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Logisties School,
Command & Generel Staff College,
Ft. Leavenworth,

Kansas,

17 June 1947.

Subject: THE OPERATION OF THE LOGISTICAL DIVISION,

To:s THE DIRECTOR, School of Logiétics, Command and General Staff
College, th Leavenwarth, Kansas,

PURPOSEs
To present, in amalytical form, = study of the proposed Logistical
’Division to include its conception, organization, mission, and operations,

and to present constructive criticism of the organization.

DISCUSSION:

1. The appafenf need of some sort of regularized organization to
exist as a standard‘command structure fér the control and operation of
service units in any theater, or major division thereof, was felt by
ﬁany during World War II, Base, section, ana area commands in all the-
aters were deveid of any organizatien based on War Department tables of
@réanization and equipment, and depended on bulk allotments from each
thester concerned with their formation, These aufhorizatiens‘faried
considerably, were largely "improvised", te a great extent precluded
prior planning, and offered no basis for the development of commcﬁ doc~
trine and training methods throughout fhe services of the Army,

2. On 15 Varch, 1945, the War Department G-4 directed that the
Command and Geﬂefallstaff College (then Scheol) prepare and sﬁbmit a
study of "o - the organization of an integrated force trained and eq-

uipped as a logistical divisien”. This directive contemplated an



organization capgble of providing the»lqgistical support of a type
field army of three corps, each corps with three divisiens, includ-

img Air Force supperting troops. The completed study on the>new Log~
istical bivisieﬁ was forwarded to the War ﬁepartment, and; after

study and gomment by genersl staff sections, maj@r commands, and
theaters, was revised in minor detail and resubmitted as The Logistical
Division, Merk II., Based on this latter study, the War Department has
‘approved and published tentative T/0&E's for the Headquarters and Heed-
quarters Battslion of the division, and a tentative operational Field
Menusl has been published at the Command émd General Staff College;

(See Tab A, Chronology of Development)

3, @, The Logistical Division, Mark II, consists of the Commander
~and General and Special Staffs, a Headquarters and Headquarters Battlion,
and the eperational and overhead troépsfof the various services., (See -

Tab By, Organizational Chart.) To this bakic organization there are

appended such subordinate commands, boards, and commissions as might
exist in a given area. As is evident from the organizational chart, the
édministrative and technical service chiefs funciion in the‘dual capacity
of special staff officers and commanders bf their service troeps, where
such exist. To-emphasize the command functions from Division Commender
te.servipe tfoops, a special command line is shown which by-passes the
geﬁeral staff; If abused, this structure permits nineteen separate
ihdividuals to-report'direct to the commander, and«relegates the general
staff to a positien of minor‘impcrtance.

b The Headquarters and Heédquarters Battelion of the Logist=-
ical Bivision exist as a nuclegus around which the complete division can
be tgilored to meet aqé seryice support situation thought likely to arise.
The'basic tr@op list of the division, totalimg 15,835 persoﬁnel, compris-
es only those troop units’considered essential to any given area command,

Such operations as port and railway are not provided for in the basic
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organizstion, and péovision for such operatioms, together'witﬁ provision
for larger suppbrfed commands, is in the expansion tables of the division,
These expansionitables provide a listing of serﬁicevunits‘which would be
required in type situations and éfford an accurate guide to the number and
type of service elements necessary for other situations, Situation 4,

as shown in the expansion tables, contemplates the suppoft of a reinferced
corps, while Situation B is the éupport of a type field army. Iﬁ Bath
-situatians the conditions of operation‘are assuﬁéd to be thé seme and

do not contemplate either unqsﬂaliy favorable or unfavorable circﬁmst-

ances, (See Tab C, Expansion Tables for Type Situations)

Ce The present concept of the operation of the Logistical Div-
ision varies littie from that first set fofth in the initial study. Winer
changes Were_effected.in the drganiZational structure as & result of
- comments from the reviewing agencies, and the concept of =2 Logisitcal
Corps to be & larger headquarters of‘the same type has been dropped. The
division is designéd primerily to function as an advance section such zs
was used in the ETG, ItAis designed also to function as a base or inﬁer-
mediate section, or a major éubdivisien of either one, such as a district
or area commaﬁd. It can alsq‘be used to ferm the émall communications
zone, or SQS, which might existbin a limited theater of operations where
therergggé ﬁc poséibiliiy of area expansion. Tt has been proposed thaf
th; division act as an army service commend, relieving the army cormander
,Qf dealing with separate service elements. This latter\type’cpération
would, in effect, consist of a more or less permsnent ASCOM organization
such as was used.in the Pacific.  Peacetime operation of the divisien
woéld inclﬁde Occupation Zone ares headquarters and service commands in
oveiseas bases, Just how the division might function in peacetime in the
zone of the interior is not yet firm, except that it would go into the

field on maﬁuevers in support of large tactical forces.
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-4, Advantages:s.

