20 - 3 7
3 GOVERNMENT PROP. 46 3 - - 3
‘ DUTY-FAI LURE/NEGLECT 322 31 - 7 28
INCOMPETENCE 7 -- - 1 -—
" FIGHTING 10 5 11 - 2
GAMBLING 13 1 - 1 1
LIBERTY CARD 12 - - - -
SLEEPING 15 1 -- - 1
SMOKING 36 - -- -
UA UNDER 1 DAY 264 32 10 39 60
UA OVER 1 DAY 183 27 1 30 25
MISCELLANZOUS 1 13 4 3 26

TOTAL NIPS 1461 177 35 107 198 1

TOTAL ON BOARD 1330 126 37 182 250 24

i NJP RATE 109 1408 9% 594 198 4%

OVERALL TOTAL ON BOARD 1939

OVERALL WJP RATE 102%




TRAINING

World Wwar I had seen the Navy expand to almost 436,000 men, the majority
of whom were without experience at sea or in a military organization and
most of whom did not have a trade or profession.

At the same time new technical demands were made upon the Navy. Convoy
duty and submarine hunting had developed the first crude underwater detec—
tion devices and the depth charge. WNaval aviation units, which had operated
against submarines and had bombed German bases, required pilots and aviation
mechanics. There was a tremendous expansion of radio. The need to coumuni-
cate with merchant ships in convoy required large numbers of signalmen.
Some of these needs had been anticipated before the war as with the ovening
of a School of Aerconautics at Pensacola, Florida, in 1915,

Between 1911 and 19218 twelve schools had been established including
machinist mate, gasoline engine, messman, hospital corps, coppersmith, deep
sea diver and signalmar..

In 1218 no less than 30 schools were established, many to train special~-
ists and technicians in various skills related to aviation. Others special-
ized in mine sweeping, signaling, radio telephone, storekeeper, "listener"
(forerunner of sonarman), etc. Many of the schocls anticipated the formal
establishment of ratings. For instance, the aviation ratings and
storekeeper ratings were not made official until 1920 although schools were
established two years earlier.*

The war's end did not bring an end to this expanded training effort.
Eighteen schools, many of them teaching the same courses as schools estab-
lished earlier but located on the opposite coast, were established in 1920.
P new policy concerning eligibility for entrance into the Naval Academy led
to the establishment of the Naval Academy Preparatory School in 1919,

The grafting of an educational ealement into the basic concept of the
Navy in order to encourage the ambiticus to enlist and at the same time
prepare the exverienced for advancement also led to the development of a
correspondence school system. By 1920, 56 special correspondence courses in
a wide range of subjects from basic arithmetic to higher mathematics were
being circulated through the fleet for both officers and enlisted personnel.
A number of ships established “"schools" on board utilizing these courses and
renorted enthusiastically on their accentance and their impact or morale.

The Rlue Jackets Manual continued tc be published and issued to racruits
using a format which remained laraelv unchanged until after WWIl. Subjects
A t5 M covered those subjects winich all enlisted men were reguired t> know.
The other parts of the book dealt with seamanship and gunnery, s=suecial sec-
tions of instructions €for chief onetiy officers and petty officers of the
seaman branch. A final chapter dealt with the duties of petty officers in
tne special and artificer branches. Tha Manual, although issued to
recruits, was cl=arly intended as a quide throughout an enlisted carear.

*Harrod

“1



Recruits were given the O'Rourke aptitude test and counselled as to
career opportunities by the chaplain. The majority of sailors went to sea
after four months of recruit training and could qualify for school assign-
ment after having proven themgselves on deck or in the engine or firerooms.
Formal policy reguired that a sailor had to serve at least four months at
sea to be eligible for school. Most rates could be learned on the job so
that school attendance was not yet a reguirement for advancement. Some
people were still being recruited for training in special fieids such as
radio and yeoman. Although the “rating"” landsman for training had been
disestablished in 19204, ships' lecgs in 1920 still record “landsmen for" var-
ious ratings particularly electrician(r). The rating of landsmen, however,
was still authorized giving the mustering yeouman sgome authority for the
entry. The varicus bureaus had begqun to issue manuals for training various
procedures and skills.

The decigicn to recruit young American citizens without experience at
sca and to train them, which was made in 1900, had by 1920 expanded to cover
virtually all naval occupational specialties and skills. The regquirement
that advancement could be made only one rate at a time, when coupled with
the idea that the Navy would train from “"scratch," had an additional impact
on the rating structure.

RANK AND RATING SiRUCTURE

The commissioned officer structure of the Navy had, by 1920, taken on an
essentially modern appearance. Officers of both line and staff were identi-
fied in the Navy Register and in ships' muster lists by rank with the staff
corps identification appended for members of the Medical, Supply, Chaplain
and other corps in the style with which we are familiar today. Dentists,
who previously had been part of the Medical Corps, were identified
separately.

Warrant ranks had been expanded to include chief pay clerks, pay clerks
and acting pay clerks as well as chief pharmacist and pharmacist. Sailmaker
and chief sailmaker were disestablished (or at least none remained on active
duty).

Chief gunner and gunner had been subdivided into three separate commisg-
sions/warrants: ordnance, electricity and radio electricity.

The report of the Secretary of the Navy and the Naval Register reveal a
great deal of instability in the officer corps. Many officers, particularly
junior officers, were serving in temporary wartime ranks and faced reversion
to their permanent ranks. The Navy Register lists:

DATE OF NUMBER PERM
RINK (LINE) NUMBER 1ST COMM TEMPORARY RANK
Rear Admirals 69 1872 to 1890 -— -
Captains 239 1874 to 1896 - -
Commanders 410 1885 to 1905 330 LCDR 80
Lt. Commanders 177 1895 to 1909 700 LT 700
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DATE OF NUMEBER PERM
RANK (LINE) NUMBER 1ST COMM TEMPORARY RANK

Lieutenants 1764 1910 to 1918 1764 418 Lt(jqg!

333 Ens.

491 CWO

449 wWO*

60 Enlist
Lieutenants(jg) 892 1917 to 1919 892 229 Ens.

12 WO

651 Enlist
Ensign 1230 1918 to 1919 792 792 Enligt¥**

The various staff corps demonstrated much the same situation. Rear
Admirals had been appointed tc command the various staff corps: four for
the Medical (includes Tental Corps), three for Supply and two Naval
congstructors.

The warrant officer community was somewhat more stable, many warrants
and chief warrants who had served as temporary officers during the war
having already reverted.

By 1920 all boatswains and chief boatswains had prior enlisted service
of from two to sixteen years. Gunners and chief gunners had served from 1
to 23 years as enlisted men. Of the seventeen chief carpenters, only four
had no enlisted service and only 8 held permanent warrants, the rest having
permanent enlisted status. All chief pharmacists had been enlisted men but
only 22 of the 83 listed were permanent, the rest being permanent
pharmacists. Only six of the 111 pharmacists were permanent in that rank
the rest being temporarily promoted enlisted. Only one of the 14 chief pay
clerks held permanent rank, the remainder being enlisted. The 8 serving pay
clerks, on the other hand, were all permanent with previous enlisted service
(although one had only three month's such service prior t> being warranted).
All acting pay clerks were temporary promotions.

*Of this number a very few were permanent WOs.

**This is not a result of wholesale promotion from the ranks. Rather, it
would seem young men were recruited as apprentice seamen for the duration of
the war, sent to officer's training and given temporary commissions =- the
famous "90 day wonders."

".wﬂma«.\a At prmsn s st g wm 4

v ot




i
L oaeigRi %

o |
g Ry

ENLISTED RATING STRUCTURE

sy

. - The Navy had entcred and weatiiered WWI, despite a dramatic increase in
f technology and the expansion of naval warfare intoe unexpected directions,
e without any major change in the rating structure. ‘Those changes which did
3 . in fact occur seem to be logical progressions of patterns previously
- ¢stablished. The creation of a chief water tender and the establighment of
'3 third, second, first and chief rates in other specialties araz examples.

The authorized ratas aad ratings were:

3eaman Branch Artificer Special
CPO(P) MAA  71.50 Mach. Mate 77 Chief Yeoman 66
CPO(A} BM 55 Electrician 66 Ch. Pharm. Mate 66
GM 55 Printers 66 Bandmasgster $7
™ 66 water Tender 55 Ch. Comm. Stew. 77
oM 55 Storekeeper 58
P01 MARA 44 Boilermaker 71.50 YN 44
BM 44 Mach.Mate 2/¢ 60.50 Pharm. Mate 44
TC S5 Coppersmith 60.50 1st Musician 39.60
M 44 Shipfitters 60.50 Comm. Stew. 66
oM 44 Electrician 55 ship's Cook 60.50
Blacksmith 55 Baker 1/¢ 49.50
Plmbrs.& Fitt.49.50
Printers 44
Sajilmkrs.Mates 44
Carp. Mates 44
Water Tender 44
Painters 44
Storekeepers 44
PO2 MAP 38.50 Mach. Mates 44 Yeoman 38.50
BM 38.50 Electriciar 44 Pharm. Mate 38.50
GM 38.50 Snipfitters 44 ship's Cook 44.00
oM 3f.50 Oilers 40.70
Carp. Mates 38.50
Printers 38.50
Painters 38.50
Storekeepers 38.50
PO3 MAA a3 Electrician 33 Yeoman 33
Coi'swain 33 Carpenrers 33 Pharm. Mates 33
GM 33 Painters i3
oM 33 Storekeepers 33
s1/¢ SG 28.60 N 1/¢ 38.50 Masician 1/¢ 35.20
SN 26.40 Shipwright 27.50 Ship Cook 3/c 33
Baker 2/c¢ 38.50

Hosp Aprntc.1/c 26.40
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S2/¢c SN 20.90 N 2/c 33 Musician 2/¢c 33
Buglers 33
Hosp.Aprntc.2/c 20.90
Ship Cook 4/c 27.50

g Ere

3 $3/c Apprc.17.60 N 3/c 24.20 Landsmen 17.60

\ Insular Force®

MSMN cabin Stewards 55.00 Native Coxswains 15

Cabin Cooks 49.50 Native Seamen 12

Wardroom Stew $5.00 Native Firemen 3/c 10

wardroom Cooks 49.50 Native Mach. 1/c 28

Steerage Stewards 38.50 Native Mach. 2/c 20

Steerage Cooks 33.00 Wative Firemen 1/c 18

WO's Stewards 38,50 Native Firemen 2/c 18

Wo's Cooks 33.00 Native Coal Passers 11

1£ Mess Att. 1/c 33.00 Native Stewards 15

U.s. Mess Att. 2/c 27.50 Native Cooks 13

Citizen Mess Att. 3/c 22.00 " Native Mess Att. 8
If not Mess Att. 1/c 26.40
U.S. Mess Att. 2/c¢ 22.00
Citizen Mags Att. 3/c¢ 17.60

The master lists of USS Arizona reveal the following manning pattern:

Officers Staff

Captain 1 CDR (MC) 1

CDR 2 LCDR (sC) 1

LCDR 4 LT (MC) 2

LT 11 LT (DC) 1

Lt(ig) 2 ILCDR (Chc) 1

Ens. 18

BSN 1 Pay Clerk 2

GNR 4 Carpenter 1 ‘

Pharmacist 1

Enlisted manning reported for the same year was:

. SEAMAN ARTIFICER SPECIAL AIR
CPO BM 12 MM 12 ™ 8 MM 1
GM(t) 1 WT 12 Ph. M. 1 o 1
GM 4 EM(qg) 5 SK 2
< 6 cM 3 Bndmstr. 3
oM(n) 2 cs 2
ON(s) 1

*These were Filipincs enlisted for service in the Islands. A gsimilar force
of sailors and marines (the Fita-Fita Guard) was later formed in Samca.
Their uniform consisted of white lava-lava with rank insignia worn on that
garment.




PO1 BM o MM 12 EM(r) 1
GM(t) 4 WY 17 W 3
GM 5 EM(qg) 10 SK 2
oM Blacksmith 2 Ph. M. 1
Boilermkr. 3 1st Mus. 3
Molder 1 Ccs 1
Shp Pitter 2 sc
Pat. Mkr. 1 BRR 4
Sail Mkr. 2
Printer 2
Painter 1
P02 BM 7 EM(q) 4 YN 5 MM 1
GM 10 cM 1 SK 2
o™ 3 Shp.Fitter 3 Pharm. 3
sC 7
BKR 3
P03 cox 30 N S M 1
GM(t) 3 SK 4
GM 8 sC 3
oM 4
Non Rated
SN 93 FN t/c 15 Hosp.Appr.4
82/¢ 48 N 2/c 3 Mus 16
AS 315 M 3/c 98 Bugler 1
Shipwright 4 Lnd (for 1 AS 2
EM r)
sC 4/c 6

The flag division was made up of 2 CMM and a COM, 3 QM(s) 1, 2 QM(s) 2,
1 OM 3 and 12 seaman signalmen.

The steward's branch was composed of 46 stewards, cooks, and mess
attendants.

The continued growth of the artificer ratings and in particular the
establishment of various classes of petty officer are a reflection of two
factors. The most obvious is the increasing technical complexity of naval
warfare. The other is a product of the recruiting and training policy which
increasingly tended to seek potential technicians from the ranks of appren-
tice seamen and landsmen. Inasmuch as these youngsters were not fully qual-
ified, some means of recognizing their increasing knowledge and skills as
they learned their trade had to be. developed. This changed the nature of
the artificer force to the degree that it was no longer composed of a group
of relatively mature and experienced crasftsmen and came to have a personnel
profile more like the deck force or the prewar engine room with larger num-
bers of non-rated people and petty officers third class. One consequence
wa3 the creation of chief petty officers in more specialties.
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Yet another factor appears to be that of according greater responsibili-
ties to chief petty officers in the engine and firercows. The Naval regula-
tions in force in 1910 specifically charged warrant machinists with the
respongibility for supervising engineering watches. By 1920 this was no
longer the case; the job was more frequently accorded to junior officers of
the line with CPOs as immediate and expert supervisors. This is reflected
in the fact that no machinists appear in the Arizona's muster lists. On the
other hand CMM and CWTs total twenty-four or roughly four times as many,
proportionally, as were the USS ITOWA ten years earlier.

The absence of third class petty officers in the machinist mate and
water tender specialties reflects the recruitment of the majority of first
enlistments as apprentice seamen or landsmen. If these ratings shifted from
deck to engineering, they, in effect, were promoted one class so that
fireman third class, while the lowest ranking engineer, was paid more than
the lowest ranking seaman. Thus, progression to fireman €first class placed
an engineer one step above a seaman first class. He was not however
accorded the same precedence as a coxswain or the other third class petty
officers of the deck. To correct this imbalance, firemen first class were
promoted to machinist mate or water tender second class thus “catching them
up” with their deck division counterparts.

We can see the impact of technology in both the electrician's mate
rating and the gunner's mate rating. The first was divided to accommodate
the need for radio operators and the second to provide for specialists in
the use and maintenance of torpedoes (GM([t]).

The division of the quartermaster rating, which appeared in 1910, into
navigation and signals at the CPO level had not extended to the petty
officer first and second classes and a new type of non-rated man appeared,
the seaman signalman. These later were trained in visual signaling
techniques and paid up to $5.00 above base pay.

An additional change in manning is the absence of the rating MAA. The
rating was digestablished in 1920 and the practice, which began in torpedo
boats and destroyers, of assigning seaman petty officers to MAA duties was
adopted throughout the Navy.

This also marks the appearance of an Air Division, in the case of the
Arizona to maintain and operate her scout planes. As of 1920 the division
was manned by traditional ratings which had graduated from aeronautical
school.

ASSIGNMENT

There appears to have been no official system of rotation for enlisted
personnel. Assignment to shore duty appears to have been a matter of
availability and chance from the point of view of the average sailor. The
expanded use of radio had created a number of billets ashore for radio elec-
tricians operating radioc stations. Men with twenty-five year's service were
eligible to apply for shore duty but other than these particular classes of
people, it would seem that sailors served primarily at sea.
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LEAVE AND LIBERTY

Shore leave and liberty remain, as before, privileges accorded Ly the
commanding officer in response to the needs of the service and the conduct
of the individual sailor. Conduct classes governed the amount of liberty
and the time one was permitted to report back on board. Naval regulations
spacified that not more than one half the crew be allowed on shore at one
time except when a ship was alcngside a wharf in a Navy Yard, when only one
quarter of the crew had to remain on board. In practice, however, the
average sailor, in port, could expect one or two nights a week ashore and,
if well behaved, occasional weekend liberty. leave appears to have been
granted upon request if the needs of the service permitted and a2 man's
behavior recommended it.

RETIREMENT

The basic retirement policy established in 1899 remained unchanged.
After thirty years of service, an enlisted man could retire on three quart-
ers of his base pay at the time of retirement. However, the establishment
of the Fleet Naval Reserve had created a sgituation which was, in effect,
very little different than it is today. An enlisted person could re-enlist
in the Fleet Naval Reserve and receive a retainer of $50.09 for people with
four years of service, $72.00 for people with eight to twelve years, and
$100 for those with 12 to 16 years of service. For those with sixteen years
of service or more, one third of base pay was paid as a retainer. Those
entering the NRF after 20 years of service received one-half pay. During a
Fleet Reserve enrollment of four years, a member was required to undergo a
total of three months of training or have the retainer reduced. Fleet
reservists, after 30 years of combined regular and reserve service, were
eligible to retire and draw the pay they were receiving at the time of
retirement plus any allowances to which they were entitled. Service in the
Civil War and Spanish War was counted as double time in reckoning retirement
eligibility.

Only .4% of the reqular Navy on active duty had more than twenty years
of service. On the other hand, 4.4 percent of members of the USNRF on
active dutv were serving in the post twenty year period. This suggests that
the ability to retire at twenty years tended to drastically reduce the
number of senior enlisted people who might have otherwise sarved the
additional ten years and taken advantage of a thirty year retirement.

PAY, AWARDS AND RECOGNITION

The base pay of enlisted men is presented in the section on rate and
rank structure. In addition to this base pay, reqular re-enlistment allow-
ances were paid at the rate of $5.50 per month in the second enlistment and
$3.30 per mrath for each enlistment. Subsequently men who earned the Good
Conduct Medal received $ .82 a month for each award.

Enlisted man detailed aboard submarines yeceived $5.00 a month and if
qualified in .ubmarines, $1.0C for each day during which the submarine
submerged. Jack-o-dusts, lamplighters, and seaman in charge of holds, all
relatively archaic billets which had not yet been disestablished, were paid
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$5.00 as were messmen for the crew. Seamen and seamen second class detailed
as firemen received 3 .33 per day while so detailed. Gun pointers and gun

captains received from $2.00 to $10.00, depending on the size of weapon they
served.

Men detailed as ship's tailors received from $10.00 to $206.00 per month.
The tailor’s helper was paid $10.00 per month.

A man holding a continuous service certificate and enlisting within four
months of discharge was considered to be on leave and given full pay and
allowances for the four months as well as an extra $1.50 per month.

CPOs who were detailed to train apprentice seamen at Naval Training
Centers received 510.00 a month. Apprentice seamen detailed as apprentice
netty officers in training were paid from $1.50 to $2.50 per month. Mail
clerks and assistant mail clerks earned from $5.00 to $25.00 per wmonth.
Navy divers were paid $1.20 an hour while submerged.

The Distinguished Service Medal and Navy Cross had been created during
WWI to accompany a redesigned Medal of Honor. (Note the DSM-NC precedence
was the opposite of today's precedence.) 1In addition, gold and silver life
saving medals were available, as well as campaign medals for Haiti, Mexico,
and WWI. Sharpshooters badges had also been authorized.

Service overseas or in hostile waters during WWI was recognized by gold
lace chevrons worn on the lower left sleeve and wounds were recognized with
goldlace stripes.

The Meritorious Mast was introduced as a formal means of recognizing
superior performance. And, as always, good behavior could be rewarded by

advancing a man in the conduct classes and thus according him special
privileges.

ADVANCEMENT

The basic process of advancement remained unchanged: after four months
of service as an apprentice seaman a sailor was promoted to seaman second
class. Promotions beyond that point depended largely on the opinions of
superiors as to the sailor's ability. One year of service at a lower rank
was required for promotion to the next higher rank. No one could be
appointed chief opetty officer while still serving in his first enlistment.
And for permanent appointment as CPO, an acting chief had to have one year
of service in a cruising ship of the Navy. This last requirement created
hardships for acting chief electrician’s mates (r) who were often assigned
to shore radio stations and could not find a sea billet.

Advancement beyond enlisted ranks was possible through two mechanisms.
Petty officers first class and chief petty officers with requisite service
in the Navy at sea could apply for advancement to warrant by examination.
After six years of service, a warrant officer could be promoted to chief
warrant officer. Warrant cfficers and chief warrant of ficers under 35 with
at least four years of service as a warrant could apply for promotion to
ensign. Twelve such promotions a year were authorized.
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In addition to this career path, a limited number of enlisted men were
admitted to the Naval Academy each year after passing an examination and in
mosT cases attending the Naval Academy Preparatory Scheol.

UNIFORMS

Uniform regulations had not, over the first twenty years of this cen-
tury, changed greatly. In a number of cases where changes did occur the
observable insignia remzined the same (form) while the meaning (function)
changed. The watch mark worn by non-rated men is a case in point. Offici-
ally known as the branch mark, it was now worn to indicate whether one was
in the deck of engineer/artificer force. White {on blue uniforms) or blue
(on white uniforms) worn on the right shoulder seam indicated seaman of the
deck diviszion. Red (on either color) worn on the left shoulder seam
indicated a fireman from the "black gang.” Non~-rated personnel in the
special branch (and, one presumes, aviation although the regulations are not
clear) wore no branch mark. Despite the official change, this device
continued to be referred to as a watch mark until it disappeared in 1%49.

Seaman ratings wore their rating badges on the right arm. All other
riatings on the left (with the eagle facing aft, oddly enough).

A number of special devices were worn on the lower right arm, including
service chevrons, wound stripes, and specialty devices. Sailors trained and
qualified to work with torpedces wore an embroidered torpedo, gun captains
and gun pointers were also identified by special devices.

An enlisted man who was an ex-apprentice wore an embroidered overhand
knot at the V of his dress jumper. If a CPO was an ex—apprentice he wore
the knot on his lower right sleeve.

Dungarees were not yet general igssue and their use was still restricted,
although somewhat less so than in 1910.

Style called for a flat hat which was wider than regulation and the
uniform requlations warn against wearing such non-approved items although it
was apparently quite common. The flat hat itself, even in regulation sizes,
seems to have become larger than that authorized in 1900 or 1910.

Civilian clothes were not permitted on board and uniforms were required
in all foreign ports, although civilian clothing could be worn while on
leave.

Grooming regulations remained unchanged, with beards and mustaches
permitted "at discretion.” Photographs of the time suggest that the Navy
was roughly in step with civilian styles, beards being rare but mustaches
fairly common, particularlv among senior officers.
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The reguired seabag in 1920:

1 suit blue draess 2 white hats
1 suit white dress 1 neckerchief
2 blue undress jumpers 1 overcoat
1 pair blue undress trousers 1 jersey
3 suits white undress 2 towels
2 guits underclothes (heavy) 1 pair rubber boots
2 suits underclothes (light) 1 pair gymnasium shoes
2 pairs shoes 1 shoe brush and blacking
4 pairs socks 1 jacknife
1 mattress and 2 covers 1 rair gloves
1 pair blankets 1 pair leggings
1 blue cap, complete 1 watch cap

AUTHORITY

Although no official statement was found to formally limit the

authority of commissioned officers, particularly that of commanding
officers, there is little doubt that there was a gradual narrowing of the
scove of authority. The range of punishments available to a captain was
reduced and the number of references to higher authority directing certain
aspects of dav-to~day management of ships and commands increased.

On the other hand, there is little question that the Navy's attitude
toward the authority of enlisted people was changing. The 1917 Bluejacket's
Manual, which was still being issued in 1920, discusses the responsibilities
of petty cofficers in an entirely different tcne. While earlier versions
tend *o enmphasize the responsibility of petty oftficers as specialists,
giving secondary import to their strictly military authority, the new
approach stressed in no uncertain terms the dual nature of petty officer
authority and the dual symbolism of the rating badge. Although the
master—at-arms rating stilli existed, all petty officers were urged to assume
military authority by enforcing law and regulations both ashore and afloat.

Although the seaman ratings were considered the senior ratings and petty
officers of the seaman branch the primary military petty officers, those of
the artificer branch were instructed as to their military respensibilities.
A chief machinist mate, for instance, should be expected to drill a sguad of
riflemen. Even a chief yeoman was supposed to be meticulous in wearing of
the uniform and punctilious in observing military courtesies.
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The authority of petty officers of the engineer, artificer and special
branches was clearly less than that of a seaman branch petty officer.
Officers were cautioned not to put a "left arm" chief in charge of a detail
in which there was a seaman petty officer. If this was unavoidable, the
left arm chief would retain authority in technical matters within the
purview ¢f his specialty and the seaman petty officexr, of whatever rate,
would be responsible for all military matters.

A rprecefence of ratings was established in all branches with the
master-at-arms (which would be disestablished by the end of the year) being
senior followed by boatswains' mates, gunners' mate, turret captains and
quartermasters. The senior rating in the left arm bdranches was the
machinist mate and the most junior was a first class hospital apprentice
(actually. a third class petty officer). Third and fourth class cooks,
second class bpakers, all stewards, messmen, and officers' cooks were not
petty officers but were considered to be rated men, an indication of the
evolution of the term "rated.”

Chief petty officers were instructed as to the duties of junior division
officers and because a chief petty officer was eligible for promotion to
warrant, deck CPOs at least were admonished to become familiar with the
dutiegs of officer of the deck.

The introduction of the Shore Patrol provided yet another area in which
all petty officers might be required to exercise authority quite separate
from their occupational specialty. Emphasis was given to the status of all
petty officers. No petty officer, for instance, was allowed to serve as a
mess cook. Petty officers were reminded that they had not been promoted in
order to do manual labor but rather to supervise others -- this later, of
course, being aimed more directly a:t the seaman branch petty officers than
at the artificers, whc were craftsmen by trade.

Chief petty officers were confined in a separate mess and berthing area.
First class petty officers, on the other hand, were messed with the crew;
each serving as senior man in a particular mess and as such responsible for
cleanliness, orderliness and good behavior.

Officers were admonished to leave the day-to-day direction, discipline
and training of the crew to the chief petty officers and other senior POs.
In his annual report Secretary Daniels referred to the chief petty officer
as the "backbone™ of the Navy. This was certainly not original with him but
reflects a dramatic change in attitude toward the enlisted ranks as a group.

[+3
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GENERAL SUMMARY OF NAVY DATA

Officer {Line and Warrants) 6,806

Total Enlisted 85,000

B Under four years service 47,819
'f, Four to eight years service 14,205 %
k- Eight to twelve years 13,740 |
k. T™welve to sixteen years 6,825 i
v Sixteen to twenty years 2,129 3
Twenty Or more years 220 §
3
i
!

There were ipr ccocmmission 141 vessels of all classes.

OPERATIONAL SUMMARY

The bulk of the United States Fleet was in home waters engaged in rou-
tine exercises.

The Asiatic Fleet continued patrols on the Yangtze and in South China
Rivers. Increasing political turbulence among the various contending
Chinese political factions and warlords furced the Navy to provide convoy
for merchant ships in the river trade. Armed guards were stationed on
American flag ships. American ships, merchant and naval vessels alike, were
regularly fired upon and naval pe=sonnel suffered casualties.

The Special Service Squadron was stationed in Panama providing support
for the government of Nicaragwa and the detachinent of naval personnel and
merines ashore there.

Naval personnel and marines were also ashore in HaiiL acting as a
provisional governmentc.

In addition naval vessels and personnel provided disaster relief in the
Dominican Republic followng a severe hurricane.

The size of the navy and its operations were restricted by the limi-
tations c¢reated in the several naval conferences of the 1920s. The
Secretary reported ~enerally high morale as evidenced by a 71% re-enlistment
rate. At the beginning of the year there was a shortage of 2,700 petty
officers but by the end of the year there were 838 petty officers in excess.

Of the 85,000 enlisted men, 78,549 were native born and 1,842 natural-
ized. 1In all, 79,570 were white. Of the nor-whites 4,375 were Filipinos
and 462 were black.
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RANK AND RATE STRICTURE 1930

RANK NUMBER ENTFE.L

Rear Admiral 57 1882 - 1893
Captain 243 1891 - 1895
Commander 409 1898 - 1906
Lt. Commander 759 1905 - 1913
Lieutenant 1,764 1913 - 1922
Lieutenant(jg) 1,281 1918 - 1922
Ensign 827 1923 = 1929

Of these, one captain had thirteen years of service as an enlisted man
and warrant officer. One commander had previous enlisted service. Fifteen
lieutenant commanders had previocus service of from two to twalve years as
enlisted and/or warrant officers. Two hundred and nine lieut2nants had been
enlisted and warrant officers and two hundred and twenty had been enlisted
and presumably had entered the USNA from the fleet. A considerable number
of lieutenants had previous service in the National Naval Volunteers or
Naval Reserve Force as temporary officers during WWI. Only 33 of the 1281
lieutenants(jg) had previcus enlisted or warrant officer c<xperience. One
ensign had been a warrant officer in the NRF or NNV.

Chief Boatswain 199 1898 = 1927%+*
Prior enlistment 64 (2-15 years)
Prior temp. cff. 57

No prior 78

Boatswain ] 50 1924 - 1929
Prior enlistment 46 (6=-15 years)
No prior 4

Chief Gunners 146 1899 - 1927

Prior enligtment 51 (8-20 years)
Prior temp. off. 37
No prior 58

Gunners 21 1926 - 1929
All enlisted (7=15 years)

Chief Elestricians 66 1908 - 1923
Prior enlistment 11 (10-12 years)
Prior temp. off. 16 '
No prior 39

Electricians 40 1924 - 1929
All previous enlisted (3-13 years)

*Date of entry into service (USNA)

**The earliest and latest dates of appointment.




Chief Radio Electrician 72 1913 - 1923
Prior enlistment 10 (7-13 years)
Prior temp. off. 19

No prior 43

Radio Electrician 31 1925 - 1929
Prior enlistment 30 (7-12 years)
No prior 1

Chief Machinist 233 1905 - 1923

Prior enlistment 102 (2-12 years)
Prior temp. off. 71
No prior 60

Machinist 80 1924 - 1929
All prior enlisted (5-12 years)

Chief Carventer 104 1904 - 1925
Prior enlistment 39 (1=16 years)
Prior temp. off. 10
¥o prior S5

Carpenter 13 1925 - 1927
All previous enlisted (7-13 years)

Chief Pharmacist 122 1907 - 1923
Prior enlistment 92 (7=25 years)
No prior 30

(Virtually all of those with prior
service had been temp. officers)

Pharmacist 15 1927 - 1929
All prior enlisted (9-15 years)

Chief Pay Clerk 215 1915 - 1924
Prior enlistment 20 (3-23 years)
Prior WO 10
Prior temp. off. 24
No prior 161
Pay Clerk 44 1925 - 1926

All previous enlisted (6~12 vears)

Acting Pay Clerk 2 1929
All previous enlisted

The chief warrant officer and warrant officer communities present a puz-
zling profile. Although regulations had, for over twenty years, called for
warrants (partizularly boatswain and gunner) to be drawn from among CPOs and




POs first class with at least seven years of sea duty, only chief machinist
and chief pharmacist report a majority of the people holding thoge commisg-
sions had come up from the ranks. All other chief warrant officer groups
had more non-prior enlisted or former temporary officer service than prior
E service.

