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of the theaters, the general strategic plans, the tactical plans, the
logistic plans, the date of thelwar, the development of new weepons, the
gstrength and disposition of enemy forces, eto.

The most complex type of advancsd base is that in which Ground, Air,
and Mavel Foroes must share limited real estate whioh has been the soene
of intensive ocombined amphibious oombat, and while still subjeot %o
enemy attack, rapidly develop thereon major facilities for the support of
furthey offensive operations,

Meny officers are likely to feel that the development of complex
joint basss should not be attempted, but that each arm of the service
should build, supply, and operate its own bases independently., %hile
such a proposal certainly seems attractive, many factors inherent in
most types of warfare effectively prevent its adoption as standard
practice.

The target area is limited and certainly must be captured and
defended by a joint commend, Even with a large target ares it is likely
that few sectians of this aree will be suiteble for development of ports,
airfields, storege areas and camps.

The lcgistics of a joint oversees operation must be under a strong
centralized controls In the eerly steges of suoh an operation the
problems of shipping allocation and control, unloading, and construction,
which arise between the assault and gerrison forces are go olosely inter-
trined that strong centralized control of all the garrison forces is
mendatorys. MNeturally sach unit in a large opsration feels that it could
perform its mission better if it hed independent control of its own
basas and logistics.

However, the overall requirements rather than the admitted needs of
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an individuel unit, must be the governing factor.

Furthermors, since most successful campaigns follow & progressive
pattern, what may be an advanced area today, may well be & -rear area
tomorrow, and while the combat forces ere greatly interaested in the
efficiency of support derived from rear areas, they do not desire nor
normally should they assume, the responsibility for the opsration of the
r'ear arefss

COIMAND RELAT IONSHIP AND ORGAMNIZAT 1ON

Base development is by nature an ectivity beset by troubless In
ganeral troubles arise froms Poor Plenning, Bad weather and difficult
terrain, Untrained and insxperienced personnel, Technical deficiencies,
Enemy action, Faulty Command Relationships and Organization,

Of all these problems, that of Command and Orpgenization is the most
difficult %o solve and in my opinion is the most fruitful cause of troubls,

The problems of Command relationship and organization caused diffi-
oultiss in practically avery base developmsnt project. These were by no
means confined to differences of opinion betwsen the Army and the Navy.

They existed in high echelons, and in scope and intensity, verying
with meny imponderable ocircumstances, went down the entire line in all
branches of the services. I am confident that no matter what may
transpire in the field of Armed Foroces unification, these problems will
persist and will espscially plague us {n base development.

A feulty Bese Commend Structure produces trouble in every field of
base activity and in turn has a direct adverse effect on combat operationse

There are no ready made or positive solutionse All that oan
reasonebly be done is to invite your attention to certain problems which
alweys erise in base developmsnt and trust that you will ponder the sub-
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planning.,

Security is always a problem and in the past war the high olassificam
tion applisd to all Advanced Base plans and terminology wes & serious
handicap. Terminology and nomenclature, except in rare instances should
be unolessifieds Neturally the logistic and base plens contain much
vitel date which must remsin top secret or secret. However, by careful
thought, the Logistic and Base plens cen be prepared with the vital
highly classified material in the body of the secret or top secret opera=
tion order or plan, tnd the bulk of deteils in annexes or appendicss of
mich lower olassifications This maintains proper security and provides for
the rapid and thorough distribution of The necesserily tremendous mass of
deteil to the tens of thousands of individuals on whom the success of
logisvio effort rests.

