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The 

ROLE AND ORGANIZATION 

of the 

!v ARMY MEDICAL SERVICE 

Colonel J.Glyn White, OBE, ED, MB, BS, 
Deputy Director-General o l  Medical Serviccs. 

Roles. 

The roles of the Royal Australian 
Army Medical Corps may be stated 
briefly as:-

(a) Advice on the prevention of 
h disease and the maintenance of 

the health of the troops. 

(b) Evacuation and treatment of 
sick and wounded casualties. 

(cl Advice on the positioning of 
medical units. 

(d) Supply and replenishment of 
mcdical stores. 

Execution of these roles requires 
a variety of units, ranging Prom 
General Hospitals organized, staffed 
and equipped on a scale comparable 
to that of a large public hospital, 
to Field Ambulances working with 
the forward troops. Not only is 
medical knowledge and skill re-
quired in order that satisfactory ad- 
vice may be given to keep troops 
fit and healthy and to provide pro-
per care and attention for the sick 
and wounded; but a high degree of 
administrative ability is necessary to 
cope with the problems of accom-
'modation, feeding and transport,. as 
well as the provision of vast quan- 
tities of drugs, dressings, instru-
ments and appliances. 

Maintenance of Health. 

Refore proceeding to elaborate 
these roles in greater detail, and 
to describe the organization and 
units required to carry them out, 
it is desirable to stress the fact that  
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the medical service is NOT respon-
sible for the health of the troops. 
That is definitely the responsibility 
of unit and formation commanders. 
The medical service is responsible 
for advising these commanders on 
the measures necessary for the pre- 
vention .of disease and the main-

.tenance of health. The commander 
to whom the advice is given must 
balance it against operational re-
quirements and accept responsibility 
for the action he decides to take. 

Advice of this nature is constantly 
available to commanders a t  all 
levels through the medical staff of 
formations and the medical officers 
attached to units. In addition there 
are medical units-Field Sanitary 
Sections and Malarial Control Com- 
panies, for example-trained and 
organized to give technical advice 
and assistance on measures neces-
sary for the maintenance of health. 

Evacuation and Treatment. 

The organization for the evacua-
tion and treatment 6f casualties is 
based ' on three primary considera: 
tions, namely:- 

(a) The necessity for providing 
adequate treatment in order 
that-
(i) Suffering may be alleviated. 

(ii) Casualties. may be restored 
to health and returned to 
duty as soon as possible. 

(b) The necessity for clearing 
casualties from the forward 
area as quickly as possible in 
order that  the more advanced 
echelons are not overburdened 
with more cases than they are 
designed to hold and treat. 

(c) Economy of effort by providing 

facilities for the treatment of 
relatively minor casualties in 
the more forward echelons, 
and thus. avoiding unnecesary 
strain on the transportation 
system. 

One difficulty to be met in prov U,ing an adequate, but at the Sam 
time economical, system arises from 
the fact that neither the flow nor 
the types of casualties are constant. 
At times when little fighting is tak- 
ing place very few wounded will be 
coming back, and perhaps only a 
few sick. Then there may be a 
sudden outbreak of disease, caused 
perhaps by the troops moving into a 
contaminated area. The next week 
it might be a totally different type 
of disease. And the week after that 
the medical services may have to 
cope with a large number of 
wounded, many of whom require 
urgent surgical attention. Some-
times a high sickness rate coincides 
with a high rate of battle casualties, 
whilst a t  all times the services have 
to cope with the ordinary ailments 
-appendicitis, etc.- which attack 
men in war as they do in peace. 

To meet these varying conditions 
the medical services in the field 
must be flexible in  two respects. 
They must be able to meet the vary- 
ing conditions of loading with, on the 
one hand economy of effort, and on 
the other proper attention to casual- 
ties. They must be able to provide\& 
at short notice skilled attention fi,' 
varying from delicate surgical opera- 
tions to complicated medical diag-
nosis and treatment. 

Medical Units. 

Working from front to rear we 
encounter the following medical per- 
sonnel and units:- 
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Regirnenfal Medical Officer. 
The Regimental Medical Officer is 

a member of the Royal Australian 
Army Medical Corps attached to a 
unit for the purpose of advising the 
Commanding Officer on all matters 
affecting the health of his troops, 
a d giving immediate medical at-9 . ":. ention to unit casualties. Normally 
the RMO, both in and out of action: 
establishes a Regimental Aid Post 
to which the sick and wounded are 
brought for attention and, if neces-
sary, for evacuation. Even when 
not in action the RMO does not hold 
in the RAP or unit lines any but 
very mild cases of sickness or in-
jury because the medical facilities 
a t  his disposal are strictly limited. 
A casualty requiring extensive or 
prolonged treatment is immediately 
evacuated. 

' The Field Ambulance. 
Field Ambulances are provided on 

a scale of three to each infantry 
division and two for each armoured 
division. Each of these units con-
sists of a headquarters and one com- 
pany of three sections. Each of 
these sections is designed to form a 
Casualty Collecting Post (CCP) to 
receive casualties sent back from 
units by the RMO, give them imme- 
diate attention, and arrange for 
their further evacuation to the Ad- 
vanced Dressing Station (ADS), 
which is formed by the HQ of the 

$'Field Ambulance. 
At the ADS casualties, in addi-

tion to receiving somewhat more ex: 
tensive treatment than they have 
hitherto been given, are divided 
broadly into two categories-those 
who do not require much more 
treatment and are likely to recover 
quickly. and those requiring pro-
longed treatment. 

The Field Dressing Sfafion. 
The Field Dressing Station (FDS) 

is a mobile, self-contained unit com- 
prising a headquarters and two sec- 
tions. Each section can operate in- 
dependently if necessary. 

FDS's are Army troops allotted on 
the scale of one per infantry, 
armoured and airborne division, and 
two per corps. 

The primary role of the divisional 
FDS is, by holding all cases of a 
minor nature, sick,. exhaustion and 
wounded, to prevent unnecesary 
'wastage of the division's fighting 
strength. 

In addition to other functions, the 
corps FDS can be converted into an 
Advanced Surgical Centre by the 
attachment of one or more Field 
Surgical Teams (FST's) and Field 
Transfusion Teams (FTT's). An Ad- 
vanced Surgical Centre is estab-
lished only when it is impossible to 
site a Casualty Clearing Station far 
enough forward owing to the tac-
tical situation or the terrain. The 
corps FDS can be used to form a 
gas treatment -centre, an exhaustion 
centre, or any other special treat- 
ment centre. It can also be used to 
filter off cases from the main stream 
of casualties and thus relieve the 
strain on the Casualty Clearing 
Station. 

The Casualty Clearing Sfafion. 
Casualties which have not been 

held for treatment and early return 
to duty at  the ADS are  forwarded 
by that unit to the Casualty Clear- 
ing Station (CCS). This unit has 
accommodation for 120 patients in 
beds and 80 on stretchers. The 
function of this unit is to:- 

(a) Provide essential major sur-
gical treatment in the for-
ward area. It is a t  this unit 
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that most of the urgent SUI-
gery is carried out). 

(b) Provide treatment and accom- 
modation for cases requiring 
further evacuation. 

(c) During quiet periods, to retain 
mild cases until they are con- 
valekent.  To relieve conges- 
tion on the CCS one or more 
FDS's may be. used for this 
purpose. 

The General Hospiial. 

Casualties which cannot be held 
at  the CCS, .either because they re- 
quire prolonged treatment or because 
of pressure of loading, are evacuated 
to a General Hospital. Here again 
thc same sorting process takes place. 
Casualties not likely to recover for 
a considerable time are forwarded 
to General Ilospifals on the Lines of 
Communication or a t  the Base. Here 
some will be restored to health, 
whilst the worst cases will be trans- 
ferred to hospital ships for move-
ment to hospitals outside the theatre 
of operations. 

On discharge from a General Hos-
pital casualties go- to a Convalescent 
Training Depot, svhere, by appopriate 
physical training, they are made fit 
for duty. They then go to re-in-
forcement depots for return to their 
units. 

Transporiaiion. 

Battle casualties are.collected and 
brought to the RAP by the regi- 
mental stretcher bearers. There 
they are picked up by the ambulance 
cars of tlle Field Ambulance and 
taken to the Casualty Collecting 
Post, and from there to the Ad-
vanced Dressing Station. 

From the ADS casualties are 
moved to the Casualty Clearing 

Station in the ambulance cars of 
the MT Company, RAASC (motor 
ambulance). From the CCS casual- 
ties are moved to the General Hos- 
pital by the same unit, or by rail- 
way ambulance trains if such are 
available. Further rearward move- 
ment is effected by MT, by rail, 
by hospital ship, dcpcnding on c1 

Depending on the conditions ob- 
taining in the theatre of operations, 
all the transport echelons behind 
the Advanced Dressing Station may 
be replaced by air transport, or air 
transport may be superimwsed to 
relieve the strain on surface trans- 
port. Similarly, any of the treat-
ment centres between the ADS and 
the Base may be by-passed by air 
transport, to relieve the loading on 
these centres and to pet the serious 
cases back to the big hospitals as 
quickly as possible. 

The systcm of evacuation outlined 
in the foregoing paragraphs, and 
shown diagrammatically on pagc 9, 
is extremely flexible and can be 
made to fit almost any set of con-
ditions. Both treatment and trans- 
port echelons can be expanded, con- 
tracted or overlapped to meet vary- 
ing operational pressures of loading 
and 'geographical conditions. 

Conclusion. 
In a paper of this nature it is not 

possible to go into all the details,., 
of the RAAMC's activities. It can,? 
be said, however, that any soldier 
who becomes a casualty, any sort of 
a casualty, from scverc wounds to 
an unusual illness, will receive in 
a military hospital professional at- 
tention, including specialist atten-
tion, no less competent than hc 
would be ablc to obtain in civil 
life. 
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Manv of the doctors and nurses and war. thev brine all the accumu- 

-
their work in the Army, in peace the sick and injured to health. 

NEW RADIATION DETECTION DEVICE. 

The Unifed States Army Deparfmenf has announced fhaf 
producfion has sfaried of a new fype of radiafion defection 
device known as a "Radiac." The radiac is infenfionally made 
less senfifive than the Gieger counter and is designed io defect 
and measure relatively large concenfrafions of radiations 
such as would resulf from an afomic bomb blast. If  is suifable 
for use by both military and civilian organiaafions. and is made 
wiih siandardized parfs. 



TEE INFANTRY SECTION 

in 

DEFENCE 

Major-Gcneral S .  H. Porter ,  
DSO, ED., 

GOC 3rd Division. 

What is Defence? 
Defence is very little removed 

from Attack, Instead of advancing 
and striking at the enemy, we may 
choose to prepare a fire trap for him 
and allow him, temporarily, the OP-
portunity of moving to strike at US. 
What we really do is to invite him 
into the trap in order that he may 
be destroyed in  the process. We 
improve our odds of winning by:- 

(a) Choosing a good “killing 
ground” 

(b) Preparing our fire positions. 
(c) Assuming an aggressive state 

of ambush. 

Our aim is that he should “come 
2nd get it” as a prelude to our going 
to “hand i t  out.” The “It” is a mer- 
ciless thrashing. 

I 
b’
. I  How Do We Siart? 

Usually the section will be on the 
move with its normal protective-ag- 
gressive deployment as depicted in 
the paper, “The Infantry Section.” 
(Australiav Army Journal, No. 13.) 
The Section Leader will be given a 
role of positioning his section (his 
LMG. in fact) to cover a certain ap-

proach. He will reconnoitre the 
area which his platoon commander 
has allotted to him with the object 
of siting his LMG. He will seek:- 

(a) A good field of fire in  relation 
to his task. 

(b) A reasonable field of view. 
(c) Natural cover from enemy 

observation. 
(d) Natural obstacle value which 

may bc afforded by the terrain. 

He may have to compromise with 
(b), (c) and (d) in favour of his fleld 
of lire. By positioning his section in 
the area allotted to him and prepar- 
ing a defensive post he will inci-
dentally contribute to the platoon 
defence plan. 

