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THE ORGANIZATION OF THE NAVY DEPARTIENT

There arc in the filss of the Army Industrial College,
aveileble to 1ts students, several previous lecturcs on the
subject of The Organization of the Nevy Department, in which
arc described at great length the historical development of
this Orgonization on the onc hend, and on the other, a detecaled
description of thc duties and responsibilitics of the Nevy
Department's existing Offices snd Burcous, It hrs been found
by.xperience thet in the limited period ellotted for this
locture there is inadcquate time to go into detail in regard
to the historicel develorment of the Navy Depertment's organi—
z~tion or to describe fully the funclions of 1ts Offices and
Burcaus, and still hove tine to gave the cless a general
1dea of how the eristing organization actually functions. On
this occesion, thercforce, I am going to omt any discussion
of the historacal aevelopncnt of the Navy Depertment organization,
touch lightly on ke functions of the Offices and Burccus, and
dwell praincipally upon the mecns ond methods by which the work
of zts Offaces and Burceus are oriented and coordinated to
inswmie efficient preparation of the Navy for the conduct of 1ts
furctions in the defense of our nabtionel policics.

Orientction end coordinotion within the Navy Depart—
ment ere attained primarily through the enunciation of policies
and the formulstion of plans vhich, when cpproved by the
Secretary of the Navy, become cormon dairectives to ell Offices
and Bureaus. Naturally during the coursc of events there arise
meny cases vhich being inaaequately covered by policies and
plans or necessitating changes in such policies and plens,
require iumncdiatce decision. Many of such cases definitely lie
within the cognizance of some one Burccu and arec acted upon by
the respective Chief of Bureau, but 1f the required decision
involves any vessel or aircralt, the military cheracteristacs
or capacity of any shore cstablishment, the coordinetion of
to or nore Bureous, or cooperetion vith sny other Government
Dopartment, the case generelly comes undcr the cognizence of
the Chicl of Naval Operstions,

There oxasis no act of Congress enunciating an
authoratotive national naval policy. The Vinson~Trarmcll Act
13 the nearest approach to such « stetement of policy ecs by
tris act the Navy Department is authorized to submit annual
budget estimales for the replecenent of oversge naval vesscls
within the limits set bJ the Trestics for the Lamitation of
Navel Armament,
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Other laws affecting che Naval Establishment pertain
prinarily to restrictions upon the number of enlisted and
oificer persomnel and to the organization of the Navy Department,
elc,

low we all krow that o definate naval o1 military policy
e1as meterially an or.enting and coordinating the activities
of a Navy Denartment or a .ar Department. The Navy Department,
therefore, cecioed that the formulaticn of a Naval Policy was
es~enlial to the effective administration of the Navy and the
Gencral 3oard wes charged by the Secretcry with the formulation
of such a Naval Policy.

I w1l take this opportunaty to quote from the Navy
Regul. tanns pertazuing to the General Board before proceeding
with a statement of the Naval Policy which this Board evolved.

The Regulations in regard to the CGeneral Board, in
part, are as follaors

"The Geacral Board snall be composed of such officers
rot belo, the rank of cantain es the Secretary of the Navy
may desigrate, Tnerc shall be not less than {ive members
who are line officers of the Navy, a majority of wnom
shall be of flag rank.

"The General Bocrd shall corsider and report upon such
cubjects as the Secretary of the Navy may wirect. Neither
tne 3oard nor any of 1ts members shall have any executive
or administralive duties.

"The Cencral Board shall corsider the United States
Neval Policy, lhat 1s, the syslem of principles, and the
general terms of their opplication, governing the
development, organization, maintencace, training and

peration of a Navy. It shall from tine to time recommend
changes in the policy ufich may have become necessary.

"It sbkall recourtend to the Secretary of the Navy the
aumper ~rd types of ships proper to constitute the fleet
and such building program as nsy be requ.site to be
submitted annually 1o Congress.

"It shall consider the number of naval districts,

Navy Yards, neval stations, operating beses and other
shore .ctivities and shall «Jlvise the Secretary of the

2




| BLE

Navy respecting the general policy to be adopted toward
the same',

From this statement of the duties of the General Board
you will see that 1t 1s a non-administrative agency directly
under the Secretary of the Navy provided for the purpose of
advising the Secretary on certsin specific subjects and upon
such otner subjects as he may submit to 1t for study and
recommendatlon,

The reports of the General Board are submitted direct
to the Secretary but he invariebly forwards such reports o
the Chief of Naval Operations for comnent and recommendation
before taking final action in approval or disapnroval.
Normally there 1s complete concurrence by the Chief of Naval
Operations in the recomrendations of the General Board, but if
there 1s a difference of opinion the Secretary may refer the
General Board's recommendations back to the Board for further
consideration, or he may hirself decide the point at issuca

The latest statement of WNaval Policy was prepared by
the Genercl Board and ap roved by the Secretary of the Navy
in 1939%. Due to the termination of quantitative naval limitation
by the expiration of the Limitation of havel Armsment Treaties
on 31 December of this year, a new situation has arisen and the
General Board is now engaged in a study to determine ~hether
any naterial changes in our Naval Policy are esscrtiol,

The complete statement of Naval Policy 1s too long
Lo be i1ncorporated in this short lecture, T will read,
therefore, only those porlions contained under the headings
"Fundemental Naval Policy" and "Gencral Neval Policy", These
volicies are as stated on the mimeograph sheets which have
been distributed to you.

