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Leadership in the Falklands Campaign

{Members will remember various arficles on
leadership that hawe oppegred in récent
years, How did the principles and qualivies
discussed stand wp fo batile conditions?
(ke view is printed below. It is the fext af
presentation given ar the request of the
Grernan Mavy, The guthor asks me o beg
your indulgence for what s only one ship’s
experience and he feels that there are many
other valuable lessons of leadership 10 be
learned from athers who werg in Operaiion
Carporate. T hope that we shall hear them

Jolfowing this article—Editor.}
I WILL FIRST ouwtling the principles of
leadership we were teaching and
practising before the Falklands Campaien;
I shall then describe the preparation of
Inirepid from reserve, our deployment to
Ascension Island where we joined the rest
of the Amphibious Force, the landings on
the Islands and our time under enemy
attack. | make no apologies for my various
quolations, since il is impossible 1o speak
about leadership without culling flowers
from the gardens of greal thinkers and
leaders.

Principles of leadership

The principal aim of the kader must be to
create a climate of confidence and respect,
g0 that his decidons will be accepied
willingly and he will be able {0 command
the instant, unguestioning, and whole-
hearted response of his ship's company as
the circumstances may demand. He st
dominate events which encompass him;
once events get the better of him men will
lose their confidence in him, and when that
happens he ceases to have any value ag a
leader,

He must understand that botled up in
men are great emiotional forees which have
to be given an ouilet in a way which is
posifive and constructive, and which warms
the heart and excites the imagination. IF the
approach to leadership i cold and im-
personal, he will achieve litile; if he can gain
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the vrust and conffdence of hig men, and they
feel their best interests are safe in his hands,
then he has in his possession a priceless asset
and great achievements become possible.

How does he achieve this? First he must
be a master of his profession, He must
always be thinking ahead:; he must think
continually and deeply abour  his
profession. Thus any apparently instant,
sometimas wnconventional decisions are
based on deep siudy and undersianding of
the igsues that face him. Genius i =aid o be
one per cent inspiration and ninety-nine per
cent perspiration, 1 believe that good
leaders are made rather than born, and that
ni officer will reach higher rank withom
prolonged study,

Second the most ancient and  time-
honoured requirement of a leader of any
fighting men is courage, both physical and
moral. Moral courage will enable the leader
to take decisions regardless of personal
consequences of opinions of others, Bul a

word of cawtion — perhaps the most
difficalt thing is to distinguish between
maral  courage  fhat  gives  resolution

especially in adversity, and obstinacy In
holding to a course of action when §t would
be more courageous to admit error. Only
the leader can make that distinction, and to
make il correctly  demands  complete
honesty with onesell. As Napoleon said °l
have very rarely mel with courage al two
oclock in the morning — by that [ mean
unprepared courage,” emphassing that
without preparation and training moral
courage is almost unattainable,
Many other gualities are also reguired:

Commonsense; that natural capacity for
seeing things as they are without illusion or
bias, combined with the capability to draw
the correct conclusion and take the correct
action.

Tenacity: the firmness of purpose and
persistence which sees a thing through to
the end; and the fortitude to endure
physical pain, fatigue, or adversity.
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Sense af duiy: o leader must accept he is
always on duiy and there are no sei hours
and conditions.

Sense of hurmour: the capacity to laugh at
oneesll has a close affinity with the alility
(o remain calm and clear-headed in times of
siress and danger. This will enable the
leader 1o see the funny side of even the maost
intolerable conditions,

Layalty and sympathy: this works both
ways up and down. A leader should give
untiring atention (o his responsibilities
toward any subordinates and deal promptly
and fairly with everything that affects their
interests. The leader who displays both
these gualities inevitably atiraces them (o
himself,

Faith: a firm religious faith provided it is
nal laken o extremes can provide the
leader with great and enduring inner
strength which will be invaluable when the
going gets tough or he is faced with difficuli
decisions, OF the person who savs he has no
need of faith or religion [ would ask
whether he believed his  intellectual
Judgement superior 10 all the outstanding
thinkers of Christendom from 5t Augustine
ta T. 5 Eliot; and mors imporiantly
whether he is prepared 10 face glone the
suffering and sacrifice with which he will
inevitably at some time be faced.