Having chosen the best position 
for his LMG, he will test the ground 
for its suitability for digging and 
heed the natural drainage in the 
area. Once the LMG has been posi- 
tioned. other members of the section 
will place themselves, as usual, for 
its all-round defence, and commence 
digging the first stage of a section 
post. The first stage consists of 
holes in the ground-one for each 
man.  
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Before digging has gone far the 
position of eacki weapon pit will be 
checked by the Section Leader and 
the platoon commander. 

(a) The Section Leader will en-
sure that fianks and rear are 
adequately covered and that 
the pits are neither too far 
apart nor too concentrated. 
The careful clearing of fields 
of fire may save spreading the 
section with consequent dif-
ficult construction of commu-
nication trenches. 

(b) The platoon commander will 
ensure that each section is mu- 
tually supporting. 

Men do not like unnecessary’work, 
so care should be taken to find 
faults a t  an early stage. 

As soon as possible a sentry group 
or screen will be posted forward 
of the post to guard against enemy 
interference during digging. Some-
times this responsibility is assumed 
on a company or battalion level, 
but, if it isn’t, the Section Leader 
will post a sentry group, and relieve 
the pair of men so posted frequently 
enough to ensure that all holes are 
developed evenly. 

At this stage the scene will look 
something like Figure 1. 

What is the First Stage of Digging? 

The answer to this question is 
simply to dig in such a manner that 
a fire position is constructed for each 
man in the quickest possible time. 
The fire position must also provide 
protection against:- 

(a) Bombing. 
(b) Shelling. 
(c) Crushing by tanks. 
(d) Small arms fire. 
(e) Assault weapons, 

.b b, 
Figure 1 

We must disregard many of the 
outdated methods of commencing the 
task, simply because most of them 
have ceased to have practical value. 
Often they created false security and 
were too long in reaching the stage 
which provided the requirements 
stated above. The “slit trench” was 
ideal when completed, but dangerous 
when partially completed. The Buffs 
were crushed to death as they lay 
in their three-feet deep slits in 
Libya in 1942. The effort of digging 
the slits would have been better 
applied to digging deep holes with 
mouths so small that men could 
crouch in them with safety, should 
tanks over-run their positions. More 
important still is the fact that it is ‘k 
difficult to fire in all directions from 
a slit which is constructed for lying 
and facing one direction only. 

The best approach to the task of 
digging a deep slit trench, is to dig 
a “post hole” or “fox hole” and later 
to enlarge i t  so that it beomes a deep 
slit. Meanwhile a man may crouch 
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in i t  and engage the enemy in any 
direction. I t  is better to rest above 
ground, with sentries posted for 
warning, and to have a "post hole" 
type of pit to man in the event of 
any type of attack. 

w Action of Section Leader. 

What does the Section Leader do 
as soon as his men have commenced 
digging? Several tasks await him, 
namely:-

(a) Notify Platoon HQ-"No. .. 
Section in position." 

(b) Issue a roster for sentries 
(usually verbally). 

(c) Plan the work for the early 
stages of development of the h. I 

post, including- 
(i) Improvements to fields of 

fire and range cards. 
(ii) Ration and ammunition 

particulars. 
(iii) Improvement of obstacles 

and wiring. 
(iv) Disposal of spoil. 
(v) Camouflage. 

(vi) Dummy posts and decep- 
tion. 

(vii) Hygiene. 
Figure 2 

(d) Revise administration and dis- 
cipline, particularly track dis- 
cipline and passive air defence. 

(e) Arrange feeding and resting. 
(f)  Acquaint himself with the po- 

sitions and plans of adjacent 
sections. 

1i 
( e ) View his Dost from likely-

enemy approaches. 
(h) Plan the development of the 

post. 

Development Beyond Sfage One. 

The first rule to observe when de- 
veloping works whether digging or 
wiring is that of respect for Nature. 
Disturb vegetation as little as, pos- 
sible and conform with Nature's Figure 3 
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curves. Follow the line of contours 
where possible and dig around 
patches of natural growth. Do NOT 
dig on the reverse sidc of bushes 
in such a fashion that they must 
be cut down to provide a field of 
fire. On the other hand, remember 
that, with natural growth as a back- 
ground, silhouetting is avoided. 

Once each man has dug his pit to 
the required depth the best sequence 
of work is:-

(a) By digging away from the 
front lengthen each pit, until 
i t  becomes a slit. 

(b) Join each pair of slits, NOT 
by digging in a straight line, 
but rather in an irregular “V,” 
so that blast will not travel 
along the communication 
trench. 

(c) Dig meandering crawl trenches 
to join each pair of slits. 

(d) Construct rest areas with over- 
head cover, one sleeping bay 
where a man can lie comfort- 
ably to each pair of slits. These 
are best constructed at  the end 
of one of each pair of slits, 
wherc they may serve as bomb 
shelters yet allow free move- 
ment in the wcapon pits. 

(e) Construct stores bays and la- 
trines. 

(f) Deepen crawl trenches to con- 
vert them up into communi- 
cation trenches, so that any 
portion of them may be used 
as an alternative fire position. 

(g) Improve facilities as time per- 
mits and use light camouflage 
merely to break outline. as 
work proceeds. 

In diagrammatlc form, the pro-
gress may appear a8 Bhown in 
Figure 4. 

ARMY JOURNAL 

Several factors may alter the de- 
ploymcnt of the section and hence 
the shape of the post. The main 
ones are the strength of the section 
and the security actually.needed on 
one or mow flanks. An idea of the 
layout of a post in a section of less 
than ten may be gained by disr 
garding one of the loops in the di&\ 
gram (c) above. In other cases, pits ! 
dispersed in an approximate triangle 
are usual. Lack of time usually re- 
sults in a major effort being applied 
to communication trenches running 
astride the main axis, but at  all 
times, the post must be capable of 
all-round defence. 

Them arc no hard and fast rules 
for disposing of spoil: provided that 
it is removed or “smeared“ so that 
there is nothing to draw attention to 
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thc post. Several methods used by 
troops during the last war were:- 

(a) Dumping in bushy patches, 

(b) Construction of dummy posts. 

(c)  Piling in  a rear area under a 

g camouflage nct. 

(d) Transportation in sandbags on 
a "banana wire" or  rough fly-
ing fox. This method is most 
practical whcn digging on a 
slope. 

Figure 5 

Camouflage.-In fortress areas 
particularly, and in all exposed 
areas, a camouflage net should be 
erected before work commences. 
This is to guard against enemy air 
observation. The net  should be high 
enough to allow work to proceed 
under it. When the post has been 
completed, i t  should not be neces.. 
sary to retain the net if a common-
sense policy of deceptive camoufiage 
of the work has been followed. 
When in close contact with the 
enemy it may not be possible to 
erect high nets, so that digging by 
night and camouflage by day is-

'+best. 

Beware of:- 

(a) Using green vegetation which 
dries out and becomes con-
spicuous. 

(b) Camouflaging so heavily that 
freedom of movement is sac-
rificed. 

(c) Wearing exposed tracks with 
uncontrolled traffic, so that the 
position of the post is marked 
by converging tracks. 

After all, concealment is best, and 
is easily attained by following the 
advicc in earlier paragraphs. 

Overhead 'cover.-To be' of any 
use overhead cover should cause a 
projectile to burst outside a post 
and not in it. This is attained by 
covering a post with a "burster 
course'' consisting of hard substance 
such as rock or stout logs. Under 
this. course there must be a cushion 
of earth, in sand bags for preference, 
The whole must be supported by 
strong bearers. 

CAMOUFL/\CE. "0URSTER.COURSE 

, _..'.'. 

Figure 6 

Wiring.-The object of all ob-
stacles is to slow the enemy up in  
the beaten zone of our weapons 
while he is still unable to attack us 
with grenades. He must be made to 
encounter the obstacle with surprise, 
otherwise he will seek to demolish 
it before approaching. Thus, when 
wiring, use the concealment of vege- 
tation or folds in the ground so that 
the enemy is unable to approach 
the obstacle by a covered approach. 

Experience has proved that 
a low anti-personnel type of wire 
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Figure 7 

obstacle with adequate dcpth is 
effective. I t  has the advantage of 
being easy to conceal and is diffi-
cult to demolish by crushing or 
blowing up. Its features are loose 
wiring at  about knee height, and 
spreading from fifteen to twenty feet 
or more. It is comparatively easy 
to construct, especially in bushy 
country. 

Let us now examine the post in 
the light of the Principles of War+ 

(a) The Selection and Maintenance 
of ihe  Aim.-From the section 
point of view, the aim in a 
defensive task, as in attack, is 
to bring fire to bear on the 
enemy with the object of des-
troying him. This post is defi- 
nitely a fighting post. 

(b) Maintenance of Morale.-Its 
efficiency in  giving the section 
an odds on chance of victory 
is its contribution to morale. 

(c) Offensive Action.-It is planned 
to provide a hostile reception 
for the enemy, and to trap 
him. 

(d) Security.-Its layout and con- 
struction combines security 
and offensive spirit. 

(e) Surprise.-Its ground-level pits 
and its general features cater 
for concealment. 

(f) Concentraiion of Force.-Its 
communication trench system 
allows mobility and a concen- 
tration of weapons at  a 
threatened flank. f

(g) Economy of Effort.-There is 
no unnecessary work in it, 
while the priority of tasks pro- 
vides for essential work being 
executed in due priority. 

(h) Flexibility.-The planning and 
execution of work are part of 
a flexible scheme which is 
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easily adaptable to any set of 
circumstances. 

(j) Co-operation,-The Section is 
able to fight as a team. 

(k)  Adrninisiration.-While the ob- 
servance of this principle 

bd largely rests with the Section 
, Leader, this type of post fa- 

cilitates administrative con-
trol. 

In addition, there are some com- 
monsense features in the scheme of 
development of the post which arc 
based on the psychology of the 
average soldier:- 

(a) There is shelter for half of 
the section members, under 
which they may sleep with 
security during the hours 
which are rostered for resting. 
This same shelter will protect 
the whole section during artil- 
lery and air bombardments, 
when the enemy is obviously 
not a t  close quarters. 

(b) Weapon pits arc open, so that 
complete freedom is allowed 
for action to all sides. 

(c) Communication trenches are 
also alternative fire positions 
so that, should a weapon pit 
be neutralized with enemy fire, 
the occupant may side-step and 
hit back. 

(d) The fact that the original deep 
slits run parallel to possible 
lines of approach of thc enemy 
allows complete freedom of 
action for throwing grenades 
during close combat, without 
exposing the thrower. If men 
are required to expose them- 
selves by leaning out of a 
trench in order to obtain free- 
dom of arm action, i t  is un-
likely that any grenades will 

be thrown with effect when the 
enemy is a t  close quarters. 

A Few Poinfs on the Conduct of 
the Defensive Battle. 

Before the enemy may launch a 
set piece attack he must discover 
the whereabouts of our LMG and 
other positions, so that he may neu- 
tralize them with fire in support of 
his assault troops, This he will 
attempt to do by patrolling or by 
launching encounter attacks. Thus 
cur first concern must be to keep 
his patrols a t  a distance and provide 
him with false impressions as to our 
actual positions. 

We may do this by.a  combination 
of the following:- 

(a) We must perfect our use of 
camouflage and concealment. 

(b) We must post a screen and, 
on a platoon level, carry out 
counter patrolling. 

(c) We must develop alternative 
fire positions outside our post, 
from which our LMG may open 
fire a t  enemy patrols. We will 
also use these and other alter- 
native positions in order to de- 
lude the enemy during the 
period of his gaining contact. 

(d) Alternative fire positions must 
be so constructed that, while 
they afford our men cover 
when they engage the enemy. 
we are able to fire into them 
from our main post. Very 
often, natural cover only will 
suffice for an alternative posi- 
tion. We must not make du- 
plicate posts which the enemy 
may use against us. 

(e) We must construct a few 
dummy posts, but care is 
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needed here, too. Dummy posts 
must not be so close to our 
real positions tha: we may be 
endangered by enemy fire 
aimed a t  the former. They 
must not be so obvious that 
they attract attention during 
the early phases of contact, 
and thus inform the enemy of 
our digging activities in the 
area. 