The Fundamental Naval Policy rcads as follows

"To naintain the Navy in sufficlent strength to support
national policies and cormerce, and to guard the continental
and oversees possessions of the United Statles",

The Gencral Naval Policy, ilowing fror the accepted
Furdamental Naval Policy ana the existing Treaties for the
Limtation of Naval Armament, 1s as follows

"To create, maintain, and operate a navy second to
nonc and in conformity waith Treaty Provisions.
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"To develop che Nevy to a maximum in battle strength and .
abilily to control ibe sea an defense of the nation and
3ts antercsis,.

"To organize the Navy for operation an either or both
ocears so lhal expansion only will be nccessory in thoe
vvenlt of iar.

"o meartean the Maraine Corms 1 slrength sufficient
to furaish actachwerts to vesscls of the 1lect, guards
for shorc rciations, gariaisons for outlying positions,
ond to rrovid expeditioncry forces in irrediate readiness,

"To mve wer efficiency the object of all devdopment
~nd trnining and to raintcin efficicncy 1t 211 times',

The othel provisions of the Gencr 1 Naval Policy, which
you May ccile to recd ot your leisure, or¢ stated on the minco
graph shccts atlached (appendix A), but es they ere of e more
goner~l noture T 111 omt recding them in order to cconomize
tine.

Funcdarentel ond Gerercl Navel Policics to be cffective
must be .rplinerted by detazled minor policies and plans. The
complete stetunent of Novol Policy, therefore, contains further
minor policies under the following sub-hecads.

Fleet Buildang end Maintenance Policy,
Flcet Operating Policy,

Shore Isteblishment Policy,

Personncl Policy,

Comrunacotiion Policy,

Inforration Policy.

It v 111 be apperent Lo a1l that thesc policies are
buv guncrel directives and that thewr effectivencss 1s dependent
upon the p.eoperetaon and eveculion of cfficient plans for their
accouplichnent. For exemple  the cff-ctave exccution of the
Furd mental Naval Polacy rscuires the Jormmlction of JWer Plans
oulluung the forces to be robilizcd and the operetions te be
underteken to nake the policy cficctive in the event of any war
whach, from the otudy of the antern lioral . xtuation, appears
to be possiblo.

No n tion cen ke fully prepercd durang peace for all
pocsible r.rs, but Nuvy Besic War Fi-ns formulated in conformity
c1th Joint wrmy and Nevy B sic v Plans Lor various rost
prob ble 1 1s studiza together in .elation to the rmeximum
roeguiice wents, permit the determainction of ihot general state
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of development of the fleet and of the shore establishment
which, were adequate roney available, would put the Navy in
a satisfactory state of readiness io meet any probable
emergency

It 15 1n the preparation of such Joint Army and Navy
Basic jar Plans that effective cooperation between the War
and Navy Departmnents begins, all further decisions as to
means and methods to insure cooperation between the Army and
Navy being dependent upon the flowing from such Joint Basic
Plans,

As you know the agency charged with the formulation
of Joint Army and Navy Basic War Plans 1s thre Joint Army and
Navy Board, corposed of+

For the Army Foi1 the Navy
Chief of Staff of tne Army Chief of Naval Operations
Deputy Chief of Staff Assistant Chief of Naval
Assistant Chief of Staff, Operations

war Plans Division Director Jar Plans Division,

Office of Naval Operations

The Joint Board has as a working comirittee, the Joint Planning
Commitlee composed of three or rore renresentatives of each of
the respective iar Plans Divisions.

You of the Lrmy are familiar with the duties of the
Chief of Staff of the Army and of the various Divisions of the
General Staff and, therefore, realize the appropriateness of
the above staied assignments for Army representation on the
Joint Bocrde The Navy Department does not have a General Staff
type of orgenization but I shall demonstrate the appropriateness
of che stlated Navy representation by quoling from the Navy
Regulations ertracts from the assigned duties of the Chief of
Neval Operstions

"The Chief of Naval Operations shall, under the direction
of the bSecretery of the Navy, be charged with the operation
of the fleet and with the preparation and readiness of
plans for i1ts use in waz.

"The dulies of the Chicf of Naval Operations shall
include the direction of the Ofice of Naval Intelligence
and ihe Division of Flect Training, the oper<tion of the
Communication Service, of navel districts, of vessels

-5



assigned to the Naval Reserve and of mines and mining,
the oneralions of thc Marine Corps, except vnen operating
under the Army or on otaer deteched duty by order of the
Prcsadent, and the operations of Coast Guard vessels when
op-raovaing with the Navy, and the dircction of all
strategical wnd tactical matteils, organizetion of the
irct, mrunenvers, gumiery cxercises, drills and erercises,
snd the trening of the flzct for war.

"He shall =o coordirate all rcpairs and alterations
to vosgels and the sunoly of personnel ard material there—
to o5 to .osure at all tirmec the maximum readiness of the
fleet for vels

"He shzll 1o.p all bu~esus and offices of the Navy
Department infuormued in i1egara to cctrion within theair
cognizance th.t 1s at any time neces-ary or desirable to
wmprove the var cific_cncey of the fleet, aand ochall
2.1 e for tne coordin~iion of cifort of his office
cnd of the burcaus and other oifices of the Nevy
Department in relation thereto.

