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"Strategy and Tactics provide the scheme for the 

conduct of Military Operations, Logistics provides the 

means. 11 

In thG pa st there was D. tendency on the part of Naval 

Officers to take Logistics for granted , to relegate it to 

officers who were not considered suitable matcriRl for com-

bat comr.1and, or else, and this at times was nore serious, 

to so.y, "Oh that's the supoly officers 1 bus.:t:ness l 11 A strik-

ing example of this superciliousness occured in 1944 when a 

very able Carytain fron the staff of this War College reported 

for duty with the SBrvicc Force at Pearl Harbor. At the 

Officer's Club he met a classmate wh'J r.sk ed him whore he was 

on duty. 1·llrnn the cu. .~tain so.id "S0rvice Force, 11 his classmate 

snid, "I did not lmow you had been passed ov 0ri 11 Thero was 

very little in the educo.tion and tra ining of Uaval Of.ficcrs 

from 1920 to 1941 to indic2.te that Logi s tics is trhe business 

of every officer in the armed forces. True, the Sup?lY Corps 

must be primarily occ" pied with Log istics but just o.s the 

Sup_ ly Of.!. iccr, the Civil :a.1ginccrs nnd all other s ~.)0Ci8.l1zcd 

officers do better jobs v1hcn they understand Strategy o.nd 

11actics / so the Line Officors cannot cx_:)ect to exercise command 

jobs unless they have a thorouE,h knowledge of' Logistics. Just 

os the conduct of any ::mg23 G~n0nt invol vcs tho coordination of 

many specialized efforts, so docs tho conduct of Logistics in-

volve the coordi nation of many specialized duties. This coor-

dination requir es the s~me qu~litics of intelligence, training 

and educa tion, sound judger.tent, moral couragu ~md othJr militn:ry 
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characteristics that arc required for combat co!lll~nnd. Further-

more r~ 1:1.ajor opcrnt ..... on in modern war presents Logistics problems 

whicrr surpass in complexity any other field of comparable hwnan 

activity. 

You have had the opportunity to study the various compon­

ent parts of the Logistic work of this past war; you n.ro famil-

iar with the uork of Squadrons, Ten, Six and 'Sight of the Ser-

vice Force, Pacific Fleet; you lmow tho tromendous Base Develop-

mont that took placo in the Pacific with construction of great 

air fields, sup:ily do~:lots, ro9air facilities, hospitals, re-

habilitation and rcst~ging facilities for troops, nnd you a:c 

acquainted with the problems of loading and unloading ships,. 

In addition you havo had prcscnt r. tions o f tho gcncro.l organiza­

tions a.nd co:r.u:mnd structures v1hich coordinated and directed 

this effort. 

But unless you were on the logistic section of a stuff you 

probably arc not so familiar with S orvi cc Squadron 12, the 

0 Hnrbor Strct ch0r 11 nnd its v1ork in harbor devclopr.icnt 1 nor arc 

you at homo i n p1•oblcms involving ~ch.;lon Schedules and the 

complexities of shipping c.llocation nnd shipping control, the 

lca.d time l' oquir c d for th o ·:1 rocurcr.icnt of i:tnt crial nnd trnin-

ing of pcr>sonnol. Fow of you have delved into tho conplcxitios 

which c onfront e d Com2·10.nd :;r ··/est oPn Son. Fron ti er. Unl ess you 

had specializ e d duty in ;"/nshington you may not bo nwurc of the 

problems of r o.w r.t8.t .:iriRl .::md non Dowor nllocc.tion involved in 

u change in te.ct1cG.l or strP.t0gic conoopts. Of course tho 

sup ly of fu0l and lubricants wns vital to your every move, but 
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probo.bly few of you kno\1 the- problems of refining, storo.gc wid 

tro.nsportation presented by the necessity for maintaining nn 

economical b~loncc of ~reduction in the face of vnriations in 

the dOiJ.~.nd for high octrme gr, so lino. 

Probnbly you knorr t he vo.lue of chilled and rcfrigcro.ted 

food to the conbnt forces, but you nr.y not be so fa111ilio.r with 

tho difficul ti os in vol vod in its tro.nsportfl.tion, apportionment, 

storage o.nd distribution. Somo of you m.'.ly be o.cque.intod with 

the problem of ship und sm2.ll bo a t repair, the repair of trans-

portation and construction equipment, the r0pnir of aircro.ft nnd 

aircr?.ft engines, r.nd· tho D pociDl f::..cili ties f'or tho repair :::md 

maintonn.ncc of ~l0ctronic Qnd Ordinnncc oquipmont, all of which 

ma intonanco t.:1sks r -..quiro tho construction of shore facilities 

and the ~revision of flo ~ting sho p s and ~bovc n~l tho ~rocure-

mcnt, trc,ns oort it ion end distribution not only of th 0:.sc critical 

s par es, but of the p ersonnel s ·:::iocinlly tr"1incd to hn.ndlo the 

mn.t orial o.nd 9crform the maint 0110.ncc. 

These arc n few of the s p~cific tasks and problens thct 

c onfronted th<l Log i s tics Officers of r.Jorld Vlnr II. 1Nhcn we 

add to thorn tho t c.slc of developing n :: \1 mot hods for tho trans-

f er of cargo of nll sorts at son., tor incr0nsing the speed of 

handling c'":.rgo over bo"'..ch:) s / tho spocta.culnr development of 

Airfields, "nd most import .:mt of all, the ostabli sh.lncnt of 

Comm::md structure s and orga.niz['.ti ons to dir:;ct nnd coordinate 

thi s multiplicity of log istic effort, we rec.ch tho conclusion 

that logistics i s not the sole province of nny corps. 