a. The Logistical bivisioa prevides a standard T/0&E orgen-
ization which can be orgénized and trained for operatioms during peace-
time and during the early stages of mobilization in a future war. It
cen exist as ai"known quﬁntity" for 1ogis@%cal planning and, .as such,
can be accUrateiy coﬁputed in troop bases as the service support elem-
ent for curremt and future needs.

b. As & permanent peacétime caﬁpenenﬁ of the army, the Log-
istical Division Headquarters is capable of initiating and keeping current
the doctrine of thevsqppcrt of field armies. It cen exist as the plan-
ning égency for the cammunications zene‘@pefations.

¢, With the standards of organization fixed by the ?/0&3, and
the concept of the division firmly drewn in operastional field manuals,
the methods of functioning and doctrine of support will become uniform
throughout thé afmy. This uniformity of operation would be invaluable
in future operations where combat elements are éhifted back and férth
between various sections and bases. Service units, too, will be capable
of ready transfer to new commands as the situation may dictate, being
of a uniform origin,

d. The mofale and efficiency of small service elements would
be increaded by thé existance of a parent headquarters and organization
Which could "ewn"vthem end conmtrol them more effecﬁively. Although this
same morale ané contrél may have been present in some administrative
headéuarters during the last wer, it was a result of gradual build-up
and could not have existed frcm the start simce theee was no pre-org-
anizetion of the paremt unit,

6, The division in existance zs & peacetime force would reduce
the operational readiness time of our tield forces by a marked degreee
Future operations may demand a éuddenness 6fierganization which will
preclude the gradusl evolution of large service headquarters during &

‘defensive period of operations,
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5« Disadvantagess

s The entire T/O&E organization of the logistical division,
as differentiated from the headquarters alone, inherits the inflexibility
of any larke T/08E organization. It is based upon sound and reasonable
assumptions , but is natufally subject to change based on the changed
conditions of warfare. Tt is felt there is é recognizable limit to the
size of organizations which can be flexibly designed for opemtions,
There exists no T/0&% army or corps, except for planning and instructional
purposes, This inherent inflexibility of T/0&E organizations, would
impose serious handicaps on theater commanders who would be obliged teo
use organizations which might not accurately meet their needs, Revision
of tables of organizatiom and regrouping time mightbvery well become a
‘more gerious and time consuming fact@f than initial survey and organization,

b; The existence of & complete logistical diviéion, or the
early wartime organization thereof, for purely training purposes would
be,. to some extent, a waste of service troops. Such training would be
of unquestioned valus, but when weighed against the cost and manpower
‘effort, and with emphasis én our experience im the past with these two
faﬁtors, it is not;believed to be feasible. ‘It cannot be foreseen whefe
the retention of service ﬁnits in the zone of the interigr during a war
for the purpose of large unit training alenecould ever be justified as
agéinst the value (and operational training received) of those units
within the theater as éugmentation units. During peacetime, the value-
per-dollar received from lafge unit training of service elemeﬁts would
ﬁot justify the corresponding reduction in large scale téctical'training
of comwbat units, .

¢. The concept of the division operating as an army service
command is belieyed to be unsound, No specific criticism of the ASCON,
as it was used in~theAPacific,‘can be found, however, no‘outStanding
advantages appear to have been gainééwby this type organization. The

Army doctrine is that of the lafgest administrativé and tactical unit
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and, as such, the army commander must be directly responsible for his
service suppgrt. To place the service elements under a separate dommand
in the army would be, in effect, interposing an unnecessary echelon in

the command étfucture, and would render the army sﬁecial staff chiefs
powerless, If all services in sur army were combined into one servi¢é~
brench embracing all service sﬁppo’rt functiens', then this type organization
(ASCOH) would be meaningful, however, the‘present organizetion of the
services makes this impossible,

d, The name: Logistical Division, is not truly descriptive of

its functions as a service support section and implies a rigid combat type
organization, This is not belddved to be a great disadvantage, however, as
will be seen from the recommendations, if this orgenization is to exist as

& headquarters alone, then some more appropriate name should be addpted,

CONCLUSIONS: N

1. That theiLegistical Division, Mark II, is soundly conceived»and
developed, insofar as the headquartérskaﬁd headquartérs battalion are
concerned, but that the remaining stbuc{ure of the complete division is
too rigid to be practicable considering its size and %aried‘missiens.