"He shall, under the dircction of the Secretery of
the Navy dircel the movenerts ond overatlious of vessels
ol the Nevy, incluaing the time of their =2ssignment
for docking, r-pairs end elterations, cnd shall prepare
schedulee ard issuc orders in regerd thercto.

'He shall cdvise the Sceretary in regerd to the
riliterr featares cnd design of all new ships end as to
eny «lteretion of e ship vhich mey effect her military
valuc, «s to the locc bion, capacity, and protection of
nevy yards <nd navel stations, including all features
vioch affect their malitery value, also as to matters
perteanang to fuel reservations and depots, the location
of r dio stetions, vaisuel signel stotions, reserves of
oxrdnonce and ammunition, fnel, stor:s, and other supplies
of whetoever noture with a viur to micting effectavely
the demends of the fleet,

"In prceprring ond neant-ining in reodiness plens
for the us. of the flc.t in war, he shall frecly consult
vith and have the dvice and essist-nece of the various
bur-.wus, bocrds .nd offices of the Departnent and Marine
Corps Heedquarters, in matters coming under their
~ognizances After the ap 1ovel of any given wer plons
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by the Secrctary 1t shall be the duty of the Chicf of
Neval Operations to ¢ssign to the burecus, boards

and offices, such pairts thereof os may be necded for the
intelligent corryang out of theair respective dutics in
regrrd to such plans and their neintencnce i1n corstand
rcadinessh,

From tne above quoted regulations the similerily
between the duties of the Chief of the Gonerel Stoeff of the
Army nd thoseof the Chief of haval Operations cre apparent,
but due to the fact thet the Navy Department does not use the
Generel Staff system the orgonization of the Office of
Naval Opcretions diffurs melericlly from the orgenizction of
the Jar Deportment General Staff.

The organization of the 0ifice of Navel Operetions
conprises the Assistant Chicf of Navel Operations, -nd, in
cddition to administr-tive <ids aad lechnical assiscont,
ten divisions among which the work of the office 15 davided.

These Divisions with thzir primery duties are as follows

Jer Plers Divaision

I

Prepar~tion of Besic Jer Plons
Preperction of the Annusl Estimote
of the Sztuetion
Development projcects in supnort
of ‘Jar Plans.

Ship Movemcnts Division — Directs movements or vessels and
circrcfl
Operates the Navel Trensportetion
Servaice
Preper.s the Operation Force Plan,
Noevel Axr Operetang Polacy and
N-vel Acrorauticel Organizotbion.

Incelligence Davision

H

Collcels, evaluctes and disseminates
anformatlion in relation to foreign
nivies. Supcrvises Public
Relotions ~ctuvities,

Comrunications Division  — Administrotion, orgenization and
' opcietion of the Communication
SCIvices

Flect toantenence Divesion —Coordinates the cetivaties of the
meterial Burecus in reletion to
repairs ¢nd alterations to vessels
and supply of material thcreto,
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Flect 1loantononce Division — Prepercs pl-n of tentective availee
(Conttd) b1lity of vessels at Navy Yards
and the Plen for the Material
1ncanienance ond 1mprov ment of
vessils.

loeval Districts Division -~ lorel District .nd Shore Esteblish~
vent m-tters coming under
cognizance ol the Crhief of Neval
Opuretionse
Prepares Shore Istcblishnent
Opereting Pl n.

1

Inspeclion Daviasion Conduchs i1nspections cnd trials
of newly con tructed vessecls
rd eircr ft, ond periodical
m~terzel inspcctions of all
VLSSelS,

Fleet Tr-ining Division — Co,nirance of tacticel, gunnary,
angineering, dawfge control,
chamicel wericre, «nd comrunication
{rainiug. Prepores instructions
ond manu~ls governing operations
of nav-l forces.

(

Seerelcrind Division — Files, me1l, records of cival
personnel, etc.

Contr.l Division Tmmedaabe Staff of the Chief of

Mavel Operations, Coordination
writh other Government Deperiments.
fdmanistration of Islond Governe
ments, ctc.

!

Fro.. the above stoterient youw cin s.e thol the O0ffice of Naval
Opurewioms hes agencies wbich in genecal, perform the duties of
General Staff with one exception, nemely the dulies of G-1 in
rel~tion to personnel, The Jor Plans Daivision and the Intelligence
Davision correspond clos.ly .oith suriler Divisions of the General
Staff. The Ship Movements Division, Flect Treaniag Division and
« murtion of the dutics of the Navel Disuvracts Division combined,
coproximote to the duties of G-3, ¢nd the Flect Mainconance
Division, combincd with some of the auties of the Ship Movenentis
Davision ~nd of the Naval District Division, .re commarable to
the datics of G4, Mosl of the dutics of the other Divisions of
the Officc of Neval Operatiors are, in the Army, davided among
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the Inspector Gencral's oifice, the Signal Corps, and the
Adjutant ueneral's Office, The absence of any conlrol over
the personncl i1s more ap=rent than real for by the Operating
Borce Plan, Aeronautical Organization, and Shore Lstablishment
Opcrating Plan, ihe Chief of Naval Operations pactically
determines the personnel requircments. This foct will be more
aporent to you vhen, later, I describec more fully the nature
of the plans referred to above,

¢ relvin to a further consideration of policies and
plans.

