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4thliarDiv 1tr 01971
over 158/nhb dtd

18 liay 1945, P/ Wi
From¢ The Commanding Generals N
To @ Commandent of the larine Corps. =
, —
Tie 3 (1) The Commanding Genersl, Fleet Marine Force, \

P'?CiflC-
(2) Commender, Amphibious Forces, Pacific Flecet,
(3) Comnaﬂder Fifth Fleet.
(4) Commender in Chier, U. S. Pacific Fleet and
Pacific Ocean Areas. -
(58) Commander in Chief, U. S. Fleet,

ibject: Operations Report ~ Iwo Jima, 19 Februsry to 16

Y Harch, 1945, \ R
1. Forwerded,
2. The 4th Marine Division landed in the assault on

wo Jimg on 19 February on beaches raked by enemy artllTerj, mortar,
nd small arms fire, and in spite of difficult beach and terrain
sonditions quickly established a beachhiead in 1ts zone of action.
thereafter, until 16 larch, this Division pushed the atiack egainst
the enemy relentlessly, suffering some 8,C00 casualties, including

1, 751 cead.

3o The following comments ere submitted concerning
the comments and reeommendations contained in Section V of the basic
repords

a, The desirability of operatlng gontinvously with \
the same navel unitg is obvious, and where et all practicable this
should be done even at the expense of minor delays.

‘ b, It is believed that efforts should be aade in .
'uture operations to neutralize antiaircraft defenses at the earliest
racticable time in order to permit precise lowwlevel bombing and
he vse of rockets against 1nsta11ations capable of 1nuerfefing with
he assault,

c. The necessity for deliberate destruction of block-
houses, pillboxes, weapon emplacements, and other instelletions
1n’wri’ermn‘ with th& landing has been empael ?eﬁous corres- _
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d. In connection with the request for "zarthcuval o
1’b
l
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bombg, this Headquarters was informed by nlvher author
was not feasible, particularly in view of tne late reces
recuest, It isg congidered, however, that the heav1eSU
bombs should be used ageinst fortified areas capable of
with the landing and repeated requests have been made D7 © er
guarters for the employment of such boubs during vre->-Ca;” and pre-
H-hour attacks.
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e, With the present orsanization of Divigion Artil-
lery andé in order to pernit a uniform ftectical loading of agscault
battalions to be landed in LVTg, miﬂlan of 23 L8Ts ars wvenuired
for lifting the Division, An ud-lﬁlOi“l L8T for emwloyaent as an
auxiliary COmmand ship would be hizhly desirable.

f. Mumerous LVTs were lost in the overstion a-d in
the forward area rehearssl because of insdecuate recovery srrange
ments, LST commanders should not only be immressed with tlei
responsibility for the rccovery of tractors in distress bHut pro-
visions should be made for adequate recovery vesssls dovmn—rind fro!
the operation arcas to seve LVTs and their crews. The LSD apvears
to be idecal for this purpose.

g. It is considered that control of L8Tg and LShkg
should be delegated to using egencies as far as Dz actlca:W consis~
tent with the requirement for general overall control. This cen
be accomplished much more casily if sufficient LSTg, LDLQ, 0T
and other landing craft are available for the needs of gll TLANSDIVE
and TRANMSRONMS, The constant shifting of assignmonts nccessitated
by an overall shortagc of such VuSSGlS resultad in confusion and
reduced operating efficiency.

i

h. The inadequacy of the training of rcnlaconent
drefts furnished all Divisions of the Corps is aporeciated. Thaeo
Units were received too late to permit the necessary intejration
into the Divisions with the rcsult that when they wore comt itted
to combat they werg unfamiliar with the lcaders of tiic cialler
units to which assignced, were consequently less efficicnt, and

sufferced disproportionate casuvaltics,
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i. The inadequacy of acrial photography oftc. t -

initistion of the attack has been previously 001ntvo out =
Headquarters., It is understood that steps have beon toion *ic -
vide the proper type nlenes and qualified personnel to —or it o .»
dcsirx od photographic coverage. This coverage is werticulorly L -
portent in uncovering targets well forward of the floqc lincg, ir
order thwt they may be engagvd before the assault troops ¢t so
close as to prevent the cmployment of naval gunfire, artillcry, and

alrcraft bombing.

j. In conncction with thic necd for a hcavier ond
more powerful direct fire wcapon than the Bazooka, stcos h\rc veen
taken to procurc better weapons for this purpose. The sgcignment
of o mortar battalion to each Division is probably not pnr ”CblC ble
at this time,
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~' H'ADQUARTERS |
FOUR‘.F‘H MARINE DIVISION, FLEET MARINE FORCE,
c/o FLEET 'POST OFFICE, SAN FRANCISCO, CALIFORI\IA.

18 May, 1945.

From: The Commanding General.
To: The Commandant ¢f the Marine Coros.
Via: (1) Commanding General, V Amphibious Corps:

Commanding General Fleet Marine Force, Pacific.