Ut et g

virtually all the holders of warrants however were prior service
enlisted with relatively long service. This suggests that during the 1920s
; certain manpower problems, perhaps a shortage of expertise, had been
'; resolved by offering commissions as chief warrant officers. Perhaps a
] number of people who had served as temporary commissioned officers during
'} WWI had remained in the Navy by reverting to CWO. ¥hatever the explanation
3 it remains clear that the commonly held view that chief warrant officers
! have historically been long service enlisted people is subject to guestion.
The 1930 fiqures at least suggest that this may have been a goal toward
which the service was working. On the other hand it is possible that
warrant officers chose to retire rather than remain in service long enough

to earn promotion to chief warrant.

ENLISTED RATE STRUCTURE

The most dramatic shift in enlisted rate structure is the change of the
focus of pay from a combination of rate and rating to one based entirely on
rate or class. As will be noted in the section on pay, the variations in
pay between various specialties has virtually disappeared and all people of
: a class were paid the same. This reflects the increased emphasis on
. military duties and responsibilities of petty officers which will be
F discussed in the section on authority.

The basic rating structure was essentially the same as in 1920 except
for the developemnt of a class-by-class carser path from the entry level
rates to CPO in all specialties.

The rating of torpedoman was created in 1921 from gunner's mate;
signalman had been separated from guartermaster and the seaman signalman
rating discontinued. This marks the return to the structure of the last
quarter of the 19th century when quartermaster and quartermasters of signals
were gseparate ratings. Radioman and photographer were also created in 1921.

The time honored rate of master at arms had been disestablished in 1921.
A number of aviation ratings had been created. These were:

4 ACM

o AMM

Ty Amtlsmch

- 13 Aviation rigger (combined with ANM ir 224)

i (All established in 1921)

" Aerographer

' Aviation pilot {(both established in 1924)
Aviation Ordnanceman




A number of ratings were disestablishea in 1921 including:

vez zrdersaEaTEr ki

Cook to Commandant of the Yard
Cocok to CinC

£ Coxswain to CinC

b Oiler

Plumber and fitter

Seaman Gunner

Steward to Commandant of Yard
Steward to CinC

ship's cook fourth class

L e . A

Changes of ratings included:

H Electrician to Electrician's Mate ‘
3 Sailmaker to Sailmaker 1,2,3 :
E Seaman to Seaman first and second class

E: Shipwright included in Seamar*

The various special stewards and cooks ratings based on who they served
ware abolished and a btasic officers cook and steward rating established.
The rating of fire control man had been created.

The muster lists of USS Arizona in 1930 record:

3 OFFICERS

E Line Staff Marines

o Captain

CDR Lt (MC)
LCar 3 Lt (jg) (sC) 1st Lieutenant
LT 5 Ensign (sc)
Lt(ig) 3

WARRANT OFFICERS

CBSN CElec

CGNR CMach
CCarp
CPayclk
Mach

Enlisted manning reported for the same year was:

SEAMAN ENGINRG ARTIFICER SPECIAL COMM AIR OTHER
CPO BM 4 MM 7 EM 5 YN 2 Cs
M 2 WT 3 cM RM 10
TC 2 SK 2 Off. Cks
o Ph.M. and

FC stewards
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POt BM 3 Mq 15 o™ 2 w 2 s¢
M 4 WT 6 BM 7 Printer 2
™ Eng 2 Cprsmth ™
oM Blksmth 2 SK 3
Shpftr Ph.M.
Molder
PO2 BM 4 MM 17 EM 4 SK 3 s8¢ 2
GM WT 4 M 2 ™ 2
oM 2 Eng Shpftr 2 Bugler
Ph.M.
PO3 Cox cM 2 N sC 3
oM Shpfttr SK 3
GM 2 Ph.M.
Non-rated
si/c 54 Fi/c 32
s2/c 69 F2/e¢ 25
AS 2 Fi/¢ 40

Enlisted manning was 100% for some submarines, 90% for others. Manning
for surface ships was from 86.9% for destrovers to 90.7% for battleships.
Ships in overhaul were stripped to make up complements of active ships.

DISCIPLINE

The captain's mast rates of the ships studied in 1930 reveal a continued
downward trend. The overall rate of 60% would in fact have been lower had
it not been for the appearance of a new charge; liberty card violation. The
use of liberty cards was the result of a new policy and on the larger ships
it is obvious that the program was not implemented well. Liberty card
viclations included letting another person use your card, the most common
offense; loss of liberty card:; carrying an altered or mutilated card; theft
of a liberty card. Testimony of veterans of that period indicates that
smaller ships -- destroyers, tugs and the like =-- tended to allow each
person to carry and retain his own card rather than turn it in at the end of
each liberty or leave period. The low figures for cruisers indicate either
the same practice in a larger vessel or a more thorough orientation to and
administration of the program.

If liberty card offenses are discounted the overall captain's mast rate
is only 54%.

Veterans of service in destreyers recall that captain's mast was infre-
quent and that many problems were "solved on the f'csle®: that is, sailors
with differences which might have otherwise resulted in charges of disobedi-
ence, disrespect or insolence were allowed to fight it out on the fo'csle
with boxing gloves.

68
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The lowered rates throughout the fleet alsc suggest that many discipli-
nary problems were being resolved on lower levels and not being referred to
the formal system. Veteran CPOs are unanimous in reporcing that a CPO
forced to put one of his own people on report was the butt of jokes and
ridicule in the chief's mess for not being able to handle his job. 1In this
situation the liberty card program provided a perhaps illegal, but effec-
tive, means of control on the divisional level. A chief or leading petty
officer could simply "put the liberty card in his pocket” and not distribute
it. The offender could, of course, demand it, but the alternative was being
put on report, going to captain‘'s mast.

In general the powers of the commanding officer were greatly restricted
as compared to earlier times. A commanding officer was empowered to award
the following punishments at mast.

For minor offenses which do not warrant one of the three courts-martial
the commanding officer will punish, the requlations were as follows:

1) Reduction of any rating established by himself.

2) Confinement, not exceeding 10 days unless further confinement be
necessary in the case of a prisoner to be trisd by court-martial.

The use of irons, single or double, is abolished except for the safe
custody or when imposed as part of a sentence by general court-mar-
tial.

3) Solitavy confinement on bread and water, not exceeding five days.

4) Deprivation of liberty on shore.

5) Solitary confinement not axceeding seven days.

6) Extra duties. (BJM 1930)




1930

. BB CA/L DD eV A0 ATF

3 437 493 109 1910 138 1gew
DRUNK ON BOARD 6 7 1 24 5
_"‘" DRUNK ASHORE 1 6 -- 25 -
: DISOBEDIENCE 12 19 2 37 1
DISRESPECT/INSOLENCE 9 6 4 37 1
'i UNIFORM VIOLATION o - 1 26 -
f THEFT OF CLOTHING 6 2 - 9 1
OTHER CLOTHING VIOL. 7 3 - 102 -
GOVERNMENT PROP. 5 - - 12 -
DUTY~FAILURE/NEGLECT 51 15 7 77 2
INCOMPETENCE -- 2 - - -
:" FIGHTING 2 2 2 2 -
3 GAMBLING 6 16 - 8 -
LIBERTY CARD 161 1 - 54 -
SLEEPING ia 2 - 6 -
SMOKING 3 5 1 80 -
UA UNDER | DAY 95 147 24 321 16
UA OVER 1 DAY 33 49 4 102 3

MISCELLANEOUS 41 30 - % 9 1

TOTAL NIPS 461 106 46 1016 36 1

NJP RATE 1658 **  62% a2 53% 26% 5%

OVERALL NJP 1867
OVERALL NJP RATE 60%

*Minus library card NJP rate: BB - 68%; CV - 50%
**0nly 6 months available - Annual rate extrapclated.
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RECRUITING

The practice of making first enlistments in advanced pay grade had
almost disappeared by 1930, Aithough provision was made for such enlist-
ments if rcertain skills were needed, virtually all first enlistments were
made at the rating of apprentice seaman. If advanced pay grade enlist-
ments were authorized they were generally in the artificer ratings and only
in the lowest petty officer grades.

Pirst enlistment ages were 17 to 25 and from time to time the minimum
age was raised to 18. Seventeen-year-olds, with the consent of a parent or
guardian, could enlist until they were twenty-one. Those eighteen or over
could enlist for four or six years.

In 1930 some 95,000 young men applied for enlistment, of which approxi-
mately 55,000 were rejected for physical and socme 10,000 for other reasons.
0Of the remainder almost 13,000 actually enlisted.

ZIRAINING

The development of a career path from apprentice seaman to chief petty
officer in virtually all ratings, coupled with the decision made three
decades earlier to recruit only American citizeng, committed the Navy to an
ever expanding training and educational function. No longer able to draw on
training received in civilian cccupations, it was necessary to develop rated
specialists from raw recruits over a long period of training.

Recruit training was conducted in Hampton Roads, Virginia; San Diego,
California; and Great Lakes, Illinois. With few exceptions, men went to sea
after completing the four month course of instruction.

Training for the lower pav grades in virtually all ratings was primarily
on-the-job, supported by a number of training courses and manuals. General

education courses and special rating training courses were available aboard
ship.

The following table outlines the school opportunities for enlisted men.

CLASS A CLASS B CLASS C CLASS D
Bugler Optical Submarine Fuel Oil
Musician Sound Aviation Pilot Ford fire-control
radio operator Radio material Pigeon training instrument
Electrical Gyrocompass Parachute Motion picture
Machinist's mate Torpedoman Recruiter Underwater cut=~
Artificer Pharmacist's mate Naval Academy ing torch
Hospital Corps Cook & Baker Preparatory Gas mask
Aviation mech. Aviation mach. Aircraft armament
1)Chief machist mate Gas chamber
2)Metalsmith Aviation Instrum. instruction
3)General Utility Photographer
Aerographer Stencgrapher
Torpedoman Fire Control

Bugle Master

ont wu
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Nonrated men only were eligible for Class A schools, except that a few
individual requests or blacksmiths and coppersmiths would be considered for
electroplating ingstruction in the aviation metalsmith coarse.

Petty officers only were eligible for Clasg B gchools, except in the
case of fire-control schoocl and photographer's schools.

In Class C, the recruiter's school was for petty officers only; in Class
D, the underwater cutting torch school was for qualified divers:; and gas
mask school for petty officers only.

The manner of making out requests to these schools was to be obtained
from the division officer. The length of the courses was given in a Bureau
of Navigation circular letter or in the Bureau of Navigation Manual. (BJM
1930)

A commplete list of all enlisted schools, basic and advanced included:

Aerological Optical
Artificer Pharmacist's mate
Aviation: Photographer
General utility Radio
Metalsmith Radio material
Carpenter's mate Recruiter
Instrument Sound
Parachute Stenography
Bugle Submarine:
Bugle master Electrical
Cook and baker Diesel
Electricians Training
Gyro electrician Torpedoman
Fire-control man Of ficers, stewards, and
Hogpital Corps cooks
Machinist mate Lighter-than-air training
Musician

The total graduated was 4,895,

PAY, REWARDS AND RECOGNITION

The complex system of assigning specific pay schedules for each rating
haéd been simplified to one, utilizing pay grades into which each of the
various ratings fell.

The following i» +he distribution of all ratings to the eight pay

grades:
PAY PER
GRADE MONTH CLASS OR RATING
1 $ 126.00 Chief petty officer (permanent).
1=-A 99.00 Chief petty officer (acting).
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2 84.00 retty officers, first class; officers' stewards and
cooks, first <¢lass; msigians, first c¢lass (Haval

Academy Band}.

3 $ 72.00 Petty officers, second class; officers’ stewards and
cooks, second class; musicians, first class.

4 60,00 Petty officers, third class; firemen, first class; offi-~
cers' stewards and cooks, third class; musicians, second

class (Naval Academy band).

5 54.00 Nonrated men, first class (except firemen, first class
and musiciansg, first class); firemen, second class;
musicians, second class; mess attendants, first class.

) 36.00 Nonrated men, second class (except firemen, second
class, and musicians, second class); firemen, third
class; mess attendants, second class.

7 21.00 Nonrated men, third class (except firemen, third class};

mess attendants, third class.

ADDITIONS TO PAY =— EXTRA ALLOWANCES

In addition to the base pay shown in the table above, the men received
further increases in pay as follows:

(a) For length of service the base pay is increased 10 percent after
the first four years of service and 5 percent additiomnal for each four years

service thereafter., the total not to exceed 25 percent.

(b) For awards of the Medal of Honor, Distinguished Service Medal, or
Navy Cross, $2 per month is added to the pay, beginning at the time of
winning the medal and lasting during the service of the man.

{c) Other additions to pay were--

Crews' messmen $5 per month.
Gun captains ) $1 to $5 per month.
Gun range-finder operators $5 per month.
Gun pointers $1 Lo $5 per month.
Sharp shooters . $1 ver month.
Exvert riflemen $3 per month.

$10 to $30 per month
$1.20 per hour.
$5 per month.

Mail clerks
Divers
Submarine crews

Men qualified for submarines got $1 additional vay each day on which
they were submerged in a submarine while under way, but this additional pay

could not exceed 515 per month.

T




Men who were designated as naval aviation pilots and detailed to duty
involiving flying, whén endorsement to that effect was made upon their
records, received 50 percent of their pay when under flight orders.

Men who qualified could have their ratings changed to chief aviation
pilot or aviation pilot first class and receive the pay of such ratings plus
S0 percent of their pay while engaged in duty involving flying under flight
orders.

ENLISTMENT ALLOWANCE ON REENLISTMENT

An enlistment allowance was paid to enlisted men (including members of
the insular force) wno had been discharged under honorable conditions and
who reenlisted within three months from the date of such discharge (reen-
listments under continuous service).

The enlistment allowance was computed as follows:

(a} A man whose pay falls within the first, second, or third pay grades
shall receive $50 for each full year served in the enligstment from which he
was last discnarged, but the total shall not exceed $300.

(BJM 1930)

This system established the "fogagie,” or time in service payment, as
part of monthly earnings and created a separate one time per re—-enlistment
payment or bonus. This clarified a rather confusing situation which had
developed during the previous thirty years wherein the traditional $1.36 a
month was added to in the amount of $5.00 a month, a policy which required
clarification in the courts.

Medals and awards available to naval personnel were the same as those
listed in 1920. 1In addition, distinguishing marks were worn on the uniform
for sharpshooters and expert marksmen. Approximately 10,000 men were
awarded good conduct medals.

ADVANCEMENT

The requirements for advancement had become more systematic. Time in
service and drade requirements as well as performance and conduct mark
requirements were established by regulation. Commanding officers were
empowered to promote to third class petty cofficer (acting) and to second and
first class petty officer (acting). Once a second or first class petty
officer had earned a permanent appointment made by the Bureau of Navigation,
however, only a court martial could reduce him in rank.
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Requirements for advancement are shown below.

.
T

From TO Service

Any nonrated man... Lowest petty officer rat- 16 months in naval

: ing, except to TC 1ic. service.
3 Officers' cooks: Next higher ratings in 12 months in lower
3 officers® stew- messman branch. rating.
E ards.
? Petty officer, Petty officer, second Do.
3 third class... class
Petty officer, Petty officer, first 12 months in lower
sacond class.. class. rating and hold for
permanent appoint-~
. ment therein.
Petty cfficer, Chief petty officer.. 12 months in lower
first class lower rating and

hold permanent
appointment there-—
in; at least 1
year's sea service
ag petty officer,
first class.

ADVANCEMENT IN RATING-QUALIFICATIONS IN MARKS

Men are qualified for advancement wnen they fulfill the requirements in
marks as prescribed below:

To-~ Proficiency in Conduct
Rating

Seaman, second class.. NOo requirements as to No requirements as tc

marks. marks.
Fireman, third class Do. Do.
Other nonrated grades No mark less than 2.5 No mark less than 2.5 and
except of ficers' for precedinqg 6 an average of not less
stewards and cooks. months and not less than 3.5 for 6 months.

3.5 for quarter
preceding advance-
ment.
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. To=— Proficiency in Conduct
Raiing g
1
Officers' stewards; No mark less tha'. 2.5 No mark less than 3 and .
officers' cooks. for preceding 12 an average of not less :

months and not less than 3.5 for 1 year. 8
than 3.5 for quarter :i
preceding advance- :

ment. _i
Lowest petty officer Do. Do. :
rating from non~
rated grades.
Petty officer, second Ro mark less than 3 oo,
class, from third and an average of
class. not less than 3.5

for 1 year.

Petty officer, first Do. Do.
class..
Chief petty officer Do. Do. ({BJM 1930)

Technically, a sailor could advance to the rate of acting chief petty
officer in a little over five years. The requirement that advancement to
CPO could rot be made in the first enlistment had been abandored, which made
it possible for six year enlistees to achieve chief in the first enlistment.
In fact, authority to advance petty officers was given by the Bureau of
Navigation and this authority was grated in terms of analysis of existing
7acancies. Therefore a sailor might well be eligible for a long period
before such advancement was authorized. Time requirements had been adjusted
to mermit any petty officer first class with one year's sea duty in rate to
be eligible for CPO.

Continuous Service CPOs and PO first class with five years of sea duty,
one of which was served while holding chief or first class, could apply to
take the professional examination for warrant officer. Men over thirty five
#erae not eligible for promotion %o warrant.

Warrant officers and chief warrant officers with at least four vears
serv.ce as warrants or chief warrant and who were not over thirty five vears
of age could apply for a commission in the line.

Under the law, 100 enlisted men could be appointed midshipmen at the
USNA each year. These men first took a basic examination and if found
eligible went to the Naval Academy Preparatory School to prepare for the
formal entance examination.

A multiple score system had been implemented ~hich combined marks for:;
examination, proficiency, ability as a .eader, time in vrate, time 1in
service,
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ROTATION AND ASSIGNMENT

In general, no one was eligible for shore daty until thev had served six
years at sea. At that time thay were eligible to apply for shore duty and
request a location. For manv ratings, varticularly those in the seaman
branch, there were very few shore billets and ac many as twelve or more
years of sea Auty might pazss before a shore billet became available.

Aviation ratings transferred ashore from carriiers annually.

In ratings where the shore/sea billets ratio was greater than 1:3
special rotation schedules were in effect.

RETIREMENT

A thirty vyear retir2ment system continued tc be in effect with no
minimum age requirements. In fact only a very few enlisted people appear to
have aspired to a full thirty-year career. Two thousand one hundred and
twenty-nine, roughly 2.5% of the force, were serving in their sixteenth to
twentieth years. Only two hundred and twenty or .25% were serving beyond
the twenty year mark.

The Navzl Reserve Act of 1925 had regularized the Naval Fleet Reserve
Force and perpetuated the policy which permitted transfer to the Fleer
Keserve. Men serving prior tc July 1, 1925 were allowed to reenlist in th
Fleet Reserve after sixteen years of service--with a monthly retainer o
$73.30 for a CPU \(permanent appointment). Those who enlisted after Ju
1925 were not accorded the sixteen year privilege but could transfer to ti
Fleet Reserve after 20 years of active service with a monthly salary ¢
362.80 for a CPO/PA). A total of 2,103 sailors retired and approximate! -
1,200 transferred to the Fleet Reserve.

after a total of thirty vears combined service had been accumulated, a
man could apply for retirement which paid a CPO(PA) $110,05, a figure whic
differed slightly depending on the class of Naval Reserve Service.

Disability pensions were paid to men with ten years service. Men with
twenty vyears service were eligible for a pension squal to one-half their
active duty pay in lieu of being provided with a home at the Naval Home in
Philadelphia.

. The Secretary of the Navy estimated a sailor served ten years after
advancing to CPO.

UNIFORM
The sez bag issued to an apprentice seaman in 1930 is listed below.

Blankets, pair Jumper, urdress white

Brown, whisk Jersey
Blackiag outfit Leggings, pair
Brush, scrub Mattress

— bk o b ol
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Mattress covers

Brush, tooth




Brush, hair H Neckerchiefs 1
Cap, complete 1 Overcoat 1
Cap, watcnh 1 Overghirt 1
Clothes stops, package 3 Pillows 1
Comb, hair 1 Raincoat 1
Drawers, heavy 2 Sewing kit, as required 1
Drawers, lightweight or Shoes, pair 2
medium 4 Saocks, cotton 4
Dungarees, suits 2 Toilet article, cutfit 1
Gloves, poir 1 Towels 2
Handkerchiefs 12 Trousers, blue 2
Hat, white 3 Trousers, white 4
Jackknife 1 Undershirt, heavy 2
Jumper, undress blue 2 Undershirts, light or
Jumper, dress white 1 ! medium 4

Except for changes in rating badges (which reflected the changes in the
rating structure) and the shift of the eagle's head on left arm rates from
aft to forward, uniform regulations had remained guite stable.

Enlisted styles had shifted from the pattern of pre-WWwl toward one in
which the overall picture was less bloused and more apt to be tailored to
fit. Sailers were cautioned not to buy or wear non~requlation tailormade
uniforms but photographs and memories of veteraas indicate that when sailors
could afford such uniforms they bought them,

On liberty, white hats were apparently never worn in a regulation man—
ner; either they were worn cocked and very low on the brow or pushed back con
the head.

Grooming regulations remained essentially unchanged. Hair was not to
exceed 1-1/2 inches and was to be neatly trimmed, but sailors were cautioned
not to have their hair so short as to give the appearance of being shaved.
Beards and mustaches were permitted but apparently were not a matter of
stvle in the Navy, as was the case in civilian life as well.

LEAVE AND LIBERTY

The Bluejackets' Manual of 1930 treats the subjects of leave and liberty
more fully than any previous document reviewed.

Leave not to exceed thirty days per calender year (exclusive of travel
time} was authorized. Commanders~-in—Chief, Senior Officers Present and
Commanding Officers could grant leaves at their discretion. Emergency leave
in excess of thirty days was also permitted. In neither case was leave
guaranteed. Leave was clearly defined as aucthorized absence from duty for
more than forty-eight hours. Liberty was defined as authorized absence from
duty fors less than forty eight howurs. No person was to be deprived of
liberty for more than twelve days unless exigencies of the service or the
unhealthiness of the port prevented it. or unlers 'nder sentence of court
martial or under arrest and awaiting trial.
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AUTHORITY

As with the 1920 instructions and manuals the dual nature of naval ger-
vice was emphasized. Petty officers in particular were lectured on the
military responsibilities they carried, which extended beyond their particu-
lar technical sphere.

The elimination of master at arms had thrust police and military duties
onto a numker of different racings, particularly the boatswains' mates and
gqunner's mates and, to a lesser extent, on all right arm rates.

All petty officers were required to serve as shore patrol and thus exer-
cise purely military responsibilities.

There was a precedence of ratings as before. 1In practice, military and
supervisory duties were assigned to right arm ratings even though in some
cases they might be put in charge of a working party containing left arm
ratings of a higher class. The anomoly created by this precedence was
avoided orimarily in practice rather than in policy. Officers simply
avoided putting higher rated left arm rates in situations where they would
be under the charge of a lower ranked right arm rate unless it was abso-
lately necessary. Within his own sphere of technical expertise the chief of
sach rating reigned sgupreme. The institutionalization of the CPO mess made
it possible to work out matters of precedence and control informally among
the CPOs without reference to higher authority. In practice, the precedence
of the ratings could be preserved without violation of the chain of command
by giving orders and directions through the CPC or leading petty officer of
a gang or division. Thus, if the chief boatswain's mate had ocecasion to
give direction to the carpenters mates, custom called for him to give them
to the chief carpenter's mate, whom he outranked by virtue of precedence.
The chief carpenters mate could then convey them to his own people, thus
preserving his authority.

The position of CPO was further enhanced by the practice of their
filling junior or assistant division officer billets. Almost all direct
orders passed to the enlisted force came thrcough the CPO.
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1940
GENERAL SUMMARY OF NAVAL DATA
Officers: Line: 7145 CWO/W0: 2119
sStaff: 2251 .
Enlisted
Total 139,554
Less than four years 80,377
Four to eight years 22,541
Eight to twelve years 13,449
Twelve to sixteen years 12,434
Sixteen to twenty vyears 8,565
More than twenty years 2,188

Number of ships (in commission) 459

OPERATIONAL SUMMARY

The Navy was undergoing expansion due to the obvious threats to peace
which developed in the mid-1930s.

The United States Fleet, as it was then called, had shifted from the
Wegt Coast to Hawaii during 1940 and was engaged in tactical exercises. The
Navy was deeply involved in the development of bases in the Pacific, Guan,
Samoa, Wake and Midway as well as the upgrading of facilities in Hawaii.
The WNaval Transportation Service was totally involved in trangporting
supplies, men and material to these areas.

The Asiatic Fleet was operating in China and the Phillipines on what was
virtually a war footing. USS Panay had been surk in the Yangtze in 1337 by
Japanese aircraft and c¢ur marine and naval detachments were tasked with
quarding American citizens and property and the neutral area of the
International Settlement in Shanghai.

The Atlantic Sguadron was assigned the task of neutrality patrol and was
also on a war footing in terms of operational tempo.

The Special Service Squadron remained on station in Panama, although our
forces had been removed from operation: ashore in Central America and the
Caribbean.

Squadron Forty T was a svecial force assigned to the waters off
southeastern Europe based in Lisbsn. Only ton years before in 1930 the last

ship formally on station in Europe had been withdrawn.

RANX AND RATE STRUCTURE

Officers {(Line)

Rear Admirals 79 1895 to 1902

Captains 364 189 to 1910

;
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Commanders 759 1907 to 1921
Previcus enligted 66
Previcus W.0. 39

A few remaining NRF, NNV Nav Mil temp off.

Lt. Commanders 1493 1911(1) 1915 to 1922
Previous enlisted 80 1 to 2 yrs.

Previous W.O. 21 5 to 19 yrs.
Lieutenants 1897 1921 to 1929

Previous Enlisted 31 1 to 17 vyrs.

Previous W.O. 5

Approximately 50 prev. Temp off NFR

Lieutenants(jg) 1311 1923 to 1923
Previous enlisted 1

Ensigns 1242 1934 to 1936

In 1940 the officer corps reached perhaps its "purest" in the sense that
almost all members were graduates of Annapolis. A review of entry dates
indicates that the level of experience at any rank was relatively great.
Ensigns, in some cases had six years experience including their time at the
Academy and at least some Lts(jg) had been in that rank since 1927.

Warrant Officers:

Chief Boatswains 149 1912 to 1934
Rougnly half had no recorded prior naval
service

Boatswains 106 1934 to 12340

6 prior enlisted service
i0 prior temporary officers

Chief Gunners 94 1909 to 1340
6 prior enlisted service
10 prior temporary officers

Gunners 36 1934 to 1940
All nrior enlisted service

~hief Electricians 38 1908 to 1934
2 formner enlisted, 9 prior temp. off.

Electricians ' 1934 to 1940
All prior enlisted

Chief Radio Electricians 60 1921 to 1934

4 prior enlisted
13 prior temp. off.
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L Radio Electricians 80 1234 to 1240
# aAll former enlisted
3 Chief Machinists 202 1906 to 1934
11 prior enlisted !
20 prior temp. off. >
Machinists 153 1934 to 1940 %
K Chief Carpenters 68 1907 to 1934

A few prior enlisted and o
prior temp. off.

Carpenters 67 1934 to 140
All prior enlisted

Chief Pharmacists 93 1915 to 1934
45 prior enlisted

Pharmacists 38 1934 to 1940
All prior enlisted

Chief Pav Clerk 184 1915 to 1934
Majority, prior service

Pav Clerk 92 1934 to 1939
All prior enlisted

Acting Pay Clerk 11 1939 to 1940
All prior enlisted.

Thus the 1940 CWO/WO profile repeats the patterns of 1930 and suggests a

: policy issue which is not immediatly apparent concerning advancement to CWO

) status and a program of (WO accessions whick did not depend upon the
enlisted force as a source.

ENLISTED RATE STRUCTURE

The authorized ratings and rates in 1940 were almost unchanged from
those of 1930.

Sailmaker had been combined with Boatswain's mate. Commissary Steward
and Engineman hal been disestablished. PBlacksmith and Corpersmith had been
combined into a single rating of Metalsmith.

With the exceotion of the creaticn of an entirely new field of ratings,
aviation, in the 1920s, the rating structure in the seaman, deck and special
branches had been almost totally stable since 1921.
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The muster lists of USS Arizona reveal the following manning for 19400

Officers
Line Staff Marines
Capt. Cdr (MC)
cdr. cdr. (MC)
Lt{jg) (MC) Capt.
Ledr. (DC)
LCdr. 8 Le{jg) (ChC) st Lt.
Lt. 14 Ens. (SC) 2nd Lt.
Le(jg) 4
Ens 20%*
CBSN CElec
Gunner CR Electrician
CCarn
CPC
Machinist

This staffing pattern is one with a relatively broad lower level but a
verv narrow upper level. Lieutenant Commanders obviously served as depart-
ment heads with the bulk of the watch standing, division officer, assistant
department head duties being held dowi by Lts. who, we have seen, had a
minimun of six vears active service si:ice graduation and who could have had
as much as fifteen years commissioned service.

Enlisted
Seaman Engineering artificer Special
CPC BM 3 MM 7 cM YN 2
GM 3 WT & EM 2 SK 3
TC 3 SF RM
™ 1 Blmkr PhM
SM 1 Metsmth Cs
FC 1 Bandmaster

* A large number of ensions are identified as various classes of naval
reservists oossibly on board for training or possibly called ue for active
service £o> meet the growing needs of the Navv.
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Seaman Engineering Artificer Special

PO1 BM 8 MM 19 EM 11 N
M WT 10 SF 4 SK 3
T™C 2 Mldr M 5
oM Pt tnmker Phm 3
SM ™ Bkr
FC 3 sC S
st MU §
P02 BM 8 MM 17 Blmkr we
WT 7 M 10 SK 5§
M 9 SF RM 3
M 3 Metmgth PhM 2
FC 3 Pttnmkyr Bkr 2
1 4 sC 5
PO3 COX 34 MM 4% ™ 4 YN 5
GM 9 SF 10 X7
oM 4 EM 9 RM 11
SM 7 Bky 2
FC 15 sC 4
Non Rated
s1/c¢ 188 FN 1 60 HA1 2
51/¢ 207 N 2 23 hdd
AS 127 FN 3 16

In addition there were on board 10 Officers cooks and sgtewards and 30
mess attendants.

* The listing of MM3 is something of an anomaly. Englneering ratings did
not have the third class rate because fireman third class was essentially a
promotion from apprentice seaman thus placing firemen first class on an
equal pay level with PO 3. This musterlist may be in error or the result of
a short lived experiment.

** Some of the nonrated men listed in the seaman branch may have in fact
been strikers in various artificer ratings.
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- DISCIPLINE AND GOOD CRDER

Charges and punishments recorded in the log of USS Arizona 1940

; BB cv ca/ L Db A0 ATF
4 1208 1350 562 142 156 42
: CHARGES
: DRUNK ON BOARD 5 2 7 5 4 -
l DRUNX ASHORE 4 5 7 6 4 -
x DISOBEDIENCE/ 7 6 17 2 1 4
DISRESPECT/INSOLENCE 10 4 21 3 3 1
UNIFORM VIOLATIONS 6 3 1 2 - 1
, THEFT OF CLOTHING 1 5 6 1 1 -
3 OTHER CLOTHING VIOL. 6 1 3 - - -
GOVERNMENT PROP. 3 4 - 1 - -
DUTY~FAILURE/NCGLECT 16 12 23 12 6 1
4 INCOMPETENCE - - - - - -
FIGHTING 7 11 14 3 - 1
GAMBLING - 15 3 - - -
LIBERTY CARD 5 4 2 - - 2
. SLEEPING 2 2 - -
SMOKING - 3 - - - -
UR UNDER 1 DAY 66 55 106 9 20 18
UA OVER 1 DAY 25 s 13 1 7 1
“4ISCELLANEOUS 25 39 37 10 5 6
TCT NJP 197 241 277 85 54 a2
; NJP RATE 16% 18% 19% 36% 35% 31%
.. . dverall MJP 3ate 25%.
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1940 is at once noteable for the dramatic reduction in charges when
compared to any previous period. Only the {leet tug shows an incresase and
that so sharply out of line with the patterns for that claszs in previous
years to be considered an anomoly created by a particularly inept commanding
officer or a peculiarly unruly group of umen. The ship in guestien did
represent a new class of fleet tug and was transferring from the Atlantic to
the Pacific; situvations which might well have contributed to such a high
level of indiscipline.