An im1orto.nt f .... ctor :i.n the success of Pn. cific Lo 6i stics 
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wns the fact that the Jopancsc apparently n0ver realized tho 

importance and rcluti vo vulncrr.bili ty of our logistic forces 

nnd supply lines. Their submetrin cs did not nttc.ck our tankers 

aggrossi vcly but wore prima.rily used against comb;:i.t ships, 2.nd 

for reconnuissanco and for supplying by-pnssod bases. Their 

<:'.ircro.ft, es9ocially cnrly in tho wa.r po.ssud up rn:my chr~nces to 

hit our support shipping. 

Our cr.1~1po.igns WJrc successful and our Logistic system met 

the t1'"'ornendous domnnds thc.t w..:.ro plo.cod on it. But vr c must not 

lot those fQcts lull us ~nto ~ny f~lso sense of s0curity as to 

tho future. In this pnst wc.r our Ar:nod Forces hc.d throo mr.jor 

ndvant~gcs which c~nnot be assured for tho future. In tho first 

plcco we had time to build UD Qnd propnrc our forces nnd their 

equipment-. In the second p lci.cc our home ln.nd vrns ir,muno to 

enemy ntto.cl{. In tho third ::)l :1 cc our bc.s 0s in the forwo.rd nrcos, 

once consolidD.t od, wore relc.ti voly irn.1uno to o.ttc.ck o.nd et.t those 

bv.scs we v1 ..;re o.bl o t o c one :mtJ' ..... t o vc st fore cs :"l.nd support fo.cil-

ubility to attn.in c.ir suporiority, c.nd in most cases locnl dor.1-

in~tion of tho ~ir, cn, blod us to isolnt a the bot~lofiold and to 

conc 1...ntr:tto OV..)rwholm.:..ng lJOHor upon o.n:r objective. This power 

wo.s b<ls cd on such o. gro::.t n0.rgin of mi:;t . .)ri c1 l suporiori ty th['.t 

inoffici .:mcy in tho Logistic syst om WfJ.s tolorablc. For oxcJ:iplc, 

contrast tho c .:- rc with which :1or:u::cl 1 s Arr:i.y in Africc. sot up o. 

nc..t crio.l s~lvc.gc sys tem, with the thous 2.nds upon thous1."'.nds of 

tons of v.:-.luo.blc sup •li cs n.nd oquipm0nt tho.t v1-:;rc lost through 

we th-Jr d r'Xlng0 , pilfcr c.go , c·1r 3less handling nnd poor opci-•o.tion, 



' 

) 

) 

6172-5722 
l/Apr/46rg - 6 - R::STRICTED 

and misconsi9un .. :mt or nondoli very, in the Pacific Th00.t er. 

Truo; wnr is unst c o..nd th.ere rvr.s much unavoidable v10..st c, but 

t?loro v1::::.s also much r.voidc.blG wnste. 

The a.ovolopmcnt of mod ... rn weapons is such tho.t '10 nust 

o.ssu.nc tiu:t in u futur 0 r1.:-.r t~-i.:; Unitod Stc.tos will 110.vo none 

of tho c.dvc..nto.g0s of tine c.nd ir~.mnity fror.1 ntt['.ck, oither 

at our bnscs or nt hom~ , th::::. t w_ enjoyed in tho past war. 

It is not poasiblo to cov~r all aspocts of Theater Logistics 

in one discussion; how...:v .Jl' :i. t n:-..y b c helpful to cxnninc corto.in 

portions of th0 Ccntr~l PGcific Lo~istic picture to sec if we 

can dct::ct f:J.VOl"[~bl0 and unf~.vor .blc ...;lcmonts therein. 

Lot us stc.rt with th J L, vy D<..,)2rtmont. Without di spn.rc..ging 

any ot!1er officers lot r.10 so.y thnt Mr •. Forrostfl1, Vice Aw.irnl 

Fc.rbor, Vice :~dr.1ircl Mor·oell 7 Con·.1odor0 R.W. C'"tr ..: y, ~md tho 

i -.t 0 C:".) t. Tcr1•y Tho1:1pson i"i.Jro outst'l.nding in their ..-Ktrly rccog-

ni ti o n thnt v10 w..::ro fight i n g 2. Logi G tic 1'Jt,r md in their <1.ppr0c-

i1tion of the intwrlocking ~s ~~ cts of the v~r1ous br~nchcs of tho 

Logistic effort. The roorG·~ni zt'.tion of OP-12 ['..nd its dvsigna.tion 

n.s tho Logi stic ? l 8.nn1ng :Jiv:.;_sion of Opcrr.tions which b vcn::10 

off .)cti~o in co.rly 1943 wc.s ~. Yliso r.1o~:sur .... of grc:.t in,:JOl"'t.::mco . 

This r0sult c d in n gr u~t ar co~rd n~tion of Strnt cgic and Logis -

tic·:Planning gith a resulting lr~rovoLlcnt in tho foruc ~sting 

of long rnn gc n eeds. 

