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I have had the privilege of serving for three submarine forces; The Royal Navy, The 
Royal Netherlands Navy and now the United States Navy. I am Command qualified, 
having completed the Royal Navy submarine Command course in 2000. In my 14 years 
submarine service thus far, I have served in 8 submarines (4 diesel submarines and 4 
nuclear attack submarines), I have participated in 9 operational patrols, a variety of 
demanding operations at every level. I have driven a submarine in the absence of my 
Captain in restricted waters off Scotland. Most importantly to this paper, for three years I 
worked for Flag Officer Sea Training as a Command Rider. I provided warfare and 
navigational training to a variety of submarines, national and foreign, nuclear and diesel. 
I have been fortunate to witness the Command styles of ten UK Commanding Officers 
and nine foreign Navy Commanding Officers. In my present employment for Submarine 
Development Squadron 12, I have witnessed 9 US Commanding Officers and students on 
4 submarine Command courses. 
  
1. This generation of warfare is most complex. We have a great deal of information but 
still need to determine what is relevant and what is not. We need to be able to combat 
technologically similar enemies and in the worst case an enemy that is at least 100 years 
behind us; we must be able to create effect in environments not traditionally impacted on 
by submarines. Technology plays a part in the process of maintaining dominance; 
however I offer that in fact leadership will be the winning factor. Within the military, 
leadership is generally considered something of a given. It is the fundamental ingredient 
of warfare – it shapes operations and men. The leader is without doubt the motive power, 
the man the team relies on for good judgment and astuteness. However, leadership does 
not always come naturally. The ultimate goal for those that contribute to the progression 
of the Junior Warfare Officer (JWO) is to produce a Commanding Officer, capable of 
great warfare feats, able to lead his team effectively with authority and manage the 
demanding administrative workings of a submarine. Making the submarine JWO develop 
from the analytical approach to leadership and decision making to the intuitive approach 
is what should be achieved prior to his Department Head tour - it is possible! Tactics, 
guidelines and experience play a significant part in the intuitive approach.  
  
2. Many Enlisted, subordinate to JWOs in the chain of command, have knowledge, which 
is far in excess of the JWO. Senior Chief Marine Engineer has specialized knowledge 
concerning the propulsion and reactor systems, as does an experienced Fire Control 
Technician in Action Information Organization. Rarely does a natural leader appear, thus 
the leadership building blocks of knowledge and tactics and how to use the skills of the 
experts whilst retaining control must be provided during individual training. Individual 
training presently fails the JWO in many aspects, notably in leadership and the 
progression to accrue the skills required for current submarine warfare. If the Submarine 



Service is to succeed in the future the JWO must be provided with the following during 
individual training: 
  
 a. The ability to develop leadership skills. 
 b. A firm base of knowledge of warfare and strategy. 
 c. A foundation of operational experience. 
  
The lack in frequency of leadership training and the less than adequate professional 
training means that the brunt of the shortfall must be made up by mentorship at the unit 
level. In general individual training has been so tailored that it no longer provides a basis 
for mentoring to start.  
  
3. So at present we are relying on mentorship to ensure future. There are issues associated 
with this. The first issue concerning mentorship is accountability. In both our navies, the 
consequence of failure far outweighs the commendation for success. The Oxford 
dictionary defines risk as "Chance or possibility of loss or bad consequence". Joint 
Warfare Publications also mention that Officers must be prepared to take risks, however 
the culture of ensuring that someone is found accountable in the event that something 
goes wrong places unnecessary pressure on the submarine CO. Mistakes at worst can be 
fatal; this is nature of warfare but we need to engender a culture of risk awareness versus 
risk aversion. We l need to learn the limits of our operational persona by taking risks and 
thus we need to make efforts to protect rather than isolate those that think “out of the 
box”. The second issue is that with the wrong mentorship, a cycle of poor leaders and 
submariners are generated. Once this starts it is very difficult to break, however with 
proper leadership training interspersed at the correct interval, the cycle can be broken. 
Thirdly, who teaches the person charged with mentoring? If a CO or XO has not seen 
effective mentoring in action, has not been mentored correctly himself, he may not 
understand the process. This then has an effect on his team Command relies on leadership 
and knowledge. Every JWO strives to Command and the combination of effective 
mentorship and correctly interspersed leadership and professional training with 
consolidation time at sea will produce an effective next generation of CO. The next 
aspect of this is warfare knowledge. Why? No matter how much technology you are able 
to provide, it will not beat the enemy of yesteryear, today or tomorrow unless you 
understand your enemy. We do not – we understand platform capability, we rarely 
understand the man we are fighting and to that end we will always have to fight to 
dominate any arena we enter. Technology can take into account a variety of situations, 
however, it cannot yet substitute learning about your adversary. In order to allow you to 
understand the issues, it is necessary to provide an example.  

  
4. I will deal with Anti Submarine Warfare, our Cold War legacy and although not yet 
realized, our 21st century problem too. When and only when a submarine in this 
millennium sinks the first ship will more attention be paid to this issue – it is unfortunate 
but fact. There are 42 Countries with submarine capability. You will notice I say 
submarine capability versus ASW capability. This is important, as the majority of 
submarine operating nations do not effectively support ASW. They are about ship 
sinking. However to ensure that we are fully capable we will ensure that we are ready to 



engage the most capable force in the world taking into account the US and the UK have 
not fought since the skirmish in 1812! As long as I know I can deal with that capability 
then I will be able to deal with less capable nations.  
  