Manners and humility; Good manners
and consideration for others should colour
his dealing with all his fellow men — there
is no incompatibility between the exercise
of command and the practice of humility.

Example: setting an example is one of the
primary means of communicating with your
me.

The need to defegate: 1t 15 essential for the
training and development of subordinares
— who will be ithe next generaiion o
command — and it helps to create a sense
of responsibility.

Discipline and morale

But these personal reguirements must be
biackead by discipline. The aim of discipline
is the conquest of fear. As Socrates said "A
disorderly mob 5 no more an cnemy than a
heap of building materials is a house,* The
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factor which changes a group of people is
intelligent discipline. In the Mavy the basis
of discipline is never obedience for its own
sake, but obedience for the sake of the ship
and crew and the common well-being; it is
the s=acrifice of a man's comfort,
inclination, safety, and even life, for others,
and lor something greater than himself; it is
the refusal 1o be the weak link thal snaps
under sirain. I is not automaric aobedience
to orders we seek to instil bur the active
habit and spirit of discipline — not the
mechanical performance of duty bul the
imstinctive resolution to do ane's duty on all
OCCASIoNS,

With the use of intelligent discipline and
the other qualities mentioned above he will
then be in a position within s ship 1o
achieve high morale. Morale 5 essentially a
state of mind. The main quality o instil
into men is pride, pride in themselves both
individually and as a group, pride in their
leaders, their ship, and their Mavy, Their
morale is improved if they are informed of
whalt iz going on. Every man must feel that
he himself and his work are important. |
believe morale to be the greatest single
factor in war. A high morale s hased on
discipline, self-respect, and confidence of
the sailer in his command, in his weapons,
and in himself. Without high morale thers
Gin be no sucoess.

I dor mow believe that the qualities required
from today®s leaders are any different from
those required over the cenluries. Research
mte the Mavy's great leaders shows thai
they were always thinking about their men,
and won their hearis by showing their own.
It was their unspoken pride 10 honour their
words, (o be gentle to the weak, to be loval
tor their comrades, to do their duty. British
naval rtradition s bassd not upon
administrative  machinery but  upon
humanity, which at its highest level is a
constanl reminder that man is not only
body but a spirit, When the chips are down
angd you are facing unceriainly your men
need something maore than  rationalist
stuffing. You cannol programme men
o their deaths, they have (o be
led.
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In particular we must be careful that we
do not create for ourselves a false sense of
security and believe that when combar
beging we will have time o change our
ways; we will have to fight with the result of
our peacetime leadership.

The test of war

How did these principles that [ had been
brought up with over twenty-nine years
stand the test of war,

Inirepid lay in Portsmouth Dockyard
having just run down 10 reserve aller a
ihres-vear commission leaving a care and
maintenance crew of some 200. On
Saturday 3 April she was ordered 10 prepare
for sea. Ten days later everyhody of the
original crew except two officers and twenity
men hagd been recalled from all over UK
and abroad., Ten days later we sailed
completely  stored, ammunitioned, and
fuelled for war, This incredible achievement
was only possible becauss of the group
identity of the ship's company. It was like
coming home for most people, sesing
familiar trusted faces, who had in the past
irained topsther, lived =ocially, and run
ashore logether — morale of the highest
kewel had been recreated owvernight, That
morale was based on mutual trust between
colleagues, a causs which we believed in,
namely the freedom of the individual, and
rresl impartandly knowing that our country
was behind ws,

We then went to Portland afier & most
emotional farewell from our families for a
four-day work-up, There is no doubd that
the threat provided incredible incentive for
all on Board, We lefi the UK for Ascension
Island on 26 April, with tons of extra
stores. Amongst these ilems were land drain
pipes for the aiefield extension; even this
small item gave confidence in the foresight
that had been shown in our original war
planning and also confidence that we would
eventually need them, as did our 110 days
supplies of food for 900 men,