An everpresent problem in planning is that of the distvance which so
oftan separates the headguarters of the Commanders involved in o major
operation, The loss of time, and physical snd nervous energy, &nd the
frequent misunderstandings, that arise from this separation, are great
and ean nover be eliminated; even the best of communication systams be-
comes clogged during ilhe planning periods This emphasizes the imporitancs
of stending operating procedurss and stendard planning florms and pro=
cedurasg.,

The gquestion of time required for plarning is importante A cone
sidsrable amount of planning for the bases on Okinewa was acceomplished
prior to 1 October 1944, well in advence of the distribution of the
formal plenning directive. This was mede possible by the excollent

understanding that existed between CinCPOA Steff end the verious Type
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Comnander Staffs. Tt permitted sending reasonably accurate foresouasts of
parsonnel and material to the Washington logisticsapencies. In éase
development such &« practice is vital,

0f equel importance is the early reporting of the Base or Garrison
Force Commander and his Staff, und the Subordinate Unit Commanders aend
their Staffs.

These all should be completely assembled and functioning at least

ninety days prior to mountinge It doss not suffice to bring in the

Senior Officers at D=90 and then permit their Staffs to dribble in until
D=154

The problems of staff organization, indoctrination, end interastaff
liaison are great, snd the ndcessary detsilsd planning, wvhich can be acw
complished only by those staffs, cannot bo done effectively until after
tha organization has besn completeds

Unfortunately, it is not likely that many of the garrison forces
will have had previous advanced base experience. Throughout the reports
of Advanced Base Units in ths Army and Nevy, rings the plea "Give us more
tiime for plamming and give us officers and men with previous experienca,"

Tvro essential slements of Base Planning arse the construction schaduls,
and its mate, the Echelon Schedule == these can be "married" only through
trial and error in the planning stage.

Meny people will comment that no Ease Dsvelopment Plan ever hes been
carried out. This is, of course, true, Changes in the tectical situation
und unforeseen conditions of all sorts at the target, combins to modify
greatly, any base plan,. However, unless the Base Commandsr tnd the Unit

Conmenders have the understanding of their missions and problems and those
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of their associated units, the typs of understanding that comss: only

from the preparation and study of & detailsd plan, the inevitable changes

mey be haphezard und ill considereds

I wish to invite your attention to two wery important factors in
plannings flesxibility and momentum.

Change is inevitable; the echelon system plus thorough training and
knowledge of meterial and of the task, combine to provide flexibility
with efficiency,

A major base development plan acquires tremendous momentums Unless
this momentum is visuelized by both the operational and logistio plenning
officers, and by the Cammanders of the theater, and the operational
forcos, serious difficultiss are bound to ensue.

All mounting points, both advenced and continental beocoms jammed
with material eand personnel long before the target date, Depots, railheads,
and reillines, (that is, storage tanks, surge tanks, and pipe~linss),
are full, If too many changes are ordered lute in the planning stage, it
becomos a physical impossibility to meke the changes, reguordless of the
perempiory nature of the orders issued, If too much linsistence is used,
the changes may be mads on papers but they ﬁay not be mads in fect, It
is quite possible that the desporate efforts to make those lete ohangss

will not only destory the usefulness of the units involved, but may also

impair the usefulness of units which otherwise would not bs affaoted.

In every operation, therefors, there oomes & time when we must say
"Lot well enoush alone®. Tt takes intimate mowledgze of an operation
and of e specific proposed change to say just when that time comess.

DEVELOPMENT OF UNLOADING FACILITIES

Rogardless of the type or size of the base under consideration, the
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Commender assumss certain ;sspcnsibilities for logistios support of combat
forces. In the mesntime the base forces have beun working with and pose=
sibly under the Shors Purty Commendsr, assisting in handling the ever
nounting £low of supplivs and equipment. This transition of effort and re=
sponsibility is, I believe, inesvitable., To the best of my lmowledge no
officiely approved manual or doctrine as yet ocompletely solves this
problem by preﬁcribing the procedurs for this transition,

The transition is oomplex, variable, and exaesperating, and ocontains
sesds of serious misunderstending,

As an officer who has been primarily concerned with base development
I do not pratend to know the whole or perfect answer, yet I do know thet
the uncertainties that prevailed caused plenty of grief in the pest.

