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ExHisiT No. 33
[1] A16/0828 of 26 May 1941.

CinC File No. UNITED STATES FLEET
U. S. S. PENNSYLVANIA, Flagship
26 May 1941.
From CinC.
To: Opnay
Subject: Survey of Counditions in Pae. fl.

I. PERSONNEL.

(a) Stability.—A most important, perhaps the most important factor in the
day by day readiness of the Pacific Fleet is the question of stabilizing per-
sonnel—both officers and men. The Fleet is doing all it can, and is making good
progress, in absorbing new men and training new officers, but facts are faets
and neither the Fleet nor the individual ships can be a coordinated war ma-
chine if the present rapid turnover of personnel is continued.

(b) Permanency of Opicer Personncl—Regular and experienced officers have
been detached at an alarming rate. Cooke, for example, who came to the
PENNSYLVANTIA the latter part of February, is fourth on the list of twelve
battleship captains in time on present billet. Executive officers are going, if
anything even more frequently. The situation is no better in cruisers. There
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appears to be a tendency to give priority in importance to shore duty over sea
duty; witness, transfer of officers skilled in fire control and gunnery to pro-
duction and inspection jobs ashore, and the all too frequent detachment of
commanding and executive officers and heads of departments from ships of
all types. Expansion of the Forces Afloat does eall for sacrifice in permanency
of assignment in the Fleet, but we cannot afford to replace our experienced
officers with reserves, most of whom are untrained, if we arec to be ready for
serious business. It does seem that much can be done toward stabilizing the
experienced personnel we now have. Ordering captains, executives and heads
of departments of the [2] various types, well knowing that they will he
eligible for selection and promotion within six months is an example of a con-
dition readily susceptible for correction.

(¢) Permanency of Enlisted Personnel—The situation is well known to the
Department, as indicated by a recent directive to take full advantage of the
law and retain men whose enlistments expire outside the continental limits
of the United States. The drastic trend in reduction of reenlistments in the
Navy as a whole in the month of April is of serious import to the Fleet. Even
in the Pearl Harbor area the wages offered ashore are so attractive and the
jobs are so many that skilled men whose enlistments expire are tempted not
to reenlist. A recent survey of Battleslrip Division THREE indicates that of
the men whose enlistments expire between 1 June and 31 August 1941, 68.99%
do not intend to rcenlist, 'This is in line with a recent report of the Bureau
of Navigation showing a reduction in reenlistments for the month of April from
83.099% to 69.539%. The Commander-in-Chief has requested the Bureau of
Navigation to initiate legislation to hold for the duration of the war all men
now enlisted in the Navy. He does not look with favor upon the directive
mentioned in the first sentence of this sub-paragraph. It is diseriminatory
and does not apply equally to all Fleets or even to all ships of the Pacific
Fleet, since some ships overhaul on the Coast while others overhaul at Pearl
Harbor.

The Fleet must and gladly will train and provide men for new [3]
construction and outlying stations to the limit of its capabilities, but it should
be unnecessary' to assign to shore duty so many experienced petty officers
as we now find ashore. There is an urgent necessity that a continuous supply
of recruits be furnished for training. It should be pointed out that since
September, with new men started coming in in large numbers, all vessels
have had to absorb recruits in a large proportion. In the Fleet as a whole,
complements are now made up of over 259, of men with the maximum of
a year's service, and in some ships the figure approached 50¢. In the case
of newly acquired transports, cargo ships, tankers and the like, the complements
are almost 1009, reserve, with little previous Naval training. Present condi-
tions are worse rather than better when new ships in large numbers are added
to the Navy. The situation will be extremely acute if we are then at war,
It is obvious that there are limitations on the capacity of active ships for
supplyving the large numbers of officers and men required to man the Navy
now building, unless the immediate fighting capacity of the ships is seriously
crippled.

Long range planning, with reasonable foresight as to future needs, is an
imperative necessity. It would appear that training activities ashore must
be greatly expanded, as the physical capacities of the ships limits the number
that can be trained in the Fleet. The possibility that we may have to provide
and quarter, ashore, a pool of trained men for new construction should be
carefully examined, (41 and provision now made for it, if found necessary.