5. So my potential enemy in the ASW environment – who is he? Iranian Kilo 877E 
(Teruk) is Commanded by Commander Aziz. He has served in the Iranian Navy since he 
left University of Teheran, studying a degree in Mechanical Engineering. He is married 
with children and a Sunni Muslim. He supports, fanatically, his nations view on Western 
oppression and engenders that in his crew. He has been trained by the Indian Navy and 
has also completed some courses in Pakistan. The Russians provided some training, but 
only when he was a junior officer onboard his last submarine. His crew have been the 
same for the last four years with very few changes, however they have been besot with 
equipment and battery life problems. He has achieved a total of 32 days at sea in the last 
year on patrol off the Straits of Hormuz. He is under the operational control of the Iranian 
Navy Western Command based in Bandra Bass. He is under the direct control of his 
superiors and is allowed little room for his own flexibility. His doctrine is based around 
religion – it realizes that shutting the Straits of Hormuz will stop oil supply from the Gulf 
region and thus cause, for the moment, huge problems for Western nations who depend 
on oil. While he is fond of his crew, he realizes their experience base is not ideal and thus 
he works pretty much autonomously, being fed information when it is available. His 
sonar is not as effective as mine and his periscopes are not fantastic and in fact require 
him to close most contacts to make correct classification, however when the order is 
given, it won’t matter – he will engage the first thing he sees with a torpedo. He has never 
detected a submarine, even though he knows that Western submarines operate inside the 
Gulf region. His intelligence information is good for local issues around the region. 
However, he has little information about Western nations operations and capabilities - 
except what he has ascertained from Jane’s Fighting Ships and on some websites on the 
Internet. He has read the biographies of a few US SSN CO’s but has no feel for their 
tactics.  
  
6. I now know how to fight the man, where his weakness are and what he is capable of 
and this is vital to the success of any mission operating in the same water as he is. I know 
how much he knows about me, I know that he knows to attack something, but nothing 
specific, and he has nothing to defend. I know that he will not know where I am planning 
to patrol and where I intend to engage him and as long as this remains in my control he 
will have to remain prepared for an attack by me. The psychological pressure this will put 
on the CO will be enormous. He is a single man mission; his platform capability and his 
reporting requirements are restrictive. He has a family and this will be on his mind prior 
to the start of engagement – he knows that his country and his family may be retaliated 
against – I know this because I think about it too. His strength is his selection and 
maintenance of the aim – his drive to engage anything in his sensor His team needs to 
train quickly; to fall back into how they worked before – I need to know how long they 
have been on patrol. I know that I can operate anywhere in his operating area. I have the 
advantage as long as my superiors have provided me with robust Rules of Engagement to 
achieve this. In fact this is the core factor that limits how I deal with this adversary and if 



I haven’t the tools I need, I need to ask in a timely fashion including the impact if I do not 
receive them, taking into account the transition between politics and military thought.  
  
7. The last part of this is about technology and where it fits in. Without doubt, advances 
in technology have transformed many realms of submarine warfare, however we 
generally look to advance the way we have always done things vice looking for a new 
idea totally. I am certain that some of us fear change but in this generation of warfare it is 
becoming more necessary. We have already started in some areas. Non-hull multi 
function masts in the Virginia Class submarines were of great interest to the UK, 
however, there was a certain amount of worry about how this revolution would be 
handled. However after riding the Virginia, it was relatively simple to adjust to not 
having a periscope there as long as you were ready to embrace the principle. The last part 
of this is about technology and where it fits in. Without doubt, advances in technology 
have transformed many realms of submarine warfare, however we generally look to 
advance the way we have always done things vice looking for a new idea totally. I am 
certain that some of us fear change but in this generation of warfare it is becoming more 
necessary. Submariners and surface ship operators have a reputation for rivalry. Although 
many would like not to believe it, we have much to learn from each other. They are in the 
same position; different tasking; however the same if not more information to deal with, 
and it is constant and instant. The CO sits adjacent to the Principle Warfare Officer, who 
co-ordinates all the different realms of warfare simultaneously. Each realm of warfare has 
a team assigned to co-coordinating the information and reacting accordingly. The Anti 
Submarine Warfare Director coordinates ASW. The Anti Air Warfare Director 
coordinates AAW and the ASUWD coordinates ASUW. The Helicopter Coordinator 
deals with the organic helicopter; the Fighter Controller coordinates the airspace around 
the FF/DD. All of these happen despite the PWO, the individual and team training allows 
them to deal with the individual spheres. The PWO needs to coordinate the entire picture 
for Command. The CO then has time to decide what he is going to do. Rather than 
always waiting for the CO to issue the order, he rules by Command veto. This allows the 
flow of warfare to happen without the requirement for the CO to continuously intervene, 
however the CO is afforded the luxury to think ahead – the Holy Grail in the art of 
warfare.  
  
8. So how can we transpose this into the submarine command process? Maybe we need to 
redesign the organization totally; move away from how submarines have always operated 
and provide all of the warfare areas the ability to deal with it themselves, thus allowing 
the Officer of the Deck to be the “director” of the warfare arena with the CO ruling by 
veto. This would then move the responsibility down the ladder allowing the CO more 
thinking time. Technology assists then by providing all the information required, 
instantly tailored to any individual’s need. This may be to some described as heresy, 
however, we did it with non hull penetrating masts, with Photonics and how we operate 
the Virginia class, so there is no reason that we cannot.  
  
9. The balance between technology and leadership is vital to avoiding the “all the gear 
and no idea” phenomenon. The focus must be between deliberate and instinctive decision 
making and providing the framework to nurture our future. While I have not provided 



you with all the answers (that was not my intention), I have provided you with our issues 
and direction. Someone already has the answer or at least has ideas about how we the 
operator, technology and your experience and ideas can make the difference. We have the 
chance to make considerable impact on the future of warfare, to dominate in every realm 
and engage any potential adversary – we must ensure that we take it. 
  