No changes in the laws or procedures had been put into place during the
previous decade. Nonetheless the figures suggest that shipboard practice
had indeed begun to change. Of over 3400 charges brought before the mast in
this sample, not one involved incompetence. One is led to speculate that,
for practical purposes, incompetence was no longer an offense in the sense
it had been in the past. Reduction in rating for incompetence coculd in fact
be effected by the commanding offjicer making recommendation for such action
to the Bureau of Navigation. Liberty card violations wiich had loomed so
large in 1930 represented only three cases in the sample which suggests that
the oractice was now well institutionalized and sailors thoroughly
undergtood the system and accepted it as part of naval life.

Possible explanations for such a high level of discipline and good order
are discussed in the appendix.

RECRUITING

Between 1930 and 1940 the enlisted strength of the Navy expanded from
approximately 85,000 to almost 140,000. Economic conditions clearly influ-
enced the numbers of people aprlying for enlistment, as well as the number
of men who re-enlisted. One hundred and ninety-four thousand young men
applied for enlistment in 1940 of which slightly over 86,000 were rejected
for physical reasons and nearly 40,000 for other reasons. Of these, 557
disqualifications were waived, over twice the number waived in the previous
vear, which may reflect the increasingly tense international situation.
Similar increases in waivers appear in the record in 191€¢, 17 and 18.

One veteran of the period recalls that when the Navy recruiters visited
Omaha, WNebraska, men were waiting four abreast in a line which stretched
campletely around a city block.

While advanced placement enlistments could be made in some ratings it
would appear that these were very rare and almost all enlistments were in
the rating of apprentice seaman. Although the situation would change
dramatically with the advent of war, as vet the Navy had made no changes in
puysical, mental or character requirements.

Recruiting literature of the period indicated that the minimum enlist-
ment age was eighteen, and that, as had been the case for the past three
decades, U.S. Citizenship was reguired.

The basic aopeal of recruiting literature was opportunity for steady
employment and ¢training in a trade. While travel was noted in
illustrations, it was not the basic appeal.
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TRAINING

Recruit training covered a twelve week period followed by assignment to
sea duty. The theme; "The Ship as a Training School” which first appeared
in the 1920s was heavily stressed in the Bluejacket's Manual. Approximately
five thousand enlisted men completed a technical school during 1940.

CLASS=-A SCHOOLS

Grouo I Electrical
Ordnance

Group III Machinists
Metalworkersg
Woodworkers

Group V Bugler
Hospital Corps
School of Music
Diesel

Group II Communications
Clerical

Sroup IV Aviation Machinists
Aviatjon Metalsmiths
Aviation Ordnancemen
Radioman

CLASS~B SCHOOLS

Aviation Machinist's Mates (Primary}
Aviation Metalsmith

Bombsight School

Cooks and Bakers

Diesel Engine (Surface)

Pire Control (Advanced)

Gas Mask

Gyro Compass

Officers' Cooks and Stewards
Optical

Radio Operator

Sound Motion Picture Techni~ians
Stenography

Torpedoman

CLASS—C SCHOOLS

Aerograohers

Airship Training
Automatic Pilot
Aviation Pilot Training
Aviation Instrument
aviation Machinist's Mates
Aviation Ordnanceman
Bombs ight (Advanced)
Link Trainer

Mine warfare

Naval Academy Prepatory
Optical

Parachute Material
Parachute Troop Schonl

Bombsight Mechanics
Color Photodgraphy
Buglemaster

Deep Sea Divers

Dental Technicians
Diesel Engines
Electrical Interior Communicatiorn
Pharmacist’'s Mates
Photagrapher
Photographer (Slidefilm)
Radio Material
Recruiting Training
Submarine Training

Class-A provided elementary instruction to recruits and gave them the

groundwork necessary for the lowest petty-officer ratings and were the only
schools to which men were eligible on completion of recruit training, and
before gJcing to sea, except the stenography, Diesel, and submarine schools.
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Class-B schools were designed to supplement the ¢training aflicat oy
giving enlisted men advanced instruction. Men were sent to these sachools
from the ships of the fleet and on completion of the course were usually
returned to the ghips from which received.

Class-C schools provided advanced ctraining for particular duty
assignments to enlisted mern in special sgubjects not normally a part of
shipboard instruction.

It should be noted that officer training and education had expanded
apace with enlisted training. The 1940 Naval Register 1lists over 100
courses of instruction or special qualification for which officers were
eligible.

ASSIGNMENT

Assignment appears to have changed little in the period 1930 to 1940.
In most ratings a minimum of six years of sea duty was required for shore
duty eligibility. Recruits generally were assigned to squadrons or divi-
sions by fleet commanders and sent in draft to the flagship where they were
divided into groups to be sent to individual ships. Veterans of this period
generally report three and four year tours in a single ship and often speak
of re-enlisting in order to remain on beard.

PAY, REWARDS AND RECOGNITION

The pay for erlisted men remained unchanged from the scales shown in the
1930 section. Esgentially the basic pay was that of 198 with some
adjustments made during and immediately after World wWar I.

In 1932 the Purple Heart was authorized for war wounds and awarded to
veterans of prior hostilities. In addition, the Silver Star was created in
the same vyear. This award stemmed from a small silver star worn on the
suspension ribbon of the WWI Victory Medal by those mentioned in dispatches.
The Flying Cross, originally authorized for Army personnel, was now awarded
to members of the naval service. Additional campaign medals for operations
in the Caribbean and China had also been authorized. Promotion to warrant
officer for heroism remained an official policy.

ADVANCEMENT

Time in gervice and in rate requirements remained ur.changed. Advance-
ment examinations were held by boards of not less than three officers, one
of whom had to have no less than two years service in the reqular Navy. The
subjects to be covered in each rating examination were determined and pro—
mulgated by the Bureau of Navigation. A man desiring to study for advance-
ment obtained a list of required subjects and a bibliography of manuals and
training courses from his division officer.

Examinations for chief petty officer were held by a board of three offi-
cers above the rank of Lt.{(jg) at least cne ~f Jhic™ had ¢tz be a Lt. or
above.
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In situations where encugh qualified officers could not be assembled, a
man wishing to be examined could be sent, at his own expenae, to another
ship or station for examination.

RETIREMENT

The retirement wpolicy remained unchanged; three quarters pav after
thirty vears of service. Transfer to the Fleet Reserve was authorized after
twenty years of gervice. A few men who were serving in July 1925, when the
Naval Reserve Act was made law, were still eliyible for such transfer after
sixteen years.

The number of men serving over wenty vears in 1940 had increased ten
fold over 1930 and almost trebeled over 1939, suggesting that the national
emergency had caused them to be retained past the twenty year mark. The
master lists for this year also suggest that men were being recalled from
the Fleet Reserve.

LEAVE AND LIBERTY

Leave and liberty policies remained unchanged. Ieave up to thirty days
a year could be granted if the needs cf the command permitted. Liberty was
granted on a port and starboard besis or in a three or four section arrange-
tent. That is either every other day, two days out of three or three days
out of four, depending on operational needs area or district regulations.
Veterans of service in Hawzii at the time recall being given literty but
being restricted to the naval base becaus=s of lack of transportation to
HYonolulu.

UNIFORM AND GROOMING

Uniform requlations remained essentially unchanged save for the addition
of new rating badges and the disappearance of those for disestablished rat-
ings (although gsome sailmakers, disestablished in 1931 were still wearing
their rating badges in 1944). Oon the other hand, uniform style remained
Juite dvnamic. Official publications warned ag.inst the wearing of ctailor
made uniforms but photodgramnhs and the memory of <weterans; indicate that they
were regularly purchased. Tailored uniforms tended to fit tighter,
particularly the jumper. The regulatior, and previcusly stylish, bloused
sleeve was reduced in width. Trousers were altered to create true and often
imrense bells.® Tine regulation flat hat, which had become much smaller after
YWI, apoears not tc have been the subject of stylish alterations except for
shaping the sides tc fold downward. Despite regulations sailors on liberty
simply 314 not wear their hats squared. Two liberty styles were common:
wearing the hat lower on the forehead than was called for in the regulations
or wearing it on the back of the head, a style which was considered more
offensive by most shore patrolmen.

Hair and bheard requlations remained unchanged. The beard had, by 1940,
gone nut of styvle. Photographs of naval personel of all ranks reveal few if
anvy bearded men and unly a few with mustaches. Some senior marines, officer
and enlisted, still boasted bristling Prussian style "handlebars.”




Many restrictiods were appiied to the wearing of dungarees; they could
be worn oniy by engineers and men performing dirty work topside. ODungarees
were .cver authorized as uniform of the day, nor for off duty wear, nor %or
wear on a naval shore station, except for dirty work. These reguliations
could be interpreted widely and the term “dungaree Navy" was already in use
to indicate types of ships where dungarees were, if not uniform of the day,
worn by everycne during working nhours. On the other hand some commanding
officers chose to consider some rather dirty work as not requiring dungarees
and many sailors of the thirties can remember painting in undress whites or
blues. Restrictions as tc dungarees were appliad more rigorously in por:
than at sea. Nonetheless in many ships “"knock off work™ meant snhifting into
undress blues or whites or being denied access to the mess decks.

Seabag 1940:

CRcers’ mess a:tondants oalr.

! For such raungs as wre requucd o

' One payr to be igh aave.
'as requared. “Far all aaungy wquued 10 fave
' Possession opt:onal, Zungaiees.

* Priscinion apuonal except i nig-
arous clhimate, where stue Tav e
ditecied 13 the discicuca of e (om-
;ainc:ng cdheer.

* Far coots, offcery’ cooks, Saxers,
:rd nensmen.
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‘ All other All other
Ousic enliared Outéit enlines
: wesn . cen
Aprons, couks ... .l. e z
Belt, woven, black . ....oooiian s 1. Leggngs, panr ... ... . .
Blankew, pas . ..o .ol 1 !:::;rur:: EISALLIEEELIPRERP PR 1
Blacking oudit ............cocciiinann 1 Neckerchiefs .. . T 2
Sroom, whask . ... . ... .. 1 Overcoat . . e 1
Brrth, s0M8D ... ... ...t iianarae e 1 Oversi “ """"""""""""" l‘
Bnnb.:g)}h .......................... 1 Pillows ““:"' ------- :.
Rrush, Radr ......._ .. ................ 4 P:llow covers ... e L
© Cap, complete ......... ERLERERRRPRRETS 1 Raimeaat ... ... 7 e
Cap, covers, blue and white ... " Rating Sadges. a5 required 51 Pf'r' nifcery '
Cp, watch ...l N 1 Sewing tit, 15 required . ‘
Cothes, sops, package ..., ... ... .. 3 Shiry, chambry . .. i,
Coat, Bive ...... ... ... ... Shirts, dzaned 2
Calt. WOMIE wvveermenccnononnnnaansrsn Shim, whue . ...
Comp, har ... 1 Shoes, pait . ... . . o »
Cawat . _........... e P! Symeasam LT :
Drawers, heavy ... .. » - - U e
Drawers, light or medium 1 Socks, comon ... ... ... ... 4
Dungarees, swats . -y wocks, woolen ... ... ... . t
Gioves, woulen, pur * Speciaity marks, as equ.ud ...........
Gloves, warking. 24u 3 Toilet articles, oushe ... ... .. ... .. 1
Handherchicts 2 Towels ........ ..... . .. . .. . 2
Har, snue 3 Trousers, Slue -
Tacket. =nne ¥ Trowens. whure n
Tackarie | Truoks, bathng ... ... 1
jumpes, Jress Diue 1 Uadershires, hf‘"? e e e
Tumper, uniress viue 2 Uadershirn, light or —,,d,m L 1
Jumper, undreys whac 3 T arsrcoar .. 1
leners 1 - -




fiidebiasosgipin AlaRakES i K - e 38 S A A AN e e = - R LS i e

- AUTHORITY

By 1940 the military authcrity of petty officer and chief petty officers
was well developed. With the exception of officers, cooks, and stewards all
rated men were considered petty officers. Officially the distinction
between petty officers of the line and petty officers had long since been
: erased. A strict precedence of ratings did, however, exist with boatswain's
E mate being the most senior rating. The precedence was nc longer published
. in the Bluejackets Manual nor was information emphasizing this distinction.

g Seaman petty officers continued to wear their rating badges on the right
arm.
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All petty officers were subject to assignment as shore patrol and at
least occasionally a machinist mate or water tender was assigned maste =2t~

armg duty. The disestablishment of masters at arms twenty years before nad
/ : thrust many of the daily police and cleaning responsibilities on the senior
!
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petty officers of various parts of the ship so that they were the umajor
representatives of authority for their subordinates.

The numbers of chief machinist mates and water tenders on board the
sample vessels and the reduced numbers of warrant machinists suggests

increagsed watch supervisor regpongibilities had fallern on the shoulders of
CPOs.

The Bluejackets' Manual continually and repeatedly stressed the import=-
ance of military duties over technical duties and constantly instructed
recruits as to the importance ¢f their petty officers.
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1950

GENERAL SUMMARY OF NAVAL DATA
fficers: Line: 26,220 CWO/WO: 3643

Staff: 7,558
Enlisted: 331,860
Serving Less than four years 192,125
Serving Four to eight years 60,693
Serving Eight to twelve years 47,465
Serving Twelve to sixteen years 19,700
Serving Sixteen to twenty years 6,636
Serving More than twenty vyears 5,041
ships: as of June 30, 1950 671; as of June 1951 1,102

OPERATIONAL SUMMARY

At the beginning of 1950 the Navy wa. facing the need to maintain post-
war commitnents in the Atlantic, Mediterranean and Western Pacific. To
maintain forces on station, ships were deployed for periods of four to six
mon:hg. At the same time post war reductions in defense spending caused
reductions in ships and in personnel. The personnal target for fiscal 1950
was 375,000 officers and enlisted people. The actual number as of June 30,
1950 was 381,538. Nonetheless, operational shortages of both officrs and
enlisted people were noted in the Secretary of the Mavy's annual report.
Especially severe was the lack of experience among junior officers.

Five davs after the submission of SECNAV's annual report, the Korean War
began and the Navv was committed to carrying out its missions in r«lation to
that conflict which included:

1. Transport of Americans from the War zone and the transport into the
zone of personnel and material.

2. Providing support for the land forces engaged in combat.

3. Maintaining a blockade on the entire Korean coast.

4. Insuring that no attacks were made on Formosa from the mainland of
China and that the forces on the island made no attacks on the
mainland.

Units from the Atlantic were shifted to the Pacific and vessels from the

reserve force called up to augment the depleted Atlantic forces. At the
same time a number of mothballed ships were hurriedly reactivated.

By January 1, 1951 the total personnel of the Navy numbered almost
800,000. This increase was affected by involuntary extension of enlist-
ments, refusal to accept officer resignations, a refusal to permit retire-
ments of perscns with under thirty years service, recall of naval reservists
(both voluntary and involuntary), inducting recruits from selective service
and an aggressive recruiting campaign.
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RANK AND RATE STRUCTURE

Officers (Line)

Fleet Admirals 3 1897 to 1907
Admiral € 1910 to 1917
Vice Admiral 21 1912 ¢o 1923
Rear Admiral 174 1912 to 1921
Captains 1807 1912 to 1931
Commanders 2903 1922 to 1942

1025 permanent appointment

Lt. Commanders 4879 1930 to 1943
Approx 1/4 permanent CWO or Enlist

Lieutenants 7707 1942 to 1944
Over 1000 permanent CWO, Enlist

Lieutenants(jg) 6411 1943 to 1944
Approx. 1/3 permanent CWO/Enlist

Ensigns 2811 1947 to 1949
Very few permanent CWO/Enlist

The staff corps had, during WWII, taken on the structure we have today.
Supply Corps was headed by a vice admiral; Medicine, Chaplains, Civil
Engineers and Dental all had rear admirals in charge. The Nurse Ccrps was
headed by a captain and the senior member of the Medical Service Corps was a
commander.

Warrants and Chief Warrants:

Chief Boatswains 435 1939 to 1947
58 Perm CWO; 9 Perm BEN; Remainder Perm.
Enlisted*

Boatswains 95 1944 to 1945

34 Perm. BSN
Remainder Perm. Enlisted

CGNR 262 1925 to 1947

Gunners 61 1944 to 1947

CTORP®** 25 1343 to 1947

TORP 12 1944 to 1945
93
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Chief Electricians 207 1942 to 1947

Electricians 65 1944 to 19as

Chief Radio Electricians 298 1931 to 1947

Radio Electricians . 65 1944 to 1945
Chief Machinists 536 1930 to 1947
Machinists 159 1930 to 1947
Chief Carpenter 357 1930 to 1947
Carpenterr 18 1938 to 1945
Chief Ship's Clerk 133 1942 to 1947
Ship's Clerk 71 1944 to 1946
CAERC 133 1943 to 1947
AERO 3 1944

CPHOTO** 35 1942 to 1947
PHOTO 3 1945

CWOHC* 180 1942 to 1947

4 Perm WOHC
6 Perm enlistments

WOHC 20 1944 to 1945
All Permanent

Chief Pay Clerk 428 1943 to 1947
Pay Clerk & 1944**
PACT 122 1944 to 1945

All Perm. enlisted.

*Unless noted otherwise the ratio of permanent appointments are relatively
the same in all other CWO/WO categories.

**New Warrant3; Torpedoman, Ship's Clerk, Aerographer, Photographer,
Pharmacist has become Warrant Officer, Hospital Corps.
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ENLISTED RATE STRUCTURE

The authorized ratings in 1950 were:

Boatswain's Mate (BM)
Quartermaster (QM)
Sonorman (S0)

Torpedoman's Mate (TM)
Gunnersmate (GM)

Fire Controlman (FC)

Pire Control Technician (PT)
Radarman (RO)

Mineman {MN)

Electronic Technician (ET)
Instrumentman (IM)
Opticalman (OM)

Teleman (TE)

Radioman (RM)
Cryptological Technician (CT)
Yeoman (YN)

Personnelman (PN)
Storekeeper (SK}

Machine Accountant (MA)
Disbursing Clerk (DK}
Commissaryman (CS)

Ship's Serviceman (SN)
Journalist (JO)
Lithographer (LI)

Printer (PI)

Draftgman (DM)

Musician (MU)
Photographer's Ma':e (PH)
Machinist's Mate (MM)
Engineman (EN)*

Machinery Repairman (MR)
Interior Commn. Electriciam (IC)
Pipefitter (PF)

Damage Controlman {(DC)
Metalsmith (ME)

Patternmakexr (PM)

Moulder (ML)

Survevor* (sv)

Construction Electrician** (CE)
Construction Mechanic** (CM)
Construction Draftsman* (CD)
Drivexr®**(CD)

Builder** (BOU)

Steelworker** (S7T)

Utilities Man** (UT)

Aviation Elect. Technician (AT)
Aviation Electronics Man (AL)
Aviation Ordnanceman (AQO)

Air Controlmen (AC)

Aviation Boatswain's Mate (AC)
Aviation Electricians Mate (AE)
Aviatn. Structural Mechanic{AM)
Aerographer's Mate (AG)
Aviation Machinist's Mate (AD)
Parachute Rigger (PR)

Training Deviceman (TD)
Aviation Storekeepr {AK)
Hospital Corpsman (HM)

Dental Technician (DT)

Steward (SD)

L e 4 v v a8

PV

Non~rated

Airman (AN)

Seaman (SN)

Fireman (FN)
Hospitalman (HN
Dentalman (DN)
Constructionman (CN)
Steward's Man (TN)

On Board Manning of USS New Jersey = 1950 - Officers

Captain 1

Commander 6 Supply 1 Medical 1
Lcdr. 4 Dental 1
Lt. 17 Chaplain 1

*Note EN has been re-established
**SeaBee ratinTgs
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Ensigns 11

e Ay e T RN

CWO/WO

Gunner Chief Machinist
Boatswain Chief Electrician
Machinist

Carpenter

Radio Electrician

Ship's Clerk

Electrician

Pay Clerk (ACT)

Enlisted
CPO BM 3 MM 6 IC 3 N 2 cs
oM BT 10 FP PH sD
M 7 EN 2 ME 3 DK
FC 3 ML 2 SK
FT EM 6 PN
RD ET 4 HM
oM{sg) 2 RM
SH
. PO1 M S MM 4 ™ ML 9 cs 7 AC
: o 12 BT 10 PN 3 MR 2 SD
FC S EN DK 2 M 7
FT SK 2 Ic 2
ON(s) 2 SH 2 ME 3
RD 3 HM 3 ET 4
RM 2 FP
TE 2 DC
PO2 BM 4 MM 9 ML 8 ™w 2 cs 2 AK
GM 13 BT 10 MR 6 sk 3 SD 2
FC 9 EN 2 EM 9 DK 4
FT 3 I1c LI
oM 3 ET TE 3
QM(s) 4 ME PN
Rb 5 FP SH 6
DC HM 2
ME 3
PO3 BM a MM 3 MMR 2 HM 3 cs 5 AF
oM 2 BT 7 MMI, 22 YN 3 CS(b)*
M 24 EN 2 EM 2 SH 8 sD 2
FC 12 DC 2 DK
QoM(s) 3 EM 13 SK 3
ET 8 RM 2
FP PN
ME 3 IcC 3
™




Non Rated

Strikers BM 5 MM 3 Iic
GM 9 BT 4 MML 2 RM 2 cs 2
oM 4 i 5 DK
FC 5 EM 2 SK
R 7 PM DN
SH 2 HN
ET 10
Non—-designated
SA/SN 197 FA/FN 199 TA/TN 30
The 1950 decennial point is extremely difficult to summarize. The

National Defense Act of 1949 laid the ground work for a rather complete
reorganization of the enlisted classification system. During WWII tradi=-
tional ratings had been assigned to many specialized skills. An example was
the use of the gunner's mate rating for CB powderme.a. The expansion during
the war years was so large, however, that it became necessary to create many
new ratings. Some of these were conceived of as purely new war time or
emergency ratings (a partial list included below). Others represented skill
sub~categories in the more traditional ratings. Attempts to regularize the
system were made more difficult with the recall of WWII veterans to meet the
manpower needs created by the Korean War. Many men recalled still carried
ratings which were no longer authorized, having been disestablished, changed
or combined with other ratings. Thus the actual muster 1lists do not in
every instance agree with the authorized ratings which appeared in standing
publications such as uniform regulations, etc. 1950 is the first time that
strikers are listed separately.

Ratings werz no longer grouped in the older Deck, Engine, Artificer and
Special branches. Officially the groupings were Deck, Ordnance, Electron-
ics, Precision Equipment, Administration and Clerical, Miscellaneous, Engine
and Hull, Construction, Aviation, Medical, Dental and Steward.

The last vestige of the "petiy officer of the line"™ disappeared and
precedence was no longer accorded to ratings, all petty officers caking
precedence in terms of rate.

One must note a great expansion of ratings in the area previously cate-
gorized as artificer and in the administrative and clerical group, which
reflected the increasing complexity of managing the modern fleet.

An example of combined ratings is that of the amalgamation of quarter-
master, signalman and bugler. Given the fact that prior to the reorganiza-
tion these were three distinct raztings (quartermaster and signalman having
somewhat similar requirements but quite separate duties) it was necessary to
continue to identify the actual skills held bv each man using a parentheti~
cal letter s or n to indicate signalman or navigation. Similar transitional
devices were required in many other rating areas.
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. f Emergency Service Ratings (Partial List)
1 Specialist C Chaplain®s Assistant
3 Specialist A  Athletic Instructor
Specialist F  Firefighter
, Specialist B Harbor Defense
Specialist I Instructor
B Specialigt X Miscellanecus
[ Specialist K Telecommrications Censor




1950

Discipline non=Judicial Punishment

Overall NJP Rate 53%,

*Not Available.
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CHARGES BB cv CA/L
Total on Board 13439 2159 1004

DRUNK ON BOARD 10 1 19
DRUNK ASHORE 18 103 27
DISOBEDIENCE/ 52 110 36
DISRESPECT/INSOLENCE S5 51 36
UNIFORM VIOLATIONS 7 57 18
THEFT OF CLOTHING - 2 3
OTHER CLOTHING VIOL. 3 8 2
GOVERNMENT PROPERTY S 2 3
DUTY-FAILURE/NEGLECT 69 156 42
INCOMPETENCE - 1 -
FIGHTING 25 33 25
GAMBLING 7 - -
LIBERTY CARD 12 43 9
SLEEPING 11 -— 2
SMOKING 3 18 -
UA UNDER 1 DAY 17% 330 71
UA OVER 1 DAY 149 150 74
MISCELLANEOUS 17 209 90
TOT NJP 668 1382 457

NJP RATE 50% 643 46%

DD

257

32

10

17

70

27%

AC* ATF

26

41%
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The relative number of charges of fighting appear to have gone up as
centragted o eaylisr years, Thig may he a gesult of commands heing leag
#illing to let two disputing sailorz ®"fight it out™ or it may represent an
actual increase in interpersonal friction on board during this period. Sim-
ilar speculations may be in order when addressing charges of disobedience
insolence or disrespect.

The range of punishments continues %o narrow with fines, reductions in
rating, and restriction on board being the most common. Confinement and
confinement on bread and water or reduced rations appear much less fre-
quently.

RECRUITING

Despite a decreasing overall strength the Navy, as of June 1950, fell
approximately five thousand people short of its recruiting goals. The pri=
mary appeals were those which had worked in the past, skili trainiag and job
security. All enlistments were made in the ratings of seaman recruit for
general service with those going into construction, aviation, engineering,
dental, medical or steward branches being redesignaced at the E-2 level.

Statistics on enlistments or re-enlistments have relatively little value
after the beginning of the Korean War. Those in the service were involun-
tarily extended, reservists were extended and recalled. Many voluntary
enlistments were in fact draft motivated, the Navy being a better alterna-
tive than the Army for many draft eligible males. A special one year emer-—
gency enlistment was authorized during this pericd which corresponded to the
one year reserve call-up and one year involuntary extension.

TRAINING

Recruit training continued to be twelve weeks. The post recruit expec=-
tations were, however, far Qdifferent from those in the years immediately
before WWII. Ninety percent of A school students came directly from recruit
training as contrasted to the pre-war policy of requiring sea service to
establish A school eligihility. This practice had bequn during WWII when
manpower requirements did not permit the Navy to send large numbers of
seamen apprentices to sea aril then return them from their ships.

Although the training establishment had expanded almost astronomically
duriag the war, it had now begun to retract. The Secretary of the Navy
report for 1950 remarked on the loss of trainring services. The Korean War
necessitated the reactivation of many recently abandoned training programs.
There were however still nany opportunities for a sailor to earn his rate at
sea without "A" gchool training. In fact, the war had created two classes
of petty officers recognize! informally on the berth decks if not in formal
policy; the “school" petty officers, those who earned their ratings while in
school (usually about 10% of each class) and the "sea" petty officers who
had earned their rates on the job without school background. Reqular corre-
spondence courses supervised by divisinn CPOs or leading petty officers were
available for all ratings and their satisfactory completion was required for
advancement.
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A complete lis: of Navy schools wowld be far too long for this convext
and in all probabilicy would be incomplete.

Time-in-rate, and time-in~service requirements remained the same as
those promulgated in 1940. During tne war years these had been teuwporarily
aaged. Many petty officers were given temporary or acting appointments and
in many cases both temporary and acting zppointments.

The advancement process called for satisfying the time requirements and
satisfactory completion of a correspondence, course at which time the sailor
was recommendsd for advancement and declared eligible to takes fleet-wide
exapinations. The examinarions were made up and graded by the 3Bureau cf
Personnel.

Requirements for advancement to warrant officer status were unchanged as
were the paths te commissioned status.

PAY AND RECOGNITION

Znlisted pay scales for 1950 ware:

PASIC MONTHLY PAY OF ENLISYTED PERSONNEL
{BLUEJACKETS MANUAL 1950)
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Petty offivers second class and petty ntficers rhird class with seven
years service were eligible for allowances. In sddition, incentive ang
“:azardous duty pay was pald for participation in a2vial fiiosnts, submarime
service, glider flights, duty involving parachute jumcing, intimate contact
with lepers, explosive demolition, Navy Deep Sea Diving S3chool or Ravy
Experimental Diving Unit. The rates of pay for thase dutias ranged froms
$20.00 per month for E-1 to $73.00 for E-7. All cther hazarious duties were
pa.d at the rete of $50.00 per monch regardless of rate.

Enlisted pecple also received extra pay for sea duty or foreiga duty.
This special pay had originally been computed as a percentage of base pay
but in 1950 it was established as flat rate ranging from $8.00 ger month for
E-1 to $32.50 for E-7.

Wwith commencement of hostilities in Xorea combat pay was paid %o
personnel serving in the ccmbat zones.

Medals and deccrations for naval personnel included:

Medal of Honor

Nlavy Cross

Digtinquished Servicz Medal
Silver Star

Bronze Star

Air Medal

Navy Comnendation Medal
Purple Heart:

Service medals had bean auchorized for:

American Defense Service {pre-December 7, 1941)
American Theater

Burcpeai, African Middle Eastern Theater
Pacific, Asiatic Tneater

Qowcupation Service

Navy Expeditionary Medazl {(Wake Island)

China Seirvice (Pre-war service)

A campaign medal was authorized for Korean Service and Americarn service-
men w=re, for the first time, authorized tco wear a foreign service medal;
tne ur ited Nationg Medal.

WWII had also seen the bhirth of unit citations which in 1950 included
the Presidential Unit Citation and th~ Navy Unit Citation.

RET1REMENT

Retirement nolicv remained unchanged. However the _ption of the twenty
year transfer to the fleet Reserve was at least temporarilv closed because
of the Xcrean emergency. The number of vnlicted personnel serving more than
twenty vears was in 1950 still a verv small vercentags {(1.5%) of tha total
force.

™
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ASSIGNMENT

Basic policy still called for six years of sea dvty bhefore a sailor was
eligible for shore duty. The number of ratings created to meet wartime
needs - which were essentially administrative or support oriented had forced
the development of a number of exceptions. CBs of course did not rotate sea
to shore but from CONUS to foreign bages.

A number of ships were permanently home ported in Japan and in Europe
and their crews were permitted to extend on board indefinitely in the manner
of the old "China Fleet."

The drastic reductions in both manpower and ships and the intense post
war operational schedules often required that sailors with sufficient obli-
gated service be transfevrred from ship toc ship in forward areas or be trang-
ferred from ships in CONUS to man those beginning a deployment. The Korean
conflict tended to exacerbate these situations.

UNIFORM

In the main, the decade between 1940 and 1950 saw little observable
change in the design of the enlisted uniform. The practice of cutting off
the 0ld style jumper finally became official and the uniform was issued in
this style. The trougers however remained the same; full legged, drop fly
with thirteen buttons. The wearing of insignia, howaver, was very different
and refliected the organizational changes in enlisted classification.