This feeling of confidence expressed by a
lzader or leaders [ believe was of
considerable importance. As 1 sailed with
my ship's company [ was confident that we

would do well, but that we had an
cenormous amount of fraining to de. On oor
way south we escorted a Morth Sea Ferry
the Norfand who had %00 paratroopers of 2
Para Ba o board, For the text nine days it
wis praciise, praciizse of every conceivable
drill. Action stations, defence stations,
abandon ship drills, damage control drills
at all times of day and night, so that by the
time we arrived a1 Ascension we were [
believed ready for war, In particular [ was
reminded of the saying that peace is the
incabation period of war, the type of war
makes no difference. In practice the war is
wsually  won by the nations and
commanders who most  determinedly
prepare for it in peace.

Then two important events occurred, the
sinking of Belgrano, and the landing and
capture of South Georgia. They gave a very
iremendous boost o our confidence —
almost s dangerous boost; for almost
immediately the Sheffield was sunk. This
stunned the ship totally, myself included. It
was one of our newest ships, and we had
mixt lost a ship through enemy action sinoe
194%; clearly the batiles ahead were going (o
be no walk-over, Within a few hours we
were back to mormal and our training
continuwed with renewed vigowr, | made the
point clearly to the ship's company that in
no way was this going to deter us, only
make us more determined to see a
successful end of the campaign and to see
that the deaths in Sheffield were not in
valn,

We then joined the rest of the
amphibious ships and merchant shipping at
Ascension Island and sailed south towards
the Falklands, We had at this siage some
00 owver complement of fhe normal
wartime koad,

As the risk of ememy attack increased,
communications between command and the
chip became even more vital, It is mosi
important that those who are keeping the
thip’s company informed should have the
whole picture and be capable of fluent
delivery. Each night the Commander would
sum up the day's activities, hopefully
predict tomorrow's, and also comment on
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the overall sirategic and tactical piciure. As
he had done this every night for the Last two
yvears 1f was nothing oui of the ordinary,
The need to maintain the feeling of
normality should be emphasised. Our living
conditions were nol unexpected, mor our
rale a5 we had rehearsed it time and time
again in Morway and the Baltic in recent
MATO exercises,

Our dress mow was action working dress;
we slepl in clothes, antiflash hood around
the nmeck, gloves, gasmask, lifejacker and
once-only suit around our waists. Reality
was at hand all the tme, Bear Deliag
overflying us, attempts by a Boeing 707 to

locate us, and regular comferences by
Commodore  Amphibious Warfare on
board Fearfess.

On 19 May just under 200 miles, and
within refuclled-Etendard range, from the
Falklands we stopped with Fegrless and
Canberra to transfer 965 Paratroops and
B0 Commandos respectively. 1 don't think
I have ever felt more vulnerable, docked
down maximum speed 5 knots and my
landing craft shuttling betwesn the two
ships, A sense of humour was the most
valuable weapon at this stage.

I now had 1,900 peopls on board,
liverally sleeping everywhere, in every
passageway. While they were ol many
mizeed units, to me they were all Intrepid™s
ship’s company and | had direct
responsibility for their safedy. A very strong
sense Of purpose filled the ship.

At this stage came one of the most resting
moments in my life, as at the same time |
embarked from Hermes and Invincible men
of the 5A5 and 5BS and all their war stores.
This transfer took from 11,00 to 14080 the
following morning, four to &ix Sea Kings
conducting the transfer most of the time,
About 22,00 I was on the bridge when we
suddenly heard the sound of a Sabre air
distress beacon over the distress frequency.
It could only mean that one of the
helicopiers had ditched. We soon realized it
wias the one with twenty-nine people on
board; only seven survived. At that
moment [ was vividly reminded of Field
Marshal Slim"s words describing the

ultimaie test on & leader. Suddenly, he said,
everybody will stop what they are doing,
look at you, no one will sapeak and they will
only ask for leadership — you will never be
more alone im your life. Their courage is
ebbing and vou just make it flow back. It
was also ar thai moment thai one of the
gualities of leadership not often discussed
was necessary — the ruthlessness (o ss2 the
task fimished to the end ai no matter what
personal cost to yourself, | hope that |
provided the calmness and objectivity
requited at that moment, impossible
without faith in something much greater
than yourself, Had | not belisved in God
and His will, moments such as those would
have been most difficult (o survive.