I urge you o.11 to study thr.., ort_;nnizo.tion and nork of tho 

ofiic0 of CO!.U?lC\ndor West ern S ·..:c, Fronti.::1" r..ft0r its rcorgc.niza.-

tion in lo.to 1914 . P'rovious to th .t tine th0 Con:~10.ndc..nt of tho 



'\ 

) 

6172 - 5772 
l/Apr/46rg 

- 7 - R-:STRICT ::"IJ 

12th N~v::i.l District , who YID.S · n8.turnlly imr.13rs .Jd J.n tho pro bl 0ms 

of AclJii.ni strr.tion of his olroody complex ~cti vi t1 cs, W'18 the 

only coorcl.incting ~gcncy on tho · .i0st Co:', st. Thcr0 \10ro :. ~ny 

offices v.rhich r: ..; r c doing chfficult o.nd import[mt nork r.nd I 

a.cl.r;dro tho ;:i.o.nn.;l' in ·which i:iost of thcs..; dischnrgcd their rospon-

s:i.bilitics. For CJ'.:.:'.m;ile tho Port :Jir0ctor Snn Fretncisco wo.s C\ 

vital olc:r:1ont in Po.cific Logistics 2.nd throughout the wD.r this 

office displnyud coop ~ration, flexibility, inngino.tion and in-

itiativo, to ~n outstnndinG d~gr~J. How0v0r, lines of ~uthor-

ity etnd responsibility between l~Ymy ~cti vi tics wore not clcc,r-

ly dr"'.vm, c.t tines th~rc wor0 unc0rtc.inty 2.l1cl dUi.Jlic~'.t:i.0;1. Anong 

tho l:'lo..jor c..gcnc1 cs in tho 12th '"'.nd 11th Navo.l Districts rrnro 

the Port Director, th0 N~v~l Sup ly D)p)ts, tho Service Force 

P;cific Fl0 ... t Subord:nc.tG Cm;r.1:->.nd, tlw Diroctor of tho Pacific 

Division of th0 Bur ·~ -~u of Y::.rd:::; 11.nd Doc· cs, tho Ad v~mc od Bnse 

Depot at Hucn0::ic, tho Acorn Tr.,_ining D~)tnchmcnt c.t Hueneme, thc 

!;,dvc..ncod Be.so Trc.ining Dc·)ot "1.t Sen Br·uno, the Director of Ad-

vnnc0d Bns0 Offico Pncific, the Ship Repc.ir Activities nt 

vo.rious points c.nd the Rocci ving st~.tions .:md Tr.:-.ining Cc.t2;::is o.t 

Troe.sure Islr.nd, Co.np P.:-.r!rn, :otc. CoordinGtion vTith the Army 

~nd pro bl ~;:-is of rail trans_:iort ~.i:;ion ~nd PctrolcU1;1 Supply posed 

r.1,.jor probl 0ms. 

VJith the :..1ppointr:10nt of J...dnirt..l Ingersoll o.s Deputy Cominch 

nnd Dc~)uty CinCPo.c, o.11 th-:isc offices r10ro dr--.wn together for 

pla.nning '1.l1d control rli th tho rosult thnt D. def:i.ni to iuprovorncnt 

wo.s noticor.ble in c.:.rl~~ 19,15 . 
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The control of Central Pacific Logistics wa s centered in 

the CinCP~c-CinCPOA Joint Staff. As you know, the Army and Marine 

Officers on thnt staff were not merely liaison officers or 

representatives of their respective ~ranches of the service but 

were workine members dovetailed into a truly joint orgnnizntion. 

Ar~y officers dealt with Naval matters and vice versa. The fact 

tha t the Army and N~vy werked together, lived together and played 

together, created a deep understanding and a sense of nutual 

respect th~t could h~ve been attnined in no other way. This does 

not meRn that there were not strong differences of opinion -- it 

does mean that the differences were brought out into the open 

and settled in a fair and objective manner. Furthermore ench 

service learned much from the close contact with the other Service 

A fnctor of the greatest ir.1portance vms the eose with which the 

members of the Type Cor.imanderst staffs could gain access to the 

members of the CinCPOA Staff. The constant interchnnge of in-

form<ition, end estim:i.tes permitted the timely submission of 

invaluable forecasts and also gre~tly aided the flexibility of 

plans. 

The basis for Logistic planning in the Central Pacific was 

the GRANIT~ Plun drawn up in 1943 outlining the proposed opera­

tions a gainst Japan. While neither the objectives nor the time 

tnble were o.dhered to, it perforned the valuable function of 

ennbling the Planners to estimate the total forces required nnd 

to prepare reasonnbly nccur~te forecasts. 

These forecasts were revised constP.ntly as reconnaissance pro 

vided new information and as the plans for prospective operations 

developed and changed. 
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In addition to the direct requirements for mounting o.n 

oper~tion, stocks in ndv2nced areas h~d to be adjusted to 

provide for the needs of the required preliminary and support-

ing operations. 

In order to reduce rehandling of personnel und equipment 

and stores, every effort wns made to mount the muximtun number 

of Garrison Units from the West Coast. 

There wns ~lways a limited nwnber of fust tankers avail-

able , therefore, careful ndvnnced planning wus required to build 

up the proper stocks of fuel and aviation gas as fnr forward ns 

possible. Peo.rl Harbor vms used as a surge ta.nk from which fast 

tn.nkers could refill without returning to the co ast. In no co.se 

wns it possible to store anything like the full fuel and Av~Gus 

require1:1ents in the very li1:-ii ted shore t'1nkage of the forwc.rd 

o..rea. 