The red and white branch or watch marks, which had existed since the
turn of the century, were abandoned in favor of short stripes worn on the
upper left arm of non-rated persornel. Seamen, hospital men, dental techni-
cians and stewardsmen wore white stripes. The latter three with a "strik-
er's badge" or specialty insignia above.

Airmen wore green stripes; Constructionmen, blue; and firemen, red. Aall
non-rated peopie wore specialty marks when they were designated as strikers.

In the past the first three pay grades had been indicated by the number
of stripes on the cuff.

The most dramatic and probably impactful change was the abandonment of
the left and right arm distincrtions. All rating badges wevre worn on the
left arm. Service stripes or "hash" marks were worn as in the past on the
lower left sleeve. As in the past, first class and chief petty officers,
with a record of twelve years good conduct, wore gold lace rating badges and

stripes. (As compared to the present time, gold chevrons were relatively
rare in 1950.)

There were twenty-four enlisted distinguishing marks ranging from sonar
overator and expert lookout to master diver and mount captain. These were
worn na the lower right sleeve as in the past. The practice was already
changinag, however, inasmuch as the old style distingquishing mark for subma-
riners had heen converted to 2 nin-on device to be worn on the left breast.
A similar device had been Adeveloned Aurinag WWII to identify combat air
arewmen.
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Since the close of WWII various experimental uniforms had been suggested
and some had been tested but none met with approval of enlisted persomnel
nor the naval establishment.

Dungarees were issued to all recruits and worn in most working situa-
tions at sea and ashore. They had not generally made their appearance as
uniform of the day in offices and most larger ships and shore stations
required donning undress blues for evening meals and after working hours, at
least while in port. Their almost universal use during WWII had made them
considerably more accepted than in the pre-war years.

Grooming regulations remained unchanged. Mustaches and beards were per-
mitted with the proviso, as before, that they be neatly trimmed and short
and ncn-eccentric. Facial hair had gone out of style in both c¢ivil and
military life. Facial hair is seldom seen in illustrations from the period.
The growing of full beards had become fashionable in the Southwest Pacific
during WWII but did not long survive once the wearers returned to the clean
shaven CONUS.¥*

It should be noted that although recruits were no longer issued ham-
mocks, as was the practice up to and during WWII, they were still given the
traditional regulation seabag which, because of its size, required that
uniform items be folded, rolled and tied.

Non-requlation uniforms were still forbidden, althouch sailors contiued
to buy and wear them on liberty. Civilian clothing could be worn ashore in
CONUS but could not be kept aboard ship.

AUTHORITY

The reorganization of enlisted classification had great impact on the
distribution of authority. The abandonment of rating precedence meant that
all authority stemmed from rate, for the first time separating rating and
rate as determiners of authority in the enlisted force. In addition many
new ratings were created, some of which specialized in tasks which had not
heretofore been considered as "rated" (e.g., ship's serviceman, which
included tailoring, barbering, laundry operation, and other jobs which had
previously been delegated o non-rated men and in some cases carried on as
aquasi-free enterprises). The sudden loss of precedence rules at a time when
many new ratings were created left no time to develop an informal system.
Nonetheless the old system operated informally long after the reorganization
as nerther enlisted people nor officers surrendered old habits easily. 1In
1950 one rarely saw an MAA, for example, who was not a boatswain's mate or
gunner's mate or at least one of the traditional right arm rates.

One is forced to speculate that the high incidence of charges of fight-
ing and of discbedience, insolence and disrespect may have been expressions
of the uncertainty and confusion about status which the change engendered.

*There is little doubt that the negative reactions of wives, girlfriends and
family was important as Naval Regulations in discouraging the practice.
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1960

General Summary of Naval Data N

Officers: Line: 37,716 CWO/WO: 4084
Staff: 14,926
Enlisted: 544,040

Serving Less than four years 296, 958 ;
Serving Four to eight years 87,691 i
Serving Eight to twelve years 40,689 §
Serving Twelve to sixteen years 54,976 i
Serving eighteen to twenty~two years 31,406 3
Serving twenty-two to thirty vears 3,005 i
Serving over thirty vyears 304 i
Ships: 864 :

( PERATIONAL SUMMARY

The Navy continued to meet operational commitments in the Pacific and
Mediterranean by maintaining forward deployed units on station at all times.
This required the regular deployment of some forces and the permanent
deployment of certain other shins and units.

Units of the Pacific fleet were involved in the atomic tests conducted
in the Micronesian areas. Americans were evacuated from Nicaio, Cuba due to
the civil war. Naval units conducted flood relief in Morrocco and Uruguay

and provided relief in the Ryukyus after the town of Konika was swept by
fire.

Although the Secretary of Defense's report for this year reports certain
manpower problems, the fleet was manned at 81% of normal complement. The
ocutstanding problem was lack of experience among junior officers. At least
60,000 senior enlisted men were in the zone eligible for transfer to the
Fleet Reserve or would attain that status within four years. Concern with
personnel issues is indicaced in SecDef Report which digcusses expansion of
personnel research.

ORGANIZATIONAL STRUCTURE

Officers (Line)

Fleet Admirals 1 1897

Admiral 8 1919 to 1923
Vice Admiral 28 1919 to 1929
Rear Admiral 209 1919 to 1923
Captains 2518 1923 to 1942
Commanders 5898 1932 to 1955
Lt. Commandcrs 7770 1935 to 1947
Lieutenants 8844 1932 to 1955
Lieutenants(jg) 14591 1943 to 1959
Ensigns 6693 1954 to 1959
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The Navy recgister records fifty two different officer source codes in
use at this reriod.

Staff:

Medical 3212 (13 RAdm)
Supply 4701 (17 RAdm)
Chaplain 816 (2 RAdm)
CEC 1588 (€& RAdm)
Dental 1568 (4 RAdm)
MSC 1728

Nurse 1313

In addition each community also had on active duty a number of officer
designated TAR (Training and Administration of Reserves); totaling 1897.

Warrant officer and chief warrant officers are no longer identified in
the Navy register in separate dJdesignator lists but simply recorded by pay
grades, which have been expanded to include one grade of warrant (W=-1) and
three grades of chief or commissioned warrant (W=-2-3-4).

The CWO/WO designators authorized in 1960 were:

Aviation Operations Technician
Boatswain

Aviation Ordnance Technician

Surface Ordnance Technician)

Control Ordnance Technician) Same Insignia
Underwater Ordnance Technician)

Mine wWarfare Technician) Same Insignia
Aviation Maintenance Technician
Machinist

Electrician

Aviation Electronic Technician
Communication Technic¢ian)

Electronics Technician) Same Insignia
Ship Repair Technician (formerly Carpenter)
Ship's Clerk

Band Master

Supply Clerk

Medical Service Warrant)

Dental service Warrant) Same Insignia
Aerographer

Photographer

CEC Warrant

It had been decided to abandon the warrant officer program. This coin-
cided with the establishment of the senior and master chief petty officer
grades. CWO/WO billets were to bhe filled by LDOs and master chief petty
officers.
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s . In addition a number of emergency service ratings held by USNR personnel
C -7 were still authoriged.

: The most sigqnificant change in enlisted structure, however, was the
3 establishment of pay grades E-8 and E-9, senior and master chief petty

. officer. It should be noted that not all lower grade ratings had a direct
progression to master chief petty officer, a situation which paralleled, in
part, the structure of the pre-1930 period when ratings were often author-
ized only at a single pay grade, which we can equate to a level of skill
required in the fleet.

j Muster list aircraft carrier 1960 records no longer identify officers
3 on board by rank, using billets instead. There were 156 ship's company
officers and CWO/WOs.

Enlisted
: MED
A DECK ORD ELEC _ ENG+HULL ADMIN MISC AVIA DENT STEW
CPO BM 2 GM 2 ET 4 MM 3 YN 3 - AK 3 uwM 2 Ssp 3
sM 1 FT 2 BT 5 N2 AB 10 DT 1
RD 4 W 3 M 7 M 1 a0 3
Ic i DK 1 PR 1
SsF 3 SK 2 PT
nc 3 SH 2 AM 2
' MR 1 T 1
. cs 3
PO1 B4 16 GM 3 ET 5 MM 4 w3 AK M 8 SO B8
™ FT 2 BT 13 PN 2 AB 12 pr 1
sM 1 NW 4 MR 1 M 4 AT i
RD 4 M 7 DK 2 AO 10
Ic 2 Sk 6 Ap 2
SF 4 LI 1 AE 1
EN 1 SH 6 AM
oc 4 TE 2 AD 2
ol B AG
PH
PT
PO2 BM 21 GM 3 BT 2 MM 33 ™ 6 - AK 4 HM 6 sp 16
M FT 2 ETN 2 MR 1 N 3 AG 2
M2 FTM 2 EN 1 LI 2 PR 1
RD 6 MW 4 EM 19 SK 8 AME 3
BT 17 SKG 7 AB 24
iic 7 DK 2 aT 1
. SFM 3 TE 2 ap 2
; SFP 2 SH 14 a0 13
1 c 5 M 3 PH 5
1 Cs 2 aK 4
X AMM 3
1 AMS 5
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E=3

{SN,FN
AN,DN,
HN, TN)

-2

(SA,FA
AA,DA,
HA,TA)

f’lt;]l"l
- N W

MED
DECK CRD ELEC  ENGHHULL ADMIN MISC AVIA DENT STEW
BM 32 GM 16 ETR 3 MM 11 YN 13 AK 8 HM 3 26
oM 1 FTM 2 ETN 3 BT 27 YNT 4 AG 8 DT 1
s 4 PTR 6 EM 42 PN 3 AMM 3
RD 16 FTL 1 ic 17 PNR 5 ADR §
NW 5 EN 6 RM 16 ADJ 3
SFM 2 LI 1 ATR 1
SFP 7 SH 15 ATN 3
MR 3 cs 3 AC 20
0.3 9 Jo 4 ACT 3
SK 12 AGF 1
SLG 1 AB 14
DK 2 ABU 11
AEM -
PHG 4
DESIGNATED STRIKERS
oM GM 4 ETN 3 MM 33 PN AK 3 HN 9 TN 38
, M2 FTM 1 ETR 16 BT 17 sk 2 AG 6 DN 4
RD 16 FTA 3 EM 33 RM 19 AME 5
SF 2 SH 1 AMM
Ic 9 LI AMS 3
oc 1 cs ABU 13
MR 2 ABG 5
AD 3
ATR
ADJ
ADR
AT™
AQ
PH 7
M 5 oM ETR MM 9 YN ABG 4 ~— TA 5
, oM FTA 2 BT 3 RM 8 AMS
RD 5 ™M 2 SH PR
EN
SFM
SFP
IC 6
NON-DESIGNATED
585 136 297
177 177 82
10 2
109
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ONE UNIDENTIFIED AVIATION RATING GROUP;

cFC 3 CFt § CF2 5%
CF3 11 CFAN 2 CFAA 1
RECRUITING

All enlistments were made for general service at the rate of seaman
recruit. Some guarantees were made for further training in a specific area,
but these were not totally binding on the service. All recruits were
required to complete recruit training even if enlisted for a specific
branch. In addition to four and six year first enlistments and the
traditional minority enlistment, a two year enlistment was also offered.
This paralleled the two year period required of draftees. These two year
enljistments were in the USNR and in 1960 approximately 13,000 sailors were
in this gtatus.

During this period many first enlistments were draft motivated. Post
service educational benefits were also an important factor in encouraging
enlistment although they were offered to veterans of all services whether
drafted or volunteer.

Recruiting appeals continued to be centered arcund the opportunity tno
learn useful skills.

TRAINING

Recruit training was twelve weeks. More than half of the graduates of
recriit training went on to various "A" schools before going to sea. Many
ratings, particularly the older ones, c¢ould provide adequate on-the-job
training, but an increasing number of technical rates reguired scheol
training before on-the-=job training was practical.

Rate training manuals and correspondence courses were available for use
on board ship. 1In addition the Education and Information program published
texts on a wide variety of subjects which could be used as correspondence
courses through the USAFFI system or as sgelf study texts. Many ships and
stations used these texts as the basis for regular classes conducted by
personnel on board who were qualified.

ADVANCEMENT
The basic requirements for advancement remained un-.ianged.

At the completion of recrui* training (or four months naval gervice) the
: seaman recruit was automatically advanced to SA, FA, AA, CA, DA, HA or TA.
Afer six months at that grade, a sailor was eligible for advancement to SN,
FN, AN, CN, ON, HN, or TN upon passing a locally administered examination

and being recommended by the commanding officer.
i
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General requirements for further advancement were:
1. HBave the needed length of servica.
E-3 to PO-3 - 6 months
PO-3 to PO-2 -~ 12 months
PO~2 to PO~1 =~ 24 months
PO-1 to CPO - 36 monthg*
E~7 to E-8 - 4 years, 11 years total service
E-8 to E~-9 - 1 year, 13 years total service**

2. Qualifying proficiency marks in rate and conduct.

3. HNYavy training or correspondence course.

4. When required, complete a course of instiuction at school.

5. Qualify in required practical factors.

6. Commanding officer recommendation.

7. Pass a service-~wide examination.

With the disestablishment of warrants the paths to commissioned status
were either through the Naval Academy (enlisted quota 160), NROTC (200),
Integration Program, limited duty officer, naval aviation cadet, aviation
officer and NESEP.

Requirements for the Integration Program were:

Age 21 to 24
Service: At least 3 years USN

Education: 30 credits college or H.S. witihr GCT.ARI 60 or above.

Those accepted went to General Line Officer Candidate School in Newport,
Rhode Island.

LDO requirements were:

Service: At least B years
Grade: PO1 or higher
Age: Below 34

Education: H.S. or equivalent.

*Appointments as CPO were acting for 12 months before becoming permanent.
*4¢0 be increased to 2 years in 1963.
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The Naval Cadet Program required:
Education: 2 years college

Service: 1 year service
Age: 18 = 24
Status: Unmarried

Obligation: 3-1/2 yeara after graduation.
Twenty percent of the entrants were enlisted people.

AOC was open to enlisted personnel but its basic educational requirement
was a bachelor’'s degree, so few in fact entered.

NESEP: Navy Enlisted Scientific Education Program requirements:
1. E-2 or above
2. Under 25
3. H.S. graduate

Appointees received a four year college education followed by OCS and
commissioning as an ensign.

ASSIGNMENT AND ROTATION

Initial assignment to either the Atlantic or Pacific Fleet was made by
the Bureau of Persgonnel. Fleet commanders made further assignments to type
commanders who made a final assignment decision to a ship or squadron.

Rotation between sea and shore duty was governed by a program
established in 1957: Seavey: Shorevey.

In this program a specified tour of gea duty was established for each
rate and when this had been served a sailor was automatically identified as
eligible for shore duty. Transfer ashore could be expected within 4 to 15
months.

Normal shore tours ranged from 12 to 36 months, averaging 24. Requests
for changes of duty outside this rotation were accepted but not encouraged.
Assignments to foreign shore duty were coritrolled by Fleet Commanders.

Prior to being put on eligibility 1lists, sailors submitted a form
indicating desired duty but no guarantee was made by the Navy. Veterans of
this period recall that despite seavey, shorevey intentions, sea tours were
often extended well teyond the expected period.

RETIREMZNT

Retirement policy remained basically w changed: eligibkility for trans-
fer fleet reserve after 20 years (actually 19-1/2) and full reiirement at
thirty years. The Navy was gquite candid in stating that most active
enlisted careers ended at the twenty year point. The new rates of senior
and master chief petty officer were intended to make a thirty year career
more attractive.
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It should be noted that the late 50's and early 60's marked the 20th
anniversaries of a unique ccohort of senior enlisted people; those who joined
in the years before Wwwii and made {PC befare 1945, thug having up to fifteen
vears of service as CPOs (many as temporary warrants or officers) as well as
more continuous operational time under war time conditions than any group of
sailors since the Royal Navy during the Napoleonic Wars.

LEAVE AND LIBERTY

Leave and liberty policy is spelled out in the 1960 Bluejacket's Manual
more clearly than in earlier editions, although the policy remains largely
the same.

Leave was earned at the rate of 2-1/2 days a month up to a maximum of 60
days. Commanding officers could grant advance leave and/or excess leave in
special cases. At the end of an enlistment a sailor with unused earned
leave on the books was paid a day's pay plus leave ration for each day. If
an enlistment ended with a gsailor having taken more leave thar he earned his
final checkage was adjusted to reimburse the government.

Although it is not stated, liberty had, in the decade since 1950, become
more of a right than a privilege, although still controlled by the command-
ing officer. Depending on the situation, liberty could be granted on a port
and starboard, three-section, four-section or even six-section basis. in
special cases abgence cf 72 or even 96 hours could be counted as liberty.
Running watch standers such as signalmen, radiomen, or those whose duties
d4id not change when in port, such as cooks and bakers, were reqularly
granted early liberty.

Liberty cards were issued to all perscnnel and distribnted to the
liberty party by the division liberty card petty officer.

UNIFORM

1260 uniform regqulations begin to demonstrate some dramatic departures
from prior periods. At this time two types of dress and undress blue
trousers were authorized: type A with the traditional drop flap fly, and
type B with a zipyer fly and pockets. Although the undress blue and undress
white uniforms were still regulation, an additional feature had been added
to the enlisted sea bag: a short sleeve white shirt which could be worn with
white trousers as "summer whites.™ In addition to the pea coat, a raincoat
had been added.

The blue "flat hat" was no longer an item in the sea bag.

Dungarees were general issue and their use even less restricted than
before. Stenciled rating badges without specialty marks were required on
dungaree shirts. The traditional chambray shirt was being replaced with a
less conventional shirt design. Blue working caps were authorized at the
discretion of the commanding officer and a blue working jacket had been
introduced.
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For the first time in many vears uniform regqulations authorized tailor
made uniforms. Sailors could have dress blues made of serge, gaberdine or
ropical worstad. Such unifcrms were reguirsd o =atch regulations in all
other features and cailors were required to keep issue uniforms for
inspection and ceremonial occagions. It should be noted that "tailor made,”
as used by enlisted personnel, meant any uniform not issued to them or
purchased in an official uniform shop. Most were in fact manufactured and
sold off the rack.

Civilian clothing was piohibited aboard ship but could be kept aboard
naval activities ashore if authorized by the commanding officer. Civilian
clothing could be worn on liberty and to and from shore activities when
authorized.

Grooming requlations remained unchanged; hair clogely trimmed and not to
exceed three inches. Short neat mustaches and beards were permitted. In

practice most of the Navy, both commissioned and enlisted, remained clean
shaven.

GOOD CRDER AND DISCIPLINE

The implementation of the Universal Code of Military Justice in 1951%
changed many of the customary procedures and expe.tations of captain's mast.
The punishments which could be awarded in this non-judicial context were
limited and even more restricted for commanding officers of lower ranks.
The procedural safeguards were more complex and the appeal process more
effective.

At first glance the figures for captain's mast in 1960 suggest that UCMJ
improved good order and discipline. However a number of factors must be
considered.

Because of the greater burden of administrative paper work associated
with captain's mast, there is no question that commands were more reluctant
to bring of fanses to captain's mast than in the past. One device for avoid-
ing this was to screen cases before they went to the commanding officer. By
late 1951 the practice of holding an executive officer's mast ct screening
was universal. This served to eliminate many cases which in previous times
would have gone forward to the captain. Estimates by former executive offi-
cers and commanding officers are that at least fifty percent of the offend-
ers did not go to mast; receiving counseling or a warning or having the case
dismissed by the executive officer. Thus, for purposes of comparison, the
number of of fenses brought to mast would have to be doubled in 1960.

In addit:on, peer pressure in the CPO mess tended to reduce the number
of mast cases. Veterans of this periud agree that putting a man on report
was admitting that "you couidn't handle your people™ and at the very least
made a CPO the butt of jokes from his shipmates. A CPO who repeatedly put
men on report was considered to be a poor chief.
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Finally, the additional paper work required and the time lost from work
when one became involved in a mast case tended to discourage use of the
non-judicial system except when no other course of action was availakble.
One must also consider that unfamiliarity with the new system perhaps added
to the reluctance on the part of officers and senior eniisted mwen to put a
man on report. All officers above the rank of lieutenant had spent most of
their careers under the old system. Many lieutenants and at least sone
lieutenants (jg) were in a similar situation. One can surmise that many
CPOs had cttained that rate prior to 1951 and all had served under the old
system.

One cannot help but note the increase in mast cases invelving disre-
spect, insolence and disobedience. Overall fifteen percent of the cases
brought to mast involved these charges. This contrasts to about €five
percent in 1910 and 1920. 1In the case of the aircraft carrier examined, the
number of charges for disobedience, insolence and disrespect exceeds the
number of cases of over 1leave for less than one day. This may Dbe an
artifact of the executive officer screening procedure, inasmuch as one
suspects short periods of overleave might well be dismissed and let off with
a warning while more gerious cases went forward to mast.

115
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CHARGES BB cv CA/L DD AO**  ATF
Total or Board 3198 407* 257 _201 63
.
DRUNK ON BOARD 11 11 1 -- -
DRUNK ASHORE 21 7 3 13 -
DISOBEDIENCE/ 168 4 7 11 1
DISRESPECT/INSOLENCE 97 3 3 11 2
UNTFORM ""IOLATIONS 1 4 2 - -
THEFY OF CLOTHING ' - - - -
OTHER CLOTHING VTOL. 4 - - - -
GOVERNMENT PROPERTY e - - - -
DUTY-FAILURE/NEGLECT 128 3 3 1 -
INCOMPETENCE - - - - -
FIGHIING 38 2 - — -
GAMBLING 4 - - - -
LIBERTY CARD 2 4 1 - -
SLEEPING 3 3 - - -
SMOKING 1 - - 1 -
UA UNDER 1 DAY 132 11 1€ 20 1
UA OVER 1 DAY 182 10 15 5 2
. MISCELLANEOUS 112 8 1 11 1
TOT NJP 952 70* 63 a3 ?
= NJP RATE 2% 17% 26% 418 1%

¥ Jverall NJP Rate 29%. (Estimated offenses: 60%)

*Records extremely inaccurate and inconsistent numbers shown are minimur :
possible. :

**Estimate
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AUTHORITY

Since before WWI the Bluejacket's Manual had, in every edition, stressed
the dual nature of naval service; technical and military, and most particu-
larly the military leadership respongibilities of petty officers.

The 1960 edition on the other hand made little specific mention of this
subject. This does not indicate a conscious change in policy but more prch=
ably an assumption that the authority and responsibility of the petty
cfficer was so obvious that it 4id not need to be discussed in great length.
Nonetheless, entering recruits in this period did not have, in clear written
form, as forceful a statement of the authority of petty officer as had
earlier cchorts-

On the other hand, the BIJM provided in considerahle detail an account of
the technical responsibilities of each rating. In the chapter on "Military
Facts,™ the subjects discussed were limited to military d4rill, sentry
watches, gquard duty and security watches. The chapter on leadership and
discipline provides ounly a general discussion of leadership and followship.
The appendix contains a reprint of General Order 21 issued by the Secretary
of the Navy in 1958 which addressed the issue of leadership in the most gen-
eral terms. Its stated objective was to reemphasize and revitalize {(empha-
sis added) naval leadership in all its aspects; inspirational, technical,
and moral. The focus of the order however was on introducing modern cocepts
of management and executive development and did not, in any specific way,
address the issue of responsibility or authority.

In practice there would seem to have bheen some breakdown of petty
officer authority if the increase in charges of insubordination, insolence
and disobedience are indeed evidence of tenasions in the enlisted force.
Prior to UCMJ many offenses of this nature would have becn handled at the
division CPO level by simply assigning extra duty or withholding the
offender's liberty card.

Structural evidence for the patterns of authority is, at best, specula-
tive, but 2 number of issues must be considered. There is for instance, in
a number of documentary sources, a curious deemphasis of rank as contrasted
with technical specialty. This is to be seen in the format of the Bluejack-
ets Manual and even more clearly in the muster lists of ships of the time in
which officers are listed not by vank but by billet. General order 21
itself suggests that the naval hierarchy felt some aiscomfort at the quality
of leadership and the ceneral state of good order and discipline. The
creation of a number of new ratings since 1949, as well as the apparently
gradual abando.ment of the precedence of ratings, created a situation in
which the roles and responsibilities of petty officers must have been, as
compared to previous periocds, somewhat unclear.

The actual ratio of experienced sailors to ine.merienced seems not to
have changed dramatically, but the ratio of c¢ommissioned officers to
enlisted, had dropred from approximatzly 1 to 14 in 1940 to 1 to 9, which
suggests that asuthority in commissioned ranks, particularly mid and junior
level officers, was becoming more defused. It may also indicate that junior
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of ficers were becoming more involved with day-to-day technical and personnel
management issues on the divisional level, thus in effect deposing chief and
senior petty officers. The creation >f the senlor and master chief grades
also raised questions of responsibility and authority. It should be
repeated that the Navy was experiencing a large scale loss of experienced
senior enlisted who had entered the service in the year prior to WWII and
that their replacements did not have the same background or experience,

In summary the patterns of authority which had developed in the two and
half decades pricr to WWII and remained intact as an organizational mcdel
throughout the war and immediate post war years appears to have been
undergoing some changes.
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1970

General Naval Data

Officers: Line: 61,258 (included 543 female)
Staff: 20,400 (included 2316 female)
TAR: 1,813
CWO/WO: 4,395 (included 12 female)

Enlisted: 679,Mcv (male)
5,405 (female)

Serving Less than two years 215,444
Serving Less than three years 103,839
Serving Less than four years 7,297
Serving Less than six years 38,881
Serving Less than eight years 25,411
Serving Less than ten years 23,535
Serving Less than 12 years 21,189
Serving Less than 14 years 20,221
Serving Less than 16 years 31,333
Serving Less than 18 years 20,012
Serving Less than 20 years 22,041
Serving Less than 26 years 7,809
Serving Less than 30 years 4,329
Serving More than 30 years 253
Ships in ccmmission: 932

QPERATIONAL SUMMARY

The Navy was involved in operations in the Viet Nam conflict. The
Seventh Fleet consisted of 200 ships. Three carriers were maintained on
Yankee Station conducting round the clock flight operatiens. In addition,
Naval vessels were involved in interdiction of the coast of North Viet Nam
(operation SEA DRAGON). ‘The coasts of South Viet Nam were under surveil-
lance of operation MARKET TIME while riverine forces carried out similar
duties as part of operation GAME WARDEN. Ships of the Seventh Fleet were
underway 78% of the time.

Amphibious forces conducted numerous landing operations. The Atlantic
Fleet provided units for service in Southeast Asia on a rotational basis
while the Sixth Fleet maintained fifty ships on station in the Mediter-
ranean.

In addition there were three major fleet exercises underway: Blue
Lotus, off gouthern California:; Coral Sands II, on Molokai; and Springboard
in the Caribbean. The last was carried out in cooperation with the navies
of Canada, Germany, Ecuador, Brazil and the Netherlands.

Naval vessels and personnel provided disaster relief in the southern
United States following hurricanes and tornadoes; in Sicily after an
earthquake; and rescued the crews of several vessels in distress in the
South China Sea, Caribbean and Atlantic.
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T™he U.S.8. New Jersey had been recently recommissioned for service in
* the Viet Nam area and subsequently decommissioned.

First term re-enlistments had dropped to 20% among volunteers and 10%
among draftees. Career(second or subsequent) re-enlistments were declining.

ORGANIZATIONAL STRUCTURE

Officers (Line) URL

‘Admiral 8 1333 to 1938
. Vice Admiral 39 1931 to 141
Rear Admiral 181 1930 to 1944
4 Captain 2519 1937 to 1953
3 Cowmander 5143 1941 to 1956
§ Lt. Cormwander 7765 1942 to 1962
R | Lieutenant 7700 194G to 1965
1 Lieutenant (jg) 14299 1958 to 1968
;% Ensign 7469 1968 to 1969
]
% EDO INTEL
T3 RAdAm 15 1035 o 1941 RAGm i 1940 f
i Captain 200 1938 to 1949 Captain 38 1939 to 197 ;
! Commander 254 1935 to 1956 Commander 91 1943 to 1957
3 Lt. Commander 353 1949 to 1961 Lt. Commander 255 1942 to 1962 !
Lieutenant 193 1955 to 1966 Lieutenant 232 1949 to 1966
: Lieut. (jg) 99 1963 to 1968 Lieut. (jg) 226 1965 to 1968
Ensign 57 1961 to 1968 Ensign 108 1958 to 1969
AERO - EDO PHOTO
V Adm 1 1934 Captain 3
RAdm 7 1939 to 1941 PAO
Captain a2 1940 to 1956 Captain 17 1941 to 1945
Commandex 163 1944 to 1956 Commander 33 1942 to 1355
Lt. Commander 178 1950 to 1959 Lt. Commander 67 1959 to 1966
Lieutenant 54 1944 to 1966 Lieutenant 45 1959 to 1966 3
Lieut. (jg) 36 1957 to 1967 Lieut. (jq) 13 1955 to 1968 :
Ensiqgn i2 1966 to 1969 Engign 9 1968 to 1969
CRYPTO GEOQPHYS
RAdAM 1 1934 Captain 29 1932 to 1948
Captain 39 1933 to 1947 Commandar 58 1942 to 1956
Commander 94 1936 to 1956 Lt. Commander 72 1942 to 1962
Lt. Commander 188 1944 to 1962 Lieutenant 16 1965 to 1968
Ensign 47 1968 to 1969 Ensign 108 1968 to 1969
ORD-ENC
RAdm 2 1932 to 1943
Captain 13 1934 to 1948
Commander 46 1943 to 1956
Lt. Commander 39 1943 to 1961 ‘
Lieutenant 7 1947 to 1358 ;

TOTAL LINE: 48,330

LIMITED DUTY (21 Designators)

“
1
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Commander 201 939 to 1945 Lt. Commander 560 1939 to 1948 ;
- {(a fow ex—enlisted) -
Lieutenant 4227 1936 to 1954 Lieut. (jq) 209 1246 to 1956
(all ex-enlisted) ’ {all ex-enlisted)
Ensian 162 1954 to 1955

iall ex-enlistad:

CWG /WO
w-4 523 1935 to 1950 W=3 46 1940 to 1947
W=2 2324 1944 to 1952 W=1 1739 1954 to 1960

{none from 1960 to 1968)

Female Officers were classified separately and included:

Captain 10 Lieutenant 154
Commander 33 Lieut. (j9g) 166
Lt. Commander 86 Ensign 135

Officers on active for training and administration of reserves included:

RAdm 3
Captain 139 Lieutenant 440
Commander 423 Lievt. (jg) 42

Lt. Commander 362

STAFF
The Medical Corps consisted of 4629 officers ieaded by one vice admiral
and fourteen rear admirals.

The Supply Corps consisted or 5840 officers (including 440 LDOs) headed
by eighteen rear admirals plus 17 women.

The Civil Engineer Corps consisted of 1970 officers (includirg 97 LDQOs)
headed by two rear admirals.

The Judge Advocate Generals Corps consisted of 747 officers headed by
£wo rear admirals.

The Chaplains Corps consisted of 1073 oOfficers headed by two rear
admirals.

The Dental Corps consisted of 1955 cfficers headed by two rear admirals.
The Medical Service Corps consisted of 1614 officers with six captains.
The Nurse Corps consisted of 2277 officers with twenty captains.

