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PEARL HARBOR, T. H., 21 February 1941.
EXHIBIT NO. 113-A

From: Commander-in-Chief, United States Pacific Fleet.
1053 Commander Battle Force.

Commander Scouting Force.

Commander Base Force.

Commander Aircraft, Battle Force.

Commander Minecraft, Battle Force.
Commander Battleships, Battle Force,
Commander Cruisers, Battle Force.
Commander Cruisers, Scouting Force. .
Jommander Aircraft, Scouting Force.
Commander Destroyers, Battle Force.
Commander Submarines, Scouting Force.
Subject : Battle Organization and Condition Watches.

1. The problem of battle organization and Condition of Readiness for Action
for all types in the fleet is an acute one, requiring immediate and realistic solution.
The fleet at any moment may find itself faced with actual war conditions requir-
ing a state of alertness and readiness, at sea and in port, not experienced since
World War I and incompletely anticipated in the intervening years.

2. That our ships are properly organized for battle itself and personnel as-
signed to essential stations, especially in view of what has been revealed by the
Fleet Personnel Board, is not questioned. However, the various Conditions of
Readiness for Action based on these Battle Organizations need to be examined
in the light of modern needs, and they are, in the opinion of the Commander-in-
Chief, susceptible of great improvement.

3. It is not desired to require rigid and detailed standardization of battle and
condition watch bills for all types. But there is need of agreement in basic and
fundamental principles, so that Fleet and Task Force Commanders may know
what they are getting in the way of security, and in the way of rest for the
crews of their ships, when they order any Condition of Readiness for Action.

4. Since under modern war conditions it is impossible to man continuously all
battle stations without relief, except when battle is imminent or actually joined ;
since men without adequate rest are soon rendered unfit for battle; and since,
however, each ship must at all times be prepared to meet a surprise attack, the
three Conditions of Readiness for Action have been devised. One fundamental
consideration is stressed—these conditions were devised as much to give men
adequate rest as to keep all possible stations manned. If the sole requirement
is to keep every station manned—to provide maximum security—there can
be only one condition, Condition One,

The object of the other conditions is to give the crews adequate rest, thereby
bringing them fresh into battle, and at the same time to provide reasonable
security. If in any Condition of Readiness, security becomes no longer reasonable
and adequate, the next higher condition must be set. Operating, as we may
soon have to operate, in a large theatre of war this delicate balance between
security and rest must be carefully kept or we shall be worn out on the one hand
or caught unaware on the other.

5. The part that sound organization plays in this Is to assign all men to their
various stations under all three conditions, so that each man may know where
he goes and when, in shifting from one of these conditions to another; to permit
these shifts to be made without confusion; and to insure that the maximum
number of essential stations is manned in each condition. What is desired is
a division of labor to avoid exhaustion. If we considered Condition Watches
as primarily involving men we shall get extra dividends in security by their
efficient use.

6. An examination of the Type reports of the Fleet Personnel Board reveals
that the complements recommended by that board permit the setting of a Con-
dition Two Watch, except in destroyers and certain auxiliaries, meeting latest
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maximum requirements; also that even with complements less than those recom-
mended, but equal to those provided for in the latest Fleet Operating Plan, a
fully manned A. A. battery can be provided in that Condition. This arrangement
is already in effect in the heavy and light cruisers. The Commander-in-Chief
has thercfore recommended a change in the War Instruetions requiring all,
instead of half, the A. A. battery being manned in Condition Two.
7. It follows that, if in Condition Two all of the A. A. battery can be manned,
in Condition Threc at least one half of this battery ean be manned. This should
be the minimum requirement for Condition Three. However, the number of men
available in all large ships permits the mnanning of much more than half, and in
some Ships practically all, of the A. A. battery in this Condition on a basis of
a watch in fowr. When this can be done a measure of security is obtained ap-
proaching that of Condition Two, insofar as the A. A. battery is concerned, with-
out the undesirable watch and watch feature of that Condition. Over long
periods such an augmented Condition Three Watch may not only be desirable but
essential to prevent exhaustion of our men.
8. That the above cannot be accomplished without the use of main battery
personnel is obvious. To man all A.A. guns in Condition Three without calling
on all personnel already available will require more than a ship can carry. Not
to man these guns to the fullest extent is to fail in providing every possible
defense and to neglect a reservoir of men, who in that Condition, have no other
duties to perform. It is not preposed to use main battery personnel when they
are needed in thie main battery, nor is it intended to place too much stress on
A.A. protection to the detriment of main battery fire. But, when the situation
at 'sea permits the setting of Condition Three of the situation in port requires
the manning of A.A. guns only over long periods of time, to require the A.A.
battery personnel to continue a watch in two on the one hand or to man a
“lesser numnber of guns on the other (while at the same time large numbers of
main battery personnel are idle) is to fail in making efficient use of the men and
material available. That this question is highly controversial is recognized.