Upon the apoioval of a Joint Arry and Navy Basic "Jar
Plon by ‘he Secretaries of jar and Navy 1t becomes the duty of
the Chief of Neval Operations (sar Plans Division) to draw up
the corresponding Navy 3esic Jor Plane

A1l Navy Basic .ar Plens crc formilated 1pon the
premise thet var wall be initiated upon such short notice
thet there 1117 be 1lzttle or 4o oportunity to iuprove the
Navy's sials of roadiness aftir 1t anpears tnat rrar 1s
1m inent, but aaturally ~11 sach plans contain d_cisions as
to the rcguired rate cof developmernt of .aval str.ongth end of
the other (lemerts of the neval esteblishront adequate to
insure o sacccesful outcome. As prcviously mert.ooned, these
decisions es to the 1cquirdd development for wars for which
plens ar. node, pormit the determination of that general state
of development of the floot and of the shore esteblashment
wiaich, 1f atvtainad, would put the Navy in o satisfactory state
of rcedincss to mect any provable ¢mergency.

From the studices of the navael requircmerts for the
moet (ffective excecuvion of the verious Navy Basic lar Plons
there aeve beor developed a serics of Standards of Peadincss
wh2ch coustituve objeetives toward the attcinment of +hich are
dirceted the plans for mainteonance ond for the further
acvelorient of tre naval cstablishment. These standards of
reodinces cre of four cotegorics, nemely,

lavel strcrgih,
Opcrating ro diicss,
Logistic recuins ss,
War Pl-ns recairess.

.« 0

oo ol

The Basic er Plan of the i'avVy contains o specific
allocetion of task auslgaents to the vericus coruwnders of
fic.ts end indepondent noval correnas, comendents of noval
districls, end to the Bui.ous and Offices of the Navy Department
for the atiainment of these stendards to the masimum cxtont
possible,
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Standards of readiness of naval strength involve a
consider~tion of the ncval strength of possibl. enemy navics,
but st ndards of r..ainess releting to the other clcoments of
the nevel gstablishment state requircments to irsure the
sctisfc ctory operation of our cxisting naval forces within
the various possible theoters of ware

Tius  cortear neval strongth may be odequate to
conduct offcetive operctions in cither the Atlontac or
Pacific QOccons, but ¢ devclopment of the navel shore
st.blaishment odequete to meet thoe requaremerts of the
flect for wnr 1 the Atlintic rould under no circumstonces
be adequate to weet the operotirg or the logistic requirements
of the flcot operating in the Pccifice.

Ixcept 1n the cose of oarceiit opcratioms 1t as
generally osoumed that shor. esteblishrent development cen
procced 1n the oveat of wer, at a higher rate than that at
vhich nev 1 strength cen be augnented.

In the St nd rds of Recdincss a:te found definite
stetornts ¢ s Lo the desrred ultimete peacetime development
of the navel onore cstrblishment within such arcas as Hempton
Roads, S.n Froncisco, and the Hawaiian Islands. Even a hasty
rondang of these standeids warll andicete the impracticaebilaty
of thrir carly atteinmente Howcver, such stendards crystallize
opinicn in rcgard to develooent, act as yard sticks by which
to rmeccure comperative developrent, ~nd tend to prevent the
diversaon of eppropri tions to the accomplishment of i1tems
~neonsistunt with the atveimment of such stenderds.,

As the flect cxasts only to defend our national
policies by ver if necessary, aud as the ravel shore
c¢steblishnent erists nraimoraily vo support the wer operations
of the fleut, 1t 1s logical that the Chiaef of Naval Operations
cshotld be rrguired to meke lhis snnual Zstimate of the Situation
which, 1n effect, 1s en analysie of the exasting condition of
the navel establishmenl wth a vicu to avtermining how rost
effectavely to aporoach the approved st nd-rd of readiness of
nav~l strongth, or operating rcadiness ond of logistic
rcacdiness for the conduct of what eppecrs to pe the most
proveble war.

~

The Secrctary of tnec Nevy, thor.fore, has directed
th t the firsl step 1a the preparation of the wnnual budgel
shall be the preparation of en #Istimctc of the Situation,V
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by thc Chief of Naval Opcretions, ond, thet the decisions of
such "Lstimate" vhen approved by the Secretery of the Navy
shall constitute the bases for the formulation of plens and
policies, which in turn, become comrmon directives to all
Bureaus end Offices of the Navy Deperument, thus orientating
ond coordainating the preparation of their respective budget
cstimates,

1he inotructions relating to the preperotion of the
anwal "Estimote of the Situalion" and "Budget Eslimatcs" ain
goaeral arce as Tollous

the U. S. Naval Policy approved by the Secrctary of
the Navy on 10 llay, 1935, 1s effective, end togother with
consilder~iion ond reger® to internctional nsvel and political
situations and other apxoved plmns .nd policies of thc Navy
Department, serves as a guide for the pruprrationr of the
Dstimc te of the Situation.