TOTAL STAFF: 18,498

The CWO/WO S$pecialties authorized:

Boatswain
Operations Technician
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Surface Jrdnance Technician
Control Ordnance Techunician
Underwater Ordnance Technician
Electrician

Electronics Technician

v . Machinist

. Communications Technician

- Ship's Repair Technician

Civil Engineer Warrant

Ship's Clerk

Aerographer

7 Photougrapher

Medical and Dental Service wWarrant
Supply Clerk

Aviation Boatswain

Aviation Electronics Technician
Aviation Maintenance Technician
Aviation Ordnance Technician
Air Control Technician

Air Intelligence Technician

Enlisted Structure

The rates and ratings on the following page were authorized in 1970.
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In addition the Navy BEnlisted Classification system listed several
hundred Naval Enlisted C(Clagsification Codes representing special skills
usually related to a rating or rating group. The billet master chief petty
officer of the navy had been created.

Because the attrition from some ratings was higher than in others
advancement opportunity was in no sens» egual for all members. Members in
ratings with slow advancement prospects were encouraged to train for ratings
which were lass full. This is a departure from previous practice which
discouraged such lateral conversions. This option was seldom open to
sailors above the rate of PO 2.

Manning Destroyer 1970:

DECK ENG TIF SPECIAL
MCPO ST
SCPO T MM
CPO BM MM 2 SF ™
sM BT IC SK
RD ET cs
ST
GMM
GMG
PO1 BM 2 MM 4 SF N
oM BT 3 Ic SK 3
SM EN DC cs
RD EM SH
ST 3 ET R4
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DECK ENG ARTIF SPECIAL

S g

; DESIG BMSN MMFN 2 EMFA 4 ™
- 3 STRIKERS  OMSN MMFA 2 SFMFN TA 1
S : EMSN ENFA DCFN 2 YNSH
- SMSA BIFN 5 SHSN
RDS® BTFA PCSN
RDSA ;
3 STGSN
. GMGSA i
3 PTGSN %
! 5 PTGSA g
E NON oN as ™ 21 :
1 DESIG SA 6 FA
ADVANCEMENT

The advancement system remained essentially unchanged from that of 1960.

The length of "A" s8ihool training in some ratings of a very technical

nature led to the making of "instant petty officers,® that is, personnel who

were rated while in school or upon graduation. Petty officers first class

and above, over 23, but not yet 31, could apply for appointment as warrant
officers., Limited duty officers were drawn from among CWO-2 and CWO-3.

REWARD AND RECOGNITION

The enlisted pay schedule for 1970 was:
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A system of proficiency pay had been instituted to encourage certain
ratings to remain in service. The rates of pay varied according to the
3 needs of the service. In addition, a variable re-enlistment Lonus was

- offered again in terms of the needs of the service for specific ratings.

. It should be noted that the Navy had not at this time fully accepted the
% practice of referring to petty officers exclusively by pay grade, choosing
instead to liat pay schedules by petty officer abbreviations and pay grade.

Since 1950 the following medals and awards had been authorized:
Meritorious Service Medal
Navy Achievement Medal
Combat Action Ribbon
Meritoriocus Unit Commendation
4 Armed Forces Expeditionary Medal
? Viet Nam Service Medal

: For the first time members of the U.S. Navy were authorized to wear
3 service medals issued by another govermment. ’

The presentation of letters of appreciation or commendation to enlisted
personnel appears to have become more common than jt was in the past. On
the other hand, the awarding of special privileges such as early liberty
etc., according to veterans of the period, have been less frequent.

GOOD ORDER AND DISCIPLINE

No individual unit records of non-judicial punishment are available for
examination and may in fact no longer exist. However, the Naval Personnel
Research and Development Center, San Diego conducted a study on non-judicial
punishment in the mid-1970s which can be extrapolated tc provide annual

: rates for vessels with crews of less than 800.
o These rates are approximately 50% on an annual basis. This represents
1 actual captains' masts, not reported offenses. Estimates suggest that only
between fifty and seventy percent of the reported offenses were gsent to mast
after executive officer screening. Screened cases were either dismissed or
sent back to the division to be handled by other means, usually the

assignment of extra military instruction.

Using the NPRDC figures and the estimates provided regarding executive
.officer screenings, we can postulate an offense rate of approximately 70 to
80%.

No information is available on which to base an accurate assessment of
the kind of offenses being committed. However, reviewing unofficial
materials and interviewing veterans of the period indicates that cases of
drug use, particularly marijuana, were increasing rapidly and made up a
large part of the offenses reported.

RECRUITING

R PR

First enlistments for two, three, four and six years were available.
The shorter term enlistments were in USNR requiring two years active service
followed by four years of reserve service. All enlistments were for general
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service although tentative school guarsntees were made and almost all first
enligtments were at the rate of apprentice seaman. Persons with ROTC or
mititary school experience were eligible for snlistment at pay grade EB-3.
Some first naval enlistments by persons with prior service in other branches
were made at advanced pay grades.

A wide range of advertising and marketing techniques were utilized,
emphasizing training and marketable skills. It stould be noted that many
enlistments had to be considered as draft motivated. Perhaps the most
effective initial recruiting device, the "Heritage" poster, was used during
this period. This poster, showing a sailor and his son looking at USS
Constitution, is rememtered by men who enligted during the period as having
a distinct impression on them and attracting to the Navy. It should be
noted that the sailor depicted was not wearing an absolutely regulation
uniform inasmuch as the artigt had drawn his trousers with bell bottoms.

The Navy was participating in Project 100,000, mandated by the Depart-
ment of Defense. This required the recruiting of applicants who were deemed
culturally and educational deprived and who would not, under normal circum-
stances, have been accepted.

TRAINING

Roughly seventy percent of all recruits went from recruit training to an
"A" sachool to receive basic technical rate training before being sent to
their first duty assignment. A growing number of ratings required "A"
school training for eligibility for advancement to PO4, virtually reversing
the traditional "ship-as-a-training-school"™ concept. An increasing number
of advanced schools ("C"™) were becoming part of the normal enlisted career
pattern. Correspondence courses were available for most ratings and for
many skills as well as other relevant subjects. Special courses for Navy
instructors had been established to prepare petty officers for instructor
duty. A similar school existed at each training center for recruit company
commanders.

Project 100,000 recruitment admitted many recruits whogse Dbasic
educational skills were extremely low and required the initiation of

remedial educati : classes at recruit training centers.

Assignment and n..a. ioOn

Enlisted personnel were assigned to either Atlantic or Pacific Fleet
Enlisted Personnel Distribation Office which, in turn, made available
individuals to the varicus type commanders who made the final assignment to
specific ships or commands.

The Seavey Shorevey Program was still in effect. For every 32 gea bil-
lets there are an estimated 13 CONUS shore and 2.5 overseas shore billets.

RETIREMENT

The thirty year retirement remains in 1970 a cheoice for only a small
minority of enlisted personnel. Requirements that personnel promoted to
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CPo, SCPO and MCPO cbligate minimum periods of service after promotion and
certain factors in the pay schedule appear to have operated to encourage a
greater number to remain to the 22 year point, but the figures provided by
the Bureau of Personnel Statistics clearly indicate a majority of those
reaching the twenty year point chose to transfer to the Fleet Reserve.

LEAVE AND LIBERTY

Leave and liberty regulations remained unchanged. Liberty cards were,
however, requ.red only of petty officer third class and below. This is one
of the first evidences in practice of the classificatory down-grading of
petty officers third class, which included them with non-rated personnel as
"apprenticeship ratings.”

UNIFORM REGULATIONS

Uniform regulations remained essentially the same. The drop flap
trouser was no longer issued. the pullover working shirt introduced in 1960
had been abandcaed and the traditical chambray dungaree shirt returned to
the seabag. The seabag itself was no longer the small white canvas bag, kut
the large army type carryall provided in olive drab. Clothing was no longer
rolled but rather folded. Thus the "clothes stops” issued to tie rolled
clothing in the seabag and onto the wash line were no longer issued.
Washing clothes aboard ship had been abandoned beginnirg in WWI. The blue
working cap was authorized for wear unless forbidden.

The practice of identifying a sailor's command, which prior to and
during WWI had been done by printing the ship's name in gold on the silk hat
band of the blue flat hat, had been revived in the form of a patch worn on
the shoulder seam of the right shoulder.

Certain embroidered distinguishing marks were still worn on the sieeve.
These included:
Diver
Assault Boat Coxswain
Sharpshoouter
Sonar Operator
Navy “E"
Expert Lookout
Gun, Director Pointer Trainer
Fire Control Radar Operator
AA Machine Gunner
Gun Range Finder Operator
Scuba Diver
Mine Assembly Man
Mount Captain
Explosive Ordnance Disposal Technician
Fire Fighter Assistant

Although still authorized, a number of these had fallen into disuse in
part because the skills they represented had been incorporated into new’
ratings.
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Aircrew and submarine sailors were now identified by metal insignia worn
on the left breast.

Grooming requlations limited hair length to three inches. Mustache
could be worn at personal Aiscretion but beards only with the permission of
the commanding offlcer. The 1968 Blueijacket's Manual does not cite a source
for this restriction which is the first such statement in the seventy
preceding years.

AUTHORITY

The rising incidence of non-jndicial punishment during this period sug-
gests an eroding of authority in the enlisted force. A pocsible explana-
tion is the contimuing emphasis on technical skills rather than military
regponsibilities. *n addition, one must point out the high operational
tempo, the acceptance into the service in large numbers of people of lower
educational attainments, and the fact that a wvery large proportioa of the
junior enlisted force were, in fact, unwilling recruits, having entered the
Navy as an alternative to the Army.

However certain structural changes must be considered, not the least of
which is noted earlier, the blurring of the line between rated and non-rated
personnel by classifying petty officers third class with non-rated person-
nel. This clearly reflects the emphasis among personnel managers and plan-
ners on levels of technical expertise rather than military responsibilities.




1980

GENERAL NAVAL DATA

Officers
Male Female
Line 43,449* 1,774
staff 16,905 2,564
CwO 3,137 17

Enlisted 430,729 29,068 Total: 459,787

Serving less than four years 249,639
Serving four to eiqht years 88, 964
Serving eight to twelve years 43,128
Serving twelve to sixteen years 31,262
Serving sixteen to twenty years 29,504
Serving twenty to thirry years 16,988
Serving over thirty years 462
ships 398

OPERATIONAL SUMMARY

The Navy continued to depioy forees in the west 'n Pacific and
Mediterranean and conduct regular operations with RN allies in the
Atlantic. Fleet exercises were conducted with allies in Latin America and
the Pacific. Regular exercises continued to be held on both coasts.

The major change in operational focus was the increased attention paid
to the Indian Ocean where, becanse of the TIvanian situation, the Navy was
maintaining a regqular presence, operating on a virtual war footing. This
operation included a number of deploym=its at sea as long or longer than aay
experienced in WWII.

In general, ships were steaming at the following rates in the respective
fleets.

Fleet
2 31 days per quarter
6 42 days per quarter
3 27 days per quarter
7 45 days per quarter

The Navy considered this less than desirable in terms c<f maintaining
readiness, preferring 39, 50, 31.5 and 54 days, respectively.

Maintaining this operational schedule was placing increasing burdens on
both egquipment and the people who operated and maintained 1t.

* As of Jure 30, 1980.
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The genera . pattern of deployment was:

WestPAC Med Atlantic Mid East
cv 2 2 - -
Surf Comb. 19 14 4 2
Attack Subs 6 4 1 -
MISF 11 10 - -
AMPHIB 2ARG* 1ARG 1ARG -

* mmphibious Readiness Group

Roughly 30% of the Navy was deployed, 40% in a _tate of operarional
readiness while assigned to CONUS ports and 30% engejea in overhaul,
maintenance and training.

First enlistments were on the up grade, but re-enlistments in a 7 to 10
year range were declining. A number of incentives tc retain experienced
personnel were of fered including payment of VRB in lump sums, and guaranteed
assignments and limitations on sea-shore rotation for eligible CPOs with
more than twenty years service. The LMET program was also instituted for
its retention potential.




ORGANIZATIONAL STRUCTURE - 1980

officers
URL LDO Line Women TAR
32,570 3,165 1,991 1,086
Admiral 8
Vice Admiral 29
Rear Admiral 155 1 2
Captain 1,806 14 124 )
Commaunder 3, e 138 49 354 i
Lieutenant Commander 6,163 3% 185 428 ' L
Lieutenant 8.338 N4 47 171 :
Lieutenant (jg) 5,686 884 506 3 .
Ensign 6,468 811 765 1
RL
P EDO ADO(AE) ADO ADO (M)
1,123 Women 13 344 (Main)460 WwWomen 11
Admiral
Vice Admiral 1
Rear Admiral 14 S
Captain 146 55 24
Ccmmander 310 124 40
Lientenant Commanier 356 181 119 2
Lieutenant 241 9 131 3
Lieutenant (jg) 47 5 72 4
Ensian 308 8 40 2
: CRYPT Women INTELL Women PAO  Women
s41 33 891 51 165 18
! Admiral
i Vice Admiral 1
X Rear Admiral 2 2 1
i Captain 44 64 19
: Commander 120 172 1 36
é Lieutenant Commander 173 230 6 50 4
| Lieutenant 122 e 188 16 49 8
Lieutenant (jg) 125 9 104 17 8 5
Ensign 55 15 131 11 2 1
GECPHYS 331 Women 12
Admiral

Vice Admiral
Rear Admiral

Captain 26

Commander 72

Lieutenant Commander 106 1
Lieutenant 72 1
Lieutenant (3g) 32 2
Ensign 23 8

1
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STAFF

Med. S.C. SCLCDO SC Women SC TAR
3 3,489 4,075 184 145 145
. Admiral
" g Vice Admiral 1 :
f: Rear Admiral 12 15
1 Captain 419 192 2 2 :
3 Commander 515 586 6 2 2
i Lieutenant Commander 1,028 808 13 5 5 ;
. Lieutenant 1,414 943 45 29 29 :
3 Lieutenant (jqg) 705 64 49 49
: Ensign 626 56 58 58
b Women CEC Women CECLDO JAG D.C.
E Chap. 862; 7 1,269 16 N 779
Admiral :
Vice Admiral !
Rear Admiral 5 2 3
Captain a3 58 363
] Commander 209 3 118 270 !
- Lieutenant Commander 1 328 9 212 253
3 Lieutenant S 344 1 S 346 730 :
Lieutenant (jg) 1 164 9 42 X
Ensign 136 11 S
/ CWO i
CWO=4 528 i
4 Cwo-3 640
CwWo-2 1,811

The rank of Warrant Officer (W~1) was discontinued. The 120 WOs on active
L duty in April 1980 either reverted to enlisted status or were promoted to
CWO/LDO,
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OFFICER CATEGORY

UNRESTRICTED LINE

Line officer

Line of ficer qualified in Surface Warfare

Line officer qualified in Submarine Warfare

Line officer qualified in Special Warfare

Line officer qualified in Special Operations

Line officer in training for Surface Warfare qualification

Line officer in training for Submarine Warfare qualification

Line officer in training for Special Warfare qualification

Line officer in training for Special Operations qualification

Line officer in the aviation comminity whose rating as pilot or Naval
Flight Officer has been terminated

Line officer qualified for duty involving flying as a pilot

Line officer qualified for duty invelving flying as a WNaval Flight

Officer

Line officer in training for duty involving flying as a Naval Flight
QOfficer

Line officer in training for duty involving flying as a pilot

RESTRICTED LINE

Engineering Duty officer (Ship Fagineering)

Engineering Duty officer (Ship Engineering and Ordnance Engineering)
Engineering Duty officer qualified as a Ship Engineering specialist
Engineering Duty of ficer in prescribed program for designator 144X
Reronautical Engineering Duty officer (Aeronautical Engineering)
Aeronautical Engineering Duty officer (Aviation Maintenance)
Special Duty officer (Cryptology)

Special Duty officer (Intelligence)

Special Duty officer (Photography)

Special Duty officer (Public Affairs)

Engineering Duty officer (Ordnance Engineering)

Special Duty officer (Geophysics)

UNRESTRICTED LINE - PROSPECTIVE STAFF CORPS

Line officer under instruction as a prospective Medical Corps officer
(Senior Medical sStudent)

Line officer under instructinn as a prospective Dental Corps officer

Line officer under instruction as & progspective Medical Saervice Corps
officer (Optometry)

LIMITED DUTY OFFICER

Deck - Surface

Operations - Surface
Engineering/Repair - Surface
Nuclear Power - Surface
Ordnance - Surface
tlectoonics - Sarface

e
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LIMITED DUTY OFFICER (Continued)

Deck - Submarine

Operations -~ Submarine
Engineering/Repair - submarine
Nuclear Power - Submarine
Ordnance = Submarine
Electronics -~ Submarine
Naval Aviatoy

Aviation Deck

Aviation Operations
Aviation Maintenance
Aviation Ordnance

Avionics

Air Traffic Control
Administration

Data Processing

Bancmaster

Cryptology

Intalligence

Meteorcliogy

Photography

Explosive Ordnance Disposal
Physical Security

Supply Corps LDO

Supply Corps (Mess Management)
Civil Engineer Corps LDO

STAFF CORPS

Medical Corps officer

Dental Corps officer

Medical Service Corps officer

Tadge Advocate General's Corps officer
Nurse Corps officer

Supoly Corps officer

Chaplain Corps officer

Civil Engineer Corps officer

WARRANT QOFFICER

Boat~wain (Surface)

QOperations Technician (Surface)
Engineering Technician (Surface)
Repair Technician (Surface) .
Nuclear Power Techniciar (Surface)
Ordnance Tachnician (Surface)
Underwater Ordnance Technician (Surface)
Electronics Technician (Surface)
Boatswain (Submarine!

Cperations Techniciar (Submarine)
Engineering Technician (Submarine)
Rapair Technician {(Submasine)
Nuclear Pcwer Technician (Svbmarine)
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WARRANT OFFICER (Continued)

Ordnance Technician {(Submarine)
Underwater Ordnance Technician (Submarine)
Electronics Technician (Submarine)
Aviation Boatswain

Aviation Operations Technician
Aviation Maintenance Technician
Aviation Ordnance Technician
Aviation Electronics Technician
Air Traffic Control Technician
Ship's Clerk

Data Processing Technician
Bandmaster

Cryptologic Technician
Intelligence Technician
Aerographer

Photographer

Explcsive Ordnance Disposal Technician
Physical Security Technician
Supply Corps Warrant

Food Service Warrant

Civil Engineering Warrant
Physician's Assistant

The distributicn of rates in 1980 wag:¥

MCPO 3,260
SCPO 8,405
CPO 30,435
PO1 66,373
PO2 79,888
F.3 20,589
SN etc. 73,988
SA etc, 47,523
SR 59,336

It should be noted in the chart on the following page that ratings are
identified entirely by their pav grades. This conforms to useage in most
naval ccrrespondence. In the Navy Military Personnel sStatistics, from which
this chart was taken, the term petty officer is used, in abbreviation, in
only cne section.

The job of command master chief petty officer was, in many larger com-
mands, in the process of becoming an authorized billet instead of a collat-
eral duty. Master chief petty officers of Fleets and Forces. including the
Shcre Estabiishment and the Naval Reserve, had been authorized with a star
replacing the specialty device. This group interacted with the master chief

petty officer of the Navy to form the CNO Master Chief Petty Officer Advis-
ory Committee. '

Yaccurate manning documerts for 198U not avalilable.
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The Navy Enlisted Classification System had expanded tc include Drug and
- Alcohol Counsellors, Human Resource Management Specialists, Race Relations
A Education Specialists and Equal Opportunity Program Specialists, as well as
3 specialists in correctional coungelling.

DISCIPLINE AND GOOD ORDER

Individual NJP records for the 1970-80 period are not available. Unit
summaries of total reported disciplinary infractions and number of drug
; related infractions do exist and provide us with the ability to compare the
é 1980 decennial point with previous years. The principal investigator has
l some reason to believe that different reporting units may not have interpre-
ted reporting instructions in the same way, thus weakening confidence in
these numbers. In addition the executive officers' screening continued to

!
s
i
H

'i weed out large numbers of offenses which therefore were not reported.
k Drug

3 TOB NJP Related NJP rate**
¥ Cruiser 835 295 65 35%

3 Destroyer 350 118 36 34%

E AD 350 165 30 a7%

3 ATF 34" 20 2 58%

_— OVRRALL 38%

Actual manning in all cases was lower (80% to 50%) thus increasing the
NJP rate. If one also considers the number of offenses screened by the
executive officer (30% to 50%), offenses for 1980 ware approaching those of
1920 and earlier.

The UCMJ was amended three times during the 1960s in the direction of
restricting the power of the commanding officer to award punishment at mast
(sailors stationed ashore could demand court martial, sailors embarked could
E not), or at least subjecting the commanding officer's decision to legal or
s judicial review.

Testimony of both officers and senior enlisted supportz the contention
that the many procedural safeqguards involved in taking a man to mast tended
to discourage the practice except in rather flagrant cases. At the sanme
time both communities zomplained that loss of the ability to assign punitive
extra duty or withhold liberty privileges had so weakened the authority of
senior petty officers that they tended to ignore infractions if at all pos-
sible, Differing interpretaticns of changing policies and ragqulations also
caused disciplinary problems. Senior petty officers tended to intepret
grooming standards, for instance, more rigorously (in line with their own
experience) in many cases than did their officers. The result appears to
have been an increasing withdrawal of many senior enlisted personnel from
actively enforcing regulations and exercising military aathority.

**These ratios are based upon official manning figures as presented by
Poimar in Ships and Aircraft ~f the United States Navy.
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RECRUITING

The end of the daraftr in 7973 made the ¥avy, as all other sgervces,
entirely dependent on voluntary enlistments. The primary recruiting target
group remained the seventeen to twenty~four year oid male and the eighteen
to twenty-four year old female. Prior other service personnel and some
recruits with ROTC or military school experience were enlisted at the E-3
level. All other enligstments were at the rating of seaman recruit. Pre-en-
listment testing and claasification determined the selection of post~recruit
specialty training.

Recruiting was conducted by a separate WNavy Recruiting Command.
Recruiters were sent to school and a classification of career recruiter was
established for exceptionally able enlisted recruiters. Various quotas were
established for high schoo)l graduates, mental groups, sex and ethnicity.
During the vears preceding 1980 the Navy experienced short falls in recruit-
ing, especially in high schocl graduates of the higher mental groups. Vari-
ous special programs, including the enlistment of a recruit company from a
single area so that recruits would serve together through training, were in
place. Some recruiting, particularly for the nuclear program and high tech
ratings, guaranteed assignment to special school pipelines.

Backlogs in school placements, which had caused severe disci- inary
problems at Service School Commands due to the large numbers of underem-
ployed sailors awaiting instruction, were reduced through the deve.opment
of the Delayed Entry Program. This permitted a recruit to be sworn in and
wait at home until a schcol seat was predicted to be open at the end of
recruit training. In some cases this waiting period was as much as a year.
Recruiters were responsible for maintaining contact and motivation through
meetings, tours, picnics etc. Throughout this period the primary recruiting
appeal had been "It's not just a Job it's an adventure.” Throughout the
late 1960s and early 19708 recruiting often assured waivering potential
recruits. “It's really just like a job anywhere.® Recruit entry interviews
indicated that learning marketable skills was the most common reason for
joining, although trawvel was generally the second most frequent reason given
as a priority by most recruits.

TRAINING

Recruit training, conducted in San Diego, Great Lakes and Orlando (all
women trained at Orlando) had been reduced to seven weeks. Approximately
60% of training was conducted in classrooms. Seventy percent of the gradu-
ates of recruit training went directly to "A" school training. Thirty per-
cent, usually non—-high school graduates with test scores too low to qualifty
for schools, went to Apprentice Training for airmen, firemen or seamen.
Apprentice ctraining was being expanded from two weeks to one month in
response to fleet evaluations of the personnel arriving from these
facilities.

"A" school trainino ranged from as little as four weeks toc over a year
in some of the more technical fields. In many cases there was a common core
curriculum for a number of ratings, at the conclusion of which people went
to further "A"™ training in a specific rating.
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Much of the training, particularly in the high population ratings and in
ccre training, was computer managed instruction. This reduced the nusbers
of senior enlisted people with whom young sailors had c¢ontact and dramatic=~
ally changed the relationship between the instructor and the student. Com-
mander, Naval Education and Training and his subordinate command Commandar,
Naval Technical Training, were specifically charged with providing technical
training only. The result was that "A" school students received no continu=-
ing military training. Complajints of indiscipline, unauthorized absence,
drug use, missing watches, etc., were very high. By 1980 it was decided
that military training and a more military atmosphere would be provided and
maintained in school facilities. Additional experienced petty officers were
agsigned to assume wmilitary leadership roles. Uniform regulations were
tightened and military courtesies more rigorously enforced.

In addition to “"A" school training, an extremely large numbexr of courses
for senior personnel were offered. These included technical trxaining in
various specialties and additional training in areas such as leadership and
management, which had been instituted in the late 1970s. Navy wide programs
in race relations, equal opportunity, drugs, and alcohol required specially
trained instructoxs and facilitators. The enforcement and conduct of equal
opportunity programs and drug and alcohol counseling also required specially
trained personnel. Shipboard training was formalized in the General Mili-
tary Training program which covered a wide range of subjects taught by offi-
cers and petty officers. The second phase of the equal opportunity program
required the training of special command training teawms, made up of senior
petty officers and junior officers, which delivered prescribed workshops on
military rights and responsibilities, affirmative action, and intercultural
relations.

The Personal Qualifications Standards (PQS) system required bhoth
enlisted and commissioned personnel to meet specific objectives related to a
wide range of watch, battle and duty stations.

In the late 1970s, in response to growing concern over the level of
leadership campetency and extremely high first term attrition rates, the
Leadership Management Education and Training program was implemented with
courses being offered at several career points for both officer and enlisted
personnel. A Senior Enlisted Academy had been authorized to meet the needs
for advanced training for enlisted people who would assume ths Juties of
Command, Fleet and Force Master Chief Petty Officers.

Surface officers entering the fleet were assigned to Surface Warfare
Officers School, paralleling gpecial training for sulmarines and aviation.
Progpective commanding officers and executive officers were required to
attend pre-reporting training programs. A special engineering program for
prospective commanding officers and for flag officers enroute to sea
assignments was instituted at Idaho Falls.

In general the pattern of Navy training had changed from one in which
all relevant training and educational activities were conducted on a one
time basis in the early months and years of a naval career, to one in which
training and education were continued throughout a career from the lowest to
the highest ranks.
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ASSIGNMENT

ARll personnel assignment activities had become centralized in the Naval
Military Personnel Command (Buyeau of Personnel prior to 1978). MNon-desig-
nated seamen, firemen, and airmen werz handied by the Enlisted Personnel
Management Center located in New Orleans. Once a sailor graduated from “"A"
school or had been designuted a striker, his record was passed to NMPC and
his assignments handled by a detailer. Assignnents operated according to a
system of sea-shore rotation outlined in the Enlisted Transfer Manual. The
objective of the system was to assure a fair sharing of sea, shore, overseas
and arduous duty assignments, according to a rough rule of three years at
sea and two years ashore. In fact, the rotation system operated differently
for different ratings, different duty stations etc. Nonetheless, after
serving a minimum period, a sailor could expect to be rotated to another
duty station. Although many did not do so, each sailor was supposed to file
a duty preference card and individual descires were, at least in theory,
taken into account by detailers. Many people were expressing dissatisfac-
tion because of the frequent moves, often to distant stations. The reduc-
tion in the size of the Navy made it increasingly difficult to keep the
rotation system op:z.ating without ordering major geographic snifts which
were increasingly disturbing to family life. A major criticism of the
rotation system was disruption of family life. Yet another was that it
discouraged long term identification with a ship or unit and encouraged
short term "quickfix” attitudes.

RETIREMENT

Retirement policy, although being questioned in Congress, had not in
fact changed. An up or out policy, which had been in effect throughout the
decade, required that sailors advance to E~4 or at least pass all tests for
advancement to E-4, to be eligible for re-enlistment. Sailors who d4did not
advance past E-4 in subsequent enlistments would not, in most cases, be
permitted to re-enlist, and first class petty officers could not remain on
active duty past twenty years. The majority of enlisted people transferred
to the Fleet Reserve after attaining twenty years of servic:. Previous
practices which permitted the accumulation of "constructive" time, thereby
reducing actual day-to-day service required for transfer to 19 1/2 years,
were discontinued. The number of people in the over-twenty year period was
almost 4% of the total enlisted force, the highest figure except in war
years, of the entire period of study.

LEAVE AND LIBERTY

The use of liberty cards had bLeen a.andoned in the late 1960s. Three to
six section liherty was granted depending on the location of the ship and
operational requirements. Leave policy was essentially unchanged. Opera-
tional tempo and the resultant maintenance and training requirements for
ships returned from deploywent often made it impossible for personnel
embarked to take thirty days leave. On the other hand, the granting of
leave at the point of rotational transfer was a common practice. Fifteen
days leave, which had been granted at the end of recruit training, was
generally deferred until the end of apprentice training and in many cases
after "A"™ school.
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REWARDS AND RECOGNITION

The Navy pay system was essentially unchanged except that the actual
amounts had been increased by variocus annual increments tied €» increases
granted civilian government employees. 1In addition to pay and allowances
previously authorized, the Variable Housing Allowance had been authorized.
This system provided extra payment based on the average cost of housing in a
given area. A career sea pay program, which paid additional monies depend-
ing on a sailor's cumilative sea duty, was also in place. Proficiency pay
and the Variance RC Enlistment Bonus continued to be paid.

In addition to the various medals and decorations listed previously, the
Navy E ribbon had been authorized. The Medal for Humane Action and a Sea
Duty/Deployment ribbon had also been established.

Virtually all comoands conducted sailor of the month, quarter and yeax
programs and various large commands (TYCOMs and FLEETS) also conducted such
programs and made ncminations to the Sea and Shore Sailor of the Year Pro-
gram. The winners were promoted and permitted to select their next duty
station. Commanding officers of ships and certain other units were author-
ized to award a certain number of Navy Achievement Medals. Letters of com~
mendation were regularly issued to outstanding performers. On the other
hand, special privileges, such as early liberty as a reward, had become
increasingly rare.

UNIFORM AND GROOMING

The pressure to change the Navy uniform, which had existed since at
least the end of WWII, finally had effect in the 1970s. The traditional
bell bottoms and white hats were phased ovi over several years and replaced
by a uniform essentially the same as that of a chief petty officer, with the
exception that E-1 through E-6 insignia was silver and the hat ornament was
different. With the o0ld uniform wert the traditional methods of folding,
rolling, pressing, and stowing which had been part of WNavy lore. The
traditional undress whites and blues also disappeared in favor of summer
blues (salt and peppers), summer whites, and a winter working uniform.
Chief petty officer service dress whites were also abandoned. Working
uniforms were replaced in most situations by dungarees worn with the blue
ball cap, and in offices with the salt and pepper or summer white uniforms.
The seabag had expanded greatly and a number of uniforms became optional.
There was a great deal of confusion over what precisely the “uniform of the
day” was at any particular period. The loss of the distinctive shift from
white hat to chief's hat was not well received by either the white hat or
the chief. “Putting on the hat"™ no longer had meaning and was replaced by
"shifting into khakis” to denote promotion to CPO. Unfortunately khakis
began to fall into increasing disfavor as anything but a strictly working
uniform, so even this distinction was seriously threatened.

The shift to the new uniform caused the abandonment of the various
distinquishing marks which were previously worn on the sleeve, although at
least two such marks remained authorized (expert lockout and fire fighting
assistant). The Navy E became a ribbon worn on the left breast in service
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dregs mode and on the right breast in full dress mode. The active duty
requirement for the wearing of gold rating badges and service stripes was
finally abandoned and reservists were rermitted to wear gold lace. Brown
shoes, worn with Xhakis by officers and chiefs, a practice long identified
with the air community, were forbidden. The wearing of aviation green was
also greatly restricted.