} 2.‘ That the Logistical Division, Mark II (Headquarsers end headquér-
ters battalion), fulfills a major requirement for a large serviée‘suppert
‘hea§quarteré for both peacetime éperation \and planning and for wartime
mobilization and operation, | |

3, That operational field manuals, T/O&Efs; and all attendent res-
earch and study'sheuld exist and be kept up to’date as planning and inét-
ructional guides‘for future mobilization of service elements.

4, That it is unsound to contemplate,;rganizihg army service units
under a separate commander,iﬁto an army service command, No change, in
this respect, to the present respomsibilities ef thelérmy cqmmander and
his staff should apise from the concept of the logistical division,

5, That more conventional staff-éommand relationship whould be

indicated on the organizational chart of the division in order to give ¢
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proper emphasis to the functioning of the general staff;

6. That the name - Logistical Division - is not properly descrip-

tive of the service support headquarters as recommended in this study.

BECOMEENDATIONS:'

1. That the Logistical Division Headquarters and Headquarters Bat-
talion be accepted as & fegular T/04E orgé;ization of the army, and that
one such Headquarters be established qﬁ/%he regular army troop basis
with station adjacent to ﬁhe Army Gro;nd Forces, This Headquarteré to
function primérily as the planning ageﬁcy for all communications zone
matters,

2« That other ngistical Division Headquarﬁers énd Headquarters
Battalions exist on the mobilizatioﬁ troop lists of the National Guard, and
Orgenized ReserQés, in such number as way be,detefmined’by the War
: Department, | |

3. That the complete Logis%ical_Division Qot be accepted'as a i/O&E
organization of the army, but that the tables, data, and all attendent
matter bé kept current and be used as the basis for planning and instruction
throughout the army. |

4. That fhe concept of an army»service coﬁmand be dropped. .

5. That the ofganizational chart of the division be revised to

indicate more conventional general staff functioning.

6. That the name -';ogisticaljDiVision - be changed to some more

descriptive title such asj Service Support Headquarters, orj

Service Support Command.
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Tab A, to accompany anslytical studys THE OPERATION OF THE LOGISTICAL
DIVISION, , T -

CHRONOLOGY OF DEVELOPMENT OF
THE LOGISTICAL DIVISION

15 Merch 1945 Letter directive from G-4, War Department, directing

Commend and General Staff School study énd submit to
War Deparﬁment its recommendations with reggré/;;:

1. Orggnizational structure.

2. Tunctional operations.

3. Desiréability as compared with emisting

| procedure.

of an organization trained and equipped'aS-a logistical

division,

23 April 1945 1st Interim Report on the Logistical Division, incl-
qding 8 Legistical Corps, submitted to War Department
by the Commend and General Staff Schodl.

27 August 1945 War Depaftﬁent forwarded to Command and General Staff
School the comments of the WD staff divisions, major
commands, and theaters on the lst Interim Repaft. WD
directed that final report be expedited at earliest

 possible date since cessation of hostilities appeared
imminent. | |

October 1945 | Final'Report on the Logistical Division, Merk II,

gsubmitted to WD.

- o e s e aw ww e
—--—-—_—-——-—-——--—-———-----—--

22 October 1945 Concurrent with, but separate from, the logistical
division planning, ETO General Board directed by WD
to study and submit recommendations on the Headquarters .

of a type Base Section,



20 March 1946 WD directed Continental Base'Section, BTO, to field
test the Logistical Division, Mark II, in its role
as an occupation area command,

10 October 1946 wh forwarded to Command aend Staff College the "Report
on Field Test of Logistical Division" which USFET
ferwarded.to WD from Continental Base Section. This
report of test of thé First Logistical Division
(Provisional) was very favorable, USFET Commander

stating that: "The First Logistical Division (Prov-

isional) has accomplished its mission in g highly

successful manner and has proven the effectiveness

of this type organization." WD directed that study
and comments be made on this réprt.
30 October 1946 'Command/gnd Staff College returned, by indorsement,
| the WD letter, above, with following recommendations
for future disposal of the concept of the logistical
divisions
(1) That the WD publish T/o&ﬁé tor the Head-
quarters and Headquarters Battalion, for the complete
division, and proposed operational fiel¢ manual for
the division, all in properly revised form as indic~
ated in body of indorsement.,
(2) That complete organic logistical divisioné
" be included in the mobilizstion plan at the overall L/”f/w
rate of appreximately two lbgistical divisions per |
field army. |
(3) Thaf active logistical divisions be org-
anized in accupied areas in both theaters.