We then siled on and by the morning of
the 20th (D=1} we were 10 the north =ast of
the Falklands, in poor visibility and
surrounded by all the ships of the task
force. It was at about 15.00 that & rumour
swepd through the ships that there had been
a seftlement, based on some news reporis
on the BBC, The feeling of relief was plain
for all 1o sce, evervone thought — we won'l
have to fight; not because we were afraid
but because no one wanted (o see human
bBlood spilled wnnecessarily. Hall an hour
later [ was handed an exclusive signal from
the Commander-in-Chief to all Command-
ing Officers saying that the negotiations
with the Argenlinians had failed and the
landing would take place as plannped the
next day, the 21st, at 01.30. | don't think I
have had a more wnpleasant duty than
having to tell the ship’s company and
paratroopers that we were going to fght
gnd in a few hours time. Fortunately
everybody took the news calmly; they put
their previous elation to one side, and
busied themselves in their own way for what
the morrow would bring,

I will digress for a moment to discuss a
mast imporiant decision. That was 1o
conlirm the whereabouts of the Command.
Since sailing from Ascenson lsiand [ had
not left the vicimity of the Bridge or the
Operations Koom; time in an Exocet
artack is oo shor, 1 lefi the individual
chatting and visiting of the ship’s company



LEADERSHIP IM THE FALKLANDS CAMPAIGH 99

i my second-in-command. Delegation in
the pasi mow hegan to bear froit. The
second problem was where [ was going 1o
e in sitwatbons wnder threat. § belicved thar
when under attack, at anchor or under way
{excepi in exireme navigational hazards],
my place was (he Operations Room, the
ceptre of all  information and more
impariantly the area with probably the best
communications to the rear of the ship. 5o
we decided my PWO should be on the GDP
as wisual Gun Direction Officer and thart
while at anchor in San Carlos he should
after an initial blanket approval from me
have the autharity to open fire — [ would
only exercise a power of veto, likewise the
PWO who remained in the Operations
Eoom should have the authority to open
fire and fire chafl in my absence il in his
opinion (he cifcumsiances warranted .
Mone of this was a deparure from our
peacctime practice.

The attack from the air

A, 30 on 21 May we entered the Channel
between the East and West: Falklands and
proceeded to anchor and disembark our
trogps. All was remarkably gubet, limited
opposition having been taken care of by SBS
we had landed ashore, Shortly before sunrize
we reanchored at the head of San Carlos
water. Thirty minuies later the first air
attack commenced. On that day seventy-two
aircraft attacked the ships in the sound, and
at least twenty-five aircrafl passed through
our envelope of fire. 11 was our supreme lest,
I had done all [ could, delegated authority to
the lowest level [ desmed prudent, transd
and tramed the ship®s company and above
all kept them informed.

The air atiacks did not surprise os, but
their ferocity did. Bombs were falling all
around us, but none hit. We fired at
anything with everything, One of our worse
momenis was when a patiern of bombs had
dropped 100 fest on the port bow, and
another airgraft, a Mirage, appeared out of
nowhere coming over the hill and closing
fast. My PWO succumbed to his feelings
that the aircraft could not possibly fail and
that mime was  lerally  standing sl

however, the starboard 5ea Cat aimer had
kept his head when all aciivlty was on the
other side of the ship, and at the right
moment fired, Delegation again worked.
While he didn’t hit the Mirage, the enemy
aircralt turned away — literally falling down
behind a hill and ditching his bomb-load.