Grooming regulations were clarified to permit beards at the individual's
discretion and hair styles which, within basic naval standards of neatness,
conformed in general to civilian styles. It should be noted that the famous
“Z--gram 70" did not change Naval grooming regqulations but, in fact, in the
matter of beards and mistaches, confirmed what had been policy for at least
seven decades. The same message did in fact condemn and prohibit certain
restrictive practices which had penalized sailors who chose to grow beards
by restricting them until the beard was fully grown. An extremely specific
grooming regulation has been promulgated to provide guidance in these
matters. In generzl it stated hair could not be longer than four inches or
bulk higher than two inches, limited side burns to the lower edge of the ear
lobe, and prohibited eccentric beard or mustache styles. The issue of
grooming became extremely emotional and created a most decided gap between
young enlisted personnel and their seniors, particularly senior petty
officers and senior commisgioned officers.

Nonetheless the weari:g of beards had become wvery common. They were
pictured reqularly in official and unofficial publications, including the
bluejackets manual. By 1980 facial hair was more common among senior petty
officers and mid-level officers than among junior enlisted.

Civilian clothing, which had been permitted aboard shore stations, could
now be kept aboard ship and worn on liberty. In part this was a responge to
desires of foreign nations who objected to reminders of an American military
presence. Another factor was the wish to avoid conflict between service
members and anti-military civilians. Nonetheless, the move also was de-
signed to meet the expressed desires of many individual sailors. 1In Japan,
where local sentiment tended to favor Americans wearing uniforms, the Navy
still permitted their wear because it felt it would be taking a privilege
away from the sailors to require uniforms.

The policy which permitted civilian clothes to be worn off a ship or
station actually created a situation wherein dress blues or white uniforms
were seldom worn at all, inasmuch as most work was done in dungarees by
sailors who then shifted to civvies to go ashore. Dress or service Adress
uniforms might then cnly be worn at occassional formal inspections and for
those on special watches.

AUTHORITY

Although the Jdocuments and other official sources do not provide solid
evidence beyond the continued rise of offenses, unofficial sources, partic=
ularly interviews and discussions with serving officers and enlisted person-
nel, suggest that the decade of the 1970s was one in which authority ot both
officers and petty officers eroded considerably.
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The same people often provide their own analysis of the problem which in
many cases appears to he correct.

Many informants cite tihie increased and almost exclusive emphasis on
cechnical expertise in training over the pdast twc and a half decades. This,
as noted in earlier sections, was officially, alhough perhaps unintention-
ally, supperted by such practices as referring to petty officers and non-
rated men by their pay grade rather than their rank. The difference between
a seaman or fireman and a petty officer third class is cognitively far
greater than the difference between E-3 and E-4.

~ The introduction of the shore patrol, in which all petty officers were
liable to serve, in the decade 1900-1910 wvas one of the structural changes
which reinforced the military status of the petty officer. By 1980 the
practice of each ship in port svpplying a <ertain number of petty cfficers
for shore patrol had been abandoned virtually everywhere in COSUS in favor
of permanent shore patrol detachments or mixed service police. In addition,
many of the enforcement duties previously assigned to petty officers of any
rating were assigned to the Master at Arms rating which was re-established
in the 1970s.

The practice of requiring a first class petty officer to serve as cap-
tain of each enlisted mess and stand accountable for behavior among his mess
mates had begun to disappear with the inrtrvoduction of the general mess.
First class petty officres, nonetheless, ate in the general mess until at
least the mid 1960s when the practice of establishing a separate messiig
area for them began to appear. Thus the opportunity for observing and
supervising subordinates was reduced ana good order in the mess decks became
increasingly the sole responsibility of the mess deck master at arms. In
some ships first class petty officers were berthed separately. These
practices, intended to enhance the prestige and status of first class petty
officers, may well have been major contributors to a luss of authority,
inasmuch as they reduced *he amount of time the first class petty officers
were actually present to observe and supervigse their junicors and tended to
restrict that time to the actual work center or watch station. This pro~-
vided a powrrful support for the idea that technical expertise was more
important than military responsibilitv.

It should be noted that relatively few informants, evern among commis-
sioned cfficers, saw these practices as eroding authority and responsiblity
although a number cbjected on other grounus.

On a wider level, a number of progr-r . initiated in the 1970s tended to
by-~pass the traditional relationship t w~een senior and junior enlisted.
The traditional responsibility of petty fficers as primary counsellors of
their subordinates began to e eroded as special counsellors for drug and
alcohol problems were introduced intc the fleet. More and more such
problems were seen as the counsgellor's problem rather than that of the
division's leading POs. Racial programs alsc tended to by pass the on-board
chain of command, inasmuch as they were imposed from above and conducted by
people from outside the command. Various committees established to deal
with issues such as race relations and other human relations issues were
perceived to by-pass the on-board chain of command.
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The manner ir which these programs were instituted from the highest
level of the Navy to the individual officer and sailor through the medium of
seminars and workshops tended to leave the “middle management level" of the
chain out of the equation. In short, all personnel tended to be treated
alike in these efforts, which tended to further reduce the distinctions
between enlisted ranks and narrcw the gap between enlisted and officers, a
process already begun with the uniform change which was in no sense a part
of these programs.

[~
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Clearly many senior enlisted confronted with numerous changes in naval
practice (if not policy) were themselves confusad. Subject to criticism for
behavior which had not been criticized before (i.e. enforcing grooming
regulations as they had learned tiaem through experience), they tended to
L withdraw from direct exercise of authority.

The institution of the rating of navy couvnsellor is another instance of
erosion of traditional senior-junior relationships inasmuch as juniors with
questions about advancement, schools, re-enlistment programs, etc., tended
to go tn, or be directed to go to, the navy counsellor rather than to their
leading petty officer or chief petty officer.

ff At the same time muct of the pipzline training for junior officers began
. to stress interpersonal communication and counselling, suggesting that a
S X direct link between the division officer and junior enlisted personnel was
. : degirable. Once again, this direct relationship tended to bypass the lead-
ing enlisted personnel. In many cases chiefs and first classes, rebuffed in
o their attempts to exercise authority, withdrew. In many other cases these

o R issues became excuses for withdrawal from all but technical involvement.

) The low re-~enlistment rates of the 1%260s and early 1970s, soupled with a
- f high operational tempo, placed heavy burdens of operation and maintenance on
I+ the shoulders of senior petty officers. In the past senior petty officers,
who would have had little to do but supervise operations and maintenance
activities, became literally the only people on board with encugh experience
. to perform repair and maintenance tasks. This, among other things, reduced

C the opportunity to train subordinates and thus reduced further the
leader-follower relationship.

Continued rapid technical change must also have played a role, inasuwuch
as the experientially-learned technical skills in many rating groups becams
obgolete, roequiring petty officers to relearn new technigques, thus reducing
authority derived from expertise. The practice of bringing supernumerary
"tech reps" on board to maintain certain items of equipment was bitterly
resented in the chief petty officer community.

Similar rapid changes in persomnel policy, regulations, and programs,
created a situation where the leading petty officer or even the commissioned
officers with whom a sailor might iateract did not know current policw,
Miny officers and petty officers literally gave up trying to enforce uniform
regulations because frequent changes made it difficult to be certain
precisely what the regqulation was at a given time.
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As noted earlier, the increasing procedural problems surrounding the
NJP, as well as the continued scrutiny of c¢ivilian legal forces and the
courts of military appeals, created the impression that the military
leader's hands were tied. Unfamiliarity with the parameters of extra mili-
tary instruction as a corrective tool made many commands leary of using it.

To compound the problem the increasing technical and administrative
requirements imposed on officers tended to once again -emphasize the
non=military aspects of a naval officer's job over the military aspects.
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SUMMARY, CONCLUSIONS AND IMPLICATIONS

This study has attempted to develop a series of sychronic or "stop
action" pictures of the state of personnel policy and practice in the Navy
at nine different points, beginning with 1900 and ending in 1980. Thesa
pictures have been reconstructed by reference to various official and
unof ficial sources and, where possible, intarviews have been supplemented by
the principal investigator's personal experience on active duty and as a
reservist.

The intent has not been to develop historically accurate depictions of
each of the decennial vears, but rather to use the decennial years as a
device to determine general patterns in naval life during the period. From
an anthropological point of view, the Wavy is, or closely approxinates, a
culture; that is a total physical, social and symbolic environment. It
would have been impossible to present a total picture of the Navy in this
context, therefore the study was conducted following a set of dimensions
which are areas of presumed importance to the organization and to the indi-
vidual sailor: vrecruitment, training, advancement, reward and recognition,
leave and liberty, uniforms and grooming, and retirement. As a possible
index of the degree of go>d order and discipline, NJP rates were determined
for a selected group o: ships at each decennial point. To provide a context
within whiich these dimensions were operative, the structure of the organiza-
tion was developed.

Structure in this case does not mean the designs usually presented in
organizational charts or "wiring diagrams.” One clear finding of this and
all other historical studies of the Navy is that reorganization and
adjustment is in fact the norm rather than the exception. In this context
structure refers to a complex of recogrized statuses and roles occupied by
individuals in the gystem; in this study the numbers and types of commis-
gioned officers and the numbers and types of enligted people. This struc-
ture was presented in a Navy=wide view and in reconstructions drawn from
muster lists of the ships under study.

STRUCTURE

The major structural elements of the Navy are, and have been, commis-
sioned officers and enlisted personnel. Within the commissioned status
group, a basic division has been between line and staff. In 1900 the staff
consisted of personnel responsible for managing supplies and accounts,
health care, construction and ¢ivil engineering, religious matters and
certain educationai and scientific matters (professors of mathematics).
Although the nuier of staff corps has increased and designations have
changed, the basic staff functions have aot. Four corps now deal with
health care, civil engineering has continued, as has the Chaplains' Corps,
and the Supply Corps continues to deal with issues of supply and accounts.
The naval Constructors Corps no longe:r exists. The functions of professors
of mathematics nave been subsumed into the line. Most noticeable is the
gradual elevation of staff officers, first by according them the same ranks
as line office.s and abandoning sucn titles as medical director, assistant
paymasters and passed assistant surgeon. This transition occurred rather
qgradually during and immediately after WWI when the Navy Register began
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"isting staff Jdesignations with a notation of correspending ranks in the
line (e.g., some surgeons ranked with commander, others with lieutenant
commander). The other evidence of elevated staff status was the appeavance
of flag officers in these corps. Today only tne medical service corps does
not have a flag. In short the areas of staff responsibility have been cul-
turally defined since the beginning of the century and while there have been
structural responses to increased technological and organizational complex-
ity, "The Staff" deals with essentially the same issues with which it dealt
in 1900.

It is the 1linz which has undergone the most dramatic transformation.
With the absorption of the engineers in 1899, the line was composed of
officers who performed duties in relation to operations ashore and afloat.
In fact, the amalgamation took the form of converting engineers into deck
officers but not the opposite, creating a shortage of qualified engineering
otficers until about the time of WWI. The structural evidence for this was
the need to create a number of warrant machinists with watch standing
responsibilities.

Officers of the line were, in response to ever increasing, technologi-
cal, tactical, and administrative complexity, assigned to a variety of dut=
ies, most of which did not exist in 1899. 1In many of these new areas it is
clear the commissioned status was accorded primarily because of technical
skills and knowledge rather than actual or potential military command
responsibility.

The modern line is divided into two administrative and seven functional
comnunities. The administrative division is that between unrestricted and
restricted line, representing an officer’'s ultimate potential for command at
gsea. Of more importance from a structural point of view, the functional
divisions give us a much clearer picture of the Navy. Within the URL tnere
are surface, aviation, and submarine communities. The communities interact
structurally in a complex way. Basic training, whether in OCS, NROTC, USNA,
ORAOCS, is essentially the same. At the other end of the career ladder,
major flag billets are open to members of each of the communities. The
operational careers of the three groups are today quite separate, except
where they interact in certain administrative shore assignments. The
"General” or "Unrestricied" aspect is more truly demonstrated in shore
assignments than it is at sea.

The historical development of this situation deserves more detailed
study. Prior to WWII, officers all tended to serve one or more tours in
surface vessels Lefore being trained as aviators or submariners.?’ The
war demanded large numbers of non-career jurior officers trained into
specialties which apparently set a pattern of early service selection.

Many students of naval organization have commented on the development
of, as Zumwalt describes them, *unions"22 within the service. In terms of
its effect on macro~organizational issues, to date no one has explored the
histerical background which led, for instance, to the decision that pilots
would be commissioned officers.23 Other nations did not make the same
decision. The result, on a behavioral level, has been the d=velopment of a
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situation very closely analogous to that fregquently reported in the ethno-
logical literature; that of the segmeutiry society. That is, a situatioun in
which separate corpcrate groups within a larger system generally act in
opposition. The almost ritualized thostility betwsen communities 1is
expressed in the developrment of stereotypes of typical "black shoe,™ "fly
boy," or submariner behavior and personality. In face~to-face situations a
great deal of Y2wstile jnking cakes place. In short, the URL community
appears to be a community only from the outside.24

The development of the reccricted line is another subject which begs for
further research. Why public affairs, intelligence, and geophysics in par-
ticular devaloped as part of the line rather than separate Staff Corps and
the possible organizational conseguences of alternative models would perhaps
yield wvaluable guidance to future planners.

A final elament of the officer corps is the LDO/WO community, technic-
ally related to one of the line or staff communities. This group must, from
a structurzl point of view, be treated separately.

The current view of the warrant officer is as an ultimate point in an
enlisted career. If the documents examined have keen interpreted correctly,
this was not the case over mucrh of the periocd under study. In many decen-
nial years many WOs and CWOs had no enlisted service. Many others had only
one or two vYears such service. Even though regqulations called for boat~
swains and gunners tc have minimum time in service, it would appear that
many did not. No time in service or rate requirements existad Zor the
artificer and staff warrants, except for payclerks, which requized service
as a CPO. While there appears to have been a preference for ex-enlisted
men, technical skills, as demonstrated by examination, appear to have been
the primary considerations.

The periuds after WWII see the greatest proliferation of WO specialties,
from 6 in 1910 to 11 in 1950, to 35 in 1980. In addition to a proliferation
of numbers, the data suggest a shift in attitude toward the duties of
CWO/WOs. Initially CWG/WQOs were considered as assistants and advisors to
their respective department heads. The expansion of the community to meet
new technical requirements appears to have been accompanied by changes in
responsibility toward more direct supervision of enlisted personnel, a more
active role in the direct chain of command. This structural change is par-
alleled by such symbol®~ acts as the disestablishment of separate warrant
officer messes. Provisinn for promotion of CWO/WC to ensign was a somewhat
more concrete repiesentation of the realignmant of this community into the
diract chain of command. A post-WWIT extension of the CWO/WO elements was
the development of the limited duty afficer. There are 31 LDO designators,
paralleling in most cases the WO designators. The distinguishing character-
istic between LDO and CWO/WO is stated to be that tbetween management and
sUperv.sion. In act.ality this line is rather indistinct and creates high
leve.s of dissatisfaction.? There is an obvious structural tension at
this level of the chain of command between URL/RL officers, LDOs, and CWOs.
This is further complicated by the creation of the senior and master chief
petty officer rates, which were initially intended to assume CWU /WO roles.
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In gener:l, the officer corps displays certain structural anomalies
which seem to hLave two basic historical causes: 1) the separate careers of
the three major URL communities, which merge only at accession and again at
the senior levels; 2) confusion over the roles and respoasibilities of the
LDO/WC In relatcion to other groups in the middle management levels. These
anomaiies did not manifest themselves at the decision point(s), xather the
stresses in the unrestricted line were not evident until officers who had
experienced the separate career paths attained senior ranks, providing
effective and vocal representation of their “"unions.” This would appear to
have been in the 1960-~70 decade.

An overall problem has been the practice of subsuming a wide range of
special skills into the general line. ‘fhe present situation suggests that
tnae stresses are increaging in the direction of fragmentation of the general
line. as symbolized by the creation of the warfare designators and their
accompanying insignia, which no longer represent a special qualification,
but entirely separate communities.

Warrant officer has Dheen anomalous almost since the inception of orga-
nized navies in the 16th century, but appears to have posed no major prob-
lems because it represented the social class realities of the times. The
anomaly appears to have created more severe tensions in the U.S. Navy as
social and economic patterns in America changed dramatically after WWII.

ENLISTED STRUCTURE

While technical skills and knowledge created certain tensions in the
officer corps structure, they were the foundation of the structure of the
enlisted force. In 1900 there were 37 ratings authorized. These were
further divided into petty officers and enlistad men. Enlisted (that is
non-petty officers) totalled 9 different specialties. The remaining twenty
eight specialties were rated as petty officers. Ships' c¢ooks and officers’
cooks, stewards and mess attendants were neither petty officers nor rated
but stood anomalously outside the rating structure. A further subdivision
of the petty officers was that between seaman branch and engineering,
artificer and special branch petty officers. Although the term no longer
was in use, the first group were considered petty officers of the line with
military and command responsibilities. For petty officers of the other
branches, authority was extended only to the limits of their particular
department. All rating groups were ranked, with top precedence being
accorded toO masters at arms. In short, although engineering officers had
been incorporated into the line, engineering enlisted men had not.26  The
seaman branch petty officers exercised military and technical responsi-~
bilities while all others had only technical responsibilities (although, of
course, they did nave battle stations). Although some ratings have remained
throughout the eighty year period, an overall picture of the enlisted struc-
ture is one of constant adjustment to fit new technical demands. A pattern
of development can be seen to the extent that new skills or techniques
tended to be incorporated into existing ratings until they became too
demanding of time and training and then were recognized by developing a new
rating. Examples are torpedoman and mineman, both of which represented part
of the gunner's mate responsibilities. The torpedoman was first recognized
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by a special distinguishing mark and finally, after Wcr}{vmz" I, a separate
rating was established. Mine technology remained within the province of the
gunner's mate, first being recougnized by a distinguishing mark, then a divi-
sion within the gunner's mate rating, and finally the creation of mineman
during WWII.

Attempts to reduce the number of ratings or simplify the structure have
gone on continucusly, with ratings being disestablished, reestablished and
combined regularly. Early sections have pointed out the history of quarter=-
masters and signalman. Similar histories can be drawn for plumbers and
fitters, hull technicians, metalsmiths and blacksmiths. The major motiva-
tion for many of these changes appears to have been a desire to avoid undue
specialization in a rating and thus keep on-board manning to a minimum and
fully and effectively employ a skilled sailor. There was a counter-pressure
to avoid too wide a generalization and keep a set of related skills within a
single rating, thus, among other things, easing the administrative burden of
assigning enlisted people and at the same time providing a clear-cut pro=-
gression of training and advancement.

'The Navy of 1900 did not provide such a career path, depending on civi-
lian experience to provide the level of artificer skills required. Many
ratings were authorized at only one or two pay grades. In the artificer and
special branches there were 32 petty officer ratings and only eight chief
petty officer rates authorized. Two of these, chief commissary steward and
commissary steward, in fact supervised personna2l who were outside the rating
stracture altogether, actually reducing the number of CPO positions avail-
able to six. Only within the seaman branch was there a clear progression
from entry level (apprentice, landsman) to CPQO in all ratings. In the
medical department, for instance, there were CPOs, petty officers third
class (hospital apprentice third class) and hospital apprentices (which
ranked with seaman second classs).

By 1940 virtually all ratings had a clear line of advancement from
recruit to CPO. By this time all ratings except steward fell within the
enlisted structure. It was not until the 19505 that steward's mates were
finally admitted to the ranks of petty officers.

1950 also marked a dramatic expansion in the number of ratings, some of
which represented new technology and some the amalgamation of a number of
tasks previocusly performed as special assignments for non-rated men (tail-~
ors, barbers, laundrymen, etc.), and still others the division of existing
ratings which hac become stretched thin by the incorporation of new duties.

Prior to WWI there was only a single rating clearly identified with
administrative tasks, that of yeoman. It was not until 1920 that duties
which had been part of some yeoman assignments and the various traditional
jobs such as captain=of-the-hold or storeroom and jack-o-dust were amalga-
mated to form the rating of storekeeper. Among the ratings authorized for
1¢80 we find no less than fifteen purely administrative ratings, with four
others having largely administrative responsibilities. This represents a
magnitude of expansion greater than that of the technical ratings, and
provides c¢lear structural evidence of the increasing administrative and
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managerial complexity of the Navy. (It should be noted that as yet there
has been no officer designator developed for purely administrative purposes,
except one held by inactive reservists only. Several adminigtrative
sub~-specialties do exigt however.)

The number of ranks or pay dgrades in the enlisted force remained
urchanged until the 1960s when the senior and master chief petty officer
rates were established. We can see that in the 1980 rating structure a
situation roughly analgous to 1900 is beginning to develop, where in some
ratings progression to senior and magter CPO is effected by shifting to a
different rating (see for instance GM and ST, which exist only at CPO, and
FT, which is authorized only at SCPO and MCPO). On the other end of the
ladder, the ratings LN, NC and MA dc not have an authorized third class.
Because of recruitment and training policy, many of the highly technizal
ratings do not go to their initial duty assignment until they have attained
PO3 and in some cases P02 status.

The increased need for enlisted ratings with high technical skills,
particularly related to electronics, has had great impact on the rating
structure and the traditional relationships on board. Using 1940 as a
focus, we can characterize certain ratings as having prestige because
strikers were selected from among the brightest and best educated of the
seamen. Among these were quartermasters and signalmen in the seamen branch.
In the Navy of 1980, howeever, the best educated sailors are directed into
high=tech ratings. This, and changing tactical and communication gatterns,
have reduced the prestige of these ratings, particularly signalman. 7

The equation of one~job-one~rating has clearly been a standard toward
which naval planners have striven. This, as we can see, has not in fact
been achieved. The eighty-two rates now authorized are augmented by approx-
imately 900 NECs, ysually associated with one or more rates. NECs have made
it easier to agssign relevant skills to specific jobs, but have created many
situations where a "gqunner's mate is no longer a gunner's mate,® having
experienced repeated tours in an NEC and thus missing experience in the
overall duties of the rate. The sea-shore rotation system has generated a
similar situation, inasmuch as some ratings have no billets ashore, other
than instructor,23 which permit a sailor to remain current. This creates a
pressure to return to sea duty to remain qualified for advancement. At the
same time, a counter pressure is generated which encourages some senior
enlisted to leave the service rather than face the problem of “catching up"
while under the pressures of modern operational tempo.

Overall it appears that while the modern rating structure meets the
standards of organizational and administrative logic, inasmuch as recruit
training, advancement, and assignment for all ratings is essentially similar
in plan, it does not meet the standards of operational logiz which appears
to have been the basis for orgarizational structure in the early 1900s.

In those years rating structure represented a complex of rules and skill
levels required, which resulted in a confusing and unsystematic proc:ss of
advancement, pay and authority. While a return to the system of 1900-1920
would probably not solve today's problems, certain elements of that struc-
ture might, with proper modification, reduce some structural tensions the

Mavy iz experiencing.
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DISCIPLINE

A summary cf NJP rates shows a general reduction from 1900 to 1940
fcllowed by an upward trend which, by 1980, approcaches the rates common
before 1920. These fiqures seem to answer the question of what a tolerable
level of indiscipline is. An examination of the charges brought to mast in
1900 and in 1980 suggest that the number of serious offenses brought to mast
today wmay in fact be greater than in the past. It is inconceivable that a
sailor would be brought to mast for “breaking a cup" or “wearing a dirty
undershire® in today's Navy. Nor would the service today retain a sailor
with the number of "repeat performances"” which were within tolerable limits
in 1900 and 1910. It is doubtful that sailors with NJP records as extensive
as some of those recorded in the early 1900s would have been advanced to
petty offlcer status in today's Navy.22? (In one case, on U.S.S. Iowa in
1900, a chief petty officer was brought to mast five times in one year
before being reduced to seaman.)

In the eighty year period the number and types of punishments meted ocut
by commending officers has narrowed. In part this has been due to changes
in law or regulation, but one must not ignore the force of custom in chang-
ing what commanding of ficers and their subordinates considered appropriate.
The introduction of the UCMJ has not reduced numbers of offenses committed.
It may, however, have reduced the numbers of cases actually brought to mast
because of increased procedural complexity of the NJP process. Despite its
legal status, the WJP has become part of the judicial processz. There are
strong indications that the transformation has reduced or eliminated cap~-
tain's mast as an effective management tool.

The frequency of unauthorized absence, or in pre~-UCMJ terms, AOL and
AWOL, appears to have little relation to severity of punishment. This
suggests alternative means of dealing with overleave, particularly less than
24 hours, might he profitably explored.

The extremely high rate of cases related to liberty cards in 1930 sug-
gests that sudden changes in policy can produce high offense levels if the
people to whom the policy applies are not adequately oriented to the new
system.

High NJP rates appear to corelate with pericds of organizational insta-
bility. In 1900 the Navy was experiencing major changes in enlisted person-
nel policy in recruitment, rating structure and technology, and at the same
time experienced high NJP rates. 1940 saw the end of two decades of also-
lute structural stability and coincided with the lowest NJP rates in this
century. 1980, on the other hand, reports high NP rates and is at the end
of a period of extreme instability in virtually all areas. Nearly fifty
ratings which did not exist in 1940 were authorized in 1980. A number of
others have »een created and disestablished (e.g., teleman, and hull techni=-
cian) within roalative short periods. Related to these changes are altera-
tions in uniform, grooming, promotion, advancement and training palicy.
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RECRUITMENT

Recruiting appeals in the twentieth century have responded to perceived
social and economic conditions in civilian life. Early recruiting tended to
emphagize the more basic issues of steady pay plus being supplied with food,
clothing and shelter, and the opportunity to learn usgeful skills.

Except in time of war, when the appeal was patriotic in nature, security
of employment and learning opportunities continued to be the major recruit-
ing appeals, although oportunity for advancement became an increasingly
important theme. The world cruise of the Great white Fleet inspired the
slogan, still in use in everyday life, if not in official recruiting litera-
ture, "join the Navy and szee the world.” In one form or another, the travel
and adventure theme has played a part in recruiting since that time. 1In the
early years great emphasis was placed on the honorable nature of naval serv—
ice to counteract the reputation of sailors, which was common in America in
the 19th century.

Interviews with entering recruits in 1980 suggest that the opportunity
to learn marketable skills is still an important recruiting appeal. Travel,
however, usually is mentioned in second or third place as an important
consideration of a prospective Navy recruit. At least fifty percent of the
modern recruits mention discipline as a factor in their considerations.
Although it has not been a major public appeal, the general feeling that a
period of service will "make a man" of a boy has most certainly played an
important role in attracting youngsters into the service.

Harrod reports that in every year between 1899 and 1940, more people
applied than were accepted into service. In most years physical factors
constituted the major reason for rejection; often as many as fifty or sixty
percent of the total applicants. Rejections for unspecified "other causes™
amounted to almost as large a number as physical rejecticns. In no year did
the number of recruits as a percentage of applications exceed 40 percent.
First enlistment recruiting figqures during the thirty years plus of draft
motivated recruitment do not have the significance in terms of effectiveness
of recruiting appeals and approvriateness of enlistment standards as do
those accrued during the early period of voluntary enlistment.

The high rate of rejection does however suggest that pnysical standards
in particular need to be constantly reviewed to adjust them to available
manpower supplies. Discussions with people serving in the Recruit Commands
and in elements of the Bureau of Medicine and Surgery which deal with
recruiting issues, suggests that the subject of standards is one which
generates high levels of emotional response rather quickiv; a behavioral
clue which supports the suggestion even more strongly. It is possible that
present standards are supported in part by organizational emotion, rather
than a systematic and data-based assessment of appropriate standards.

In 1900 age regquirements for enlistment were from 15 to 35. The higher
age was permitted for the enlistment of already experienced seamen or artif-
icers., The upper age for first enlistment of landsmen was 25. Current
first enlistment ages are 17 to 34, which represents a slight narrowing of
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enlistment opportunity over the eighty year period. It represents a reduc-
tion in the pool of potential recruits at a time when the demographic
factors have reduced absoclutely the number of people in the prime recruit
population. One post WWII response to demographic pressures has been the
expanded recruitment of women.

This study has not dealt with data which would be useful in determining
whether dramatic changes in age or physical requirements would be advan-
tageous. It does suggest however that perhaps these subjects deserve
intensive scrutiny.

Certainly the most critical element of recruiting policy in this century
was the decision to recruit American citizens. Its ramifications in the
areas of training, advancement, retirement, and rating structure are dis-
cussed elsewhere. From the recruiting point of view, it eliminated a
previously important enligtment standard: Experience. The Navy changed
from an institution which drew trained perscnnel from civil life to one
wnich offered an occupational opportunity and potential lifetime career to
the young and inexperienced. This decision and its effects throughout the
system created the institutional machinery which enabled the Navy to meet
the enormous challenges of expansior in WWs I and II.

Ancther effect of the decision was to change the relationship of the
Navy to the civilian population. Nation-wide recruiting efforts provided a
Navy presence in inland aras. But more important, the concentration on
American citizens created a civilian constituency with political power.
This constituency, parents, relatives, and ex-Navy men themselves, could
provide support, encourage recruiting, or apply pressure through Congress to
effect changes in naval policy. It is doubtful that many of the personnel
practices and policies which have developed through the past eighty years
would have oeen put in place had the Navy been perceived of as being manned
by foreigners and drifters rather than “the boys next door.”

ADVANCEMENT

Advancement has evolved from a system which was, for practical purposes,
in the hands of the commanding officer, depending on observed performance
and the passing of practical examinations. Navy regulations provided the
mogt general guidelines for commanding officers. The present system places
advancement almost totally in the hands of the Naval Military Personnel
Command and OPNAV, which determines time~in-rate and service requirements,
knowledge and practical factors, examinations, determination of final
multiples as well as the quotas for advancement in each class and rating,
supervised on a Navy-wide basis. The power of the commanding officer in the
process is expressed only in the requirement that his recommendaticn is
required.

The present system has made predicting future possibilities within the
service a mich less risky task for the individual sailor and therefore has
protably contributed to vetention and personnel stability. On the other
hand the depersonalization of the process does, in at least some instances,
generate a sense of helplessness. Ia recent years the evaluation system
used to promote officers has been extended into the enlisted ranks with
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senior and mastar chief petty officers no longer taking examinations.
Evaluations are playing an increasingly important rele in the promotion of
first and second class petty officers.

There is some evidence that policies which demand promotion at certain
points as & criterion for re-enlistment eligibility may mean some petty
officers have been promoted to levels in which they do not function well and
are losing the Navy some unambitious but very competent journeymen petty
officers. However, no clear-cut alternatives which would prevent stagnation
and reduce overall promotion opportunity have been developed to date. Most
certainly the present centralized system has contributed to a degree of
standardization of sxills and knowledge within ratings. The present system
of advancement to, and retaining of, petty officer rates relates at least
indirectly to good order and discipline, inasmuch as present policies will
not long countenance a petty officer with a badly spotted record. Nor can

one be demoted and then have a rate restored with the same ease as in the
-, 29
past.

The Navy has not yet developed a completely effective plan for continu-
ing the advancement path from enlisted status. Subsequent to 1980 MCPOs
have become eligible for advancement to chief warrant officer and technic-
ally to LDO. Few senior enlisted have availed themselves of these opportun-
ities. Advancement to CWO entails little financial advantage. Confusion as
to CWO responsibilities does not encourage senior enlisted to enter these
programs. The possibility of eventually becoming an ensign or lieutenant
(jg) is not particularly attractive to men entering early middle age, at the
peak of their enlisted profession.