(f)  We must post our SMG's to 
cover short approaches from 
flanks where a volume of fire 
a t  short range is likely to be 
needed. 

(g) When the main attack is 

launched we will fight from 
our main posts until ordered 
to cease fighting-not before! 

Screens-Senfries. 
When posting pairs of sentries, 

one man should be detailed to chal- 
lenge while the .second covers th '  
party challenged. The c h a l l e n g e M  
should be in rear of the "cover Aan" 
so that the quarry is halted under 
thc muzzle (usually a SMG) of the 
cover man's weapon. The latter re- 
mains silent and concealed until 
identification or otherwise is estab-
lished. This technique is very im-
portant that men should be care-
fully trained in it, 

"Wan mav be fought with weapons. buf they are won by 
men. If is the spirif of fhe  men who follow and of fhe nrm 
who leads fhaf gain fbe victory." . . . 

Ccrrcrnl Ccorge s. Pnrron, us ,l,"!y, .&c 

~~ 
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An Analysis of . . . 
THE SUB-UNIT COMMANDER 


Captain P. A. Mayer, Canadian Army. 

”Finally. knowing the vanity of man’s effort and the con- 
fusion of his purpose, let us pray that God will .accept our 
services and direct our endeavours so that when we have done 
all we shall see the fruits of our labours and be satisfied.’’ 

TI,<: eloring r o r c l r  <Jjl?rigo,licr U .  (,’. r i , # N < ~ . ~  
Order 01 rlrr /)qli Fclmwfy: IrJ~IX 

Introduction. 

In order to set out the qualities 
lor any particular professional task, 
it is always best to define the task, 
lor Irom it one can appreciate the 
standard which the applicant must 
reach in order to fill the post. The 
task of the infantry company com- 
mander and the platoon commander 
is to lead a group of men in a co- 
ordinated cfFort to close with the 
encmy and destroy him. From this 
task, then, it is clearly seen that 
whosoever leads must have quali- 

i~lies that will inspire those under him 
1.0 Ihe highest performance of duty 
imdcr all the varying conditions of 
battle. The leader must be re-
sourceful. mentally alert; he must 
learn quickly, he able to judge and 
appreciate the problem soundly. 
lhink it over clearly, and wlth logic. 

-rmm Carrndio,, A r n t y  Jol lmnl .  

It would be well now to examine 
the various qualities which give the 
good commander his power of lea-
dership. These qualities arc really 
basic factors which help the leader 
in the successful management 0.’ 
his men and of himself and, as 
such, are pre-essentials to good Ica-
dership. 

Professional Knowledge. 

Thc good subuni t  commander 
knows his own command down to 
the smallest detail; he will also 
know cvcrything about his own 
battalion, from the operational and 
administrative viewpoint, and the 
framework (up to divisional level) 
into which it fits. He will thoroughly 
understand the workings and capa- 
bilities of the other arms which will 
support him in battle, especially 
applying his thoughts to the organi- 
zation and usc of armour and artil- 
lery. The characteristics of each 
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arm from’ which he may expect 
support will be firmly.lodged in his 
mind. To this knowledge, which 
will have been acquired by constant 
and enthusiastic study long befnre 
he actually commands men, thc good 
commander will credit his battle 
experience. 

Human Understanding. 
This is the real key to man-

management, yet in itself it calls 
for certain qualities, which, if the 
commander does not possess, he 
must acquire. I t  implies the need 
to understand and respect the. sol-
dier as an individual, but this can 
only be done by .patient and tolerant 
study of the individual. The good 
officer seizes~ every chance ‘to learn 
as much about each man under him 
as he possibly can. The main aids 
to human understanding are pa-
tience, chcerful tolerance, enthusias- 
tic interest, a dignified adaptability 
(the commander never forgets that 
he holds the King’s Commission) and 
forcefulness without any trace 
whatsoever of domination. 

Common Sense. 
This is the individual’s normal 

power of understanding and reason- 
ing which he uses to grasp and dis- 
cern the matters of everyday life. 
The ordinary applications of this 
uuality, coupled with the profes-
sional knowledge which the average 
officer possesses, is generally enough 
to draw out the conclusions and 
bring about sound decisions. 

Sincere Enthusiasm. 
Enthusiasm “nn the job” is abso- 

lutely essential. There can be no 
play acting when an officer is under 
the curious eyes of men who can 
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tell casily whether their leader’s 
enthusiasm is just being “put on” or 
whether it is the real thing, derived 
Irom real interest in the value of 
the job to be done. The good lea- 
der’s enthusiasm, if i t  is sincere and 
tempered with determination, is 
contagious and as such becomes 
quality beyond price towards b u i l d h  
ing up morale within the sub-unit. 

Unselfishness. 

This quality implies. an unswerv- 
ing devotion to the work a t  hand 
no matter how disagreeable i t  may 
be, and to the welfare of his men 
for whom he must be willing to 
give, i f  necessary, all his spare time. 
The unselfish officer will take the 
utmost trouble to put right every 
minor detail which affects the wel- 
fare of his troops. 

Sense of Responsibility. 

Every man is born with some 
sense of responsibility. Some will 
accept i t  and develop it, others will 
shirk it. Only those in the first cate- 
gory can be leaders. This quality 
calls for one hundred per cent, wil- 
lingness to meet the obligations 
which rank and position demand 
and the trustworthiness to carry 
them out to the best of one‘s ability 
in the way prescribed by higher 
nuthority. 

Determination and Drive. 
Sense of responsibility is invari- .i 

ably accompanied by determination 
and drive. This means adopting an 
energetic and aggressive attitude to- 
wards the allotted task and persist- 
ing in seeing a job through to suc-
cessful completion. Determination 
without the drive to maintain mo-
mentum in any given venture is 
quite useless. 
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Personal Courage. 

This quality derives its import-
ance from the fact that it is the 
courageous cxample that inspircs. 
Men will follow a leader who ac-
cepts personal risk in the line of 
his duty, and thc example set by 
his actions under fire is not only a 4‘.
’winning factor in battle, but very 
often offsets and may excuse thc ab- 
sence of some of the less important 
qualities of the Ieader. 

Self-Management and Consistency. 

These must be dealt with to-
gether, for without the first the 
second cannot exist, Self-manage-
ment implies a full control by the 
commander of his personal feelings 
CI‘ emotions, a disciplined disposi- 
tion and a power of calm concen-
tration on the work before him. 
Once master of himself, a man be-
comes consistent: steadiness will 
prevail under the most trying con-
ditions and the leader will find his 
thoughts and actions automatically 
canalized to the confident manage- 
ment of the situation facing him. 
Moreover, his personal fears will be 
successfully concealed. 

Decisiveness. 

The ability to make a “snap” de- 
cision and take action promptly 
sometimes may mean the difference ,between heavy and light casualties, 

1 success or failure. The good leader 
must not hesitate in sizing up the 
situation, and having done so he 
must make use of all his profes-
sional skill to provide a firm plan 
for his men to follow. Once the 
plan has been made, the good leader 
sticks to it, never losing sight of his 
ultimate aim. 

COMMANDER 

Firmness, Jusfice and Fair .Play. 

These are difficult things to de-
fine, insofar as they apply to the 
average officer, they mean the same 
thing. The best way to make abso- 
lutely sure that these are observed 
is to acquaint the men you comm’and 
with those facts of AMR & 0 which 
are applicable. As the soldier must 
know to what extent he is liable 
according to existing regulations, so 
the good commander must be one 
hundred per cent. sure of his know-, 
ledge of military laws and punish- 
ments. However, it is advisable for 
him to spend a little time in re-
capitulation before dispensing jus- 
tice. The offender must know he 
is being tried and punished by “the 
book.” Personal feelings must 
never interfere with the case in 
the slightest degree. An important 
factor which governs the amount of 
punishment is the man’s record 
prior to the offence. .The soldier 
will look for firm justice and fair 
treatment in regard to‘duties. By 
taking a closc interest in his com-
mand, the commander can make cer- 
tain that the soldier gets both. 

Physical Fitness. 

This is most essential to the 
leader in training and fighting. He 
must be able to endure the rigours 
and hardships of the field in train-
ing and under fire. The good com- 
mander has ambition to excel 
physically, to do things as well or 
better than the men under him. 

Sense of Humour. Cheerfulness. 

Finally, the good commander has 
a sense of humour. He is able to 
see the .lighter side of situations and 
maintain his cheerfulness despite 
fatigue, which is undoubtedly the 
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greatest demoralizing factor with Conclusion. 

which the fighting man has to con- ~f the leader can =qu i re  these 
tend. The man who hears a cheery qualities to a fair degree, then he 
word of encouragement from his will be able to muster sufficient 
commander in battie, mental power to sort out his prob- 
when the “going” is rough, is quick Icms. No matter whether his prob- 

]em is administrative or operational?
tc pass that cheer on. Cheerfulness he wil l  be ab,e to weigh i t  an%is contagious. The good leadcr dis- regard it in its proper light with 
pels gloom, exploits cheer. imagination and with reason. 

Wifhout discipline and order freedom degenerates info 
licence and chaos. 

--Socmtcr 

I, 
.i 



THE BRITISH EXPEDITION 

to 

I, GREECE, 1941 

The late Field-Marshal Earl Wavell, GCB,GCSI, GCIE, KCB, CMG, MC. 

W H E N  the 
Anglo-Danish So-
ciety did me the 
honour to invite me 
to address i t  in  Co- (I 
penhagen in Octo-
ber, 1948, 1 chose as 
my subject the 
campaign in Greece 
in the spring of 
1941. I did so be-
cause It is a most 
interesting piece of 
history both from the political and 
the military aspect, of which the 
full story is not generally known 
or appreciated, and which has in 
fact sometimes been misrepresented. 

Also the treatment accorded to 
Greece by her friends and by her 
enemies will have, I think, a psr-

L .ticular interest for this country. 
It was possible, of course, to give 

only the barest outline of the story 
In a single lecture. I t  begins on 
the 28th of October, 1940, with per- 
haps the most wanton and unpro- 
voked of all the Axis aggressions, 
the delivery to President Metaxas a t  

--From the I m i i  (J,rrrrrrrlr, U K .  

3 a.m. of the Italian 
ultimatum. T h i s  
was promptly re-
jected; and Greece 
on that day joined 
the British Empire 
as the only other 
nation actively en-
gaged against Hit-
ler and Mussolini. 

As you know, the 
Greek people at 
once put aside all 

political differences and rose united 
to meet the invasion. Fighting with 
the utmost gallantry, they not only 
drove the greatly superior Italian 
invaders back across their frontier, 
but a long distance into Albania. The 
British, from their scanty resources, 
scnt several air squadrons to the 
3ssistance of their new ally and old 
friend, but only such ground troops 
as were required for the service of 
the air squadrons. 

Greece, completely victorious on 
her north-western frontier, was now 
menaced on her north-eastern. The 
Gnmans. who had hcen in ocrupa-
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tion of Rumania since October, were 
obviously preparing to  enter Bul-
garia. From the British point of 
view this implied a threat to the 
port of Salonika and to  our control 
of the eastern Mediterranean, which 
we still maintained in spite of the 
much superior numbers and weight 
of the Italian Navy. 

My personal part in the story be- 
gins in  January, 1941, when I re-
ceived instructions from London to 
visit Athens and to offer the Greek 
Government certain forces of field 
artillery, anti-aircraft artillery, anti- 
tank artillery and armoured troops, 
to assist in the defence of Salonika 
and eastern Greece. I flew to 
Athens in the middle of January 
and made the offer on behalf of the 
British Government. At that time 
my troops in the Western Desert, 
after defeating the Italians a t  Sidi 
Barrani, had captured Bardia and 
were preparing to attack Tobruk. 
The units I was to offer to the 
Greeks represented a large propor- 
tion of my meagre technical arms, 
and had the Greeks accepted the 
offer I should have had to stop my 
advance a t  Tobruk. I was, there-
fore, relieved when Metaxas refused 
the assistance. He said that what 

give the Germans an ex 
the attack. I returned 
gave orders for the p 
the advance in the We 

ARMY JOURNAL 

heart out of the sorely pressed 
Greek defence. Metaxas may have 
been an arbitrary politician, but he 
was a very stout-hearted and skil- 
f u l  director of his country's defence 
a t  a critical hour. 