(4) That overseas departments and commands

(2)



give study to the logistical division with a view’to
organizing their service elements along siﬁilar lines,
(5) That one Headquarters and Headquarters Bat-
talion, Logistical Division (on a reduced basis) be
created under the War Departmént Director of Service,
Supply, and Procurement, with permanent station near
Headéuarters Army Ground Forcés and also @ashington, D.C.
Purpose of this organization would be plan for the |
organization of communication zones (wartime) end to
field test docirine and précedure in the employment
~of the combined services. Among other functions, it
would participate in all maneuvers of a corps or more
and would be charged with the preparation of the

- logistical portions of specific theater war plans,

- as @ e mm am . Ee EE e Gm EE e mE M em e em aR A BB WE Es GE G G E W e GE SE e B W W em M em we e wm

(3)
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Tab C, to accompeny snalytical study: THE OPERATION OF THE LOGISTICAL
DIVISION, ' ' '

EXPANSTION TABLES FOR TYPE SITUATIONS

(1.) Expansion tables exist as a part of the logisticél‘diviéion»to
Yacilitale organization of the division into the proper sized force nec-
-cessary to effectively support type field forces. Two type situations
have been contemplated in buildiﬁg these expansion tables, both utilizing'
the same assumptions except for the area (size) and fofce supported. In
both situations, the division (assumed to be an advance section of a com-
munications zone) ié charged Wiﬁh the general service suppert of a ground
force in the combat zone, and ‘an air élement partly in the combat zone and
vartly in the a@Vanced section., Both ground and air'include normal combat
service troops. In addiiioy thé division supports all.elements located in
its area,

a. In 8ituetion 4 the ares of the division is assumed to be
50 miies deep by 20 miles wide, and the force supported to be a reinforced
Cofps. Full support will be given to 135,000 troops, and partial suppoit
to 117,083, totaling 252,083 troop strength supported.

b. sig Situation B the area of the division is assumed to be
50 miles deep by 50 miles wide, and th? force supporﬁed to be a type Army.
Full support will be given to 377,500 tropps, and partial support to
246,000, totaling 623, 500 troop strength supported. -

(2) General assumptions asbto conditions in both areas are made as

followss |
| (a) Local conditions: hostilé population, temperate climafe,
foreign languege, rolling rural and urban topography, partially developed,.
one city of 80,000, one mein railroad, a few hard-surfaced roads and several
large streams,
(b) Demage: éonsiderable to city and transportation systems by

bombing and subsequent ground and naval action.



(¢) Enemy situation - bombing, étrafing, airborne attack,
- sebotage and coastal raids may be expected.

(a) AGas warfare - remote pessibility.

(e) Lines of communicstion to rear - all by ocean shipping.

(£) Ampﬁibiogs phase is over, Port is adequate for normal
maintenance and build-up with extensive repair,

(g) Airfields - to be constructed by air.

(h) Yo standing timber aﬁailable.
(i) Cmsuslty rate - ETO experience,

(j) No malaria,

(k) Vehicles being received boxed.

(1) POL 90% bulk.

(m) Air will take care of signal construction for TAC and ADC.

(n) No V-mail service, |

(6) Advance section (division) will operete own MRS.

(p) No coastwise or inland waterway.

- (q) One general depotf

(r) No subordinate bases, districts or areas, training commands,
or regulating stations.

(s) Rest camp for 7,000 for Situation B.

(+) AAA under. air defense command.

(u) One reinforcement depot of 4 battalions under division confroi
of Situation B. ‘

(3) 1In organizing the diviéion to meet either of the situations under

the assumptions and conditions as 6utlined abové,'the basic division consis-
ting of 15,802 is augmented by selecting from the expansion tables those
service units necessary to operate the services iﬁdicatéd and in numbers
sufficient to support the strength indicated.‘ Expanded to meet Situation
A, the division grows té a Stfength of 37,565; to meet situation B, it
expands to 84,465. Expansion of all type service units is understandsbly
not uniform, depending upon their individual functions.l The Headquarters

Battalioh,‘housekeeping for the Headquarters; expands not at all.
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