The U « S. Navel Policy es interpreted by the decisions
of the Estimate of the Situation, wall control in the determination
of the Budget cstimates,

Upor the cpproval by the Secretary, of the decisions
of the Estimatc of the Situation, the scveiel plars, programs
ard mnor policiss necessary to the preparetion of the budget
estimetes and upon which they depend, will be prepared for the
approval of the Secrclary by che designeted Offices end
Burcaus, onu when approved by ban, 121l be promulgated by such
Office or Burecau to the other agercies of the Depariment
requiring such plens, programs, or minor policies for the
prep.ration ol their re<pective ludget estimates,

Inc plens, program, .nd minor policies flowing Lrom
the decisions of the Eslinzte of the Siluetion ere s follows

Opcreting Force Plan.

Naval Air Opereting Policy,

Keval Acrorauticel Organization.

Shore Usteblichment Operating Plen.

Mgrinc Corps Operating and Development Plen,

Flect Tmployrnent Plan.

Plan for malerial meiaten~nce and 1mprovement
ol vesselse

Plan of tertuative ~vallability of vessels
&t Navy yards,

Policy for Incustrial Nevy Y. rds.

110
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Je Bualding Progrem (Vecsels).

k. Basec Development frogrorie

L. Dootract Craft Construction Program,

me Logiclalave Program end floving from
2,c,d ond ¢, above.

« Personnel Plen, devy.

« Persorrel Plan, itlerine Corps.

The Operchbing Force Pl n s prenarcd by the Chief
of Jav~1l Opc.eoton, (Ship “lovoments Divisaon). It states tne
rev 1 1., els 10 oc maintaiaed 1n cowrission, to be cornassioned,
cr coccomessconed curing the ficcal yecar for which the Budgct
is boing propaered, cne guves the organizction -~nd distribu-~
tion o1 vl lorces, and the persommel requirements of such
forces, 1t 1s @ gualde to the Bur <u of Navaigotion in formulabting
that pertion of the P-orsonncl Plewn p.ri~iring to the psrsonrel
reoguir rents for scrvice aflout, ma to the other Burcaus in
dzreimanatg estamntes foo comussioning pnd decommiscioning
vesecls, nd for the narmel operotion of the neval forces within
the strotegic 2cca to vhicn they ore s .gned by the plan.

he Navel Azr Operatling Polacy is prepared by the
hief of Teovel Opuictionse IV sous forth the policy in i1eletion
to the oreroiion of both heavicr than cir and lihter then oir
cr it, <5 tn the opur-tzon ard wnscvruction of ciicraft, cascricrs,
tenders, fleet ar bascs and minor air fecilitiesa

Tre Navel cronaticel Organizatzon flovrs from
the Air Opcretarg Policv, sict.s Jhie orgenszetion of air cominds,
mekes & delfinate assignmert of plenzs, tlercto, and states the
persormcl r quirenents of such circroft ond the essenticl air—
croft op rataing £odilit.csa

The Shore Lstc blishrment Opcreting Plan s prepared
by the Chicf of Nevel Opcraizons (avel Distr.ct Daivision) and
indac-ies the general onersuoing cipacity of vorious elements
of the n'val shorc esteblishoment to be cmploy.d during the yeare
Natur-1l; t 1s capecrty verics valh thz rumber of vessels to be
mi.nt aned 3 comussion “w their strategic dastiibution,

Fror this nlen flow estmwetes of the naval perso ncl requared

to .rforn such duties ¢ er performed by n.val persoanel on
chore, 11l the weeptior of the cctaivitiecs of tirining stotions,
schools, rceruitling, cte., which ar. vader the juraisdiction of
the Bure u of Nevigolion,




The Marine Corps Oncrating ond Development plen is
prepared by the U. S. herine Corps, in conformity imth
dceasions 1n relation to the Merine Corps cortained in the
Annuel Estimote of the Satuetiona Thais plan stotes the vessels
1hich ~re to carry marine detachments, the number end approximate
size of gorrisons ior cutlying positions, end the size and
orgeniz.tion of tre Flcet Marine Forcc units at Quentico and
Sen Diego, proposcd for the corung fiscal yeer. From this plan
ond 1ts ovm cstumate of the persomnel requirements for odminis—
tration ~nd training the Marine Corps Gerernl Headquorters
prepares the Mriine Corps Poursonncl Plane

The Morine Corps Operoting end Development Plan
besed upon the Estamotc of the Situation 2lso comteins other
decasions in rolation to the Merine Corps pertaining to the
malntenance and procuiecrent of operaling equipnent, -nd to
methods ¢nd extent of treining rocquired to prep-rc for
cffective coordination of lMurine Corps and Navel forces in
the conduct of such operetions as the war plans 1ndicate to
be probable,

The Flcet Enployment Plon 1s prepered by the Chief
of Naval Operations (Ship Movements Division). It statcs the
generel plan of oper~iions, flect cXercises, terget practice and
engincering competitions, Japon which ere based the schedules
of op.rations and ihe computation of the requirements of fuel,
of targel prectice emrunition, end other supplicss

The Plen for Materiel Mainterance end Improvement of
Vessels “nd The Plan of Tentataive Availebilaty of Vessecls
at Navy Yerds, arc preparcd by the Chief of Naval Opcrations
(Fleel !aintcnance Division), The first of thesc plans
determin.s the gencral policies for nodification or improvement
of the material condition or effectiven.ss of vessels of a type
and specifically for wny onc vessel the Major repelrs or
alteretions to be eccomplished to bring such vesscl up to the
desircd materiel cfficioncy, The sccond plan indicates, subject
to chungcs in cesc of Aurrgency, the period to be essigned to
navy yerd overheul or modernizat.on of such vess.ls of the fleet
aswill pe mede aveilcble for navy yerd vork during the fiscal year,