(3) Commander, Amphibious Forces, Pacific Fleet.

(4) Commander, Fifth Fleet. |

(5) Commander in Chief, U. S. Pacific Fleet and
Pacific Ocean Aréas.

(6) Commander in Chief, U. S. Fleet.

Subject: Operations Report - Iwo Jima, 19 February to
16 March, 1945.

References:  (a) PacFlt Conf ltr 101~45 dtd 1Jand5.
(b) FMF Pac GO 66-44 dtd 27Decdd.
(c) VAC LanFor Spt 0 2-45 dtd 26Jan45.

Enclosure: (A) Subject report.

1. In accordance with the references, enclosure (A)
is forwarded herewith.

2. In order to preclude the necessity of forwarding
all required coplies through the chain of command, an advance
copy has been transmitted directly to each addressee.

C. B. CATES.

'DISTRIBUTION:
cMC ‘ Advance Copy CG IIIPhibCorps
CG VPhibCorps oo " CG lstMarDiv
CG FMFPac " " CG 2dMarDiv
ComAmphForPac .o " CG 3dMarDiv
CombthFleet . W n CG BthMarDiv
CINCPAC-CINPOA oo ®(3) CG 6thMarDiv
CINGC, U. 8. Fleet ~ 1" n ComPhibePac
CINC SUPacArea . " " Com3dFleet

OomSthFleet
CG 10thArmy ((1; S RERGE

1

CG AirFiFPac’
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SECTION I

PLANNING AND PREPARATION *

1. DPLANNING

(a) - The vwlanning phase for the IO JIMA Operation began
with the receipt of the first tentative draft of VAC LANFOR Ovneration
Plan 3-44 on 24 October. Prior to this time the Division had made
preliminary studies of probable theaters of operations, which in-
cluded the VOLCANO Islands, but since no indication of the nrobable
nature of the next oneration had been received from higher echelon
this study was superficial only. The VAC LANFOR Chief of Staff and
other staff members conducted a beneficial conference with Division
and major subordinate unit representatives during the latter part of

October where the general vnlan end scheme of maneuver. were nresented
and discussed.

(b) Based on the VAC LANrOR plan, and using a 1:5,000 map
of the landing erea, designated Island "X", the Division w_ofep'mred a
map problem which was issued on 27 October to subordinate units as a
basls for preparing plans to include scheme of maneuver, boat assign-
ment tables, landing schedules, and embarkation and loading data.
This oroblem wes classified STGRET and no connection with a nrospec-—
tive operation was divulged to personnel other than the mejor unit

commanders and those members of the Division staff directly concerned
with its »reparation.

(c) Upon VAC LANFOR apbroving the Division's plan for the
Island "X" operation, immediate preparation of the first tentative
draft of the preferred plan for the IJ0O JIMA Operation was begun. By
30 November this draft was completed, except for several annexes %o
be issued later, and distribution Was effected. Through the medium
of the Island "X" problem and the first tentative draft of the
operation plan, subordinate units within the Division were able to

initiete early planning for the operation and materlally orofited
thereby. ;

(d&) On 28 October the Division was informed that loading
for the operation would begin on 29 November, which required a
speeding un of the training schedule and a general intensification
of preparations, since 15 December previously had been set as the
-readiness date. Later, information wes received that the target
date had been postponed two weeks beyond the original date of 20
January. 'After an =2dditional two weeksdelay in the target date was
announced, establishing it then as 19 February, loading dates Lar

“ma jor units of the Division were firmed as i"?j“‘b &j{?
N . -1 - ii.i




(e) The final draft of the preferred plan (Div Opn Plan
49-44), based on VAC LANFOR Opn Plan 3-44, dated 23 December, 1944,
was Drevcrod and distrlbuted prior to comoletion of embquatlon of
major units on 3 January, 1945. o

(f) The VAC LANFOR plan envisaged landing the 4th and 5th
- Marine Divisions abreast, 4th on the right, on the southeastern
beaches of IWO JIMA. The 4th Divieion, landing with two (2) RCT
abreast on a frontage of 2000 yards (4'Battalion beaches), was
assigned the mission of selzing objective 0-1, which 1ncluded the
ma jor portion of Airfield No. 1, the high ground between Airfields
No. 1 and Mo. 2, and the rugged cliff line on the right flank. The
"objective varied in distance inland from 2800 yards along the Divi-
sion boundary on the left to 1000 yards on the extreme right flank,
necessitating a turning movement pivoting on the right after estab-
lishment of the initial beachhead. The absolute necessity for the
early capture of the "Quarry" cliff line during the initial stages
of the operation to vwrotect the right flank vas Torescen.