I wish to emphasize at this point that the Bass Commander normally
doss not wish to dictute these transitional procedurss; he merely wants ©o
hava them settled in order thut he may conform Lo the decisioms of his
Suparior Commanders. If he is unebls to obtein clear directives, he is
planed in the difficult and unwarrented position of having to reconcile
differences of opinion betwsen his Superiors. Turthermore, ths base
Commender must be given these decisions in time for him to organize and
thoroughly inddctrinate his owm units. A glaring example of this uncerw
teinty tbok place in the Okinawa campaign.

Airborne operations will diffsr somewhat, but I believe that the seme
fundamontal problem will arise, &nd will be particularly noticeabls during
and after the linking up of the airborne attack target and the final
ground or sea supporte

Tha problem deserves continuous thorough and coordinated study by all
arms of the services.
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then special problams in land transportation arise, These invelve the
Commender of the combat forces, the Commander of the Serviee Forces, the
Cormander of the Communicetion Zone, the Base Commander, and usually the
Theater Commandere. Almost always the age old problems of the limits of
Staff ocontrol ond Supsrvision versus Command Responsibility arises. None
of you should be sc optimistic as to think that these have besn solved to

the satisfaction of all concerned,

ALLOCATION QOF REAL ESTATE

Tinian is the only Comlat Zone Advanced Bass of which I know, where
the allocetion of real estate was not a serious problems. In all other
beses the competition for favorable sites was intense. ;

The immediate necessity for spsedy construction of suitable airfields,
and meny other factors such as prevailing wind, terrain, drainage,
accessibllity, sources of suitable foundation and surfazce meterial, etca,
makes it imparative that they be given pricrity in the choice of sitese
Yot the very lond most suitable for airfields is alsec usually most
degirable for the location of supply dumps, and oamp sites. Transit
depots should bs near the water-front, ship and boet repair facilities
mist be on the water=-front, Refrigerntor storage should be on the water=
front, particularly in the tropics or else large refrigerator trucks are
required to prevent spoilage of food during the transit. Camps for all
personnsl should be as close as pogsible to their place of work to prevent
loss of time and undus demands upon transportation eguipment. Hospitals
should be eway from the dirt and confusion of waterfront and supply areas
and, in the tropics, should bs highs

Fapilities should be so grouped as fo permit adequate service by the
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shortest possible rosd net., The future grealt need for dispersal further
complicates this problem,

The General Prudential Rule is: "Carsefully consider the rainfall

in the worst season of the year and both the matural drainage and the
possible impounding of drainage water by construction of roads, bsfore

locating any activity."

CONSTRUCT 101

There shculd be no need to reiterate that one of the major weapons
the United States had during the last war wasg its ebility to perform
miraolkes of constructions This ability was the result of a high degree
of mechanical aptitude, expsrisence in heavy construction of all soris,
industrial productive power, « high level of morale in our construction
and engineer trocps, ccordinated planning, and ability to improvise.

The ocommand of the sea, the availebility of ships, and the egtablishment
of unloading fecilities were essential slements in delivering the con=
struction persomnel and egquipment to the target. Our construction
philosophy was essentially sound; it was to bring into action the largest
possible amount of hesavy construction equipments "While light equipment
undoubtedly has valusble specinlized uses, these are very limited, In
generel it takes weight and wariety of sguipment to produce rapid con=
struction,

In a major base developmont the gquostion of the degree of cen=
tralizetion of construction control is important, In some areas, notably
Central Pecific, there was oomplete centralization of construction controls

In other areas, practice varied to almost complste decentralization,

¢
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lexity and importance, Peacetime training operations almost completely
ignorad it.

In World War I the great overssas bases of the Army were built on
friendly undamaged territory that was immune to enemy action.

In Viorld Wer I and II, we had both the tims and the great material
resource s tc tolerate inefficiency and waste.

I dowbt that any future war will psrmit us that luxury.

