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BROWN SHOES, BLACK SHOES, AND FELT SLIPPERS:
Parochialism and the Evolution of the Post-War U.S. Navy

As Roger Thompson notes, individuals who belong to large bureaucracies, like the U.S.
Navy, have a much easier time identifying with and giving their loyalty to relatively
smaller groups. In the Navy’s case, this identification is generally with the major
warfare communities to which officers belong. This tendency has resulted in some
unintended, but very real, consequences for the development of naval warfighting
capabilities.

Thompson traces the development of naval bureaucratic dominance from the pre-
Second World War battleship admirals, through the rise of naval aviators to the
eventual dominance by nuclear submariners. He asks if . . . From the Sea has ushered
in a new era of surface warfare officer dominance and, if true, wonders what the
consequences of this will be.

Although this study argues for balance and urges naval leadership to rise above the
natural tendency to square the past by primarily promoting the interests of the CNO’s
community, it asserts that the surface community has been so neglected in the past
that some adjustments are both necessary and inevitable (especially in mine warfare).
Finally, it argues that exposing officers to other communities through cross-training is
the best way to break the cycle of parochialism that has marked the Navy’s post-war
history. ’

Whether or not one agrees with his observations and conclusions, Roger Thompson’s
study provides an excellent basis for study and discussion.

" R. STARK
Rear Admiral, U.S. Navy
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CHAPTER 1
INTRODUCTION AND OVERVIEW

In 1992, noted maritime analyst Anthony Preston opened an
article, entitled “Surface Warfare in the U.S. Navy,” by saying that:

In a navy apparently dominated by submariners and aviators it has
taken a long time and a hard, uphill fight for the surface warriors
to make their voices heard. Yet the U.S. Navy must face the
nccessity of fighting on the surface and guarantecing the passage
of merchant ships and warships alike.’

Although Preston was certainly not the first to make this observation,
few have stated the problem so concisely, and it provides a good
launching point for my investigation. In my study I shall analyze a
number of questions related to the development of the U.S. Navy
since the end of the Second World War. How, for example, did
aviators and later submariners take the place of the battleship officers
to become the dominant group in the naval bureaucracy? How has
their long-term dominance of the bureaucracy affected the surface
fleet? Why do some communities rarely scem to get the funding they
need while others are richly endowed with resources, and what are
the implications of this for U.S. naval operations? And finally, what
can be done to build a more effective Navy?

It is my contention that the answers to these fundamental ques-
tions can be found by understanding the effects of several interrelated
factors, including: the international strategic environment, national
military policy, congressional preferences, technological progress,
interservice rivalry over missions, navy strategic concepts, the uni-
que influence of Admiral Hyman Rickover, and intranavy paro-
chialism.? It is argued that in combination with these other factors,
parochialism has had a detrimental effect on the organization, and
that adding new requirements for promotion to senior flag rank may
be necessary to remedy the problem.




In essence, changes in the international strategic environment and
advances in technology allowed for the national strategic doctrine to
change in the 1940s, and that change of doctrine was the catalyst for
intense interservice rivalry between the Navy and the Air Force, with
cach trying to find its niche. This new concentration on air power
and nuclear weapons allowed aviators to achicve dominance in the
bureaucracy. Later in the 1950s and 1960s, technological innovations
in submarine propulsion, the political savvy of Admiral Hyman Rick-
over, and fears over Soviet missile advances created the right condi-
tions for nuclear submariners to eventually supplant aviators in the
naval burcaucracy. And as each community took over the
bureaucracy, their preferences became the Navy’s preferences.

This brings up the last factor, parochialism. In the context of the
U.S. Navy, and this study, parochialism refers to the phenomenon in
which many warriors tend to believe that their organizational subunit
(community), be it the submarine force, naval aviation, or the surface
ship force, is better or more important than the other communities.
Although many have discussed parochialism in the U.S. Navy, very
few have examined it in any great detail. The main purpose of this
study is to suggest that, combined with the other factors,
parochialism has probably had a significant affect, in terms of
decision-making, on acquisitions, modernization, and ship-building
in the post-war era.

Overview

The second chapter will establish the context for the study. I begin
by discussing the rivalries between surface ship officers, aviators and
submariners before and during the war, and the practical results of
the war in reference to the relative stature of the surface fleet, aircraft
carriers, and submarines. I then describe how the advent of nuclear
weapons and rivalry with the U.S. Air Force over roles and missions
under the new nuclear strategic doctrine in the late 1940s made it
possible for aviators to eventually dominate the naval bureaucracy
(dominance is measured by relative numbers of senior flag officers
in each community). In the second section, I move on to describe
how the submarine community benefited from Admiral Rickover's
push for nuclear propulsion and the Kennedy Administration’s re-
quirement for an invulnerable second strike capability, and how it
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gradually displaced the aviation community and became dominant in
the 1980s and early 1990s.3

The third chapter examines the parochial aspect of the problem.
Many have concluded that America’s post-war Navy is not really a
single navy, but rather three separate nayal “communities”: sub-
marines, aircraft carriers, and surface ships,‘ although as we shall sce
in the fourth chapter, the latter is much less cohesive than the other
two. Each of the three major communities has distinctive uniform
symbols, jargon, and the belief that it is the “backbone” of the Navy.
Drawing from statements from senior naval officers, historians, poli-
ticians, and academics, I argue that these warfare communities have
all the characteristics of subcultures, and in the absence of strong
institutional restraint, their existence tends to promote parochial
thinking and an unhealthy rivalry among the Navy officer specialty
groups. The result, in the words of Captain John Byron, is that:

We have become a Navy comprised of smaller navies, supported
by a shore establishment made up of non-communicating fiefdoms.
Isolation is extreme among the warfare specialties, and
bureaucratic insularity typifies the shore establishment. For all
officers, the oath of office is the same and the major mission is the
same. Yet we line officers identify not with the Navy as a whole
but rather with its parts.®

With aviators and then submariners in the dominant position in
the post-war naval bureaucracy, the fourth chapter begins with an
examination of the effects of their parochialism on the displaced
surface combatant force. I posit that as other major navies modern-
ized their surface ships in the 1960s, for example, the aviator admirals
who dominated the American Navy bureaucracy allowed surface
ships to obsolesce and prevented them from acquiring long-range
cruise missiles (because these weapons would have competed with
the needs of naval aviation).6 The last section discusses how
parochialism within the surface force itself has also contributed to
some problems, especially the Navy’s long-term ability to perform
some very important, but unglamorous, tasks. As a consequence, the
Amecricans have suffered unnecessary operational limitations in
various conflicts because certain elements of the fleet were (and still
are) much weaker than they probably should be, especially the mine
warfare branch.

































































































































































