The next act in the drama fro* 
my point of view was a message' 
that Mr. Anthony Eden, the Foreign 
Secretary, and General Sir John 
Dill, the C.I.G.S., were flying to 
Cairo to consult the three Service 
Commanders about a fresh offer to 
Greece. The new Premier, Mr. 
Korizis, had appealed to Great 
Britain for help early in February. 

After some delay, due to the 
hazards of flying in the Mediter-
ranean at that time, Mr. Eden and 
Sir John Dill arrived in Cairo on 
the 19th of February. After dis-
cussions in Cairo, a t  which the 
Commanders-in-Chief of the three 
Services-there was no unified com- 
mand-concurred in the plan to sup- 
port Greece against a German in-
vasion with all the resources which 
could be spared, Mr. Eden, the 
C.I.G.S., and myself flew to Greece 
on the 22nd of February. 

At this stage I should correct two 
statements which have been widely 
spread:-

(a) That the military leaders were 
forced into the Greek commit- 
ment against their will for f 
political reasons; and 

(b) that but for the Greek ad-
venture our forces could have 
cleared up the North African 
coast for good and all. 

Neither of these assumptions is 
true. The Service Chiefs recognized 
the dangers of the Greek expedition, 
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but believed that there was a rea-
sonable chance of defending Greece 
against German attack, and that, 
from the point of view of the gene- 
ral strategy of the war, it was 
worth while to take considerable 
risks to maintain a hold on the 

shores of the eastern 
Mediterranean. As for the advance 
to Tripoli, Italian opposition could 
be discounted as small and likely 
to be easily overcome, and nothing 
was at  this time known of the des- ., 
patch of German forces to Africa; 
but even so our own resources were 
not equal to the task. Our armoured 
vehicles were worn out by an ad-
vance of 500 miles; we had not 
enough mechanized transport to 
maintain even a small force for an 
advance of another 500 miles to 
Tripoli; and both in the air and on 
the sea we were still numerically 
inferior to the Italians alone, with- 
out any German reinforcement. I t  
would have been an intolerable 
strain on the Navy to maintain a 
military and air force a t  Tripoli 
when even Benghazi could not be 
used as a port for lack of A.A. artil- 
lery and other resources. 

Our deliberations on Greece took 
place outside Athens at  Tatoi Palace. 
The most important feature was a 
clear and able statement by the 
Greek Commander-in-Chief. General 
Papagos, on the line to be held 
against a German attack from Bul-
garia. He said that the fortified 
frontier line, known as the Metaxas 
line, was the strongest, but was too 
extended now that all the Greek 
divisions except three had been 
withdrawn for employment in Al-
bania. The line of the Struma, held 
by the Allies in the First World 
War, had the advantage of cover-
ing Salonika, but was also too ex-

tended, unless the Yugoslavs came 
in as allies, when we must cover 
Salonika,; as otherwise i t  could be 
difficult to supply their needs. The 
strongest! line was one which ran 
from the sea by Mount Olympus- 
the Vcria Gap-Edessa-to Kajmak-
calan on the Yugoslav frontier. 
General Papagos estimated that this 
line might be held with a minimum 
of five well-equipped divisions. I t  
was generally referr.ed to as the 
Haliacmon line, from the name of a 
river which formed part of it. I t  
was naturally strong. Mount Olym- 
pus was impassable for large mili- 
tary forces; the Veria Gap, through 
which ran the main road, could be 
easily fortified, as could the hills be- 
tween it and the Yugoslav fron-
tier. This left flank depended, of 
course, on the Yugoslav attitude. 
The political appreciation of this 
was that though we could not count 
on the Yugoslavs as allies, we could 
reasonably count on their resisting 
any attempts by Germans or Bulgars 
to pass through their country to 
attack Greece; while the military 
leaders, with memories of the Scr-
bian resistance in the First World 
War, believed that the Yugoslavs 
would at  least impose a very long 
delay on any enemy movement 
through; their hills.. .. 

New Zealand division, 

I 



26 AUSTRALIAN ARMY JOURNAL 

including two medium artillery regi- 
ments) set in  motion at  once from 
Egypt to Greece. It was therefore 
decided after a discussion lasting an 
afternoon and an evening that the 
British and Greek forces of 7% 
divisions (4 Greek and 3 %  British) 
and one armoured brigade should be 
assembled on the Haliacmon line 
with all possible speed and should 
begin fortifying it. Since Papagos 
thought that  the line could be held 
with five divisions, we had thus a 
reasonable margin of safety; wc 
had, or thought we had, secure 
flanks on the sea and on Yugoslavia: 
and we assured ourselves that if 
we acted a t  once and speedily we 
could assemble our forces before the 
Germans could pass through Bul-
garia and reach the Haliacmon line. 
I t  seemed, therefore, an acceptable 
military operation. The chief dan-
ger, as we saw it, was enemy air 
superiority, which might even make 
our supply by sea hazardous. Ad-
miral Sir Andrew Cunningham 
(now Lord Cun.ningham of Hynd-
hope), the Naval C.-in-C., and. Air 
Marshal Sir Arthur Longmore, the 
A.0.C.-in-C., saw this danger, I 
think, more clearly than I did; but 
they never hesitated in supporting 
thc general plan. 

From the political point of view 
we secured obvious advantages. By 
supporting our ally, Greece, we en- 
courazed others to resist, for in-
stance, Turkey and Yugoslavia. It 
would help to convince the U.S.A. 
and t h c r e s t  of the world that we 
meant to fight i t ' o u t  to the end, 
and would raise our prestige. If, 
we could impose a check or long 
delay on the Germans, i t  would help 
to gain the time we neded so sorely: 
to dcvclop our resources. 

So satisfactory had appeared our 
talks that we returned to Cairo next 
morning, when Mr. Eden and Gene- 
ral Dill left for Ankara to inform 
the Turks of our'decision; to seek 
their agreement for the diversion Lo 
Greece of equipment due to them; 
and to discuss the possibility 0% 
their supporting Greece by armed *' 
force in the event of a German 
attack. The Turks entirely ap-
proved our decision to support 
Greece, but would not agree to com- 
mit themselves ,to action: I suppose 
they were wise irom their point of 
view and possibly also from ours in 
the long run. They were, in fact, 
in no state to undertake an offen-
sive war, and were in some appre- 
hension that they themselves might 
be attacked. 

Now comes the crux of the whole 
drama. When the British members 
left the conference a t  Tatoi we all 
understood that General Papagos 
was going to issue orders forthwith 
lor the withdrawal of thc three 
Greek divisions from Macedonia and 
of one from Albania and for their 
establishment .on the Haliacmon 
line. He had himself in his able 
exposition of the situation empha- 
sized the necessity for all possible 
speed. He has since maintained 
that no decision was to be taken un- 
til the attitude of Turkey and Yugo- 
slavia were determined. That was 
certainly not the British understand- 
ing. It was admittedly a hard de- , 
cision from the Grcck political point 
of view to abandon western Thrace 
and Macedonia without a fight; and 
it. may be that when the point came 
thc decision proved too hard to 
take. 

Whether there was a misunder-
standing or whether political con-
siderations in Greccc over-rode mili- 
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tary decision, certain it is that when 
MI. Eden and Sir John Dill paid an 
official visit to Athens on the 2nd of 
March, the day after the Germans 
moved into Bulgaria, they found 
that no orders had been issued for 
the withdrawal of the Greek divi-

q o n s ;  ,and General Papagos now 
,,mamtamed that it was impossiblc 

to withdraw them with Bulgaria in 
German occupation. He also said 
that the Albanian situation made i t  
impossible to withdraw the promised 
division from that front. 

I was summoned to Athens, where 
we spent the best part of three days 
in deliberation on the changed situa- 
tion. I t  was impossible to persuade 
the Greek High Command to change 
their mind on thc withdrawal of 
the Macedonian divisions, which, 
they maintained must now fight it 
out on the Metaxas line, though they 
would obviously be overwhelmed 
there. All that we were oflered 
for the Haliacmon line was one and 
a half, eventually raised to thrce, 
second-line divisions, a poor- sub- 
stitute for the four first-line divi- 
sions on which we had based the 
original plan, We had now to de- 
cide in the changed circumstances 
to withdraw our offer or to con-
tinue, accepting the much greater 
risk. Rightly or wrongly, all the re-
sponsible heads, political and mili- 
tary, in the Middle East, decided to 
carry on with the plan. All the 
Commanders-in-Chief were agreed 
on this. 

I think i t  may have been psycho- 
logical and political considerations 
that tilted the balance in the end, 
over the military dangers. To have 
withdrawn at  this stage, on grounds 
ah ich  could not have been madel 
public, would have been disastrous 
to our reputation in the U.S.A. and 

with other neutrals, would have 
endea all hope of Yugoslavia joining 
the Allies and would havc shaken 
our ally Turkey. Our plan had been 
endorsed by the Dominion Govern- 
ments whose troops w u e  involved. 
And ther-e were practical difficultics 
in any reversal of plan; the troops 
were on the move and a change 
would have causcd confusion. 

I was sure at  the time, and I am 
sure still, in spite of what resulted, 
that the decision we took a t  our 
Embassy in Athens in that first week 
in March, 1941, was the only one 
consistent with the political require- 
ments of the moment, with military 
strategy and with our national 
honour. 

It may be of interest to know that 
on our return to Cairo we consulted 
General Smuts, to whom Mr. Eden 
had telegraphed asking him to come 
to Cairo and help us with his in- 
valuable advice. We went over the 
whole ground with him. He en-
tirely approved of our decision, and 
telegraphed in this sense to London. 
The decision was that of the men 
on the spot, and the doubts came 
from London, where the Prime 
Minister and Chiefs-of-Staff were 
apprehensive of a commitment so 
much morc hazardous than that 
which they had approved ten days 
earlier. From the point of view of 
immediate advantage they were 
probably right and the men on thc 
spot wrong; while as regards ulti- 
mate results the men on the spot 
were, I think, right; a curious re-
versal of thc usual understanding,
that the men.on the spot take a 
short-term view and thoie dis-at 
tance a long-tcrm one, 

I should also make it clear that 
there was never any question of 

7 
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our urging the Greeks to resist a 
German invasion against their bet- 
ter judgment. They always a&med 
categorically that they would fight 
the Germans if they entered Greece, 
whether or not we gave them assist- 
ance. 

The spotlight must now be 
shifted to Yugoslavia. During the 
whole period that the Foreign Sec. 
retary had been in the Middle East, 
he had been in constant touch by 
telegram, through our Minister in 
Belgrade, with the Regent of Yugo- 
slavia, Prince Paul, who was sup-
posed to favour the Allied cause. 
The answers received had been 
evasive and disappointing. So the 
British Minister, Mr. Ronald Camp- 
bell (now Sir Ronald Campbell, our 
Ambassador in Egypt), was sum-
moned to Athens early in March 
and given a letter to the Regent. 
As a result a n  officer of the Yugo- 
slav General Staff came to Athens 
incognito. His mood was pessimis- 
tic and he was uncommunicative 
about the Yugoslav plans for mobili- 
zation and deployment-possibly be-
cause, as events showed, these were 
almost non-existent. The Yugoslavs 
could, if prepared and ready, have 
ended the Italian resistance in Al- 
bania by attacking their flanks and 
rear, as well as resisting the Ger- 
mans in the east. 