Wo ‘cannot permit an officer or man to say to himsslf, "I am in a
second rate oubfit", and still expect him to develop the Esprit de Corps

which is essential to efficiencye.

PERSONVEL

The impression that has prevailed in some quarters that inferior
guality personnel is adoguate for Advanced Base work is 8rTONgous, It is
extremely important that the officers and men who participate in the
initial ssgteblishmsnt of boses be of the highest possible quallty and that
they be thoroughly trained and adequately equippede It is true that after
about sixty to ninety deys base conditions may stebilize to the point
whera standards mey be somewhat relaxed, and a limited number of men of
lower qualifications and less versatility may be usefully employed. But
this should be approached cautiously.

Let us consider the results of shipping pcor guality persoanel to &
buges It has been conclusively demonstrated that & small, selected
group, of highly trained, well organjzed and well led men o62n do mors useful
work than several times their numbér of mediccre to poor mens In addition,
one poor man requires as much housing, &s much food, more medical atien=-

tion and more supervisione. If 500 good men cen produce &s much work as
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should not lull us into the belisf that sanitaticn can be taken for
granted, or that the problem can bs left solely to the Mediocal Qffiocers,
with confidence that the repid advaences of soience will solve it,

As a matter of faect, in the Paoific, the wastage of manpower dus to
malaria and various enteric diseases wos tremsndouss 'While modern equip-
mont and methods have accomplished miracles, let us remember that ths
surest protection comss from thorough training of all officers and msn in
individual senitery discipline, The possibilities of bacteriologiocal

warfare make this even more important,

FLOATING va SHORE FACILITIES

One of the most important and difficult aspects of Fleet Support
Logistios is to determine the proper balance bstween floating and share
hassd support facilitlesg.

In a forward area, other things being equul, it is best to provide
the maximum possible support from self propelled floating sources and to
build ag few as pogsible ghore baged faeilitiss, The reasons for this
args Floating fecilitiea can be put into full operation very shortly after
D=Doy and can be moved and ressteblished in & more favorasble loeation,
with much greatsr speed ond with much less efforts

The work of building tendsrs, repair ships, and supply ships id done
ot homs where menpower, tools, material sre éasier to obtain, The sus=
tenznce of the construction workers does not have to be trangported over=
geag nor their housing have to be erected wndsr combat conditions,

The competition for real esgtate and construction priority becomas a
minor element and therefors the possible causes for inter=service friotion
are greatly reduced,
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cheracteristics and operation of these bases,

The neoessity for speedy establishment aﬁd affieient oparetion
will incressge as now and more destruotive long range éeapona come into
ugo and as the tempo of wurfere is increased,

apead and efficiency can be obtained only by

(2) A clear understanding of the mission of each base and
elemsnt thereof,

(b) A sound and clearly understood command structure.

(o) Timsly, thorough, end balanced planning completely integrated
with the strategic, tactical and overall logistic plans,

(@) The maximum application of the results of techniocal progress
and the use of btechnicel specialists,

(o) Well treined, well equipped, wall organizsd personnel who have
the high morals that comes from fine leadership and recognition of the
importance of thair joba

Thess cheragteristics can be achisved only if the Senior Officers
of the Armed Forces not only recognize the axisgtence of the problem
but apprpeiate ita reletion to the other problems which sre involvaed in
the conduct of successful offensive warfare, and rewalize the amount of
time, and the quality of thinking that is required for its solution.

No individual or single smell group can produce all the answers nor cen
4ll the remifications of %this subject ever bs coversd in a seriss of
presentations or a book of rules. The satisfactory sclution of the prob=
lemg of Overseas Dases requires integrated and continued study, discussion,

and oxparimentation.

The subjeoct is alive and we must remain alive with it, Let us ses
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the problem as a whole and recognize its relation to the broader fields

of logistics, tactics, and strategy and to all branches of the

servicasga.
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