In general the various enlisted to officer programs are directed at
younger sailors of from four to eight years' service. The enlisted force
remains the smallest source of officer accessions.

LEAVE AND LIBERTY

These dimensions, although of extreme importance on a day-to-day basis,
may well be what Herzberg has characterized as hygienic factors. High rates
of indiscipline are recorded in the early years when leave and liberty pol-
icy were quite restrictive and in later yeass when they were very liberal.
Tie lowest rates are reported in 1940 when three section and four section
liberty was considered as libheral.

It is possible to arque that six section liberty is counter—productive
because, with modern operational tempos, repair and maintenance requirements
often require liberty to be cancelled. It may be better from the point of
view of morale to have more people in the duty section to complete necessary
work and thus allow those in the liberty sections to actually go ashore.
$ix section liberty for a boilertender or machinist's mate means very
little, if, in fact, he must forego three <f his five liberty nights to
perform repairs which a six section duty sechion could not handle. Because
such tasks do not fall evenly on all divisions, it might well reduce per-
ceived inequities which do much to lower morale.
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RETIREMENT

Retirement policy has remained in the main unchanged: Three-quarters
pay after thirty years of service. One cannot help but feel that a formal
retirement policy, something that was not at all common in civil life, was
developed in part as a means of encouraging Americans to remain in service.
Retirement also assured that there would be regular openings at the upper
levels to permit advancement from below.

The 30=-year enlisted career has not become the nom however. Drawing on
figqures supplied by the Bureau of Navigation, Harrad shows us that, between
1907 to 1916, from 1.5 to 1.9 percent of the enlisted force had served orer
20 years.

Involuntary extensions and recalls destroy the sigrificance of the war
years. In 1921 the percentage of thouse serving over 20 years dropped to .4
and in 1923 and 1924 to .2, not to rise above .4 until 1932 and 1933. The
years 1938 and 1939 report .8 and not until 1940, with involuntary exten-
sions and preparation for war, does the figure jump to 1.8 percent. The
figures for 1950 loge their significance because of inveluntary extensions.

Creation of senior and master CPOs was expressly intended to encourage
remaining in service past 20 years. It appears to have been only moderately
successful. The percentige of enlisted personnel serving over 20 years in
1980 was fractionally more than 2.0 percent, the highest in this century.
Although MCPO was clearly intended as a rating to be granted at or beyond
the 20 vyear mark, variations in advancement policy have enabled many
enlisted men to achieve MCPO before serving 20 years. These, of ccourse, are
the most desirable personnel to retain. In 1980 there was little to recom-
mend an additional 10 years of service; further advancement was almost
impossible and several years of sea duty almost inevitable.

The act which created the 20 year enlisted career as the norm was the
creation of the Navy Reserve Force and, in 1925, the Naval Reserve. Regular
Navy people were allowed to transter into USNRF initially at 16 years,
raised to 20 in 1925, with a 1/2 pay retainer, to be raised to 3/4 active
duty pay upon completion of 30 years combined service. To date “he Navy has
not developed a program which makes 30 years of active service and retire-
ment in one's late 40s or early 50s more attractive than a transfer to the
Fleet Reserve in the late 5305 or early 40s, a time when people are more
competitive in civilian life.

UNIFORM AND GROOMING

Uniform regulations and practices illustrate clearly the distinction
between official and unofficial (overt and covert) culture in the Navy.
Clearly the uniform is a basic element in any military service and a primary
focus of organizational and individual identification. As noted earlier the
Navy has consistently been faced with a tension between the overt and cavert
aspects of uniforms. Officially the thrust has been toward uniformity and
standardization. On the unofficial level, the pressure exerted by individ-
ual sailors has heen to adhere to and express a "salty" style. A cThird
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pressure has been the various interpretations of uniform and grooming regu-
lations nade by various commanding officers. Nonetheless, there was, for
over sgsixty vears, a general agreement between the naval establishment,
individual sailors, and various senior officers as to what a sailor should
look like. Any changes and variations in the uniform or interpretations of
regulations took place within a set of culturally defined parameters on
which there was concensus, not only in the Navy, but in the civil populace
as well. Xreober and Richardson discussed this phenomonon of clothing style
in 1932 and the Jropositions they put forth in relation to women's dress
styles are equally applicable to naval uniform. 30

Of all the changes and developments, reorganizations, and adjustments
made in every aspect of naval life frow 1900 to 1970, uniform regulations
changed least. “Salty" style varied from time to time, but the basic uni-
form provided a wvisible and daily foundation of cultural continuity. The
shift to the fore and aft style uniform in the 1970s was a violation of this
foundation. The Navy had resisted pressures for a change in that direction
for several decades. The precigse process of decigieon which led to the
change is a subject which should be examined and described in detail. There
iz little doubt that the general population in the Navy was not comfortable
with the new uniform and that it had little impact on general American
expectations as to what a sailor should lcok like. Television, motion
pictures, advertising and other civilian media did not recognize the uniform
change and continued to picture sailors in bell bottoms and white hats long
after they had been super~eded.

Without suggesting a causual relationship, kut at the same time not
denying the possibility, one must point to the fact that first term attri-
tion rates during the period of the new uniform were unusually high and that
NJP rates continued to climb toward 1900 levels. It is entirely possible
that the lack of distinction between the various levels of authority, which
was traditional in the Navy, had some bearing on the levels of indiscipline.

Another factor related to this question is that of civilia- c¢lothing.
The wvractice of wearing civilian clothing ashore created a situation in
whicl, many sailors seldom wore the service dress uriform, shifting from
working dungarees to civilian clothing on a daily basis. The new requla-
tions also eliminated the traditional undress uniforms; the changing into
undress marked the separatior between working hours and "knock off work."

Because the change wac effected gradually, there was a proliferation of
optimal unitorms, which appears to have developed an institutional tolerance
for variation which was a clear departure from the past.

Records reveal that uniform and grooming viclations were always a small
fraction of the charges brought to mast. Inasmuch as a great deal of uni-
formity c¢an be demonstrated prior to the 1970s we must assume that requla-
tions were enforced at lower, more immediate levels. One such device was
inspection of the liberty party, which reinforced the authority of junior
officers and petty officarg, +ho could refuse permission to leave the ship
un=il a sailor adhered to regulations. In many ships a cailor was simply
not given his liberty card by the chief or LPO if he did not adhere to
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regulations. Similarly topside watches (signal bridge, navigation bridge,
lookouts, quarterdeck sentries, etc.) were inspected informally and their
supervisors held accountable.

The change to the new uniform generated new and various standards, mak-
ing clearcut and simple enforcement difficult. The practice of wearing
civilian clothes ashore eliminated the most effactive opportunity for
enforcement. This was exacerbated by the fact that requlations concerning
civilian attire were vague and left much room for disagreement as to
"appropriateness” between senior enlisted and junior officers and between
both groups and senior officers as well as vyoung sailors. Overall the
situation was one in which many senior enlisted and junior officers simply
stopped attempting to enforce uniform and grooming regulations.

It is obvious that the Navy, since 1900, has not found a totally satis-
factory warking uniform. A review of regulations reveals the ingtitution
has fought a losing battle to restrict the rearing of dungarees r to find a
viable substitute. The regulations have regularly been eased. It is also
clear that daily practice at any period viclated the letter of the law ané
that these practices tended to become policy when the ensigns and lievten—
ants (jg) of one period became the admirals of another.

There has also been a strong pressure for the uniform to symbolize
structural realities. The most recent exanmples:

° the development of the SWOS insignia to parallel existing insignia
for submarine, aviation, and special warfare;

° the creation of devices to be wora by graduates of apprentice
training.

An unavoidable implication of the study is that changes in uniform and
insignia must be considered in the broadest of contexts, because as symbols
of the service and its structural components ‘hey have potential impact on
virtually every aspect of naval life.

The subject of grooming standards must be viewed briefly. From 1900
until the 19603 the regulations stood virtually unchanged. Prescribed hair
length varied from time tc time from 1-1/2 to 3 inches. Beards and mus-
taches were permitted throughout the period and, it would appear, worn or
not w~orn in rough parallel to civilian styles. Until the 1930s, facial hair
is generally seen only on senior officers. The 1960s wmarked a pericd of
great concern about hair as styles among young people changed. The famous
Z-gram 70 did not "permit” beards and mustaches. Rather, it pointed out
that they had always been permitted at the discretion of the wearer. The
often described decline in grooming standards appears to have been the
result of the same sort of confusions described in the paragraphs above.
Practice, custom, anc¢ style since the 1930s had favored the close shorn and
clean shaven. Senior enlisted simply had no standards for judging the neat-
ness of beards or sideburns and many simply did not try. Much of the tur-
moil gquieted when clear-cut and detailed standards were promulgated. At the
same time beards and extremely long hair were going out of style among <he
young in civil 1life. In the Wavy, by 1980, beards were more often wern by
chief petty officers and middle grade officers than by seamen anu ensigns.




In summary the subject of grooming can be cne which creates a great deal
of unpreoductive diversionary activity without demonstrated relation to
mission accomplishment., Because civil style has an obvious impact on Naval
perscnnel, it is a mistake to consider the matter one over which the Navy
has total control.

PAY AND RECOGNITION

Navy pay has been based on three principles: 1) Technical Competence;
2) Authority ard Responsibility; and 3) Length of Service.

Reviewing various pay schemes since 1500 leads one to conclude that
factors 1 and 2 are in continual conflict.

In 1900 although the CMAA, for instance, was the senior enlisted man
aboard, his salary of $65.00 was less than that of the CMM whose authority
was limited to his department. In almost every instance where a differenti-
ation existed between sailors rated in the same class, it was in favor of
the artificer and special branches. In some cases artificers earned more
than higher ranked seamen.

A system based on same-class-same-pay did not come inte effect until
abcut WWI. There appear to be two factors operating to bring this about:
1) The greater emphasis on the military authority of petty officers vice
their technical responsibilities; 2) the greater number of artificers who
were learning their skills in the Navy, thus reducing the need to compete
for skilled artificers.,

This system held firm until after WWII, protected by the depression and
the demands of the war.

The increasing demand for technical ratings and a reversed competition
in which the c¢ivil world seeks to attract Navy trained technicians, has
created a situation increasingly analogous to that of 1900. Although the
base-~pay system remains in place, proficiency, flight, and submarine pay, as
well as variable re-enlistment bonuses, mean that the income of all second
class patty officers, for example, is not the same. This coincides witnh a
period when the military responsibilities of the petty officer have been
increasingly Jde-emphasized. '

Long service payments have changed from a rather haphazard system to one
with reqular increments. In the past, continuous service was an element in
the pay schedule. It is absent today, except in the form of re~enlistment
bonuses. "Foggies" are paid for service, continuocus or broken.

In general, Navy pay has had to adjust to compete in the market for
skills. This has, in the final analysis, overridden the concept of paying
more for authority and responsibility, or of equal pay for equal rank.
Whether tliis impacts negatively on the authority of petty cfficers, or is
itself in nart an indirect cause of changes in attitudes toward that author-
ity, is a subject bayond the scope of this study.




TRAINING

In the opening years of this century Navy training practice was quite
simpla: except for basic training and education, apprentice trainirng, and
USNA, most other training and educatiosnal activities were conducted at 3zea
and training methodology was essentially experiential. A very few in-ser-~
vice schools were in operation and those open to a select group of what we
would today consider to be career sailors. At least until 1910 several
ships, as much as an entire squadron, were involved in providing actual sea-
going working experience for apprentices and landsmen. Apprentice training
included a number of general education subjects which reflect the age of
most of the people who entered that program. In general one can say that
the NWNavy maintained, Jinto this century, the basic suspicion of “school
training,"” which had characterized the service during the 1%9h century.
Most Navy techrnicians were drawn from civilian populations as already
trained craftsmen.

Today's Navy not only assumes the need to provide shoreside training for
recruits, both in basic naval training and in technical subjects before they
go to sea, but also requires additional training periodically throughout a
naval career for both officers and enlisted peocple.

The magnitude and complexity of the training system reflects the com~
plexity of modern technological and administrative procedures. It aiso is
in part the result of the decision to recruit American citizens without
previous experience at sea or in a trade and %train them up from "scratch.”
This decisicn impacted on the way we recruit, our basic approach to skills,
and a grewing aggamption which has become a virtually unquestioned founda-
tion of the medern Navy: what the Navy needs, the Navy will train. The
growth of the training function of the Navy was, of course, accelerated by
the sudden demands made by WWI and WWII, but the basic assumption was made
long before these events.

The long range conseguence of this decision has been to create a situa-
tion wherein an extremely large proportion of the force is, at any one time,

involved in training and educational activities. Only during wartime has
the service taken advantage of skills which already existed in the civiiian
population by recruiting experienced technicians. It is pogssible that a

greater dependence on the training and educational institutions of the civil
world as a source of needed technicians, particularly in periods of low
employment, might well ease the training burden on the service. This is
perhaps very important in c¢ritical technical areas where junior people sim-
ply do not possess enough skill to be useful at sea, necessitating extremely
long training pipelines.

Dddly enough the astronomical growth of the training function, both in
size and importance, has not led to structural changes. Only one ratinc
Training Device Man, is devoted to training (although several NECs ¢
instructors do exist). Instruction is considerel to be a part of th.
responsibility of petty officers of all rates and catings. Similarly there
iz no officer designator for education, although a number of education
related sub-specialties do exist. One might speculate that the general line
has been reluctant %o surrender this increasinglvy important function to




internal specialization. The result is that there are relatively few per-
sonnel in uniform who can be congidered educational professionals, a situa-
tiocn which exposes the service to dependence on outside sources for policy
guidance and developmental assistance in training and educational matters.

This is particularly true in the relatively new areas of education and
training in the so called non-technical areas: leadership, management,
intercultural relations, human behavior, equal opportunity, race relations,
and drugs and alcohol; all of which are becoming more and more important
elements of the training system. While instructors in technical subjects
can be found from among the enlisted people and officers experienced in the
field (e.g., signaling, gunnery, radar operation), the "softer"” subjects
cannot draw on people with backgroundg in these fields.

Overall, WNavy training, particularly technical training, has been
spectacular in its success and the service, in one sense, suffers from that
success. The Navy is seen as an excellent source of trained perscnnel for
industry and commerce, which secks out Navy people in every specialty from
pilot to electrcnics technician to boatswains' mates.

This sgituation, on the other hand, has provided the service with its
most successful recruiting appeal.

One cannot escape thinking that the service would benefit if at leas:t a
small community of professional career naval educators and trainers were
developed to provide expert state-of-the-~art guidance in this crucial
endeavor.

One cannot avoid suggesting that explorations of effective means of
recruiting trainad personnel from civilian life and integrating them into
the sgervice might well reduce the increasingly expensive (in money and
manpower) training pipelines required to produce and maintain the levels of
technical competence requireu in the fleet.

One other factor must be considered when we summarize Navy training. In
a world where technical and administrative policy and practices change
rapidly, the singular importance of seniority and expertise as a basis for
exercising au*nority 1is continually weakened. Most naval cofficers and
senior vetty officers have learned most of what they know about personnel
issues, advancement requirements, leave and liberty policy, school assign~
ments, not to mention uniform and grooming regulations, in an experiential
manner by either having gone through the process themselves or by learning
from others in that most important Navy training process the "sea story
session.” In a context where experientially learned knowledge is quickly
outmoded, some method must be devised to keep the so called "middle manager"
abreast of developments. This is not only essential for the smooth oper-
ation of the system but for the maintenance of the authority and prestige of
officers and petty officers.

ASSIGNMENT AND ROTATION

In 1900 it would appear to have been possible for a sailor to spend an
entire enlistment, or several, serving in the same ship. There were no pro-
visions for rotation ashore, although continuous service men could count on
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four months on a receiving ship at the end of each enlistment. Reenlistment
thus provided an opportunity for changing duty stations. Many shore billets
were occupied by people enlisted for one year tours of sgpecial service. A
sailor with twenty-five years service could apply for shore duty.

The 1980 picture is one in which rotation from sea to shore and back
again is automatic and the system, in theory, responds to the desires of
individual sailors.

The stated aims of the present system were to reduce family separations
and the inequities which developed in the 1950s and 1960s when some sailors
experienced repeated tours at sea without relief. To a degree thegse aims
have been met. Rotation for most members of the Navy does occur and at
leaast a rough equity of s2a-ghore rctation has been established. Family
separations have indeed been reduced in length, but regular displacement of
families moving from one duty station to the next every two or three years
has created an equally vexing problem. It should be recalled that the
present system was put in place when the Navy was considerably larger. One
is forced to speculate that tne system as presently operated does not fit
the present situation as neatly as it once did. Many sailors and officers
complain that the impression is that peoole are being regularly and some-
times arbitrarily displaced in order to adhere to rotation policy. It is
entirely possible that the system as officially described, raises expecta-
tions which simply cannot be met under present circumstances. The home-
steading concept, which is being discussed and experimented with, is perhaps
an adjvatmant which may reduce some of the stresses yenerated by the present
sea-shore rotation system.

Another problem created by the system which is frequently mentioned is
the fact that tenure in a particular billet and unit is so short that it
inhibits the development of unit identification, which is perhaps the
strongest morale builder in any military system. The rapid turnover of
officers and senior petty officers does not allow the crew to develop a
sense of permanency, & feeling that "in this sghip this is the way it's
done." This generates a high level of day-to-day instability and often a
senge of irregponsibility because "everyone is always short." This
complaint is not completely supported by an examination of the record. A
cursoiy examination of the record since 1900 suggests that the tenure of a
commanding officer has been, on the average, about two years. A review of
the service of Chiefs of Naval Operations indicates that a transfer every
two to three years has been a norm in this century.

The record leaves one with a distinct impression, however, that trans-
fers were often from oneship to another. One is also struck by the fact
that receated command tours, if not the norm, were very common until at
least the 1950s. Review of the documentation yields little information on
enlisted rotaticn. Interviews with veterans of the 1320s ard 19303 and
official policy regquiring six years at sea before shore duty eligibility,
suggest that enlisted personnel remained in place much longer than did
officers.
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In general the data suggest that extremely long stretches of sea duty
generated dissatisfaction in post-WWII operational climates. But, on the
other hnand, too frequent movement ashore or aflcat and bhetween sgea and
shore, especially if it requires family relocation, also generates dissatis-
faction. At the same time it contributes to a sense of institutional insta-
bility which prevents development of genuine unit indentification, which, if
properly developed, may act to counter balance dissatisfactions ashore.

An overriding question is whether there is any system of rotation which
can, on one hand, satisfy the Navy's need for continual manning of sea bil-
lets with expert personnel and at the same time meet the demands of American
zultural attitudes toward egquity. The modern Navy has shifted from a force
which was largely at sea tO one in which a major »>rtion of its personnel
mist be ashore at any given time for training or ° :ngage in support activ-
ities for the forces afloat. A number of specia..ies do not have many (or
in some cases any) sea billets, so that some personnel will spend their
entire careers ashore, either in CONUS or overseas. This is a result of
changes in naval warfare and, one suspects, requires a revised view of
exactly what a Navy is or does- Not all members of the Navy can become
sailors in the traditional sense of the word. Alternatives to short term
rotation as a means of dealing with the sea-shore problem might be signifi-
cant wage differentials between sea and shore duty (today's maximum for
career sea duty pay is approximately $100.00 per month, earned by relatively
few); altering career expectations so that early years of service have a
greater percentage of sea duty than the later years; granting periodic sab-
baticals €or career personnel; permitting those who wish to remain at sea to
do so: and area homesteading. Some of these ideas have been tentatively
considered but none seriously tested.

AUTHORITY

The Navy entered the twentieth century as a relatively small force in
which general authority was rather widely fragmented and held very narrowly
by those who actually exercised it. The narrowness of authority is illus-
trated by regulations quoted in earlier sections which appear to have
limited authority to suppress a riot, for instance, to officers within a
command. Questions of senicrity and responsibkbility were not infrequently a
matter of bitter dispute, the most well known example being the controversy
between Admirals Sampson and Schley.

On a day-to-day on board basis the same narrow lines of authority appear
to have existed, the primary mechanism of enforcement of even the most
minor regulations appears to have been captain's mast and the agent of that
enforcement, the master at arms force. To a lesser extent some general
authority was accorded to petty officers of the seaman branch, who, until a
few years before, had been classified as petty officers of the line. Com-
ments in official and semi-official publications indicate that in practice
even these petty officers tended to exercise their authority narrowly, that
is in their own departments or in their own parts of the ship. Seaman
branch petty officers did however have precedence not only over petty
of ficers from other branches of the same c¢lass, but, in military matters,
any oettv officer of the special and artificer branches. This particular
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approach to enlisted authority reflects the organization of a sailing war-
ghip in the sense that the bulk of the crew consisted of landsmen, appren=-
tices, and seamen needed to man the aumerocus guns. The artificers and spe-
cial branch people of the sailing Navy consistituted a relatively small num~
ber of generally older specialists who, as long as they observed requlations
and carried out their technical duties, did not need the day~to-day supervi-
sion of enlisted superiors. The introduction of steam created a situation
in which another branch of the ship was manned very much like the deck
force. The large numbers of coal passers and firemen (82 out of a total on
board of 398 on the U.S.S. Iowa) required to operate the ship's machinery
reguired supervision in the same way as did the landsman, apprentice, and
seaman of the deck force.

In practice the two branches remained gquite separate, messing, berthing,
and working in different gpaces so that the authority of the petty officers
in charge of each branch seldom clashed.

We have seen that the concept of all petty officers having both military
and technical responsibjlities began to develop in the first decade of this
century. It was clearly articulated as policy by 1920 and remained the
basic policy and practice until after WWII. It remains unqQuestioned policy,
but practice has indeed changed. Aany explanation of this change in insti-
tutional attitude must be speculative but the data presented do encourage
such speculation.

The shift may rest very directly on the nature of naval service until
WWII. At no period in our history have sailors been required to go ashore
and operate as land troops more frequently than between 1900 and 1940.
Detachments had gone ashore in Cuba. Landing parties to deal with rebel
forces continued to be a necessity in the Philippines for several years.
Sailors formed part of the force which relieved Peking. Armed parties often
in large number went ahcre ir Haiti, the Dominican Republic, Nicaraugua,
Mexico and China. A detachment of sailors manned the large railway guns on
the Western Front in WWI and other detachments fought ashore at Murmansk and
in Siberia. Others went ashore under arms in the Adriatic and Eastern Med-
iterranean. To be sure, the bulk of naval service during WWI was at sea,
but at the same time most of the Navy was composed of reservists or war time
enlistments. It is safe to say that for a regular Navy officer or enlisted
man in the first forty years of this century, the prospects of actioa ashore
were much higher than those €or action at sea (of the sixty=-eight gradu-
ates of tne Naval Acadeny menorialized in Dahlgren Hall as winners of the
songressional Medal of Honcr, twenty~five were decorated for service ashore

at Vera Cruz in 1914). Another institutionally memorable operation of the
U.S. Navy in the early vears of this century was the cruise of the Great
White Fleet. This was perhaps the most important non-combat operation

carried out by the Navy since its inceptioen. One of the regular activities
of the fleet was to hold a parade in each port of call. A strictly military
organization was required to form and drill the large bodies of uen required
in the marching parties, setting another standard of military responsibility
for petty officers detailed as sguad leaders, slatton sergeants, etc. That
petty officers of other than the seaman tranch wera expected to assume these
duties is evidenced in the 1961 Bluejacket's Manual which states clearly
that a machinist mate should be able, in addition to his technical Auties,
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o drill a body of men. The importance of military drill continued,
partficularly on capital ships, which were eXpected to provide marching
parties for local parades and celebrations all during the 1920s and 1930s.

A third factor which has already been mentioned is the institution of a
reqular shore patrol in which each ship in port supplied a number of petty
officers. T™e need to distribute this duty equitably led to the investing
of all petty officers with police responsibilities. The disestablishment of
the rating of master at arms and the practice of assigning these duties to
petty officers of the seaman branch and, eventually, to other petty
officers, added another element of non-technical or positional authority to
the role of petty officer.

A final and more general factor is that, by 1920, the decision to re-
Zruit American citizens and train them had created an enlisted force which
had, for the most part, similar basic military training as apprentice sea-~
men. We cannot discount the possibility that officers were themselves more
willing to entrust responsibility to American citizens with whom they shared
many common assumptions and attitudes. By 1920 at least many of the chief
petty officers in all hranches were themselves veterars of the new
recruiting and training policy. The role of chief petty officer itgelf
appears to have been more fully defined as a majcr interfacing link between
officers and crew than it was in the earlier decades of the century. To an
increasing degree the CPC was seen as the key figure in the day-to—-day
managemsnt of the enlisted force and tne direct representative of authority.
The instigation of the liberty card system in the late 1920s alsc placed a
formidable tool for enforcemen:, as well as a symbol of authority, in the
hands of the senior enlisted people.

By 1940 the concepts which were first expressed thirty years earlier
appear to have been dominant. All petty officers were assumed to hold mili-
tary responsibility. Although the seaman branch still had precedence over
other vetty officers, class or rank had become more important and one no
longer sees officers enjoined to avoid putting "left arm™ CPOs in charge of
"right arm"™ petty oficers, although in practice aboard ship this was seldom
done. The development of a c¢lose knit CPO mess probably contributed to
enforcement inasmuch as it was generally the practice for a CPO observing
misbehavior to bring it to the attention of the CPO actually in charge of
the miscreants, unless the situation was flagrant. The demands of nation-
wide recruiting and aporentice seaman training also made it necessary to use
petty officers of a number of different ratings as company commanders and
recruiters.

The low number of NJPs reported in 1940, particularly in capital ships,
suggests strongly that a multitude of offenses which previously had begn
reported by a master at arms and taken to mast were now resolved by petty
officers. The increase in petty officer responsibility after the rating of
master at arms was abolished suggests that there is a danger in over~spe-
cialization, inasmuch as it seems an inescapable part of human behavior to
avoid responsibilities which are clearly assigned to a specialist.

The post war increase in reported NJPs apr-ars tc coincide with a shift
in official emphasis o©n the duties of the petty officer; more and more
attention 1S given to technical rather thain military duties. An incrcasing
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number of petty officers actually qualified for those positions by virtue of
school attendance rather than through apprenticeships at sea. The abandon-
ment of precedence between ratings, as noted earlier, appears to have gradu~
ally changed the attitude towards petty officers which resulted in class
being increasingly seen as a measure of technical competence rather than an
indication of military authority.

A further issue is *he ropid increase in technical and administrative
ratings in which the opportunity to exercise leadership is minimal. The
broadly based military pyramid@ which characterized both the deck and the
engine room is not appropriate to high tech, or administrative functions, in
various fields of electronics for instance. In many ships work groups of
high tech or administrative people may consist only of petty officers or of
a senior petty officer, often a CPO, and only one or two strikers. In these
situations authority is less a function of position and more a result of
expertise and personal influence. In some sense the increase in ratings of
this tvpe has created a structural situation analogous to that of the 1900s
when a few petty officers directed most of the ship's crew, save for a small
number of artificers, whose position as petty officer was a recognition of
their erpertise and the market forces which required certain levels of pay.

In short there appear to be, as was recognized in 1900, two kinds of
petty officers required to run a ship. The first must combine technical
expertise with leadership and management ability in order to direct the
labors of relatively large numbers of subordinates. The second holds his or
her position by virtue of direct exercise of personal skills and knowledge
and has neither time nor opportunity for the general exercise of authority.
The assumption that the military authority of these diverse types of petty
officer is exactly the same appears to encourage the abandonment of author-
ity by all. while this does not imply that a return to the structure of the
19th century would solve today's problems, it does suggest that an institu-
tional admission that the needs of the service require that some ratings
exercise more general authority than others would lead to an overall
improvement in petty officer performance by a clarification of expectations.

The Navy appears to be responding to problems of leadership by develop-
ing training programs at various levels of the structure and taking steps to
enrance the position of petty officers. It has not yet, in any official
sense, addressed the question of whether the structure of the Navy might not
in fact be strengthened by reducing the number of roles expected to exercise
general military authority.

GENEPAL SUMMARY

The Navy has often been characterized as an extremely conservative and
almost backward organization which resists change as a matter of principle.
A review of the data presented in this report suggests that this view is
simply not correct. An examination through time of any one of the Jimen-
siong explored reveals an almost constant state of change and adjustment.
The contrast between the material Navy, the personnel Navy, or the organi-
zational Navy of 1200 with that of 1980 would on the surface be a study of
two entirely different organizations with little relation one to the other.
The sense of continuity is remarkable. From an anthropological point of
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view, the Navy demonstrates not stagnation and wrong headed conservatism,
but rather a remarkabls degree of cultural vitality which has enabled it to
survive historical, economic, policial, technolcgical, and social cﬁanges of
the highest order of magnitude.

The essence of that vitality has been cultural; the service has, partic-
ularly on the symbolic level of its existence, maintained its own identity
and made necessary changes and adjustments within definite cultural parame-
ters. The conservatism of the Navy might be more profitably described as a
struggle to maintain the cultural integrity of the gervice.

Only one example of this symbolic vitality is that of the uniform which,
despite internal and external pressures, remained recognizably the same for
a period of more than seventy years. Even more remarkable, when an extreme
change was effected the service was able to recognize the threat this
represented to its cultural continuvity and retreat te within traditional
cultural parameters while doing minimal damage to the system. This kind of
cultural retrenchment, while not unknown, is nonetheless remarkable.

It is hoped that this study may contribute to, and encourage others to
explore further, an understanding of the essential traits and characterist-
ics of the Navy as a culture; which would allow future planners to identify
policies and practices which will contribute to the continued vitality of
the service; and thus avoid those which may weaken this important continuity
as well as avoiding expending energy on issues which have no real impact on
the system for either good or evil.

THE ENVIRONMENTAL MATRIX

It was the original intent of the principal investigator to develop a
matrix which would be useful for naval planners in predicting possible
impacts of one area of decisions on another. Unfortunately, at this level
of analysis, we have concluded that such a matrix would not serve the
purpose for which it was intended. There can be no question, based on the
data and analysis as it stands, that certain consistent relationships do
exist. Decisions about recruiting do have direct and long lasting impact on
the question of training. The c¢reation of a new rating does affect the
structure of the enlisted forc2, both covertly and overtly. Rapid and
frequent changes in any of the major areas of personnel policy do appear to
be closely linked with good order and discipline.

The time lag between decision and impact is less clearly demonstrated.
The incorporation of the engineer into the line resultad in an immediate
(and one would presume foreseeable)} shortage of engineering officers, which
in turn required the warranting of one hundred machinists, which in turn
began to affect the overall attitude toward the duties and responsibilities
of warrant officers in general. The introduction of new technical and
administrative practices appears to have threefold impact: first on the
creation of an enlisted job; then a rating; and finally the development of a
warrant specialty. At a much later time it would seem such changes may or
mav not impact officially on commigsioned structure.
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Some of the dJimensions selected may not have been appropriate.
Retirement is a case in point. The policy has not changed significantly for
a long period. Its impact on enlisted careers, however, has been obscured
by the Fleet Reserve option, which has been regularly chosen by most career
enlisted. On the other hand we may be seeing, twenty years after the act,
the impact of the creation of senior and master chief petty officer rates,
which seems to be affecting the higher percentage of people remaining on
active duty after twenty years.

The arbitrarily-selected ten year intervals used in the horizontal
dimension of the proposed matrix may not be the appropriate choice. Actual
historical events may be more useful or, if it is possible to determirne,
some measure of operational tempo at a particular time.