During the next fortnight Mr. 
Eden made strenuous efforts in a 
meeting with the Foreign Minister 
at  Cyprus to persuade the Turkish 
Government to urge the Yugoslavs 
to take all possible steps to meet 
a German attack. Turkey was 
already mobilized; and, though the 
Yugoslavs assured us that they also 
were, later events showed how in- 
complete their mobilization was. 
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Our Embassy in Belgrade, in close 
touch with Mr. Eden, did what they 
could to encourage the tougher 
elements in Yugoslavia to resist-
and not without success, as the coup 
d'etat proved. But the Turks per- 
sisted that their military weakness 
precluded anything more than sym-
pathetic neutrality; while th'e news$" 
on the 24th of March, that t h b '  
Yugoslav Government had signed 
the Tripartite Pact seemed to end 
all hope of help from that quarter. 
Mr. Eden and Sir John Dill accord- 
iiigly departed. for England. But 
while their plane w.as detained by 
had weather at  Malta news was re- 
ceived of the Yugoslav coup de'etat 
which overthrew the Government 
and made Yugoslavia a potential 
ally. They promptly decided to re- 
turn to Athens. 

Although the C.I.G.S. was, after 
some difficulty, allowed to pay a 
visit to Belgrade incognito, and a 
staff conference was held on the 
Greek-Yugoslav frontier, such was 
the confusion, political and military, 
in Yugoslavia, that i t  was quite im-
possible to arrange any co-operation. 
Mr. Eden and Sir John Dill finally 
left Cairo to return home on the 
7th of April, the day after the Ger- 
man attack on Greece and Yugo-
slavia began. 

Such is in outline the story of 
the genesis of our expedition to 
Greece. I hope to have shown you 
three things: That Great Britain 
and the Dominions-for the greater r 
part of the expeditionary force con- 
sisted of Dominion troop:-at a time 
when the British Empire stood in 
the greatest peril-came to the help 
of a smaller nation in spite of all 
risks; secondly, that the Greek ad- 
venture was not forced on the mili- 
tary chiefs by the politicians, as it 
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sometimes is alleged; and, thirdly, 
that the operation as originally 
planned at  Tatoi on the 22nd of 
February was by no means as hope- 
less as the outcome made it seem. 

I need not say much about the 
6,ghting. The Germans were ob-

.*siously much better informed than 
ourselves on the disorganization and 
powerlessness of the Yugoslav army, 
the sudden and complete collapse of 
which exposed the flanks both of 
the British-Greek army on thc 
Haliacom line and of the Greek 
army in Albania. Little more than 
a fortnight sufficed to end the cam- 
paign, and the end was obvious some 
time before that. Our small air 
force was soon driven out of the 
skies; and our troops were almost 
entirely deprived of air cover during 
their retreat to the Thermopylae 
line and then their re-embarkation. 
We had fortunately foreseen the pos- 
sibility of an evacuation and had 
prepared a plan a t  an early stage. 
But the harbour at  Piraeus had been 
blocked by bombing and we could 
remove no heavy equipment. Our 
losses were, heavy, and the' striking 
force we had built up with such 
pains in the Midle East during 1940 
was almost destroyed. A month 
later we had to evacuate Crete with 
further. losses, after practically des- 
troying there a German airborne 
force. 

At the same time Egypt was in\ peril from Rommel's attack in the 
Western Desert, where the with-
drawal of our force for Greece had 
left us too weak, but was saved by 
the gallant defence of Tobruk; a 
dangerous revolt in Iraq was for-
tunately quelled by our last re-
maining reserve; and a little later by 
scraping the bottom of an apparently 

cmpty dish sufficient troops were 
collected to save Syria from Ger-
man occupation. All this while the 
Italian Empire of East Africa was 
being liquidated by British, South 
African, Indian and African troops. 
Those were busy days in the Middle 
East. 

In conclusion, what was the ulti- 
mate effect of OUT Greek campaign 
on the strategy of the war? Pre-
sumably had we chosen to abandon 
Greece we could have consolidated 
our position in Cyrenaica, though it 
would have still been the scene of 
bitter fighting and we could not 
have advanced to Tripoli without 
much further reinforcement; we 
should have had the troops to coun- 
tfr Axis plans in Iraq and Syria 
with less anxiety and difficulty. So 
much we should have gained. But 
I do not believe that we could have 
held Crete with Greece in the pos- 
session of the enemy. 

On the other hand, the evidence 
is clear that our intervention in 
Greece delayed the German attack 
on Russia by several weeks and thus 
saved Moscow from falling in the 
winter of 1941. Though the German 
forces employed in Greece and 
Yugoslavia were comparatively 
small, they included a high propor- 
tion of armoured troops who had to 
drive long distances. It was the de- 
lay in returning and reconditioning 
these that caused the postponement 
of the attack on Russia. This can- 
not, of course, be claimed as a jus- 
tification of our decision in March, 
since we knew nothing a t  that time 
of Hitler's contemplated treachery 
towards his ally-though we may 
have had our suspicions. Our de- 
cision was taken on other grounds. 
I will quote some words spoken by 
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the Prime Minister, Mr. Winston 
Churchill, in the House of Corn-
mons on the 7th of May, 1941, after 
the end of the Greek campaign:- 

‘‘Lookinc back on the sad course -
of events, I can only feel, as the 
Prime Minister of New Zealand has 
so nobly declared, that if we had 
again to tread the stony path, even 
with the knowledge we possess to-
day, I for one would do the same 
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thing again, and this is the view of 
all my colleagues in the War Cahi- 
net and on the Defence Committee.” 

In conclusion, I trust that when- 
ever Great Britain has to take a 
similar decision, she will again take 
the bold, the generous and t e 
honourable course, and will “engale# 
the enemy more closely:” in the 
words of thc naval simal, what-
ever thc odds, 

The West, impoverished and menaced. must now decide 
whether it will furn again or not to the source of its strength 
and restore ifs moral and spiritual community. The situation 
resembles that of fhe sixth and seventh centuries, when 
another great thrust came in arms out of the East. Christianity 
had to renew itself or die. It did not die. 

Pmd McCsire 



What’s in a name? 

Lieutenant-Coloncl C. W. Watson-Smyth, 

Australian Staff Corps. 

THEprovocative article, 
“Abbreviate and Waste Time,” in the 
eleventh issue of the Journal gives 
rise to further thoughts on some of 
our traditional abbreviations and the 
titles or designations from which 
they stem. 

Let us  turn the pages of the tclc- 
phone directory of any formation 
hkadquarters, large or small, and 
study the designations of some of 
the staff appointments. We come 
first to the General Staff, and find 
that, the designations of the ,various 
staff appointments are simple and 
logical. We may find a Brigadier, 
General Staff, or more frequently 
these days a Colonel of thc same 
ilk, whilst the lesser fry are desig- 
nated by the prosaic, but lucid 
phras6, General Staff Officer, with 
appropriate grading. Here we must 
carefully note that Major X, in GS 
Branch is not a Deputy Assistant 
Chief of the General Staff, although 
such a grandiose title might well 
give him high standing with his3wife’s relations. No, he is just a GSO 
2, or cven more simply, a G 2. 

Turning ovcr the pages will bring 
us next to the Arms attached to the 
Gcneral Staff. Again we have logi- 
cal simplicity with our Staff Officers, 
Armour, RA, RE,and Sigs, in their 
various grades. A critical eye might 
fall on a small GS directorate at  

AHQ, whilc we find GSOs instead of 
SO Inf! 

But now we turn to the Adminis- 
trative Staff. No longer do we find 
the logic and brevity of the General. 
Staff. I t  might appear to the 
stranger that the Adjutant-General 
and Quartermaster-General were 
surrounded by a mass of assistants, 
deputies and deputy-assistants clut- 
tering up their offices. 

An assistant to an executive prc- 
sumably assists the latter in his 
function or duty, and this implies 
closc association. To apply this in- 
terpretation to Major Y, who is 
Deputy Assistant Adjutant and 
Quartermaster-General in some bri- 
gade group in an overseas theatre is 
stretching ‘the implication too far. 
Incidentally Major Y‘s designation 
runs to six words totalling no less, 
than seventeen syllables. Of course, 
a-designation such as this is never 
expressed fully in writing, much less 
verbally. Its authorized abbrevia-
tion? moreover: is itself abbreviated 
to the brief but meaningless DAQ. 

Let us take ‘a  leaf out of the 
General Staff Directory, so to speak, 
and redesignate our administrative 
staff officers, for that is what they 
are, no less, whether they serve the 
Adjutant or Quartermaster-General 
or represent these officers (as op-
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posed to assisting or deputising for 
them) on the staff a t  AHQ or lower 
formation headquarters. We have 
our Brigadiers and Colonels (Ad-
ministration) and even Administra- 
tive ‘Offlcers. What could be more 
logical, then, than the designation 
of their subordinates as administra- 
tive staff officers’!. Our friend Major 
Y,referred to above, would be an 
A S 0  2, or in  colloquial form, an 
A 2.  AAGs and AQMGs would be-
come ASOs l and a t  least there 
would be no doubt as to which let- 
ter the plural “s” should be attached. 
Our humble, but hard-pressed staff 
captain becomes an A S 0  3, whether 
he is “A” or “Q.” One might argue 
that “Q” Branch should have its 
QSOs. But a single letter abbrevia- 
tion must represent a word, and in 
this case i t  would not be fitting un- 
less the designation was reversed to 
read SO (Q), which would be in  
discord with GSO and ASO. 

In MGO Branch and the Direc-
torate of Design and Development in 
the Department of Supply and De- 
velopment there are “technical offi-
cers” on the staff. Some of our 
more intellectual officers attend 
technical staff courses at  the Military 
College of Science in England and 
are ~ubsequently referred to as 

“TSOs.” Staff appointments of an 
essentially technical nature could be 
appropriately designated as “TSO 1 
(2 or 3)” regardless of whether their 
incumbents held the symbol “p t s c.” 
Graduation at  a staff college is not 
a pre-requisite for a general staff 
appointment. k 

The Administrative Services could 
likewise designate their staff officers 
and representatives on staffs in the 
same manner as those Arms attached 
to the General Staff without detri- 
ment. We would then have a Staff 
OlTicer (Ordnance), Grade 2 (SO 
Ord 2) instead of the well-worn 
name of DADOS, and perhaps a 
SO (ST) 2 in place oE DADST. Our 
medicos would blazen their office 
doors with such letters as SO Med 1, 
which could hardly be mistaken for 
some mcdical degree. 

Tradiiion is apt to die slowly 
when it is unwanted or obsolete, 
but all too rapidly when time and 
circumstance demand its retention. 
Our lengthy administrative staff 
designations are a relic of the New 
Model Army formed by Cromwell 
in 1645, and are no longer appro-
priate l o  their appointments. This 
is one tradition that could well be  
discontinued. After all, what’s in a 
name? 

e 



THE LOGISTICAL PLANNING 


of 

OPERATION OVERLORD' 

Lieutenant-Colonel Frank A. Osmanski, General Staff Corps, 
United States Army. 

Part 111. 

Strategic Guidance. 

The COSSAC and SHAEF stra-
tegic logistical planncrs imparted 
strategic guidance in logistics mat-
ters to, among others, the major 
commands of ETOUSA by employ- 
ing, or being prepared to employ, the 

? following means:- 
Standardized outline logistical 

planning factors. 
Strategic logistical studies. 
Logistical planning directives. 
Administrative instructions. 
Allocations of logistical resources. 
Staff visits. 
Review of logistical plans and 

policies of lower headquarters, 

Early in its existence, COSSAC 
developed outline -logistical plan- 
ning factors based originally on 
ROUNDUP findings and on experi-
ence reported from operations in  the 
Mediterranean, which were success- 
fully revised and improved on the 
basis of statistical data emerging 
from actual operations in Europe. 
It is considered that it would have 
been ideal had these factors, or im-
provements on them as recom-
mended by other logistical planning 
staffs and approved by SHAEF, been 
made available for universal use 
throughout the theatre. As it was, 
however, these factors were used 
exclusively in SHAEF while other 
logistical planning staffs used 
various other factors, which usually 
differed in their dcrivation or need 
for interpretation before use. 

The usual medium employed by 
COSSAC and SHAEF to impart stra- 
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tegic guidance in logistics matters 
to subordinate headquarters and to 
the theatre services was studies of 
the form which are known a t  the 
Command and General Staff College 
as the Strategic Logistical Study. 
For lack of n better name, they were 
then called an  Administrative Ap- 
preciation, a term borrowed from 
the British to reolacc the awkward 
contemporary American equivalent 
of the Eestimate of the Supply and 
Evacuation Situation, since renamed 
Administrative Estimate. 