Because of the enormous number of landing ships and other 

vessels of liDited wnter capacity involved nnd the length of 

tine troops hod to reonin on transports in the staging areas, 

CQreful planning for wo..ter supply nnd distribution was required. 

Dry provisions were seldom u problem. Fresh provisions 

were important require111ents and the number of reefer ships was 

so limited th':'.. t their ro.p id turn around was r.mndo. tory. 

Ammunition wns always a difficult matter; it wns used in 

enormous quantities; it was of infinite varie ty, and in some 

instances the rnpid development of new weapons [md new types 

of c.mmunition, made obsolescence u factor. Furthermore, its 

proportioncte expenditure was hard to predict. 
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Carrier plo.ne replacement pools were built up in the For­

wcrd Area. Construction work on uncompleted Bases hil.d to be 

cdjusted and construction forces regrouped. 

Combat Forces and troops required rehnbilitntion, retrain­

ing and regrouping. 

There WQS an insntiable demand for tugs, for salvage and 

rescue and for logistic towing. 

Ship repairs nnd maintenance had to be ~djusted to meet 

readiness d~tes. 

Provision for casualty evacuntion required the clenring out 

of Hos pi tnls to the maxir.iur.1 extent. 

An udequ~te pool of flee t roplncemcnt personnel had to be 

moved forward. This r e quired nccurl'.te timing for W~shington 

WQS always very sensitive to deluys in the turn ~round of lorge 

trri.nsports. 

These constitute d the mnjor logistics of the Attack snd 

Supporting Forces, nll of \7hich were spread out in many forwnrd 

D.reo. mounting points. In nddi t ion, Uni ts ~.lrendy in the forvmrd 

nrec. sometimes had to be shifted bcc nuse of regrouping of forces, 

~nd advance elements of the Garrison Force hnd to be novod to 

join the assault. 

In one instnnce we bncktrnckcd - it wns once considered 

that Eniwetok hnd passed its pe~k c.s n staging point ~nd there-

fore mo.ny of its fncili ties v1Cr0 reduced, but unfnvor~ble 

wco.ther conditions at Ulithi and the relfl.tive distnnce to Jo.pan 

caused CinCPo.c in 1945 to order n rnnjor expansion of shore 

fncilities nt 3niwetok to c~ro for ~ CnrriGr tnsk forc o in the 
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.• Olympic Operation. 

• I 

The Garrison or Bnse Development phase of the operation wus 

nlso intricate nnd from the point of viev1 of tonnc.ge to be un-

landed, greatly exceeded the Assault PhQse. 

The CinCPOA echelon conference wns the climnx of the logis-

tic plnnning for nn Amphibious operation. rt could not be held 

until the mujor planning for the assn.ult phuse wa.s complete. In 

the echelon conferences it wo.s finally determined how r.10.ny Den ::rnd 

who. t ma. teriul und oquipmant were to be usod to develop a be.so and 

when and how ouch unit would bo shipped. 

The Amphibious Forces stated how much of the nv['.ilnble 

assa ult lift could be assigned to the Garrison Forces nnd the 

nost urgently roquir0d elements of the Garrison Force were 

assigned to this space. 

Normally tho first Garrison Echelon, after this initi~l lif•, 

wc.s scheduled to arrive o.bout D-Plus 5 nnd thcrcr .. ftcr th3re wo.s 

one echelon ench ten days. The amount of cargo assigned to e~ch 

echelon wci.s dotermined by the eatim[l.ted bench unloading o.nd 

cleuro.nco cupv.ci ty n t the til:1c of nrri val. Bo fore nny uni ts 

were nssign0d to un echelon, tho tonnage r equired for the main-

tcnnncc, resupply, and build up, of the nssnult forces was de-

ducted from the space nvnilnble. 

In these first echelons, the prirnry concern wns to improve 

the waterfront, provide cargo hnndling personnel and cquipr.lent 

and to build rouds nnd fighter fi elds, to cst~blish base cornmuni-

cations to provide !'linimum nodicnl fncilitics, to opcr['..tO and 

repair boats, and to provide air wnrning facilities. 
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Theroc.ftor we tried to nugment tho construction forces as 

r~pidly as possible. In this connection it is woll to note tho 

iaportnnco of corol~ting the estin~tcd construotion schedule 

with the echelon schedule. 

There hets been much discussion of tho CinCPOA policy of 

centr~lizing Construction control in the hnnds of u single 

cor.unQndcr Construction Troops. This policy wns very helpful 

in echelon pl~nning. 

It w~s found essential to provide ~ pool of basic construc­

tion m~teriQls for the discrotionnry uso of the Comrnnnd0r Con-

struction Troops. 

One of tho most importnnt aspects of the Echelon Confercnecs 

wns tha.t they guve the represcntc.tivc of the Typo commo.nders and 

the Garrison Forces nn excellent opportunity to view the problcr.1 

as a. vi1hole nnd to get to know 0°.ch other. It is true thut sor'10 

represontntives alwnys made cxcossiva doannds for sp~co in oarly 

echelons on a basis of b~rgaining rnthor thnn ncad, but they wore 

usually detected ~nd rroqu0ntly lnughed out of court. 

CinCPOA exercisod n very closo control of shipping nnd nn 

import~nt ele~cnt of this control lay in tho Echelon Confo~cnc0s. 