The normal interval betwreca novy yord overhauls of noval

vessels 1s 18 months, consequently to determinc cestimates of
coot of the work to Le e rformed in any one [iscal year it is
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necess.ry to make « definite allocation of availability of
vessels 2t navy yards, and to deteriine what work other than
nozmal routine overhaul of s vessel has been fairly accurately
detcruined by erpcriemce, [or each class of vesscl,

The Material Bureaus (Coastiuction and Repair,
Laginecring, Ordnance and Aeroaaulics) erce the ones primarily
concerned with rna'.ing the estimatec of cost of the various
alier tions and repairs, bat most of the requests for such
elter.tions and wLaproveaenls originate from the oersoniel
oncrauing the vessels, and rust be rcconmended by the Chief of
Naval Op rationc,

Tae Plan for ifaterial Maintenance snd Improvement
alihongh crnanatiing fiom the Chiel of Naval Operations is
acwually developed in corference ath tlc Materiel Buresaus
using 2s 8 genceral gutde the recomecdations of the forces
afloat anc applicable deciscons of the Annual Estumate.

The order ol priority for improvement i1s based upon
deciwzon  cont2incd in the Dstimate of the Situation for
mmportent ruems, nd for less amportant items upon the
rocomiendetion of {lag officers of lhe flecte

The Policy for Iandustrial Navy Yards 1s formulated
by the Shore Establishment Daivision of the Office of the
Aseistant Sccratary of the Navy peing guided by *the Operating
force Plan, The Fleet Buployment Plan, Shore Lsteblishment
Onerating Plen, Plan for li-terial Maintenance and Inprovement
of wvesscls and the Plan of tentative availability of vessels
at Navy Yards. This policy determines thz assignment of ship
building and other irdustrial work not immediately concerned
with the repair and alteration of naval vesscls, thus
adjusting the worl load at the variocus industrial navy yvards,
end recomsunds as to the industrial equipment and cival
personn~l required by Navy Yards to perform the worsn to be
assined to them.

All of tle above plans apyly primarily to the
naintenarce of the naval eostablishment. There 1s another phase
of naval dclavity which 1s of equal or greater irportance, I
rofcr to farther developr.ent of the Naval Establishrient.

Previous to the World Jar the characteristics of our
nwval vessels, the strategic distribution of our naval forces
and t . location of the principal elements of our shore
«stablistment, were govcerned by the conception that the major

theatcr of naval opcraticns in any probable war would be in
the Atlantice
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Todey conditions are quite different. The Pacific
has become the wost probable theater of opeiations and our
shore establishment on the Pacific coast 1s inadequate to
mect the floet requiicments,

Cherges, too, an the nature of naval operations
require the development of new types of vessels or changes in
the characteristics of rew vesscls of old typess Because of
absence of naval building from 1922 to 1933 the United States
Navy fell f.r behind in naval strength but since that time
the incrcase in new construction has been such that withan
a few years we will have regained the relative strength
allowed under the treaties.

War Plans, as has been pointed out, are based upon
operating initially with the existing naval establishment
augmented as may be possible by conversion of meichant shippinge
Such plans, however, stste the building program to be undertaken
immediately upon the ocutbreak of war and indicate the nature
and extcnt of the development of the Naval Establishment required
to ascist most effectively in the attainmont of victory.

The Building Program preparcd annually by the Gencral
Board contains recommendations for the replaccment of
overage vessels and, 1f necessary for a further increase in
our naval strength to better insurec victory. The number of
vessels to be constructed in eny one year must, however, be
limited to the capacity of our ship building plents, and
further perhaps by probable bugetary limitation, and a desire
to prevertv too lerge a portion of our fleet from beceoming
obsolescent at the same time 1in ilhe fulure.

The General Board 1s the agency charged with the
Tormulation of the Building Program. In th» performance of this
duty 11 holds hearings at which all Burcaus and Offices concerned
arc invited to present their ideas. The Board naturally studies
the Jar Plans wilh a view to delermining the numbers and types
of vessels which will add nost effectively to the chance of
victory,

During recent ycars duc to the treatiocs for the
lim.tation of naval arnament the types of vessols which could
be coastructed were limited and the Board's chicf duty becare
the determination of the military characteristics of vessels
of the typmes we were authorized to build. Jith the expiration
of quartitative limitation cxcept 1n the heavy cruiscr class,
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the Board in the future wall h.ve the more dafficult duty of .
detormining praioriby <mong vesscls of various classes,

The recomnendations of the General Board in respect
to thz Buildang Prograr. arc refcrred by the Secerctary to
the Chief of Naval Op iations for corment and rccommendation
bciore aproval or modafzcetion.

The sccond wost amportent phese of the development
of th> mrlcrial of the Naval Establashment is the developmont
of th. Shors Establishment, Shore Islablishment projecus, too,
er. of political importance and any »nlen of developaent rust be
logical and bascd on ¢ sound rcesoniag 1f it 1s Lo succecd 1n
avordaing rodificat.on on political grounds,.