A problem of immediate importance is brought about by a recent letter
from the Bureau of Navigation which states that between now and September
some 3,080 men, more than half of swhom are rated, will be taken from the
Fleet for new construction and for this purpose allocations are made in the
ratio of 729, Pacific Fleet to 289, Atlantic Fleet. Unless a readjustment is
made in these figures to correspond to the recent readjustment in the relative
strengths of these Fleets, the Pacific Fleet will be seriously stripped of experi-
enced men and may be unable to furnish some of the ratings demanded.

(a) Health and Morale—The desirability, if international conditions permit,
of health and recreation trips to the Coast by Task Forces, each of which
shall be no more than one-fourth the strength of the Pacific Fleet as now
constituted must be given serious consideration.

(e) Assignment of Flag Officers—It is particularly desired that Vice Admiral
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Pye be retained as Commander of the Battle Force. Admiral Pye, is able,
vigorous, and loyal: and is an ofticer whom I would select above all others,
as Commander Battle Force.

(f) Uniform.—There is too much change aund experimentation at this time.
It is not important whether rank is shown on the sleeve or on the shoulder of a
khaki uniform nor is it important whether the eagle of the cap device faces
to left or to right. As for the khaki working uniform the Commander-in-Chief
is convinced that it lessens the dignity [i5] and military point of view of
the wearer and has a tendency to let down the efficiency of personnel. Reports
from the aircraft squadrons are to the effect that from any considerable alti-
tude they are unable to detect the color of the uniform on ships at sea.

I1. AVIATION.

(a) Awiation Training—The following requirements for aviation have been
urged but favorable action has not yet been taken :(—

(1) Newly graduated pilots for carriers, battleships and cruisers should first
be ordered to San Diego for indoctrination in Fleet squadron work and familiariza-
tion with latest types of planes.

(2) Replacement carrier groups should be built up at San Diego, for indoc-
trination of new graduates and for rotation with groups already in carriers.

(3) The rating of Aircraft Radioman should be established.

The following requirements are in process of correction but progress is too
slow :— .

(1) The level of experience of pilots in the Fleet is very low and the total
number is too low.

(2) The level of experience of aviation ratings in the Fleet is low and the
allowances are not filled.

(3) The rating of Aircraft Bomber, though appreved, has not yet been estab-
lished. i

[6] (b) Awiation Material—The following items which apply to aviation
are in process of correction but progress is too slow :—

(1) Carrier torpedo planes are obsolescent and spare carrier torpedo planes
are too few.

(2) Replacement of other carrier planes with more modern types is not yet
completed and the replacement planes are not yet fully modernized.

(3) There are not yet enough spare carvier planes of the new types and the
stock of spare parts and engines is too low.

(4) Deliveries of ordnance and radio equipmeat for new planes have been
too slow.

(5) Cruiser planes are obsolescent and deliveries of replacements have been
too slow.

(6) Modernized patrol planes are not yet available in quantity. There are
none in the Hawaiian area and there is no early prospect for replacement of
those of the older type now in the Hawaiian area.

(7) There have been no deliveries of special radio equipment for patrol planes,
corresponds to RADAR for ships, which will enormously increase the poten-
tialities of these planes.

(8) There is a serious shortage of aireraft machine gun ammunition.

(9) No armor-piercing bombs, antiaireraft bombs or aerial depth bombs are
yet available.

(10) There is a very serious shortage of aircraft torpedoes [7] and
of equipment for their maintenance and overhaul.

(11) Completious of new carriers and new patrol plane tenders are too slow.

(12) Provision for bombs and for refueling planes at outlying bases is sketchy.

(13) There has been serious delay in deliveries of equipment under the cog-
nizance of other Bureaus than Yards and Docks in connection with the con-
struction of new air stations and bases.

In addition to the afore-mentioned items the following have been urged but
favorable action has not yet heen taken:

(1) Aireraft overhaul at N. A. S., Pearl Harbor, now limited to patrol planes,
should be expanded to provide for all planes now hased in this area. Transfer
to and from West Coast for overhaul is impracticable.

(2) Additional barracks should be established at N. A. S., Pearl Harbor.