Unfortunately; the gr.:rnt variations which existed between thonters 

in the terminology of shipping, shipping control, and unloo.ding 

figures r.mke it cxtr0r.iely difficult to drov accurate cor:iparisons 

of this type of dntet. However, there is no doubt tl1.nt the Contrc.l 

Pacific made n more effici.:..nt use of the MGrchant Shipping o.llocu-

tod to its use thnn a~J other Aron in tho world. 
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The system of shipoing centra l in tho forw~rd · r 0 0 wns not 

set up until wo found ourselves in difficulty in h nndling tho 

Garrison shipping in tho Gilberts and Marshalls Qpc r ntions , cncc 

est'"lblished, it, in ccnjuncticn ~ith the Echcle n s;stoa, produce~ 

excellent results. 

The ccntralizn tion of He'l.dquartcrs at P ' nrl H~ rb~ r W'l.S n 

grurt overall logistics benefit. I nrn net in a pcs i ti~ n t e 

comment on tho s trn togicr.l l'.nd ta0 tico.1 bcncf its dcri vod fro11 

the e3tablish1.1cnt ef CinCPOA t~dv'ln~ed HcQdquart ars D.t Gunn . I 

do know th,tlt it was dctri1~cntnl to the logistics of:ficienc:r . 

The extensive ch'"lngcs which took i;lace i:: the Fn ~:.:'ic Cou-

mund Structure in the surn:Dr of 19<15 destroyed ;;rnch o:t the co.re -

fully built up structure of the Logistic systcn . Tho L• gistic 

planning for the invn.sion of Kyushu was grcntly c e. nplic['.tcd •Y. 
this step, The physicnl strain inocsed on p l nnni ng <fficers ~y 

the necessity fJr frequent trips botwco n le2rl H~rbor, Guai1 ~nd 

Me.nila wns hca vy and it hr!d [;. mo.rked influenc e e n t ho quo.li ty ·• f 

their thinking. This sop~r~tion of Cornm::i. nd nnd the distr:ne.cs 

between hcadqu~rtors gror.tly incroo.sed tho cor.mrnn1c;i.t1on l•r~d , 

retnrdod importnnt decisions ::rnd introd.ucod e lements of un-

certc. inty which mieht well b QYO h'\d scricus conso quon• .c s hcd 

that opcrntion been ~nrricd out. 

SLIDE 

As an oxn.nplc of this I W."go you to stud.7 the ·J e . .nno.nd 

Structure of Okinawa ns it oxistod in ~UJUSt 1945 . I hr.vc 

yet to h e '\r :-:tny officers st to th.:i.t ho can undo:-s t ~nci i t . 

From a l·-Jgistic point of viov1 it i s the antith0s i s 0!: wh" t ··.'o 
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An undesirable feature cf CinCP0.1\ 1 s staff was that in ce~tain 

instances they were operators as well as pla~ners. This was 

particularly true in the case of Oil. The Area petrcl•l~J Offieer, 

part of the Service Fo rce, succeeded Service Squadron ~ ight, in 

char.;e of Oil Distributicrn, but CinCPCA sornetil:ie s teok independ-

ent action which was ~onfusing. The question of Constru~tien 

Ba ttalion assignment \1as never really settled in accordance with 

good organizational practice. CinCPOA's Engineer SGction, the 

tirector of the Pacific Division of the Jureau of Yards and 

Docks, and the Service Force all had a hand in this and at tines 

it was rather confused. 

Admiral Towers was well aware of ~hese orgunizntional deffui-

encies and constantly strove to elirnina'e thern . 

The Service Force Pacifi~ Flee t was the lart,;est single 

Lo~istic agency in the pacific. DeTeloping from the old Base 

Force which had consisted of a few tankers, repair •hips, ten .. ers. 

and tugs, etc. chiefly in San Padre. It rnushrooMed intc a huge 

orge.nization of more ships and :non than could easily be coun'ie•. 

Service Squadron Eight at one time ~onsisted of about two 

hundred shiµs with about 40,COO officers and l.iOn . Service Squa~· 

ron Ten had over one hundred and fi.t'ty ships,. Servic-e Squadron 

Two had hundreds of SLlall craft. Service Squadron Twelvo had 

probably the strangest conglonerction of flouting cquip;mnt e ver 

seen, including the fa1:ious eld battleship Cregc:n Vihich wos 

towed frorn her rausewJ berth at Portland to bccorIB ~n ex?lt~ive 

storage off Guam. 
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The Force Supply Office, the Medical Office, the Fleet 1!ain­

tenance Office, the ~dvanced Base Office, tho Fleet Salvage Gffice 

and the Fleet Schools and Utility Squa~ron, nado •P the bulk of 

the reriainder of the Service Force. lJnt il the end of 1944 tho 

Service Force Su9ordinate Conmand in San Francisco was a large 

and i~portant office. 

The Service Force was the catchall of tho pacific and it 

grew attd functioned without a clear cut ·organization and vri t:n.-

out a pl.anning 1ection. At times its authority was not clearly 

I.aid do'.vn. iut it functionet and produced tho necessary Fleet 

support not ~ecause it wa1 ~ell org~ nized, but b ~ cause its staff 

worked together and vlith CinCPOA; it wns vtillin~ to to.cklc any 

kind of a job and becauso its Sque.dron coLmanders were Don of 

flexib i lity of 1:1ind who thout:;ht priuarJ.ly in tor·-:s of r;o tting 

tho support to the fleet and wore Hillin0 to nece t ros onsibili-

ty and able to moe t unox~ectod plan chanuos und ouer gcncies . 