In the Eslingte of the Situation the major projects
of Shorc Esteblishment development are discuss.d in icletion
to fluct nmairtenance ond operotions ond accisions reachcd as
to the choracter end loc-tion of the desired development but
the actuel Base Development Plan is dravm up by ¢ Boerd for
Development of Navy Y.rd Plans, composcd of officers from
the Shore Zotablishm.ont Davision of the 0ffice of the Assistant
Secretory, the Offace of Naval Opcrations, the Burcaus and the
Marine Corpse

This Board submits a plan for development in the form A
of a Mester Priority Iast for Shore Establishment Development
Projectse. This Last 1s submitted to the Chicef of Naval
Opcrations for corent cnd recomendetion, and when approved
by the Scerctary becomes a dircetive for the Burcaus in
formul-tirg thcar Budget estimetes for such developrient.

Distract Creft are [loating equipnont such os tugs,

icht.rs, b-rges, cte, Such cquipmort in generel 1s comprratively
snort lived and some such meterial i1s required annuclly in order
to properly supply the flecetes The Progrom for comstruction of

such cr~ft 1s formulated by the District Craft Development Boerd, ‘
composcd of officers from the Flect leantenance and Ship Movements
Divisions of the Office of Navel Opcrations, the Burc-u of
Constructior «nd Pepeir end the Burceu of Steam Engincerang, The
Progr-m 1s submtted to the Chief of Naval Operations for
recomr wndation before approval by the Scerctary.

The Legislative Plan 1s proeparcd by the Judge Advocate
Generel's Offucce It conteins such items of legisletion or
suthorizetion os ere consadercd essentizl for the proper
furctioning of thc Noevy.
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The Personuncl Plan for naval personncl is formulated
by the Burc.u of Navigation basing rcguirements upon the
Operiting Force Plem, Air Opcreting Polacy end Acronsutical
Org.nizetion, Shorc Lstablishment Opcreting Plen, ond upon
1ts oun estimete of the personrol under troining, ot schools,
etc., wnder i1ts jurisdiction,

The Personncl Plan for the M rainc Corps is similerly
prepered by the Headguartcrs of ithe Marine Corps, using in
additron to the above rinlioned plens the Marinc Corps
Opcr-tiig ond Doevelopriont Plans.

I have attenpteu Lo chow in the for.going description
hov the Navy Department formulates definitc plens for all
ph. sus of neval ~ctaivaty, cech plen based upon the Nevol
Policy ~s interprcted by the decision of Lhe Annuel Estimete
of thc Situction, ond how such plans orc used as dircctives
to the Burcrus 1n the formulation of Budget Estimatcs.

It would be untruc to imply thet this systom evoids
the necessity for mouy compromscs in the droft of ihe Budgct
vstinebess  As moy be supoosed the budget .stamales submitted
even under the restrictions imposcd lreys total a sum
grenwer tnan therce 15 eny chance of having approved, It is
a2t thas point thet the Pudget Offaicer, ecting under the dircction
of the Assistart Sccrotery, enters the picture.

The Budget Officer tebulctes the various estimatos
clessifying them for comparison with provaous budget cstimates
and with ectual previous approprictions. Aftcr thoroughly
studying the Arnucl Estimetc of the Situstion ana the verious
plens ond policics the Budget Officcr holds nearings ot which
~ach ¢gency formuloting a budget cstimate 1s required to
Justafy 1ts cstimatos,

The Budget Officer aftor cxtended hearings preparces
o stetement indiceting his opinion os to how the Budget cstimates
can best be reduced to o roesonable amount. This stetement is
pruesented to the Chicf of Navel Operations for recommendatione
Through confercnccs betwcen the Chief of Neval Opcretions and
the vorious Burc.us and Officcs, 1tens suggested for climinetion
by the Budget Oflicer are approved or dis~pproved and for thosc
dis~poroved ochers of epproximetely cqual emounts arc substitutcd.

Naturally such compromisc 1s by no means setasfactory

to 21l conccrned but the estimates having had a comnon backgromd
do not require as much adjustment aos formerly vhen cach Burcau
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ond Office mode 1ts cstinetlos pesed upon 1bls owm individual
1dr s of the Navy's rcguirements.

The Burceus of the Navy Deporiment roceive most of
the moncy ~poropri ted for the naintonence ond operation of
the Neval bksteblas'menie Cort an sums recoerved arc defanately
cernt rl cd, othar sums such as thosc for generel overhaul end
m-int.nance, nd for cxperimentetion ~ro lerglly cxpended
under the dircclion of the Burceaus, controlled to sone uxtont
by the Chicf of havael Opcietions by his conlroil over the
evail bilaty of vessils -t Navy yords, -nd by bio oathority to
anform cny Bure.u of cny cction within its cognizonce that
15 coesiroble or necesacry to improve the rar effaciency of the
ilv(.,'tr .

Oper-otions «no treining oi nov~l forces crs directly
under the Chaief of Nav-~l Op.oretions. St niordization of
opcertzone ond treirarg 1s ruch more essily altaincd 1n the
Novy thon in dhe Army beceuse in tame of peceo naval forces
~r org-nized ond opereted mor accrly on o Jwar footing.

The Assistant Gcer tery of the Nowvy, under dircctaion
of the Scerctory, superviscs lhe preperction of the annucl
budgel "nd the ccetivitics of ihe Shoic Tstceblishment cmploying .
civil persommnel, -

The 1w provides for on Assistont Sccrotery for
Ao_oncutics bub cgperacnce hes demonstroted that thore 1s no
r.cd for such an offacer and such position hes been unfillced
for neny yeeis.