(¢) Separate Air Force—This ever present question is again being brought
to the fore, in view of Mr. Serugham's recent utterances. It is vital that the
Navy's air service remain as it is. Our naval aviation is generally recognized,
throughout the world, as being the best equipped, best trained, and most advanced
of any naval air service. This has been brought about by the mutual recognition
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of the intimate relationship between air and surface [8] sea forces,
particularly in far-flung operations distant from established bases. Effective
cooperation, in naval operations, between air and surface eraft requires the
closest kind of coordination, predicated npon precise knowledge of each other’s
capabilities, limitations, and tactics. This can only be attained by day-by-day
operations, association, and exchange of ideas as an integral part of one organiza-
tion. It is vital that this relationship continue, even at the expense (though this
feature is greatly exaggerated) of some duplication of effort between the Army
and the Navy. Mr. Scerughant’s chief complaint, which deals chiefly with dupli-
cation of facilities at coastal air stations and the proximity of those stations to
each other, is not a valid one. The services perform separate functions ; the Army
in extending the range of coastal batteries and the Navy in extending the mobility
and coverage of ships in off shore search. The proximity of the fields to each
other is largely a matter of the vagaries of Congress and the availability of land.
The United States, due to its physical separation from its most probable enemies,
has less need for a concentrated, oftensive, air striking force than other nations.
The present GHQ air force, however, amply supplies this need. It miay be noted,
in passing, that, in spite of the fact that the Air Corps is a part of the Army,
the strong tendency within that Corps for separation, has prevented the develop-
ment of effective cooperation between ground and air forces. A separate air corps
[9] would make the situation much worse—for the navy it would mean the
death of naval aviation.

The British have found it necessary to place their coastal air command under
the direct control of the Navy. Aside from discoordinationu of operations, this
command was suffering from lack of proper types.

ITI. MATERIAL, GENERAL.

(a) Prioritics.—The Navy is at present suffering from a shortage of material
and is experiencing difficulty in having this shortage corrected. The principal
items, and those that directly affect our early readiness, are (1) small arms and
machine gun ammunition for airplanes and the Fleet Marine Force ; (2) airplanes,
especially those equipped with modern armor and armament; (3) close-range
antiaircraft guns, especially a 1.1’’, Bofors, and Oerlikon; (4) ammunition in
general, particularly adequate reserves, and bombs of all kinds. Our ability to
correct these deficiencies is limited by two factors, (1) aid to Great Britain, and
(2) rapid expansion of the Army. Both of these limiting factors are admittedly
of great importance and are entitled to proper weight in any system of priorities,
but, from the point of view of the Fleet, it appears that there is a tendency to
overlook the time factor. A priority system based on relative quantities needed
by the three competing agencies, Britain, Army and the Navy, will prove fatally
defective, if the time of beginning active operations is overlooked. As the
[10] situation appears now, the Navy may be called on for active operations
in contact with well equipped opposing forces, yet is prevented from obtaining
vitally necessary nceds by the magnitude of the needs of Britain and the Army.
If we are going into action first, our needs must be filled ahead of the Army’s,
and those sine qua non needs such as small arms and machine gun ammunition,
modern airplanes, and modern close-range antiaircraft guns, must be filled ahead
of Britain’s. There is a minimum need for the Navy without which it can not
tight at all. Irrespective of how small that need may be relative to the quanti-
tative demands of others, it must be filled first.

It is important to bring out this point now, since it is nunderstood that the Army
is basing its procurement program on a 4,000,000 man Army. If allocation be
based on relative quantities, under such a program, the Navy will get little con-
sideration. The iminence of active operations should be the criterion. Of course,
the Navy Department is in a beter position to judge that than we are, but we've
been led to believe we were pretty close to war on several occasions, but we
still didn’t get the items we need.

(b) RADAR Equipment—Such excellent results are being obtained from the
few RADAR'’s furnished that we should install now the equipment which will
work, and not wait for something better to be developed. Delivery of RADAR
should be accelerated.

[11] IV. COMMUNICATIONS.

The need for establishment of confidential call signs is urgent. With the
present system of calls the text of a message may sometimes be inferred from
the radio calls used. The danger of the present system is that codes may be
compromised, as well as information disclosed. The ecryptographic aid section
of OpNav should immediately get out confidential call signs and more crypto-
graphic aids.

79716—46—Ex. 146, vol. 2 34
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V. OPERATIONS.

(a) Flect Operations.—With the reeent detachment of many of the most
modern and effective units, the adequaey and suitability of the forces remaining
to aceomplish the tasks to which they may be assigned is very doubtful.