Even without the complete development of the matrix, it seems clear from
the data and analysis presented that certain aspects of personnel policy are
recurring, the combining and separating of certain ratings for instance.
This suggests that some underlying structural, or perhaps even cultural
issue, is repeatedly not being addressed.

We are more and mcre inclined to suggest that the “generational" element
in naval parsonnel history is extremely important. Put simply, practices
experienced by the ensigns of one period may well become policy when those
ensigns become admirals.
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FOOTNOTES

'kroeber, A.L., and Kluckhohn, Clyde, Culture: Papers of Peabody Museum,
Harvard University, Vol. 47, No. 1. Cambridge 1952.

Zprofessional concern with this issue is evidenced by the regular
aprearance of articles on the subject in Naval Institute Proceedings.

3Destroyer data from logs of 1902 and 1903. No logs for 1200 were avail-
able.

4pue to the nature of the data used, no ship with a crew larger than 800
was in the 1970 sample.

SHarrod, Fredrick S., Manning the Modern Navy; The Development of the HMod-

ern Naval Enlisted Force, 1899-1940, Greenwood Press, Westport, Connecticut,
London 1978.

6Karsten. Peter, The Naval Aristocracy, The Free Press, New Yovrk, 1972.

7The term “"chief" has a long history. It did not, however, refer to rank,
being rather something of a synonym for the term "leading.” Not all ratings
boasted a chief, but where it did appear it was applied to a rut:ny classed
as that of petty officer first class {NR 1876). Even at these early dates
certain "principle" petty officers were permitted officer style uniforms.
(UR)

8The single admiral, Dewey, and 18 rear admirals all had entered the ser-
vice prior to 1839. The most junior ensigns had seven years of service.

9 special act of Congress had authorized the promotion of at least one

enlisted man to the rank of ensign for heroism in Samoa during the hurricane
of 1889.

1oThe Dewey Medal and the Sampson Medal were authorized in 1898 to memovi-
alize Santiago and Manila Bay.

1lvalle, James E., Rocks and Shoals, Order and Uiscipline in the Old
Navy, 1800-1861, Naval Institute Press, Annapolis, Maryland, 1989.

12t one point in the post-Civil War period, the principle of cc--arabil-
ity was carried to the point of creating the rank of ensign (jg) to compare
with second lieutenant. It was almost immediately disestablished when it

was pointed out that an ensign (jg) would actually be a rank lower than a
second lieutenant.

"3yalle (op cit) pp. 15-16.
14coxswains to the C-in=C, lamplighters, etc., were "ratings" in special

jobs, which set the holder apart from regular seaman or landsmen, but which
might cr might not be classed as petty officers,

15Mates performed whatever duties they were assigned by the commanding
officer. (NR)
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Oyarrant machinist was the only community in which every memuer had at
least some enlisted service.

17Contrary to sgtatements made in the Uniform Regulations, trousers in the
19th century were indeed bcll bottomed. Fitterns and specifications in
Unifors Regulations, 1899, called for a clote fit on the upper leg and a
flare below the knee.

187he rating of schoolmaster was disestablished in 1900. (Harrod)

1910 the past, most musicians had been foreigners. The recruiting of
American citizens cut off this source of supply, necessitating the founding
of a school.

20ct vables of contents of Bluejackets' Manuals in the appendix.

211¢ should be remembered that most of the carrier captains and admirals
of WWII had begun their careers as surface officers. Many, like Halsey,
earned their wings in middle age in order that the Navy have aviators of
senior enough rank to qualify for large commands.

22zymwalt, Elmo, Jr., On Watch, Quadranagle, New York 1976.

23The equation of pilot and officer was not complete even in our Navy.
The rating of first class and chief aviarion pilot existed until after WWII,
Two squadrons of carrier aircraft were piloted by enlisted men during the
war.

241n such societies segmentary opposition is counterbalanced by the fact
that the opposing groups usually practice exogamy, that is they marry each
other. The Navy has no such unifying device to counteract the fragmenting
tendeacies of segmentary opposition.

25cwo J.B. Hart, U.S.N.: "Warrant Officers; Use Them or Loase Them," NIP
April 1982, pp. 54.

28pver the years changes in the engineering rates had been cccurring, with
machinist's mates Dbecoming the boatswain's mates of the engineering
department.

27Downs, J.F., "Enviromment, Comminications and Status Change Aboard an
American Aircraft Carrier,” Human Organizaticn, Vol. 17., No. 3, 1959

28The “instructor® in a computer learning center is essentially an
administrator who manages the flow of completed assignments. The
opportunity to interact with students is minimal and the rola of military
superior drastically reduced. The student thus lacks the petty officer role
model previousliy provided by the podium instructor.

29Tt is no longer possible to re-rate a disrated sailor in a few weeks or
months as it was in the rast.

3°xroebet, A.L., and Richardson, Jane, Three Hundred Years of Women's
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Oress Styles, University cf Califtorn:a. Anthropological Records, i%3Z.
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APPENDIX A

GOOD ORDER AND DISCIPLINE: THE HISTORICAL DIMENSIONS
By:

James F. Downs, PhD.

A paradox of naval life is that we refer so freguently to tradition but
spend so little time trying tc learn and understand our history. When we
consider that our standards of personnel behavior are frequently based on
our view of the "01ld Navy," this paradox becomes a problem. Examples of
this use of the past as a standard are the "pride and professionalism”
statements of Admiral Thomas Hayward. These urge a return te a more tradi-
tional naval lifestyle, a restcration of prestige and authority of petty
officers and regaining military values. This is nct a matter of personal
3tyle. Admiral Elmo E. Zumwalt repeatedly referred Lo tradition and the
actions of his predecessors in support of his program. In addition, our
inaividual personal experience, or the most curscory reading of naval memoirs
and biographies suggests that we, as a professicn, tend to sée the "0ld
Navy" (whenever it may have been) as a period of greater discipline, nore
obedient sailors and more competent officers and petty officers.

The danger of basing today's standards on our memories of the pasc is
that our memories may not serve us well. We may be trying to meet goals
established in the glow of nostalgia. It might be arqued that it really
doesn't make any difference whether our view of the past is correct as long
ag the standards we derive from that view are sound. Good management prac-
tices would suggest, however, that if we set impossible goals for ourselves
and for the organization, we are creating a situation which develops high
levels of frustration and stress. On tlie organizational level it creates a
kind of frenzied parancia which generates ever increasing numbers of regula-
tions, directives, and instructions, supported by more and more frequent and
arbitrary inspections, all demanding higher and higher levels of reporting.
T strive for excellence is one thing, but to create standards which can
never be met is another. One sets the tone which encourages effort. The
nther creates “he envircnment of frustration and failure.

If, on the other hand, the memories of our senior leaders are correct;
if there was 1 time in the past when levels of good order and discipline
were higher, wYien petty officers were more responsible and competent, when
the system in general was tauter and smarter, common sense arques that we
should study i: detail the conditions and orocesses which produced those
sailors and petty officers.

Thz2 research upon whirch this article is based was undertaken to ask two
questions. First: Was the "Old Navy” better dicciplined than today's Navy?
And secondly: 1f 1t was, what did we do then that we aren't doing now? !

To this end the deck logs of a number of ships were collected at ten
year intervals beginning in 1%00. The number of <aptain's masts were
counted, the offenses classified and the punishments awarded recorded. ship
types examined included battleships, carriers, ~ruisers, destroyers, colli-
ers, oilers and fleet tugs.




Operating on the assumption that the rate of non-judicial punishment is
at least a rough index of good order and discipline, the rates of mast
cases, as a percentage of the total on board the ship type in question, were
compiled.2

An additioral product of the research was an analysis of actual on-board
manning drawn from quartterly muster lists to determine the distribution of
ranks and rates on board.

The most obvious conclusion one can draw from these figures is that in
the earliest yearg of the century the NJP rates were extremely high. In
battleships and destroyers the rate represents approximately two captain's
masts for each person on board. The overall average for battleships, cruis-
ers, and destroyers in 1900 would probably have been higher except that the
USS chicago did not, apparently, send sailors who were over leave only a few
hourz, tc mast (unauthorized absence under one day was, throughout the 80
year period, the most frequent single offense).

Although the rates vary between ship types and there is a slight in-
creace in overall 1920 rate over thogse of 1910, the trend from the high
point at the beginning of the century was down until the year 1940. That
year marks a surprising low point as contrasted not only with previous years
but with subsequent periods as well.

If our basic assumption is correct, we can say, in answer to the first
question, that the really "0ld Navy" of pre-WWI times was far from ideal.
And, it would seem, that the late 1930s and 1940 was a period of relative
disciplinary tranguility. This is particularly significant if we examine
the careers of our xmost recent senior naval leaders. BAdmiral Thomas Haywargd
graduated in the class of 1346, Admiral James Holloway in the class of 1945
and Admiral Elmo E. Zumwalt in the class of 1943, In short, these men and
their generation received their training and indoctrination to naval 1life
under the tutelage of junior officers and with the guidance of chief petty
officers who had experienced a long period of improvement in discipline and
professional competence. Thus Admiral Hayward is not engaging in nostalgia.
Rather, he is drawing on his own rather accurate memorijies and experiences of
a period when standards of professionalism were indeed higher than they are
today (or indeed than they ever had been before).

The answer to the second gquestion, ~hat were we doing then that we
aren't doing now, is not amenable to numer:cal or statistical proof. Rather
we must examine the conditions and procedu.-es of the past to determinz how
they impacted on good order and discipline.

It is tempting to credit the low captain's mast rate of 1240 to the
Great Depression. We could argue that in times of economic hardship, sail-
ors were afraid to misbhehave becauge they would be sent out into the cold
jobless civilian world. Tnis, at first glance would be supported by the
re-enlistment figures for the late 1930s which soared to the 20% plus levels
as the unemployment rates climbed to over 24 percent. If, however, a taut,
smart, competent MNavy is nothing more than the product of national and
international economic conditions, we must simply resign ourselves to having
a good Navy when times are bad and a slack and iubberly one duriang affluent
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times. I think there are few people in the naval service as resigned and
fatalistiec as that. Moreover, the figqure for 1950 when unemployment was
only 5.3%, only slightly higher than 1940, suggests that gcod order and
discipline are not gimply a product of "bad times." To understand the fac-
tors involved we must separate effects of external events from the conse-
quences of internal policies and procedures.3

Although the simple explanation of the impact of the Depresgssion may mis-
state the case,it would be foolish to assume that such a national catastro-
phe had no effect at all. In the early 1930s fiscal constraints, the
results of the disarmament conferences of the 1920s, kept the Navy under-
manned and relatively stable in total numbers. The pressure of the Depres-
sion did indeed influence the number of young men geeking enlistment. Naval
veterans we have interviewed recall lines four abreast forming abound the
block when the Navy recruiters made periodic visits to towns such as Omaha,
Nebraska. As the Depression worsened and more and more people chose to
remain in the service, the number of youngsters enteriag each year was
reduced. By 1940, the Navy was composed of relatively high numbers of long
service people. Harrod4 ghows us that in 1907, the first year such sta-
tistics are available, 78% of the enlisted force had served less than four
years. Only 8.7% of the force had more than eight years of service. In
1910 the eight-year figure had climbed to 9.3%, while in 1920 it rose to
10.2%. In 1940 the over eight years service percentage had risen to 26.2%.
Another 16.2% of the force had over four years service, leaving only 57.63%
of the force composed of Depression vears recruits with less than four years
service.> If we contrast the 1940 situation with that of 1907 we can see
that the early day petty officer or leading seaman had thirteen juniors to
supervise and train. In 1940 this ratio had dropped to slightly less than
three-to-one, two-to-one if we consider the four-to-eight year cohort as
"veterans." In short, the Mavy in 1940 was the beneficiary of longer ser-
vice and greater occupational and leadership competence.

In most cases people with more service are older than people with less
serv.ce. That being the case we can contrast the early years, when almost
80% of =he enlisted force was in a first enlistment (and some had enlisted
at age 16), which suggests that the bulk of the enlisted force was in its
teens. Thus we are dealng not only with naval experience but also with
maturity. Thu 1940 Navy nad a much higher ratio of people in their mid and
late 20s and early 30s. Single men in barracks, as Kipling said, do not
grow into plaster saints, but older men have often learned the lessons of
youth and have more self control and sophistication. The thirty year old
has probably learned when one more drink is too wmich. He'll be back on
board on time and perhaps suffer a hangover. But the youngster might well
take the extra drink and slug the shore patrol. Thus, one apparent conse-
quence of the depression was to create a more experierced and, above all,
older and more mature enlisted force in which the burden of leadership and
gquidance did not fall so heavily or a relatively few shoulders. It is a
good thing to remember that the loss of a career petty officer ig not simply
the loss of hadly needed and hard to rerlace technical skills, but also
irreplaceable maturity. Tt also increases the burden uf leadership oun those
who remain on board ard reduces their effectiveness. T'hus we can suggest
without much fear of contradiction, %hat an older enlisted force :s prob-
ablv a more disciplined and more competent force.




The average age of the enlisted force can be impacted by two things:
the age of the people you recruit and how long you are able to keep them in
the service. Minimum and maximum age reqguirements, broken service enlist-
ment policy, and lateral or advanced pay grade entry are all issues which
impact on the first factor. The second is influenced by active retention
programs, as well as the sailor's own assessment of actual naval experience.
In considering the cost effectiveness of direct or indirect retention pro-
grams, we must not lose gight of the true cost of loss of maturity on the
overal) environment in which all sailors must live.®

The second excternal factor which had a very direct impact on morale as
evidenced by NJP and re-enlistment rates is the international situation.

By 1940 the wars in Europe and Asia were being felt in the American
armed forces. The Navy was experiencing the first stages of rapid expan-
sion., The draft had been put in piace and the prestige of the military was
on the rise. Military service had becomes more than an alternative to the
CCC or WPA. Newsreels featured a closing scene of a column of battleships
breasting the waves. In 1940 Life Magazine devoted an entire issue to the
Navy. Books for young people were published providing information about
military organization, ranks and insignia, ship and aircraft types and other
details of military life. The ability to identify military and naval rank
and organizational insignia, as well as decoration and campaign ribbons,
became matters of pride and competition among young men and women. It was
“smart” in all classes to use military slang. Boy scout troops, led by
veterans of WWI, learned close ovder drill. Moreover, newspaper and news
magazines provided regqular summaries of the wars in Europe and Asia, com~
plete with situation maps. In the Atlantic Fleet many sailors were already
involved in the Neutrality Patrol. The Pacific Fleet had shifted from the
West Coast to Hawaii. The Asiatic Fleet was operating in a war zone. In
short, the general social environment was one in which a member of the Navy
was accorded prestige from the populace in general. Society was providing
our sailors with an understanding of their role in the historic events then
unraveling. Moreover, soclety, in its films, magazines, and books was
providing potential recruits with knowledge about the services which today
must be taught in accession training...or not taught at all. This "“social
conditioning” may have been even more important in explaining the relatively
low NJP rates in 1950 when Hollywood produced dozens of films cast in the
heroic mode based on WWII.

Obviously, we cannot count on wars and rumors of war to wmaintain morale
and discipline any more than we can hope for a depression. But it may bz
potsSible to recreate the positive consequences of the depression by adjust-
ing recruviting policy and retention programs. We may also be able to
achieve high 1levels of awareness, enthusiasm, and apprcciation of the
sailor's own role in events through more imaginative internal communication
activities and enhanced and redirected training programs.

While external events do clearly have an impact on the personnel of the
Navy, there are also a number of internal historical trends which, over the
years under study, reached something of a culmination in 1940 and relate
most directly to good order and discipline.
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Most startling is the dramatic shift from heterogeneity to homogeneity,
which began in the early years of the century and culminated about 1940, at
which time the trend was reversed and began to shift back toward heterogene—
ity. Perhaps this is best illustrated by contrasting the perscnnel environ-
ment of a sailor aboard a battleship in 1200 and that of a battleship sailor
in 1940. In 1900, a sailcor on the USS Iowa served with a racially mixed
crew. Of the 496 sculs on board, 35 were non-white, with 17 cf these being
black Americans. Japanese made up the largest minority other than blacks,
but had totally disappeared from the service by 1935. The remainder were
Filipino, Chinese, and Guamanian. While a large number of the Asians were
stewards, blacks served in all ratings, so that the average sailor had more
interaction with minorities than he did in later years when minorities were
occupationally restricted.?

Even more startling than racial heterogeneity are the figures on nation-
ality. A hypothetical and representative crew of 49 would include 175
people born in foreign countries. Twenty percent of the crew would have
been non-citizens and another 19.9% were naturalized American citizens. 1In
sharp contrast to the variety found in the ealisted force was the homogene-
ity of the officer corps. The racial, reiigious, and social class origins
of naval officers which were studied in depth Ly Karsten were remarkably
homogeneous.7 White, upper middle class, main line in religion and
veterans of fovr years of training at the Academy, the officer corps vas
perhaps sinqularly unsuited to undergztand and manage such a racially,
nationally, and therefore culturally, mixed bag.

This récially and nationally mixed crew found its way on board by vari-
ous routes and learmned its jobs by a number of different means.

A considerable number were apprentices, lads enlisted at 16 for a six
year period., The first six months of their service was spent ashore before
going into training ships for an extended pericd, prior to being assigned to
cruising ships, where they continued to receive gpecial instruction in math-
ematics and other academic subjects, taught most often bv the chaplain.8

For young men over 18 who had no experience at sea nor skills in a
trade, there was the rating of landsman. These might enlist at naval
rendezvous (recruiting staticns) located in several major ports on “he East
Coast and in San Francisco. Or, they might enlist directly on board ships
in other ports. The amount of trainirg they received at any time is hard to
deteraine. Socme obviously went directly to work on becard the ship irto
which they had enlisted, learning on-the~3iob on board. Others apparently
were assigned, at least ULriefly, to training ships, while othere raceived
some cursory inscrvction in a receiving ship while awaiting assigrment. If
a potential recruit had experience at sea he wouid be recruited directly on
board as an ordinary seaman or, if he had more experience, a seamzt.

In the engineer, artificer. spevial and commissary branches, a recruit
could be enlisted at any rate and rating for which he could demonstrate pro-
ficiency. Only the rate of chief petty officer (an innovation created in
the ®id 18%s) rocguired time in szervice longer than one enlistment.,
Thus, many of the people on board classed as "rated"” and called petty
officers might have had only a few months in the service and no military
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training other than tnat gained on the job. Clearly petty officer meant
something vary different in 1900 than it did in 1940 or does today. An
analysis of military authority in the enlisted force is far too complex a
question to address in this context. Suffice to say that in 1900, most
practical authority rested c<n the shoulders of the master at arms rate.
Other petty officers exercised authority within thelr own docwains and a very
strict precedence of ratings existed. The appearance of torpede boats,
destroyers, and submarines made a rating of such limited technical utility
impractical and the burden of anthority passed to seaman ratings, boatswains
mates, turret captains, and quartermasters, who ware their rating badges on
the right arm and rainked above all "left arm"™ rates, Officers were admon-
ished not to put "left arm"” CPOsS in charge of details cortaining “right arm”
petcy officers. This dischotomy existed until the reorganization of 1949.

We can sumrarize the 1900 situation as one in,which a large number of
young and inexperienced men from many backgrounds wzre recruited and trained
in several different ways and then assigned tov the cramped and demanding
environment of a man-o=-war. This odd lot was commanded by a small number
of white officers with upper middle class, conservative, mainline origins
who shared a common process of accession and training. One could be hard
put to create a situation with more potential for indiscipline and disorder.

Let us now look at the sailor in a battleship in 1340. The crew was
almost three times as large and its makeup was vastly different. Since the
late years of the 1900s the Navy had attempted to reduce the number of for-
eign and foreign born sailors. By WWI this policy had been implemented by
opening recruiting stations throvghout the nation rather than locating them
only in a few large coastal cities. Inasmuch as these large cities were the
sites of highest concentration of immigrants, the native born-foreign born
ratio began to change. By 1940, 96.6% of the enlisted force was American
born. It was also white: of the 1208 people on board a battleship there
would have been approximately 36 Blacks and 15 Filipinos. These, plus
perhaps 5 Chamorros (Guamanians), would, except in rare instances, be in the
steward branch with separate quarters, mnessing and uniforms, seidom
associating with the rest of the crew.

Except for a few very old CEGs or warrant officers, every one in the
enlisted force would have undergone the familiar pattern of enlistment at a
local recruiting office, followed by four months of recruit training in one
of three or four training stations. They would have enlisted at the rate of
apprentice seaman and been prototed to seaman second class upon completing
four months service. This of course was a consequence of the shift in
recruitina emphasis which reduced the number of potential recruits with
experience at sea. In response the Navy was forced to train its own seamen
from scratch. With few exceptions they would have been sent to the fleet to
occupy a billet in the deck force {or for some, conversion to firemen and
assignment to the =angineering department) until they were drafted into other
gangs and divisions to strike for ratings.

Thus, even though the rating structure was becoming more complex in
response to technological change, the enlist 3 force as a whole was a
product sf similar evwrerience. This tended to enforce the authority of
retty officers, who could give advice and counsel to their subordinates
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2 based on similar experience without having tc depend on specialists. The
L examination of 1940 muster lists indicates, however, that the trend toward
homogenization was beginning to reverse. The military build up saw retired
and fleet reserve personnel back on active duty. Many Maval Reserve offic-
: - ers were cn active service. The wartime expansion sought personnel from a
: wide number of sources. Experienced artisans were recruited in advanced
-_! placement programs. Veterans of WWI were re-enlisted or directly commis-

g sioned. By the end of the war even the racial restrictions had been aban-
donied. The NROTC and oCS officer had become a permanent part of the person-

IR nel picture. The enlisted force, at least on the junior levels, contained
‘ short term draft motivated reservists as well as reqular enlistees. Women,
who had entered the Navy briefly in 1917-18, returned during WWII and have
never left. Today's Navy still contains a percentage of native born
citizens as high as it did in the 19306s and 13%40s. The emphasis on
S 3 recruyitment of minority personnel, however, has created a Navy as culturally

C et 3 and racially varied as it was in 1900.

A summary of the data suggests that, all things Leing even, high NJP
. rates correlates roughly with high degrees of heterogeneity. Lest anyone
conclude that the only way we can achieve good order and discipline is to
return to overtly racist and sexist policies, I hasten to re—emphasize that
the homogeneity of 1947 was a total homogeneity not simply a matter of race
or sex. A glance at the figures reveals that NJP rates of the 1970s and
1980s do not reach the levels of 1900 and 1910, which suggests that train-
ing, orientation, law, regulation and general social and cultural climate
cont:ibute to mitigating indiscipline generated by heterogeneity, and that
race and scx may be much less important than in-service experience in deter—
mining the degree of homogeneity. The commonality of naval life, shared
E experience, and the necessity for mutual dJdependence, can, with properly
3 designed training and indoctrination, outweigh pre-entry differences in
gsocial background, sex, race, ethnicity or culture.

There are, in addition to the cycles of homogeneity and heterogeneity,
other internal historical issues which must be considered as we analyze the
naval personnel environment of 1940. Not the least of these is what I have
chosen to call structural stability; that is, a continuity of policy and
practice which enabled tne rawest recruit to learn about the now universe
which he had entered and find, in that learning, an increasing degree of
familiarity and sense of security. An example, but most certainly not the
only one, is the rating structure.

By 1900 the skills of the sailing Navy, which were highly prized in the
19%h century, were becoming, or had become, obsclete. New technology could
not be managed with the rates and ratings of tha past. Between 1890 and
3 1905, fourteen new ratings were established, forty-cne disestablished, and
twenty-six changed or combined. In addition, almost all ratings were
divided iato classes, from tnird c¢lass to chief. Between 1905 ard 1920,
eight new ratings were established, none disestablished, and seven changed
or combined, From 1921 through 1927 or 1928, except for adding the rate of
thirdi class to three artificer ratings, all new rates and ratings were in
aviation. only four rates were Jdisestablished or combined. From 1230 to
1340 no new ractings were esgtablished, two disestablished (in 1931) and four
changed or «ombined. Thus a sailor enlisting in 1925 would, by 1240, have
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served for filfteen years without any major alterations in theé rating strucr
ture. Experience tells us that rating is one of the principle foci of self
identification amcng enlisted people. One's rating provides a means of
establishing one's own self image and evaluating and identifying others.
Fregquent changes in the rating structure and the insignia and "folklore®
which go with that structure create a profoundly unsettling situation. Even
the newly created aviation ratings, once established, remained stable until
WWII. The explosive expansion and seemingliy constant combining, disestab—
lishment and recambining of ratings since WWII may have contributed subtly
but materially to a sense of impermanence and confusion which weakens the
personal identification with the service, so essential to good order and
discipline.l! The question of enlisted occupational classification in a
rapidly changing technological environment is one which perhaps needs
serious and immediate consideration for psychological as well as administra-
tive and management reasons. Rating structure is an example of structural
stability which appears to be related to lower NJP rates. Other areas which
should be considered are re-enlistmen: bonuses, assignment policy, sea-shore
rotation, uniform and grooming regqulations, school programs, and a hcst of
other programs and policies. The tendency to adjust and fine tune all these
policies in response to the latest survey or computer run in the name of
cost effectivenaess generatas an atmosphere of uncertainty and unpredictabil-
ity. Service life contains many unavoidable uncertainties. The degree to
which this can be minimized appears to contribute to good order and discip-
line.

One additional historical factor that was revealed by interviews with
naval veterans of the 1920s and 13308 is institutionalized competition.
Without exception career sailors who served during this period, much of it
characterized by undermanning, low {(and even reduced) pay, and strict disci-
pline, remember with enthusiasm the organized competitions of the time. They
recall, and publications of the time, such as Our Navy, record in detail
boxing, basekall, football, and other sporting contests between ships,
squadrons and fleets. They speak with pride of the Pacifi~ and Atlantic
Fleet football teams which played leading colleges and the naval veterans
who became renowned boxers. With equal enthusiasm they describe more sail-
orly competitions in sail boats, and pulling boats. The more thoughtful of
them credit this emphasis on receational competition with developing a sense
of competitiveness in day-to-day activities. Being better, smarter, faster
than anyone else became part of the working atmosphere for sideboys, signal-
men, cosxswains, bowhooks and others, particularly those whose activities
were visible. Gunnery, which in 1900 was an activity of so little imporrt
that flag officers went ashore during practice firings, became the focus of
conpetition for the Gunnery E, while engineers competed for an E of their
own. Even today veterans of the 1930s argue vigorously about who won fleet
maneuvers in one vyear or another. It is difficult to claim that sporting
competition "caused™ operaticnal effectiveness. But it would be unwise to
disregard the impact on morale and discipline and good order of cofficially
sponsored sports programs which were considered an integral part of the life
of a ship, with time and resources allocated to them.

It would be presumptuous to claim that the factors i1dentified arnd de-
scribed above were, in and of themselves, responsible for the remarkable

record of discipiine and guod order in 1940 cr the much higher NID ratec of
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@arlier and subssquent periodg. What the research on this paper does reveal
is the complexity of the subject. It suggests that the behavior of sailors
is not affected simply by orders and directives, but rather is the reaction
to a total environment. This environment is the result of implementation of
policy, which is in itself a consequence of historic trends and cycles of

responge to changing demographic, political, economic and ¢technological
factors.

A further suggestion of this research is that it is entirely within the
controi of the Naval service to recreate situations analogous to those dur-
ing periods of good order and discipline and avoid analogies to those per-
iods of indiscipline. This is not the place for programmatic recommenda-
tion, save to arque that we can learn a great deal about ourselves and our

Navy by studying its history and using this understanding to affect the
futura.

183

v - b e o Rl ey Sy Y MM~ T

Sk por O R




S
e g b 2

FOOTNOTES

this research was funded in part by Office of Naval Research contract
number N00014-80-C0198, A Cultural-Structural History of WNavy Personnel
Policy, 1900-~1980.

Zhe compjilation represents an average of all the ships surveyed in each
year period except for 1970. Individuwal unit NJP records are not availabie
for that year and extrapolations from other sources have been made.

3Re-enlistment and unemployment figures for the years 1905-1939 are
presented in Harrod, F.T., Manning the Modern MNavy; The Development of a
Modern Naval Enlisted Force, 1899-1940, Greenwood Press, Wesgtport,
Connecticut 1978. Post WWII figures are derived from Navpers 15658, Navy
Military Personnel Statistics and Handbook of Labor Statistics; U.S.
Department of Labor Statistics Bulletin 2070, December 1980.

4garrod, op cit pp. 186-87.

SA higher ratio of older people can be noted in the mid-1929s and is not
immediately reflected in the NJP rates. This, I feel, supvorts the
contention that good order and discipline are not products of a single
factor, but rather a combination of factors of which the maturity of the
force is only one.

61t is useful to note that the thirty year career for enlisted peopie has,
throughout this century, been more potential than real. The percentage of
the enlisted force with over twenty years service has varied from a low of
+3% to the present nigh of approximately 2.0%.

7Karsten, Peter, The Naval Aristocracy, Free Press, MacMillan, New York,
1972.

8rhe curriculum at the apprentice training station at Newport, FRhode
Island consisted ©f reading, mathematics, geography, seamanship, and gqunn ry
in that order. Academic instruction was continued for apprentices orn
training and cruising vessels, but not for landsmen or sgeamen. Blue
Jacket's Manual, 1202.

9ince the 1860s there were “"chiefs" in some of the ratings, e.g., chief
carpenter's mate. They were, however, rated as first class petty officers.
The creation of the chief opetty officer with Jdifferent uniform, berthing,
etc., wag a product of the 1890s,

10gacial and ethnic percentages are drawn in cart from Harrod op cit., p.
184.

11

An almost legendary exceotion was Chief Gunner's Mate Dick Turpin, a
black man who was, in 1240, senior enlisted man ir toe Moy

i




Footnotes {Contiued)

12an exampie is the confused history of the rating of signalman, which
was, before WWI, a collateral distinguishing mark for seamen and marines
under the direction of gquartermasters, then in 1921 a separate rating,
vecombined in 1950 with quartermaster (and bugler!) only to be separated
again in the 1960s. As a signalman who woke one day to himgel® and his
mates lost among gquartermasters and buglers and bereft of his crossed flags.
1 can attest to the digturbing impact of rating instability. {CF. Downs,
J.F., "Enviromment, Communications and Status Change Abcard an American
Aircraft Carrier,” Human Organization, Vol. 17, No. 3, 1959.)
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Foreword ‘

The Biuejackets” Manual has historically contained a concise >
wealth of information about the many diversified tasks required
of sailors in the United States Navy.
This 20th edition continues the tradition with a "back to
basics’” manual that covers a wide spectrum of subjects of inter-
est to Navy men and women, from recruit to admiral, throughout
their naval service.
During my thirty years in the Navy, | have often relied on The
3 : . Bluejackets” Manual 1 refresh my memory or update my knowl-
* edge about such facets of Navy life as the Uniform Code of Mili-
3 tary justice (UCM)), customs and ceremonies, military duties,
: and compensation and entitlements.
As meaningful today as ever is the phrase “Ir.ok it up in The ix
Blusjackets” Manual.” In it you'll find condensed, up-to-date in-
formation that will answer most pertinent questions about the
Navy.
3y increasing your familiarity with the information contained
in The Bluejackets’ Manual, you will not only contribute o your
professionail growth, but you will be better equipped to assist in
the fulfillment of the Navy’s mission.

1 encourage you %o read and put to use the knowledge found in l
these pages

Robdy, ke

Robert 1. Waiker
Master Chief Petty Officer :
of the Navy !
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