These COSSAC and SHAEF docu- 
n;ents differed from the strategic 
logistical studies taught at the Com- 
mand and General Staff College only 
in that they were almost entirely 
an  estimate of the situation, and 
their directive feature was only 
implied or even omitted. COSSAC 
produced an early administrative 
appreciation in three parts, the first 
part dealing with the development 
of lines of communication inland 
from the assault beaches separately 
for the US and British and with the 
inter-allied administrative boundary 
to D + 90. The second part dealt 
with a proposed system of logistical 
liaison and control by which each 
succeeding higher headquarters in 
turn insured that its more compre- 
hensive plan for the development 
of the lines of communication was 
not prejudiced by earlier work per- 
formed on the ground by subordi- 
nate headquarters which had en-
tered first. The third part discussed 
and decided basic logistical policies 
such as levels of reserve, provision 
and use of defensive and offensive 
chemical equipment;means of medi-- 
cal avacuation during the successive 
stages, scales of water consumption 
to be used for planning, and dis-
posal of salvage and scrap. 

SHAEF produccd two administra-
tive apprcciations, one in June, 
1944, and the other in November, 
1944, the outline form of which 
closely parallels that for the Logis- 
tical Estimate taught a t  the Com- 
mand and General Staff College (see 
Chart 13). ?cr' 

COSSAC and SHAEF rarely 
issued formal logistical planning 
directives. The Administrative Ap- 
preciations were distributed widely 
to all strategic planners, both opera- 
tional and logistical, for informa-
tion and guidance. No directive 
was expressed. However, because of 
the close contact with other US and 
British logistical planners which 
was maintained by the Chief and 
the Deputy Chief (the former being 
American and the latter British) of 
SHAEF G-4 (Log Plans Branch), 
there was normally the understand- 
ing among all concerned that a 
directive was implied and intended 
in  the appreciation. 

On one occasion, however, SHAEF 
did issue a full-fledged formal logis- 
tical planning directive. That was 
on 5 February, 1945, under the sub- 
ject: Administrative Preparations 
for Spring Offensive. I t  directed 
that Corn Z prepare for the logisti- 
cal support of 15 to 18 US divisions 
(including two airborne) north of 
the Ruhr as well as of eight static 
divisions in the area west of the 
Ruhr and on the near bank of the j 
Rhine; and for 24 US divisions, ex- tf 

panding finally to  35 to 40 US divi-
sions, south of the Ruhr. Osten-
sibly, therefore, G-4 (Log Plans 
Branch) SHAEF had not overlooked 
the contingency realized in the 
Remagen bridgehead. Indeed, Corn 
Z even anticipated the support of 
such contingency by the timely pre- 



35 LOGISTICAL PLANNING OF OPERATION OVERLORD 

paration of its emergency (XYZ) On the basis of this allocation, train 
truck transportation Plan. paths, rolling stock, truck com-

panies, pipehead capacities, and air 
COSSAC and SHAEF issued supply could be allotted. The 

A d i n i n i s t r a t i v e  Instructions (SHAEF method used was, in co-ordination 
called them Administrative Memo- with G.3, who indicated the relative 
randums). 'Overed the priorities of support to be accorded 
pplicies developed in Part 111 of its the several armies in the field, to 

,%dministrative , Appreciation (see apportio,, the available forward 
Chart 14),  whereas SHAEF movement capacities equitably to 
with such matters as local procure- consuming commands (see out-
i n e n t ,  use of civilian labouy, and lint in chart 15). 
ration scales for prisoners of war Representatives of the G-4 (Logand displaced persons. 

Plans Branch) SHAEF made regu-
At critical times, notable in the lar staff visits to the Army Groups, 

fall of 1944, when transportation Com'Z, and thc Armies to assure 
bottlenecks were limiting tactical themselves that logistical planning 
operations, SHAEF imparted stra- was progressing favourably, and to  
tegic . q u i d a n c e  by the allocation of ,collect from current operations 
tonnages to the Army Groups, Air those logislical data that might be 
Forccs, and Communications Zone. useful in improving or developing 

ANNEXES AND MAPS 
ANNEX 'A'-SUMMARY O F  MANEUVER !prepared by G-31 

'B-TOPOGRAPHY AND COMMUNICATIONS (DreLUrrd by G-21 
General Major obstacles 01 terraln 
Roads water supply
Rollronds Depot slteB 
Inland waterwaso Accommodntlon 
Airfield sites Enemy logistical Installations 
POTtS~~ ~ 

"C-ESTIMATED PORT CAPACITIES 
*ID'-MAINTENANCE AND RESERVES FOR GROUND FORCES 
"E-MAINTENANCE AND RESERVES FOR AIR FORCES 

c o ~ ~ ~ t r u e t i o n .-F'-TRANSPORTATION TONNAGES mci. H ~ ~ I W W  port ana 
Railwuay Operating and Workshop. and Por t  Construetion and Repair)

*'G'-ENGINEER TONNAGES (incl. Road C~llFtlUetlDn and Maintenance. Brldgte 
Materials. Water S~ppIy. Airfield Construetlon. Bullding MaleriBIS. 
Bulk POL Construetlon. industrial ga6e5. CtC.1 

"15'-COAL REQPIREMENTS (Incl. Train heatlng and Warmillg. HOSPltPLG. 
Rallwom. Workshops. nlrd biinlmum Civil Reiicf) 

+'I'-<ORGANIZATIONAL EQUIPMENT Ipreshipped and acCol~PanYlng)
".'-CIVIL RELIEF lother than  eoall 
"K-MISCELLANEOUS SMALL REQUIREMENTS I InEl .  N a W  Hed CTOSS. 

RAMP, PW. DP, USO. Press, etc.)
-L'-RULK m L  

*'ill'-LOCAL RESOURCES linel. coal, Constniction Materials. loeel farm pro-
duce. and local rnilllufileture lor mllltsry "be)

.'N'-CONSOLIDAT!JD TONNAGE TABLE ideveloping both gross and ne t  le-
guirement* for IrnPOortl 

*'O'--RESERVFX 'r0 BE ACCUMULATED IN FORWARD AREAS PRIOR T O  
MAJOR OFFENSIVES 

.'e'-MILEAGE CHART (mileages between prlnelpsl locPtlolls In Zone of Ad-
"B"C@l 

'Q'-PHASE LINES AND ADMINISTRATIVE BOUNDARY 
MAPS 'I+-MAIN TRUCK ROUTES 

IS-PRIMARY RAILROADS 
'T-PIPELINES 
'U'-NAVIGABLE INLAND WATERWAYS 
'V'-ADMINISTRATIVE AIRFIELDS 
'WY'-DEPOT AREAS 
'X'-KNOWN ENEMY LOGISTICAL INSWLLATIONS 

.-&""*xes c to P arc pre5enteIl 39 t3Ules. 

Char! 13 
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L I S T  OF ADMINISTRATIVE INSTRUCTIONS ISSUED BY COSSAC 
ISUPREME ALLIED HEADOUARTERSI 

NO. 1-ADMINISTRATIVE STAFF 
l b a z d  on Part I1 of COSSAC Administrative Appreciation: The System of Adminir-
trativc Control and.,.iniron,~ ~~~~~~.~ 

No. 2-THE LINES OF COMMUNICATlOh~~COMMUNIC,4TIONSZONE 
lbascd on Part 1 at COSSAC Adrnlnistrrtivc ABprEciation: Administrative Layo 
of the L of C/Communlcationr Zone) 

NO. S A C-i SERVICES 
No. +ENGINEER SERVICES 
No. 5-PETROL. OIL. AND LUBRICANTS / CLASS i l l  SUPPLIES 
No. 6-ACCOMMODATION / StlELTER 
No. ?&PA AND LAEOUR 
NO. &MEDICAL 
No. 9-SUPPLIES AND TRANSPORT / QUARTERMASTER AND ORDNANCE AND REME 

ORDNANCE SERVICES 
No. IGMOVEMENT / TRAFFIC 
No. 11-TRANSPORTATION STORES / CLASS I V  SUPPLIES. 
No. 12-MISCELLANEOUS 

Icovercd weights and lnenPureS levcis of reserve anti-gas equipment ~Renstve 
chemical equipmcnt, ralvagc, disposal Of Captured mutCriel, Rrefightini, reports. 
etc.,

IlnStlUCtiOnS Nos. 3 to 12 inClUSiYC were based on Part I l l  of COSSAC Administrative 
Appreciation: Poiley and Methods to be Employed in all Administrative Matters 
of Common Corrern to British and US hrrny Groups.) 

Chart 14 

the necessary logistical planning fac- senled at COSSAC or SHAEF, as 
tors. These visits were periodically might be necessary. In the earlier 
reciprocated and tended to foster days of planning, when operational 
congenial personal relationships requirements were paramount, the 
among the theatre logistical plan- operational planners, guided gene-
ners. rally by G-2 and G-4, would con-

The logistical planners of COSSAC ceive a plan after which it then 
and SHAEF sat with the strategic became the task of the G-4 planners 
operational planners for the critical to test this plan for the logistic 
review of the operational plans of feasibility and to outline a logistical 
subordinate headquarters. In the plan for its support. However, dur- 
case of plans and policies that were ing the later phases of postrOver- 
entirely logistical in nature, the lord operations, when strategy was 
COSSAC and SHAEF logistical well manifest in the course of 
planners of themselves consolidated operational events and logistical 
and returned critical comment on, limitations became more critical, a 
and required revision of, the plans planning conference was usually 
or policies originally submitted. opened with the question posed to F 

The Planning Staff of COSSAC the G-4 planner, “What can we do 6 
and SHAEF was under the direct logistically?” 
supervision of G-3 and consisted of The G-4 planner attending the 
representatives of the G-3 (Plans) meeting had to be prepared to reply 
section, the G-2 (Plans) section, the essentially in terms of the numbers 
Naval Plans section, the Air Plans of divisions which could he sup-
section, the G-4 (Plans) section, and ported forward of railhead at so-
such other planning agencies, in- many miles. For example, in plan- 
cluding the several services repre- ning for operations across the Qhine 
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in October, 1944, the logistical plan- 
ner’s reply to this question was:- 

“By the end of that month, logis- 
tical facilities would be adequate 
to  support the Twenty-first Army 
Group and 20 divisions of the 
Twelfth Army Group in  combat 

,+ of the Rhine and sufficient re- 
serves would have been accumu-
lated to support 10 of the 20 divi-
sions of Twelfth Army Group across 
the Rhine immediately. Or, there 
were sufficient supplies on hand to 
maintain a total of some 25 US divi-
sions short of the Rhine on a hand- 
to-mouth basis without further ac-
cumulation of reserves. Further-
more, not until Antwerp was cap-
tured and put into use would logis- 
tical reserves be adequate for the 
support of large-scale operations 
across the Rhine.” 

When actual operational develop- 
ments or a new concept of strategy 
required that G-4 planners write 
a new administrative appreciation 
on the basis of which to  transmit 
revised strategic quidance to the 
major commands, the G-4 planner 
asked the G-3 planner first to pro- 
duce what was called a Planning 
Forecast. These planning forecasts 
were brief outlines of future opera- 
tions as foreseen a t  that  time. They 
consisted of a simple sketch-map on 
which phase lines a t  30-day inter- 
vals were drawn, the predicted dates 
of capture of major ports were 
given, and the approximate disposi- 
tion of forces in terms of divisions3 ’  
was indicated. There also was a 
brief summary in writing of the 
nature of operations during each of 
the phases indicated, with a nota-
tion as to whether normal combat, 
regrouping, or rapid advance was 
expected to be in process. On the 
basis of these forecasts, G-4 was 
able then to produce the adminis- 

trative appreciations described 
above. 

G-4 planners collaborated with 
the G-3 planners in  reviewing, 
examining, or otherwise studying 
plans conceived by lower head-
quarters. At times, they even for- 
mulated plans in  tactical detail 
when the over-all success of strategy 
depended for the moment on im-
mediate tactical success. An im-
pressive illustration of how the G-4 
planner. co-operated with the G-3 
planner in reviewing a plan pre-
sented by lower headquarters is 
found in a plan submitted by First 
Allied Airborne Army for Operation 
ARENA. 