Throughout the raids [ had the ship’s
main broadcast in my hand and as events
occurred [ relayed them 1o the ship's
company, | continwed to do this while under
attack unitil the end of hostilities some
twentv-four days later. [ know that we
formed an unbreakable bond, they knew my
voice, knew that they were going 10 be told
the truth and also, importantly, the gossip. |
would when possible indicate the threatened
side of the ship so that they were prepared in
EVETY Wiy,

I was fortunate enough 1o have two
Chaplains on board, one of whom was
usually ashore with the landing forces. [
asked the other to wander round the ship
the whale Lime = requiring from the men
acts of bravery especially in the more
confined areas, On one occasion | sald over
the broadcast “Air raid warning red’'.
Several decks below, the padré and the group
he was with kit the deck, and az they did, he
said in a clear voice 'Good Lord protect us'
and stopped. At which one of the zailors
nexl 1o him gave him a smard jab and said
‘For God's sake don't stop praying now!" so
he resumed his prayers aloud,

In spite of the ship®s personal success we
had suffered a number of losses, Within the
foree Ardent was sunk, Aerfrim and
Argoagut hit, and there were bombs in one
of the LSLs. Bul we had achieved our
objective — we were ashore. Mow we were
taking the brunt of every attack and
shooting down iheir aircraft — in the
trachition of vears of our history. So at the
end of the day 1 reminded the ship’s
company of the words of Admiral
Cunningham after we had suffered very bad
losses in the Mediterranean, ‘It takes thres
hundred vears to boild a tradition but only
three 10 build a ship’. 1 1old my ship’s
company that in my opinion they were now
part of that tradition.
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Intrepid stayed in San Carlos for the net
twenty-five days, sailing at night 1o carry
out  inscriions of SAS/SBS and  laner
making trips to the south in the area of
Fitzroy, On another oceasion we went out
to join the carrer group and were only en
miles from Hermes during an Exocet attack
— after this the ship's company was very
divided between the merits of ‘Exocet
Country®, as the Total Exclusion Zone was
known, or “Bomb Alley' as San Carlos
Water had become known.

O 24 May [ had 1o exercise a different
form of leadership since I believe that
unless the leader is in sympathy with the
feelings of his ship®s company e will fail. It
was the third day in San Carlos, air attacks
had left bombs in two LSLs, Fearless and
MNorgrd had been hit by cannon fire, we
heard the news of Coveniry being sunk. Tt
ws 4 very low moment for wus all; and,
when [ felt we could hardly be any lower, 1
received a signal saving that  Aflasfic
Convever had been sunk. Al that moment 1
felt that the ship®s company could not take
another loss 30 guickly. 1 therefore
withheld the information for about an hour
1o allow them (o digest and come 10 lerms
with the bad news they already had, Aboui
an hour later 1 allowed the loss 1o be maore
widely known, and the ship's company
arcepted it without comment.

So0n the land forces commenced ther
rapid progress lowards Port Stanlev.
Mothing [ saw indicated that the gualities of
leadership reguired mshore differed in any
way [rom those required afloal,

Oin 5 June fairepeied salled on the first five
deployments in support of the land forces
ashore. Leaving San Carlos at sunset we
sailed at 18 knods down through Falkland
Sound and Eagle Passage and launched the
landing crafi for Fizroy. We immediately
recovered those landing craft we had
dropped the night before, and steamed
back to San Carlos at 18 knors — il we were
ol back by sunrise we could expect 1o be
attacked by enemy aircrafi. On  this
occasion [ had to leave the Operations
Room because of the navigation hazards.
These night runs demonsirated again the
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burden of command in terms of fatigue. In
one period I was not to go to bed for
seventy-two hours, for as soon as we
completed our night insertion, we had to be
ready to face air aflacks in San Carlos; my
Mavigaior also had to face the problem of
fatigne, My Commander, who was so0
essential In maintaining the overall morile
of the ship and ensuring the ship was able to
cope with many conflicting reguirements
while in San Carlos ranging lrom casualties
to boimb disposal, eould nod provide relief
if he was to carry out his owh duties
properly. His only wish was ‘that the
Captain and Mavigator don’t both fall
asleep at the same time’,

Chur lest test was to be on the 14 June the
day before the surrender. During the night
insertion I had just reached the open sea
south of East Falkland when an incoming
raid was detected a1 134 miles closing at 500
kmots, The raid was on & steady bearing,
only at the last momeni aliering course,
passing three miles asterm. This  was
followed by another similar raid. I quickly
closed the coast and was fortunale enough
ta be able 1o find a snow storm, in which [
cirgled and cincled until the aircraft wers
well clear. | then closed the coast and
dropped my landing crafi. That same night
about ten miles away from us Glarmorgan
was hit by an Exocet fired from the shore.