The neres of the Bursaus, mth the cxception of the
Burceuw of Novige tion, cre andicetave of the nottors over whach
they Leve cognmizonce. The Burcou of havig-tion i1s praimerily
the noersornel bureeu bul in addabion hos cherge of the
Hydro,r-phic Officc ond the Neval Obscrvotory.

I reelizs lhet in lnas tel\ I heve omatted ¢ real
desceraptaion of the organizotion of the Novy Depertmont, but I
have tricd to shor you how by the U. S. Naval Policy and the
Estimcte of the Situ fion and by minor policics cnd pl ns
flo.ang therefrow ihe Navy Depertront's vorioas cgencics arc
oricated and coordinoted vilh ¢ viewr to the ~ti~inment of the
r.yuunm cffectivencss of the Navel Dstablishment for the
~ccomplishment of 1ts mission.
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U S NAVAL POLICY

<

daval policy is the system of pzinciples, and the general bterms of theix appligetibn, goverxging the development, organizatien, maintenance,
training, and operation of a navy It 1s based cn and 1s designed ve suppert nationell pdiieiea and naticnal interests. It comprehenés
the quesbtions of number, size, type, and distribufion ¢ navel vogsans and stations, the character and number of the personnel, and
the character of peacs and wvaxr cperaticns

FUWDAMEHTAT, NAVAL POLICY OF THD UNITED STATES
To maintain the Navy i1n sufficient strength to support the rabicmal policies and commerce, and to guard the Continental and overseas
possessions cf the United States
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GENERAT. NAVAL, POLICY

To create, maintain, and operate a navy second te ncme and in conformity with Treaty provisions.

Te develop the Nevy to a maxirmm 1n battle strength and ability to coamszol the sea in defense of the nation and 1ts interests

To organize the Navy for opsrations in either or both oceans so that expansion only will be neceesary in the event of war

Tc maintain the Marine Corps in strength svificient to furnish detachments to vessels of the fleeb, guards for shorc stations, garrisens for
cutlying positions, and to provide cxpcditionary forces in immediaste readiness

To make war efficiency the objeet of all develepment and training and to maintain that efficiency at all times.

1o protect Americen lives and preperty.

To suppet smericen intoerests, ospecially the development of American fereign commerce and the merchant marine

To make forcign exruirses to cultivate friendly internatiopnal relations

To cnsourage and te lea® in the development of the art and material of naval warfare

To maineain « definite sysicm ¢f vrogressalve oducation and training for naval perscnonel.

To determine cmergency metdrial needs, and to plan for procurement

To inspect systemetically altl naval act.viiies end meterials

Te cooperate fully with other departments of the Government

To encourage civil industries and activities uscful in war.
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Appendix B
BASIC STCOPS IN JAR PLANNING

1. NAVAL POLICY 2+ JOINT ARMY AND NAVY
Gencrsl Board BASTC WAR PLANS
CelleOa Joint Board
3. NaVY WAR PLMNS 4. ST.ND.RDS OFF READINESS
C.N.O,
(a) Basic Plans
C.NuOa 5. LNNUAL ESTI'L TE OF THE SITUATION
(b) Contributor; Plans Ceh O.

Fleets, Navel Districts
Bur~aus end Offices

6. The Plans, Progr-ms and Minor Policies Flowing from the
Decasicons of the Estimate of the Situation are as follows—

(a) OPCRATINC FCRCL PL N
C.N.0 (Shap Movenentis)

(b) NuV.L . IR OPLR TING POLICY
C N.O, (Ship Movements, ¢ircraft Section)

(¢) NuVuL . SRON. UTIC. L ORG JiIZ.TION
CeNeOs (Ship Movements, .rcraft Section)

(d) SHOR#A EST: BLISHMENT OPER. TING PL. N
C.N.O. (Naval Districts Division)

(e) M.RIND CORPS OPER.TING .1MD DEVELOPLENT PLLN
llarine Corps Headguarters

(f£) FLi.T EMPLOYLGNT PL.N
C.N.O. (Snip lovements and Fleet Training Divisions)

(g) WoTSRT/ T 1y IVT.L 0CT L WD DPROVELTNT,, VLSSLLS
C.ll.0e (Fleet Maintenance Division)

(h) T.NTLTIVE . VaILABILITY OF VLSCELS T N VY Y. PDS
CsN.Os (Fleet Maintenance Division)

(1) POLICY FOR INDUSTRI. L N.VY Y.kDS
.85t. Sec (Shore Establishment Division)

(3) BUILDING PROGR/II, VESSELS
General Boerd — CoN.O.

(k) B SE DOVELOPLENT PROGRuM
Board for Development Navy Yard Plans — C.N.O,

(1) DISTRICT CR.LFT CONSTRUCTION PROGR..AM

() LAGISL. TIVE PROGR.M
Judge .dvocate Genersl's Office — C.NoO.
and flowing from (a), (b), (c), (d) and (e) above

(n) PIRSOMN.OL PLN, N.VY
Bureau of Navigation

(o) PERSONNZL PL. N, M.RINE CORPS
Marine Corps Headquarters
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