The plan for ARENA envisaged 
landings by four to six airborne di- 
visions in the Kassel area, followed 
immediately by the landing of five 
to six air-transported divisions. The 
entire force was to be landed dur- 
ing the period of one week and to 
be sustained by air supply for up 
to 21 days. The object of this plan 
was to effect an early penetration 
into the heart of Germany and 
thereby to establish an  airhead 
from which offensive operations 
could be conducted either for the 
capture of Berlin or for the assist- 
ance of either the northern or the 
southern prong of the pincers that 
would encircle the Ruhr. The G-4 
logistical planner, after detailed 
study of the logistical aspects of 
this operation, concluded that it was 
logistically unsound. Although ad- 
mittedly bold, the plan was too risky 
in that the security of its forces 
was predicated on logistical success 
in every minute and complex detail 
without a margin of reserves or 
other measures of safety. The G-4 
logistical planner accordingly recom- 
mended that the plan be .disap- 
proved. 
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Oufl lne Of 
SHAEF ADMINISTRATIVE APPRECIATION 

POST-OVERLORD OPERATIONS 
INTRODUCTiON 

~sammnryof recent eventr or revised strategic concept which requires a new logistical
estimate and plan1 

OBJECT 
,purpose. 11sciaily "To iorml8lnte plans arid policies for ihc logistical ~ u p p o i tof operations
during the  period .................................................... .................. ........ ...." 1 


STRATEGY 
ibrief Of planning fo lec~l t .  illullrvlcd on m a p  S h O W i n g  phaseliner end anticlpatdd*!' dater of cnpture of mabT ports) 

INTELLiCENCE 
(enemy cnpabiiitler io renet which will effect such logistical factors a9 rate of ndvanee. 
degrcc of "scorched earth." interferelice with our linCS of communication. etc.1 
(topography and COinmUniCAt ionS)  
lelimnte and weathcr) 

LOGlSTiCAL FACTORS 
Ports and  vort eoaoeitics TOlDI  ,,et rrquircmunts for import

(Total gross requirements Less loeai IC. 
SOUIECI. with bulk POL Shown 
separately)

Estimated F a m o r d  muuement 
Maintenance Of combat zone 

and supplies RCSCIV~Sto be built in forward arcas 
suppiics mseeiianeous trame (incl. tactical 

mover. replacements. adminirtrative 
..~ vehleles. ambuloneer. etc.)

~ ~ 

(incl. boxed vihielesl Estimated m a m a i d  mowment 
civi l  relief Salvage
MiSeeiiRneOuS (incl. Navy. Red Cross. Assemblies for repair

RAMP, PW. DP. USO. Press, etc.) RAMP, PW, and D P  
Total grass requirements CB.Yaltie* 

Ruik POL Captured war miter le i  
Local ~ ~ S O U T C I S(construction materials. Coal (from mines in forward areas1 

Coal. foodstuffs, etc.) Rcdcployment
Leave parties

inland lrnnnportaiion conncifies 
Road 
9 . i l  
i X " d  wate,ways
Pipeline
A i l  

COMPAdlSON OF REaUiREMENTS AND CAPACITIES 
Net import reylliremcnls and imDDIt Reorword moummt 

cap(LCi1irS Effeetr on inland tronrportation
Ports MULRERRY Effects on import capscities
Bulk POL Beaches 

T7nn8~oifnf(onnecds 
Locomotives and rolling stock 
Bulk POL facilities 
TC truck companies

Operating personnel
Signal communications 
CBnCeiletion of airborne operatiom
Bugel  and tugs

Servlee tTeopS and laboUT 
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OUTLINE OF SHAEF TONNAGE ALLOCAT.ION STUDY 
SHAEF TONNAGE ALLOCATION No......... 


TO COVER PERIOD . . . . . . . . . . . . .TO . . . . . . . . . . . . .  

OBJECT 

("................toapprove requirements of tonnage9 between the v:xriour agencies eonccrned 

for the period .............................. to -............................. indUEiVe, on which allocation of transpor-

tation resoulees can be made pl iol  10 ''1 

SECTIOE I--PROJECTED OPERATIONS.  
ORDER OF B A T T L E  

(showed present and projected coaposilien 01 avmies by t r p e  divisions for Period Under 
consideration)

S &,MARY OF MANEUVER 
!forecast front line at beginning and end of period usinz nil attached map and sum-

?$marized eontemplnted opelalions by each army!
RATE OF A D V A N C E  

(predicted average rnte of ndvanre in mi les  !)er day during period: for each Sector 
a <  , l<,T~.~~+>....... _._.... 


T A C T I C A L  PRIORITIES 
llndieatcd relative pera at tonal 3Etlvily Of armies)

ENEMY.  T E R R A I N ,  A N D  W E A T H E R  
!In chart form compared obstacies opDosing the several armies1 

SECTION 11-SLIMMARY O F  CURRENT S U P P L Y  POSITION 
(For c x h  A r m y  Group Ijrlefly reviewed status 01 supply- in  each class and compared Ielatlve 
supply statu5 Of Almy Grsups in a chart.) 

SECTION I I I - B I D S  OF ARMY G R O U P  A N D  C O M  z 
istvtcd i t t i  n1mIyzrd lhc  bid for tonnages submiiled by each Army GrOllP and COm 2. Eon-
eludina with a reeommendnticn lor apFova i  or nmendment.) 

SECTION IV-ESTInlATED CAPACITIES OF L i N E S  OF C O M M U N l C A T l O N  
(Reviewed overage dolly tontmges delivered by lines of communication to each Army
GIOYDduring preredinz month. noted any p r o s p e ~ tfor improvement 01 deterioration. and  
concluded with an eslinmte of what could be done during the period under consideration.) 

SECTION V-LOGISTICAL ESTIMATE OF THE SITUATION 
A N A L Y S I S  A N D  c O M P A R I S O N  O F  B!DS A N D  ESTIMATED CAPACITIES 

(Chart developing bLIri3ius or deficlency for each agency)
CONCLUSION 

(Indicated where iogistleoi support should be emphasized and Indicated how much of 
the capecity of lines 01 communication behlnd the A m y  Group3 with a silrpiuo Should 
be shifted lo  the support of that Army Group with il deficiency)

IMPLEMENTATION 
(Indicated what  reailoention of tranrportntion l e s O U I E e E  .might be, necessary and  what  
lagisiierl expedients Should be utlhzed to enect the shlft O f  lOg1~tle81Support 10 the  
A r m y  Group requiring it with highest priorits) 

SECTION Vi-RECCOMMENDATION 
(Recommended action to he taken to nehleve proper I(rgi9tiCnl EuPPOrt during period 
conddered and iransmilled lindings and allDCiltionS Of tonnages to MOvenlentS and Trans- 
portation Branch for Rnal eXecUtiYe a C t 1 O l l . l  

(SHAEF Allocations of Tonnages Nos. 1. 2 and 3 are mieroflimed on 35mm film, AG Micro- 
fil,ning Job Number GOO-iz. Reei 1 01 "AlstOrlCBl Documents World War 11") 

Chart 15 -
~ 

As an illustration of how the G-4 within the G-4 (Plans Branch) 
planner assisted the G-3 planner a t  SHAEF. 

SHAEF in detailed tactical plan- G-4 (Plans) SHAEF periodically 

ning, an operation called LUCKY cautioned the G-3 planners against 
moves that were ill-advised from a STRIKE, conceived by SHAEF logistical standpoint. For example,3about 20 June, 1944, was designed although an early capture of the city 

to accomplish in effect the same of Paris might appear desirable for 
objective as that of the more elabo- political and phychological reasons, 
rate and better plan for Operation the G-4 planners argued that the 
COBRA-the operation for breaking civil affairs commitments entailed in 
out of the Normandy beachhead subsisting the city after its capture 
area, This operation was developed would be equivalent to supporting 
to the minutest logistical detail eight US divisions in combat. 
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Conclusions. To provide the basis for, and 'to 
It would appear, then, that the 

functions of strategic logistical plan- 
ning are the following:- 

Generally, to direct, and where 
necessary, to dictate, the course of 
strategy; 

To asist in determining the basic 
decisions of strategic plans-attack 
or defence, objective area, target 
date, axis of advance, and relative 
disposition of major forces; 

To designate the base and to guide 
the development of the lines of com- 
munication from which, logistical 
support will be provided; 

To plan the concentration and the 
mounting of the forccs engaged in 
the operation; 

To devise logistical expedients 
upon which the success of over-all 
strategy may depend-artificial 
ports, bulk POL facilities, landing 
devices, and rapid rehabilitation of 
ports and communications; 

To assist in insuring the success-
ful execution of the strategic plan 
by planning the provision and con- 
trol of large-scale emergency logis- 
tical measures-supply by air, re-
serve supplies, pre-packed or pre-
loaded supplies capable of expedi-
tious delivery to critical areas by 
surface or air transportation, and 
the crash-landing of ships and air- 
craft; 

To provide the long-range basis 
for procurement action and, in part, 
the long-range basis for troop flow, 
project planning, and the allocation 
of manpower and material; 

To provide the basis for the alloca- 
tion of critical logistical resources 
either on a long-range or current 
scale-port capacities, transporta-
tion, air supply, controlled items of 
equipment, and service troops; 

co-ordinate, the logistical planning 
of subordinate headquarters; 

To study in detail the logistical 
implication of operations, which, 
although strategic in concept, are 
dependent for a critical moment on 
total tactical success-amphibioys . )  

operations, river crossings, c a p t u r q g  
of ports and major cities; 

To adjust the long-range logisti- 
cal plan to current developments 
when the latter require special logis- 
tical expedients to exploit them or 
emergency measures to support 
them, and to re-adjust logistical 
arrangements or re-allocate logisti- 
cal resources accordingly; 

To develop outline logistical plan- 
ning factors in order to co-ordinate 
and facilitate logistical planning at 
all levels. 

It would further appear that the 
best medium for transmitting stra- 
tegic guidance is the Strategic Logis- 
tical Study, incorporating a logis-
tical estimate with a logistical plan- 
ning directive. 

The validity of strategic logistical 
planning can be tested by examin- 
ing some of the eRects of such plan- 
ning in E T 0  and by comparing some 
of the forecasts and assumptions of 
the E T 0  strategic logistical planners 
with actual developments. 

Theatre Projects. 
On the basis of an outline of 

future plans formulated in logistical 
terms by COSSAC in late May, (?
1943, SOS ETOUSA was able for the 
first time since its organization a 
year previously to have reasonable 
guidance for some 155 Projects for 
Continental Operations (PROCO). 
These included the studies and re-
sultant requirements for Class IV 
supolies, and were completed in' 



41 LOGISTICAL PLANNING 

time for use in the first DO days of 
actual operations. Com Z eventually 
prepared 219 theatre projects with 
113 revisions, all based on COSSAC 
or SHAEF administrative apprecia- 
tions. 

Predictions. 

Logistical planners at  SHAEF 
concluded in May, 1944, that US 
forces must halt and stand fast for 
a period of one month west of Paris 
until rail lines through Normandy 
could he developcd for their sup-
port. This conclusion was, of course, 
based on the forces halting with 
basic loads intact. General Patton's 
halt of the Third Army somewhere 
between 150 and 200 miles farther 
east of the predicted line, with basic 
loads exhausted, represents exactly 
thc predicted condition, excepting 
that it was in more poverty-stricken 
terms. One of his tanks carried 
enough fucl in its basic load t.o 
travel about 150 to 200 miles. 

The predicted phase lines of the 

OF OPERATION OVERLORD 

Planning Forecasts, on which the 
SHAEF administrative appreciations 
were based, compare unfavorably 
with the actual front lines a t  the 
same dates (see Chart 16). On the 
other hand, SHAEF planners de-
duced that the European campaigns 
should be concluded by about D + 
330, whereas in fact VE-day was 
D + 337! 