Furthe rmore Cor:rr1andor Service Force gave them a vory free hund 

and backed them up,. 

However, had the Service Force not been s g deeply invelvod 

in matters that should have bcon handled by tho Co~~undant of 

the 14th Naval District, and had the orgnniza\ion boon ~ore c:car-

ly laid down, the service Faroe could have func tiorled ;·.1o r o off ici-

ently. 

Furthermore, the Service Force frequently sufferc1 frc n tho 

fact that cast off officers wore ordered to it . It was nc t J.r-ti : 
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late 1944 tha t t~e neceEsity £or first class officers for logis-

tic \-vork -- particularly in Adv ;: nced 3ases, really begPn to sink 

in. 

The T)C rsonnel yroblem \'!as neglected in the e2.rly Dhases of 

the Central Pacific Car.r aign. There was no organization c .::iable 

of d ealing v;ith ·;1a.tters of classifics. tion e.nd t'!e b.;st allocation 

of of f1c ers anc men. certe.in Com1nc:n6s had v :::ry weal{ ·personi""lel 

s ct1.:>!1s , .v " there seemed to ·)e little a'1Dr<·clation 

of t.hr· need f'or arJeqml. te C :Jurts ?i!arti~l fac il i ties for major 

Advan~ed ar ~ s . The trainin of Adv~nced Baee •crsonnel was woe-

fully w-:a.1-: 8.n( th)usa.~ds 0 r. ncg:co -:mlistecl. pf' rso:1ncl who hac. 

r c;;cs 1v ed v ::ry little trainin~: anti nae! untrain e d, e.nC: in nany cases , 

inco 1 f!;;t· . .mt of 1 1.cers , were ::- t :crrl Enr~JOI' ancJ in tho -::::-o r\·1ard _.'.\.rea . 

Tha t s· r :..()US ' if ~1 culti e s a.'os - surpris ec' no one acT~i.ainted with 

the situa ~ion. It wae only by r~kin3 ma jor sta ff ex~ansions and 

reorganizing ma ny activities ·chat this situation v,as corrr--cted. 

~hen Ad~iral H~lsey ca~e u~ from t~e ~outh Fac i; ic and 

altcrn~te~ ~ith ~Cmi~ 1 q'ruance in co~n~nct of the ~leet at sea 

it w~s ~0~si~le for ~~e Fleet ConLnander anQ his staff to devote 

~ore ti~e to the planning of tha operations. 

Since t~e sc~lG of ooa·at1ons ~n~ t~e forces involve~ wer~ 

0Xpan~ing r r:atly, this W£S V ry Bd'antageOTIS• 

t i1e ··2.rsh2.lls, Palau ar:d F'hili.· ine ::..nv2.si .rns, v;_2c ex•')anded e.nd 

C.i:-.r'.)10 .e c: into Service Squa <.· ron ~ix. In tr o thrust nnrth toward 

Jap2n t hi~ outfit did a rr~1 - rkable job of continuous fleet support 

underway, 
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r ·' or .. ni ze C: unc::; r 2. r 2. r 8.0r:ira l 211d r~ i ":' ided into foti_r divisions, 

ch un.···r := Son o,·or< . 1'his c onst :... tute c~ a ~1 elat ec recognition 

of t ': r :_ ' ·') rt-:nc; cif thi s s c::.1a ·ran. ~1ov1 e ver, it is intere sting 

to ·10t ·J t:1e-.t i n h5. s r e-,..,o rt of tl: .. e Okinawa Camp~'- ign, r;o1wnander 

5 th Fl t P co •:n "e(i thz,t o. F l ee t S e rvice Of f icer with a small 

st2ff ~~ (Gtr1led from tj0 ser 7ice Force to ta~e ~art in the 

ini ti.-... 1 · 1 '1.nning a nc to accoJ1pany the Fleet Co;;mmnder to the 

o~j c c ~ivc ~ r a, thcr · to t~re ovc~ fle et logistics. 

Tho q'~o :::tt.on . t fl o'"'..t ing v s rsus shor :::. ba8 ·~d Flc( t support 

l "' i 0r t nt. ::. -. 1-,. in th~ '"2.r t r.-.·.; s hort._. c ci f .-:; hi•):;i suitable 

:or ·.onv ·r~ 1on to cf ct .L'\.' .. ·xilL .. ·· i . s w::.s .~. 1, rge ft:ctor 

r1._; r "' . '1 , n . i n so:.h, in s t 2 11c'3ls we com-

- nL\'1 tok :;nci. rn i t:.i \~l;.oll~: fro m flo 2. ting f ·. c ili ties . In the 

-1 ns f ) r t~'J inv."' e ion of ~ ... ynshu, C inCPOA proj cc tc0 large Na val 

,- ··enc". Jnc,:; on :L lo .... ting suy1ort inadvisable •. 