In the Pacific, our potential enemy is far away and hard to get at. He has
no exposed vital interests within reach of Pearl Harbor, and has a system of
defense in the Mandates, Marianas, and Bonins that requires landing operations,
supported by sea forces, against organized land positions supported by land-
based air. This is the hardest kind of opposition to overcome and requires
detailed preparation and rehearsal. It also requires a preponderance of light
foree and carrier strength, in whieh we are woefully deficient in the Pacifie.
Our present strength is in battleships—which ecome into play only after we
have redueed the intervening organized positions. They (battleships) will have
to be used to “eover” the intervening operations and prevent interferenece there-
with, but their real value can not be realized until the intervening opposition
has been overcome and a position obtained from which solid [12] strength
can be brought to bear. The Japanese are not going to expose their main fleet
until they arve either forced to do so by our obtaining a position close enough
to threaten their vital interests or it is advantageous for them to do so by
our having “broken our backs”, so to speak, by going up against their land
positions and attrition operations.

The foregoing diseussion is brought out to emphasize that the role of light
forces, and particularly carriers, in the Pacifie, is far more important than a
casual evaluation of relative strength would snggest. Under RAINBOW 5, the
Pacific I'leet (perhaps justifiably, in view of the Atlantic situation) is so re-
duced in light foree and carrier strength that its eapabilities for offensive oper-
ations of a decisive nature are severly crippled. Quick results may only be
hoped for—common sense dictates that it is largely hope, based principally
upon the idea that Japan will make a fundamental mistake, and that bold aetion
may be able to take advantage of it.

In the Pacific, with enemy vital interests so far away, and no bases of our
own within striking distance, the logistie problem is acute. We have not, at
present, suflicient ammunition, provisions, eargo ships or tankers to support
aective operations in the Western Paeific—where the real battleground will be.
We are having difficuity, even now, supporting the eonstruetion and defense
activities of our own outlying bases. More auxiliary vessels are needed, now,
for that purpose, and future needs must [13] be anticipated to allow
for aequisition and conversion of the ships. Our past experience, in this regard,
has not been a happy one—the lag hetween acquisition and entrance into serviee
being six months to a year. Repair and maintenanee facilities at advanced
bases can not be ereated overnight, nor ean the Fleet remain long without them.

(b) Fourteenth Naval District.—The defense of the Fleet base at Pearl Harbor
is a matter of considerable eoneern. We should continue to bring pressure to
hear on the Army to get more antiaireraft guns, airplanes, and RADAR equip-
ment in Hawaii and to insure priority for this over Continental and expanding
Army needs.

The naval forees available to the Commandant are meager to the point of
non-existence. A Fleet base is a place of rest. recreation, and resustinance and
nmust afford protection of the Fleet at anehor and during entrance and egress
independent of the units of the Fleet. If units of a fleet must be employed for
its own defense, in its base, its freedom of action for offensive operations is
serionsly curtailed—possibly to the point where it is tied to the base by the
neeessities for defense of that base. The need for patrol boats and other small
craft, especially those equipped with listening devices, is urgent. The Fleet
must be relieved of those funetions which properly belong to the Distriet. The
Fleet does not have the destroyers or other vessels to take [74] over
those duties. The situnation has been brought to the Department’s attention by
letter. 1t is now much more serious as many destroyers have been detached
from this Fleet.

(¢) Marine—The necessity for elosely coordinated training of Marines and
the ships which will support their landing operations is readily apparent. Oper-
ations of this character require detailed training and realistic rehearsal. At
present, the Marines and their training ground (San Clemente) are in one loca-
tion and the ships in another, 2,000 miles away. We need a training ground for
landing operations and a camp for a substantial portion of the Fleet Marine Force



PROCEEDINGS OF NAVY COURT OF INQUIRY 1213

in the Hawaiian area. This need will be worse, if we get in war in the Pacific,
because we will not only need a training ground and large camp site for Marines,
but also must train and rehearse, as the campaign progresses, Army forces as
well.

Kahoolawe is practically undeveloped and can be used as an Hawaiian San
Clemente. A camp site for 5,000 Marines has been selected and recommended
for acquisition. This program should be pushed.

The Sixth Defense Battalion should be bhrought to Hawaii now in order to
relieve the Seventh Defense Battalion at Midway where the latter has been
stationed for some months. Equipment for this battalion should be provided
as soon as possible. Other defense battalions now in the Hawaiian area are
being used for other outlying bases.