. But the Commander-in-Chief fails to see how we can come to any other conclusion
than to make full use of our men.

9. To insure the smooth functioning of condition watches requires strict ad-
herence, in those ships carrying suflicient personnel, to the time.honored quadri-
lateral organization of two watches and four sections. This is essential, and
in no other way can the shift from one condition to another be accomplished
without confusion and without the imposition of seccessive double watches
on part of the personnel. In this connection the use of the terms “Watch One”
and “Watch Two”, in lieu of Starboard and Port Watches, is not only confusing,
since the sections are already numbered ‘“one’” to “four” inclusive, but it dis-
guises the fact that these watches must actually be the starboard and port
watches throughout the ship to make a watch in four work. This confusion
already exists in some ships for sea watches; and will be further accentuated
in all ships, using this system, when Base Conditions of Readiness are established
in port.

10. To permit the use of the basic four section arrangemient, and the employ- °
ment of the main battery personnel in Condition Three, requires the longitudinal
division of main battery intc starboard and port watches in Condition Two. This
may be accomplished by having all turrets half manned, instead of half the
turrets fully manned, in Condition Two; or it may be accomplished by having
half the turrets fully manned in four turret ships; or in three or five turret
ships by having one or two turrets fully manned and the odd turret half manned.
Turrets fully manned should have the entire turret crew in the starboard or port
watch and subdivided into only two sections. Turrets half manned should
have the turret crew ecqually divided between the starboard and port watch.
Of these systems the one should be adopted which will give the maximum return
considering the material installations in the individual ships and the difficulty
of getting men into the turret while the turret is being fired. The past practice in
heavy cruisers of manning only one turret coniplete in Condition Two, thereby
falling far short of the requirement of h(nmg one half theg battery mdnned. is
not approved.

11. The system of half manning all the turrets in Condition Two has been
in effect in some heavy cruisers and all 10,000 ton light cruisers and has proved
feasible. Indications are, since many of the installations in a triple turret are
in duplicate rather than triplicate that fire can be opened with all and continued
with two-thirds, rather than one half, the battery until the off watch responds
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to general quarters. A firing test, shortly to be conducted in Light Cruisers
should settle this question conclusively for that type.

12. Certain types such as destroyers aud some anxiliaries, and some activities
in heavy ships, sueh as the M. K. and Radio Divisions, do not lend themselves
to a four section arrangement. They have been organized on a three section
basis, partly from long estublished custom and partly because enough qualified
personnel ¢annot be carried to permit of a normal watch in four. When the
latter is truely the case this situation should be recognized and accepted. When
the A.A. battery is also the main battery, as in most destroyers, it is frequently
impossible to man all this battery in Condition Two on a basis of a watch in two.
If all the battery is required; Condition One must be set for its efficient service.
Howeyer, it appears feasible to man half the battery efficiently on a basis of a
watch in three. The logical solution in such cases is to make Conditions Two
and Three identical-—a straight watch in three.

13. The Commander-in-Chief desires that fov all Types:

(a) Ships be organized on a strictly quadrilateral basis of two watches and
four sections (straight three section basis for such destroyers and auxiliaries as
cannot meet this requirement).

(b) In Condition Three one-tourth (or one-third where applicable) of the
ship’s company, less certain men such as cooks, bakers, mess attendants, ete.,
for essential services, be placed on watch.

(e) It be determined what essential stations can be manned by full and effi-
cient use of one-fourth (or one-third) of the ship's company and report made
to the Commander-in-Chief, so that the requirgments for Condition Three can
be changed in basic directives.

14. The Commander-in-Chief desires to impress upon Force and Type Com-
marders, in complying with paragraph 13, that the above sets forth principles
which are to be followed and that departures in detail will be necessary. The
end in view is a division of labor in order to avoid exhaustion.

H. E. KIMMEL.

Copy to:

CinClant
CinCaf
Compatwing TWO
P. C. CroSLEY,
Flag Secretary.
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