I bolioYr.:; ·c :12. t t~!c b i:.s ~ sol>..~tion li •S in a com"oin2,tion of 

sh or . :: 1'102 tini; f 2.c ili ti::; s in the e.d ' nc ed area. =very 

c f :; 0rt s h o" l r h::. .. .._ ·c to =<:. ve o.lJ. f loating s v.pport .,, .., lf pro-

olJj ,r· c 1 · .h r -::t ic .... l l y- : 'IT l-,". • jor o.._, r ;;'.tion v1ac to d-.:vo.lop a 

I 
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b<:'..f:·-. J." ) r futur:.) opc..,t" tions. 'Ihc CinCPac An8.lytical 8cction mcde 

exh;:rnstlv._. critic:-.1 ~ti..l( . ."!.i.::s of t h..:' C ·J:.~bat , ha se of 02,ch oDeration 

.:::1c ·'.;o sJn:e extc.nt 'om1':.nt0c: on th: lo .~istJ. cs of th:. co'ilbat f rces 

in the :11.;::nting c.nc~ in th··, cO':.J') .. t ·1hs.s~1s. But e.t no time wo.s any 

st·.1.c.~· •1 .. ·c <:.5 to the. :i~an1:or in ;,·hich th ·~r;. Ba f' ~s, for which we 

·J.:-.ic: '""uch a hi ·:-:i 0rice , \i r , d~' vG lopcd. Nor was very r:uch 

" tt n t on ""\::'. iC'. to th-o. c 00rr in-. tion p0tu - cn the 8 0rvic o c;qua0.rons 

":;/ ch~· f ciliti ·s Cf'tc ·-1.i~:h::-c. 2.shorc. 1rh0 Se rvice Force ha no 

r. e· :nsi~ility for t~1 o~ ration of Bas v s; this ~~s a nr.rogatj.ve 

· i:Jon i.8.s •. chi·-v C ~:lt i t w:is f'r .. qu ... ntly ':J y round about moD.ns. 

'Ihis s1tur.tJ'ln r .. fl:::ct·. ( 2. ft.ulc in CinCPOA-'s Lo ~ istic Ac1-nin-

lSl0n l".H' t:.:.-.; '.)rgc.ni zod ::-.n-1 r:, ;u~.::.r SU""H)rVi5iOn of the 8XvCUtion 

of t'.L plan . 

The b ~.s t L'J ; i s t ic L n~1in r ill fG.11 d:Jv1n if Fl.; t, Ti'orce ~md 

not 2.--.nr c i.:-t~ th...' complc-xi ty . nci importnnce 

of this t~ sk rn~ ~ v~ tr 

this r : s 'Jr:ct in tl: r; ? .".rL ic. ~om hi•~h o f ic.:.rs Rhowcd early 

-:i t hors s r- ~c- to t " 1C J. t for gr nt ··' 2..nd -~icl not sec the li~ht until 

t:· .. c':fi ci ci::s .:J_, 2n tci .hl...1rt. In z~rcra.l thir: stc..ff pro bl Gm was 

':xc:t r· Cf vl -.l.'.'. t ·,d ·,nr· .mch ti;1~G Vi'J." lost in r.ssomblyin ' o.nd CGUCS. t-

1n : co 1p ct .nt af:'iccr~ fQr this · 1ork. 
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Thr ~n·11n- of c rgo ~~son. ~f tha mo~t difficult problems 

"o s•Jlv. . Ini t i::-.lly, it ·:a - - il:rr:i.ly ship to shorJ 0ut 12.tor 

t ::. · ship to s hip pro' 1 -- n WD.s s . ri >us. In i...,o other ar a ·.1as the 

r L-.. : i c'l r s uppl:" 01' lr.re.., tc. ~ k gro·i_-:s so important as in tho anchor-

L. ·._s s . v :.. c -. 0 ·_ y GCiiL(ron T ~n. 'Ihis involv0d t h .... •.:ork o f l z. rge 

CO'U;_) .ni c s, · .. o rkin~.;; .nti r ·ly :::. flo:-.t. 

Th·:: s :- >ro1Jlcme pointo6. ;up, c.nother import"'n t a s )ect of Los is -

t i c s '.:h i~ h 1·!2 s -.11 rticul2 rly n ·: toe in the C E n tr::-~ 1 Pacific. The 

~r .~t dcn~nQs of ~ 11 thc~t~rs ~or shi~ s c a usGd the Joint Chiefs 

o f s t .:.t.ff t o '! l~c d:r' P,st.ic r':.;·.1.L~ t ions a s to the v so 1).f ship s and 

to c'- c:il<!-:1.¢!. tho gr ·.:-. t, ::: t utili'..,::'.tion of s h L1p ing s p:'..c0. 

t~c.ny ~.uo.l i fiec'I. of' r ic era 2 ·• of the o:iini on thu t t 11i s lee.ct to 

such .: .n unC'.uc cm)'.)h· sis on th 2itnximu~1 loo.c'in7 of 1,~1 ~ A ship\1ing 

t:-i:t cf f i ci rncy of ~hi .. '1i:: · ut.:;.1:!.zc tion n;:,.s o. c ·c'·.z lJ.y r -duc ed. 