261 (d) Logistic Support—Ships to transport men and materials to and
from the Coast and to supply the outlying islands is urgent.

There is similar urgency in the need for ships to transport aircraft. Aircraft
carriers should not he used for this purpose in peacetime and cannot be so emn-
ployed in war. Action has repeatedly been requested.

VI. NATIONAL POLICY.

(a) Althongh largely uninformed as to day-by-day developments, one cannot
escape the conclusion that our national policies and diplomatic and military
moves to implement them, are not fully coordinated. No policy, today, is any
better than the force available to support it. While this is well recognized in
principle, it is, apparently, lost sight of in practice. We have, for example, made
strong expressions of our intention to retain an effective voice in the Far East,
yet have, so far, refused to develop Guam or to provide adequate defense for
the Philippines. We retained the Fleet in Hawaii, last summer, as a diplomatic
gesture, but almost simultaneously detached heavy cruisers to the Atlantic and
retained new destroyers there, and almost demobilized the Fleet by wholesale
changes in personnel.

We should decide on what we are going to do about the Philippines, now, and
provide for their defense, if retained. It is easily conceivable that 50,000 troops
and 400 airplanes, on Luzon, might prove a sufficient deterrent to Japan to pre-
vent direct action. We should develop Guam and provide for its defense [16]
commensurate with its state of development. It is foolish to develop it for some
one else to use.

The military branches of the government should be told, by the diplomatie
branch, what effect it is desired to produce and their judgment as to the means
available and the manner of its accomplishment should be accorded predominant
weight.

Our Hemispherie Defense policy must comprehend the fullest cooperation be-
tween participating nations and our commitments limited by our available force.
A strong component of that foree is bases. No Hemispheric Defense policy that
does not provide for our free use and development of South American bases (and
local military and logistic support) can be effective.

VII. INFORMATION.

(a) The Commander-in-Chief, Pacific Fleet is in a very difficult position. He
is far removed from the seat of government, in a complex and rapidly changing
situation. He is, as a rule, not informed as to the policy, or change of policy,
reflected in current events and naval movements and, as a result, is unable to
evaluate the possible effect upon his own situation. He is not even sure of what
force will be available to him and has little voice in matters radically affecting
his ability-to carry out his assigned tasks. This lack of information is disturbing
and tends to create uncertainty. a condition which directly contravenes that
singleness of purpose and confidence [17] in one’s own course of action
S0 necessary to the conduct of military operations.

It is realized that, on occasion, the rapid developments in the international
picture, both diplomatiec and military, and, perhaps, even the lack of knowledge
of the military authorities themselves, may wilitate against the furnishing of
timely information, but certainly the present situation is susceptible o marked
improvement. Full and authoritative knowledge of current policies and ob-
jectives, even though necessarily late at times, would enable the Commander-
in-Chief, Pacific Fleet to modify, adapt, or even re-orient his possible courses
of action to conform to current ocncepts. This is particularly applicable to
the current Pacific situation, where the necessities for intensive training of a
partially trained Fleet must be carefully balanced against.the desirability of
interruption of this training by strategic dispositions, or otherwise, to meet
impending eventualities. Moreover, due to this same factor of distance and
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time, the Department itself is not too well informed as to the local situation,
particularly with regard to the status of current outlying island development,
thus making it even more necessary that the Commander-in-Chief, Pacific Fleet
be guided by broad policy and objectives rather than by categorical instructions.

It is suggested that it be made a cardinal principle that the Commander-
in-Chief, Pacific Fleet be immediately informed of all [18] important
developments as they occur and by the quickest secure means available.

VIII. PUBLIC OPINION.

(a) As preparation for war, the current mental and moral preparation of
our people, as reflected in the newspapers and magazines, is utterly wrong.
To back into a war, unsupported or only half-heartedly supported by public
opinion, is to court losing it. A left-handed, vacillating approach to a very
serious decision is totally destructive of that determination and firmuness of
national character without which we cannot succeed. The situation demands
that our people be fully informed of the issues involved, the means necessary
and available, and the consequences of success or failure. When we go in.
we must go with ships, planes, guns, men and material, to the full extent of
our resources. To tell our people anything else is to perpetrate a base deception
which can only be reflected in lackadaisical and half-hearted prosecution.

H. E. KIMMEL.
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