The foliowing day the Argentinians
surrendered, A greal feeling of relief, swept
through the ship,

Sntrepid was to stay in the Falklands until
24 June. We evacuated 300 prisoners from
Port Howard, then 900 from Fox Bay. |
then had the task of restoring all the
settlements outside Stanley 1o normality:
this involved visiting some thirty-five
settlements by helicopter cach with a team
of experis ranging from shipwrights to
medical assistants and with an armed escori
as there still remained the possibility that
not all the Argentinians had heard of the
surrender,

This task enabled those of the ship's
company who had previously been
operating below decks 1o play a more visible
role. It was one of the most satisfving
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moments for the ship's company (o see the
visible effects of the restoration of the
slanders” individoal freedom, Our mim had
hesn achieved, and the deaths in our sea
and land forces had not been in vain.

In comclusion

Let me now conclude by referring back 1o
the principles of leadership | discussed at
the beginning. All the qualities 1 have
described were found to be necessary, but |
believe they have a long ncubation period
and need 10 be practised by the leader from
the moment he first comes into contact with
his ship's company — there is no short cut
that will enable the effect to be achieved in
the last days prior vo battles. You and yvour
men will act in an emergency as you have
irained yourself to act, The seeds of success
in [eadership are sown long before the first
shat is fired,

But there are certain aspects of leadership
that siand out very clearly. The first gualiiy
of command is a coel head and enormous
staminad and resistance 10 fatigue. Even
under the most favourable clreumsiances
command is an exhausiing fesi. A leader
must be @ clewr thinker, able to sort out the
eszentials from the mass of lesser factors
which bear on every problem and this will
lead to an element of ruthlessness on
DCCAsions.,

I Believe that in time of war there are few
men who do nod have their secret battle
with fear. Fortunaiely when b comes io
combat, the battle with fear was generally
forgotten in the heat of the moment. The
strain of combat has an immediate impact:
evervbody is keved up and more emotional,
and the example set by the leaders has an
astonishing  effect, Tiredness, fear,
appalling conditions, great privations, the
possibility of wounds, even death — all will
be faced by the fighting man if he knows
what he 15 fighting for and has confidence

in his officers and comrades. Thai
comradeship makes a man feel warm and
couragecws despite the facd that all his
instincis tend o make him cold and afraid.

Leadership is based on a spiritual guality
and the power to inspire others to follow,
We should not wnderestimate the value of
tradition which [ define as a standard of
conduct laid down for vou by those who
have gone before and below which you
should never fall. It 15 a handrail to guide
you in steep places, Yoo must know your
men and they must know you; [ believe that
in =pite of all the modern technology that
surrounds ws, it 1% the spirli of the ship's
company that is going o win or lose our
particular battles.

In effect under these circumstances the
leader has clear guidelines, He must place
the honour and the interest of his CQueen
amdl country firse, that of his ship next, the
security and well-being of his men after
that, IT he does this and has practised his
leadership in the manner we have already
discussed them, 1 submit, his men will
follow him anywhere.

[ believe | can best sum up my views by
some words from Admiral Cunningham.

First there will be fortiteds, the power of
coduring when hope has gone, the power of
raking om onesell a desperate respons bty and
daring all. There must be self-forges fulpess 1o e
wordly interesis and even reputation and honour
perish il only the task be accomplished. The man
who s concermed with his own repulation will
never mave mouniaing, There must be patience,
supreme patience under misundersianding amd
sethacks and the muddles and inderferemce of
others. There must be resilienc: in defeat, @
mEnly optimizm which looks @ afl the facls inoall
their hlzakness and vet dares 1o bope, There must
be a sense of the eternal copdinuity of a gread
cause g0 than Failure will not seem the end, and as
g man sees himsell as only a pam in & pre-
destined purpose.  Leadership then depends
primarily on moral endowments.
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