Th:>~r f · ~l t~ . . t if .. , h :c · n".>t lo ..... ' cd so cornplotr ly vrn woul t'l hE'.V0 

b"' :n ~. 1:llc to tv.rn ~hi":i1--· ,"r'.)·•nc' ·10 r ·. r c.pic'ly. Clos :: ly o. ll ic·d to 

c ::Ls i8 th. -:-:ch :·lon syst m. .A:'l dcv Jlo.,c,d in t h e C.:ntra. l Pacific 

this - · rmi tt ci. flexi"jil i ty in thv dis ~J , t :;h of s hip s from th0 •·fest 

oL ..... c l :- nc ~r, sr 1 cc ti vo unlorC'dnf, , s omGt imo s d of ca t od the 1:;-ur ryoso 

of -·c ~1 lonin..., . - If thi s '.J · · r111 itt::~: in c. l <:. r g:- oD.:,r at i on, two 

c·: il s .., sult. ,.., irst 1·.r ,,.i .. :.1y 'mloc.forl ~hi ;i s su ing ~".:c o md the 

:.1.·:)ok ~or c" .:.ys .- n.6. we :...ks, , .nc: s c ond ly !'.J. n nnc. t h -- ir cq1~ipm _nt ~c: t 

This s conr~ ;: ff c ct in t u rn cl o·is ch h:n unloacHng c cqJc.ci ty ~ nd thus 

- Vic i U! c .rcl c is s ~ t u~ . This occur ~ d ~t Okin~~~ wi t h s ~rious 

r : e').lts. n~m nbcr-thi s ' ; <: •'-' b yo~~ th , im..~c{i~ t~ control of CinCPOA. 
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In conclusion let me summarize what, in my opinion, consti-

tute the basic requirements in Logistic Organizati0n and Planning 

in a Theater concerned. with Naval and Joint Ove1•seas 0Df3r:?tions. 

The The2.ter Commander sho;ld have a truly Joint Lo .... istic 

Staff. 

This was the case in the Central Pacific. 

The task of planning and providing Logistic !U~ '~rt for the 

routine activities of the forces in the Theater should be dele,a~ed 

to the Type Commanders actin3 ·.me.er broac. gone.>c:..1 ·'ir .. ctives of 

the Theater Comr.1a.nder. 

This was usually, but not always, the case in the Central 

Pacific. 

The Theater sho;.tld be backed up by a strong 2.ncl centralized 

Logistic Agency in 11\Jashington and in the nearest saa. frontier. 

This was finally achieved and grec:.tly aider . the cen~ral 

Pacific. 

All major Logistic officers and Com1'10.nds must have early 

lmoi;1ledge of oper:.:tionci.l plnns in order to pr epc.re t~1e neces~c.r~r 

forec.:-.sts. 

This w~s the c~s e i n the C entr~l P~ cifi c . 

Stc,ndn.rd o~)er ~lting · rocedur' es o.nd :.)o licies s'1ould be devel-

oped .:-.nd used to the r.10.x.inm:i extent. 

This v1as done in the Ccnt::-.r.l ? neific. 

The Logistics Section of t :1e thec.t er st eti'f ):mst :1.:i.ve con-

trol of the ship~ing i n the thent er . 

This w~ s the Jas e in the ~ ent~~l ?a ~ ific , 

The type eonrn.nders should lH'ept,r e lo.:;ist i e.s ' )L:.1-;.s concur•r ent-
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The The<.:. tor .:!.nd Type Cm:nc.nder should hz. ve their Ho·.dqu.::.rtcrs 

in the s ame general loc~tion. 

This was initially the cnsa .n the Centr1l : ~cific but l~ter 

it wo.s chr.nged . 

The Oper··.tionnl o.nd Lo.;istics Sec;;. o ns of Vic T 11ec-.tcr Co~! · nC.-

art s Staffs should be in one spot. 

This wns initi.:tlly the c .'.S ,, in th\j' Cmltr· 1 , .r·.i J.'1 c but Y:i.'.S 

t::. b anC.oned . 

In joint oper-;t_ons there should be Un:i.fied. Cor.r1;-.nd . 

This ini t ir-,lly w~s th ..,. c '.so but i f .s d:...:..; c:·.rdcd by tho Joint 

Chiefs of 3 tr.ff. 

The Ths £>.tcr Co:r.u71~.nder s'10uld not be ;.n o. ,;11 ;,;inr :'...;ency. 

This w~s not wholly t~o c~se in the :entr - 1 P~c:...fic . 

The Theat e r Coru1~ndcr s~ould su)orvise th• execution of the 

o.p9li ed to the cornba.t pl 'l.n . 

T~~ s nQs not done in the Central racif1c . 

Fi~~lly let us ex~ine t~e ch~racteristics of tho idc~l lo· is-

tics offi cer in order that \Ve nc.y _.n the futur-c scle·~t 2.nd ti';--.in 

officers for this duty. Su.ch =-.n officeP will h .:i,rc :->.. hro."'.d l;:no;;·-

ledge of strategy nnd t'l.ctics ~s n~ l~cd to ~1 : ~h~aes of we~ 

2.nd :-.11 brc.nches of C'.11 s .Jrvices . He will h~. ·rc such ex:?er1cnco , 

trnining nnd, more inDortunt , un::ierst :-.nd.ing , t o re'1.lize th...,.t 

Logistics ~gencies exist for the sol3 purpose of sup:orting the 
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iolilbr.t Forces. He will h'"'.VG o bror,d lmo -.,ilodg o o f' Lo0 ist i c::; in 

c.11 its v .:-..ried foI'i'J.S. Above c.11 :1e vrill h ['. ve th 3 z~.: 16 ~1iGh 

qualities of hc ~~ lth, iuc.gin.~. ti on, clrnrc.ct Gr, c:;:ccutivo .... bili -C ;r , 

2nd l cad 3rship th~t we exp ect in our rIDjor co~1nnders; s u ch 

qunliti e s thnt h e c:"n :aect th o h:-.. ~h ch~lJ. r-F!GC of r"s oris .b .. lit-; 

w.:.. th c.ssur~.ncc ~nd nor ~. 1 cour:.g e . 



( 

) 