The predicted dates of capture of 
certain major ports as used in the 
SHAEF administrative appreciations 
were generally earlier than the 
actual dates of capture (see Chart 
17). However, in partial compen-
sation, the beaches developed 
greater capacities earlier and con-
tinued to be operable longer than 
was anticipated. 

The forecast build-up and the 
actual build-up of US forces on the 
Continent compare most favorably, 
the discrepancy being not in excess 
of one division at  any time u p  to D+ 210, when the effects of an in-
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creased and accelerated build-up 
arranged in late 1944 began to be- 
come evident (see Chart IS). Simi-
larly, the predicted and actual ton- 
nages to be imported were close, 
even as late as D + 330 (see Chart 
19). 

Errors. 
Nevertheless, the E T 0  strategic 

logistical planners did make some 
major errors, the gravity of which 
has not yet been-maybe can never 
be-evaluated. Failure of US and 
British procurement to provide in 
time the additional landing craft 
necessary for the increased lift re- 
quired by the modified COSSAC 
plan resulted in a month’s delay of 
D-day. During that month, May, 
1944, Channel weather was con-
tinuously the best it had been for 
nearly 40 years, whereas, in June, 
1944, a month later, it became the 
worst experienced in a similar 
period. 

ARMY JOURNAL 

It was this bad weather in June 
that demolished the American Mul- 
berry, with the result that large 
quantities of US supplies lay off-
shore of the beachhead, but could 
not be landed, and the’stocks ashore 
became inadequate to support the 
large-scale effort desired by t h w ,  
Americans. Moreover, it was during 8 .  r’ 

May that the Germans moved into 
the Cotentin Peninsula the addi-
tional division that must have been 
instrumental in helping delay the 
capture of Cherbourg. Finally, it 
was in May that the Germans sowed 
in the Cherbourg Channels the new- 
type “oyster” mines that defied 
clearance long enough to delay the 
opening of the port considerably 
beyond the target date. Consider 
what might have been the course of 
the European campaign had the US 
Mulberry been operating throughout 
May. ’ 

The US logistical planners of 
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SHAEF in pre-D-day studies con- The SHAEF logistical planners 
cluded that the early capture of the were probably in error not to have 
port of Brest was desirable and es- insisted more emphatically that a 
sential for the development of the definite decision be made as to 
Brittany peninsula as a huge US which US Army, First or Third, 
staging area for troops and equip- would receive the preponderant 
ment arriving direct from the US. It logistic support in late August, 1944, 

&--!vas this concept that dictated that, when Patton was sweeping south 
"even though Cherbourg eventually and east of Paris. As i t  was, SHAEF 

promised to develop more than the tried "to eat its cake and have it, 
anticipated capacity and though the too," by attcmpting to support 
rail communications with Brest Third Army almost to the degree it 
were limited, Brest should be taken desired (which was logistically and 
at all costs. As a matter of fact, maybe even strategically unsound), 
many US divisions were staged in and also to support adequately the 
England long after the timc dcemed less spectacular but equally signi- 
desirable or practicable for doing so, ficant operations of First Army. 
with the consequence that the con- The logistical planning of OVER-
siderable effort diverted to the pro- LORD was based on the assumption, 
longed investment and eventual among others, that rail lines of com-
capture of the destroyed port of munication could he developed to 
Brest may have been largely mis- keep within 150 miles of combat di- 
svent. visions. Requirements for truck -

COMPARISON OF FORECAST AND ACTUAL BUILD U P  OF US FORCES 
BY PHASES OF POST-OVERLORD OPERATIONS 

DATE FORECAST BY SHAEF ACTUAL 
Adm Appreeiatien No. -1 Adm Appreciation No. 2 

18 
21- 21 

31 34 
41 39 
45 4ti 
55 52 
59 54 
59 57 
59 61
- 61 

Chart 18 

COMPARISON OF FORECAST AND ACTUAL US TONNAGES IMPORTED ONTO 
CONTINENT BY PHASES OF POST-OVERLORD OPERATIONS 

DATE PORECAST B Y  SHAEF ACTUAL 
Adm A~1)rec13tl0nNo. 1 Adm Appreciation No. 2 

D+ 60 30.111 -- 21.695 
D+ 90 31.627 27.888 
0+120 3ti.642 - 24.9on 
D+150 117.855 11.542 22.512 
0-+1tio 51.239 51.79U 48.804 
n + m  54,509 flB.ti75 52.H76 
0+240  53.621 71.308 39.030 
D+270 55,290 tiO.lti8 54.309 
D+300 - 01.235 62,756
D+330 -- -
D+3W -

(in telms Of n'crafe iong tom per nay1 

Chart 19 
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companies, road and bridge con- cated, had no  immediate personal 
struction and maintenance units, and interest in diverting effort to open- 
automotive repair units were all ing the port. The British comman- 
computed on this basis. No alter- der seemed to prefer to look toward 
nate plan, as was later prepared (the Berlin, despite repeated SHAEF di- 
so-called XYZ Plan) to support a rectives that he give highest opera- 
possible rapid advance east of the tional priority to the clearing of the 
Rhine, was made in anticipation of Scheldt. Presumably, his own logist., 

tical planners did not appreciate the'  4-4a n  advance a t  the rate a t  which 
Plan COBRA uncoiled. This omis- great need for Antwerp and its prof- 
sion proved later to be an error in fer of general benefit to the Allies 
logistical planning, from which the cnce the US Armies could base their 
strategic logistical planners learned maintenance on it, 
one of the lessons that were to be Perhaps if SHAEF G-4 Planners of great aid to them in providing had been more influential in con-the support of the Rhine crossings vincing their opposite numbers a tand subsequent operations in Ger- Twenty-first Army Group (British) many. of the logistical urgency of opening 

By the time the Allied armies Antwerp, Field Marshal Montgomery 
came abreast of the Siegfried Line, might have been dissuaded from his 
the logistical support, furnished pri- inclination to disregard the SHAEF 
marily by long highway haulage, directives. The consequence would 
was running down. The Red Ball '.ave been not only that inter-Allied 
turn around was stretched almost to relations would not a t  the time have 
the breaking point. The neglect of been strained, but the over-all logis- 
maintenance. which had been neces- i-a1 -i!uation might have been res- 
sary to exert the all-out effort. was cued a t  its most crucial period. As 
beginning to take its toll. Driver it was, Antwerp was not opened 
fatigue was causing increasing num- until 28 November. 
bers of serious accidents. Combat 
troops whose vehicles and drivers The SHAEF strategic logistical 

had been diverted to lines of com- planners were wrong again to have 

munications tasks were being moved been satisfied in early 1945 with 

into the combat zone. Twenty-first Army Group's verbal 
assurance that its logistical plans 

The US Armies needed to roll up for the support of the British and 
their administrative tail and to open Canadian forces north of the Ruhr 
a more advanced base. Antwerp in the spring offensive were ade-
would be the answer. The port. had quate and need not be reviewed by 
been captured intact i n  late Sep-. SHAEF. G-4 SHAEF acceded to this 
teinber and it remained only to in the interests of international dip- 
clear the islands of the Scheldt of: lomacy. AS events developed, 
scattered German units and to British logistical resources across 
sweep the mines from the approach and east of the Rhine were miser-
channels in  order to begin opera- ably inadequate, and large portions 
tion of the port a t  a large import of US-developed capacities had to be 
figure. But the British, in whose diverted to the support of the British 
operational area the port and its np- Army. In  fact, had the surrender 
prooches wcre geographically lo- not occurred a t  the time it did. 
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when Twenty-first Army Group was 
not yet committed to entering Den- 
mark in force, the British would 
have been embarrassed CO find tnem- 
selves unable logistically to support 
an operation into that country to 
mop up the residual German units 

??o;owing VE-day, the US 
forces which had entered Austria 
from the Mediterranean Theatre 
were closely linked to the US forces 
in Bavaria and might have been 
most economically supported logis- 
tically over the same lines of com-
munication by which Third and 
Seventh US Armies were supported. 
However, because no general appre- 
ciation of the logistical situation had 
been prepared in  advance-it would 
have had to be a SHAEF Adminis- 
trative Appreciation No. 3 prepared 
.in March, 1945--early commitments 
were made to accept civil affairs and 
troop movements tonnages between 
Austria and Germany. Only later 
was it discovered that this preJu- 
diced the most efficient logistical 
support of the US Army Forces in 
Austria (USAFIA). 

G-4 (Plans Branch) SHAEF had 
been unable during the fluid phases 
of pre-VE-day operations either to 
stabilize its own deliberations on the 
future logistical situation or to ob- 
tain from G-3 SHAEF the new 
Planning Forecast that '  would. have 
been necessary for the preparation 
of this third appreciation. The 
rapidly changing situation eventua- 
ted without a logistical pattern on 
which to base a short-range esti- 
mate of its logistical implications. 

Thus, it is seen that strategic 
logistical planning can be valid and 
quite consistent with realities. Stra-
tegic logistical planners can make 
serious errors which they must be 

continuously on guard to detect and 
correcL. Most important of all, 
strategic logistical planning has 
emerged as more nearly a science 
t m n  an esoteric ar t  and as a deflnite 
and dependable means of providing 
an early basis for the procurement of 
macerial and the raising and training 
of service units which must anti-
pate operations by a t  least one 
year. 

Based on the principles of theatre 
organization enunciated above and 
on the functions of strategic logis- 
tical planning enumerated above, i t  
would appear that a suitable and 
effective organization of a G-4 Plans 
Branch at Theatre of Operations or 
combined headquarters level would 
include the iollowing:- 

Long-range planning section; 
Short-range planning section; 
Statistics section. 

The long-range planning section 
would study and develop the basis 
for procurement planning, project 
planning, ana the provision of ser-
vice troops. The short-range plan- 
ning section would adjust the long- 
range logistical plan to more nearly 
current developments, making such 
readjustments as are necessary by 
reallocating logistical resources or 
by devising temporary logistical ex-
pedients, such as the ' diversion of 
bombers to supply. The statistics 
section would develop and revise 
outline logistical planning factors; 
by their very nature these factors 
are different from the planning fac- 
tors used in more detailed planning 
and the derivation of which should 
be reserved to the strategic logistical 
planners as a peculiar skill. 

An organization generally along 
the above indicated lines was used a t  
Corn Z ETOUSA after its consolida- 



___ 

ORGANIZATIONAL AND FUNCTIONAL CHART OF PLANS DIVISION, 
6-4 COM Z ETOUSA 

PLANS DIVI5ION 

1. liairon with SnAEf Log P1.n~. Army Group. C m  I Wis. 
and C m  I SmR $mion$on dannino mmeo. 

CURRtNl PLANS BRANCH U)NG-RANG€ P b N S  BRANCH I~I . ...-. .. .-. 

~~

I REDEPLOYMEN? BRANCH I 



ORGANIZATIONAL AND FUNCTIONAL CHART OF PLANS BRANCH, 
6 - 4  USFET 
PLANS BRANCH 

I COLONEL I MAJOR. 
1. Dircn ond wrdinets work 4 ilk. 
1. Vrei~nlem1 brielr Io ACoIS. 
1. Serve os member 01 Vlanninl 
4. Mminmin liaison with Com 2 

‘5. Pdorm mdminirlmtio 
drohmen end And proohe 

I 

I 
I 

F U l U R I  PLANS S IC I ION 
I 11 COLONIL 1 MAJOR 

I I 

SECTION I 

1. Mointein loglslic~relerence l ibmy.
3. Develop ~vt l inelogiillcd plenning lartorr. 
4. Cheek 011 wllhmelicol tompulmtionr “red in nudler. 
5, Vvbllih ar reqvlred ~l~l i i t icelrtudiw 01 -11 owmlimi. 

m 
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tion with SOLOC (see Chart 20), and logistical planners should not fail 
at  SHAEF and its US successor, to insure that logistics will never 
USFET (see Chart 21). With such impede tactics. Logistics may limit 
an organization as a framework, and strategy, but if i t  is organised as 
with the three essentials of good described above, it will also often 
staff organization.+fficient staff offi- be a source of the surprise, bold- 
cers. efficient staff procedures, and ness, and speed that strategy seeks 
effective staff data-the strategic for success. 
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