The Div181on wasg to be embarked in TRANSRON 15 (TRANS—
GROUP BAKE R) consisting of TRANSDIVS 43, 44, and 45, with 19 LST's
2 LSD's, and 10 LSM's assigned.  LVT's were to be used to land the
four (45 assault BLT's,. while the reserve BLT's and the Division
Reserve (RCT 24) were %o utilize LCVP's and LCM's

(g) The VAC LANFOR plan assigned the Division four (4)
battalion beaches, Yellow 1 and 2, Blue 1 and 2- ‘Because of the
proximity of Beach Blue 2 to the cormanding high ground on the right,
and in order to provide a safety factor in maintaining adequate
neutralization fires on this high ground during the initial landing,
authority was requested and granted to .confine the landing of RCT 25
to Beach Blue 1. Accordingly, RCT 25 was directéd to land on Besch
Blue 1 and rapidly seize Beach Blue 2 in order to permit the early
use of this beach for succeeding units and supolies- This d30151on
proved sound in practice. :

, (h) During the early stwges of the nlannlng ohase the
usual difllnulties, occasioned by the ascignment of a new ¢RANSGROUP
with which the Division had never worked, were experienced. Physical
geparation of the Naval and lMarine staffs was an initial handicap.
Closer liaison between the TRANSGROUP and 4th Marine Division staffs’
and particularly between TRANSDIV and RCT staffs would have been
preferable during this period when detailed plans were being formula-
ted and orders written. However, in view of the comparatively early
embarkation snd resultant length of time aboard ship prior to the
- attack, opportunity was afforded to adjust and perfect coordinated
plans.
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" SECTION I - PLANNING AND PREPARATION.
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(1) The tactical loading of assault elements in LST's was
necessarily different for the IWO JIMA Operation than in previous
ones in which the Division had participated. For the SAIPAN Opera-
tion, &t least eight (8) LST's had been provided for each assault
RCT, allowing four (4) for each assault BLT in whiech three (3) rifle
companies, BLT support elements, and a proportional part of the

LVT(A)'s were embarked. The LVT(A)'s were distributed equally
throughout the sixteen (16) LST's assigned assault RCT!'s. Because
of the limited number available to the Division for the IWO JIMA
Operation, only seven (7) LST's could be allotted to each assault
RCT while five (5) were assigned to the artillery regiment. Each
assault RCT in turn assigned three (3) to each assault BLT and
embarked the LVT(A)'s of its Armored Amphibian Company in the remain-

| ing one (a hospital LST). This plan did not provide equitable dis-~

i tribution of personnel, LST's embarking assault companies being’

| overloaded beyond the capacity limit assigned by higher echelon,
narticularly those carrying radar and ponton barge personnel. LST's
with ermored amphibians were loaded to less than one-third capacity

| in personnel. It i1s believed that in the future assignment of LST's

§ for an operation, consideration should be given to recommendations

i submitted by fthe Division which bases 1its requirements on the
tactical »lan, involving the meintenance of tactical unity, rather
than upon a mathematical solution arrived at by dividing the number
of LVT's 2nd LVT(A)'s to be lifted by the capacity of an LST.

1

l (3) Considerable difficulty was encountered in the alloca-

‘ tion of hoats to RCT's because higher echelon attempted to assign
boats to specific units and tasks within TRANSDIVS. The »pnroctice of
the RCT and TRANSDIV Commanders making detailed assignment within the

] TRANSDIV and then submitting to the TRANSGROUP Commander requests for

additional boats required has been proven by past experience to be
| sound. . '

(k) EBarly in the planning phase higher echelon required
the Division %o submit a complete Division landing diagram to in-
clude all scheduled and certain call waves. In view of the fact
that this data was submitted during the formative stage of the
operation plans, changes and improvements in the detailed scheme of.

: landing of subordinate units were inevitable. After the higher '
echelon diagrams, baséd on those submitted by Divisions, were pre-
pared and distributed, considerable inertia was experienced in
making modifications because aporoval of higher echelon was required.
For instance, if a BLT Commander, basing his decision on last-minute
intelligence received, wished to change the number of landing craft,
in his eighth wave, such change in a call wave was reflected in the
plans of at least seven (7) echelons:. RCT, TRANSDIV, Division,
w:I‘B%N?GROUP, VAC LANFOR, Naval Attack Force, a g

-3 -




~While it iS recognized that a certein amount of detailed landing
data must be distributed by higher command throughout the entire .
force, it is believed that this data should be limited to only those
scheduled waves which will be dispatched by centrel control, a total
of five (5) waves in the IVO JIMA Operation, and the remainder left
fto the discretion of the RCT and TRANSDIV Commanders to be shown in
Dlvision TRANSGROUP, and subordinate unit orders only- .

(1) In providing for the landing of tanks, blans were
initially made to utilize LCM's loaded in two (2) LSD's for the two
tank comoanies attached to assault RCT's as had been the standard’
practice during past operations. After receint of the M4A3 tanks,
revlacing the M4A2 with which the 4th Tank Battalion wes formerly
equipped, tests were conducted in which the new tank, with its °
added slooe plate armor forward and lighter engines in the rear,
caused the LCM to be bow-heavy and this means of landing tanks was
considered unsafe for actual operations. This fact was transmitted
to VAC LANFOR and resulted in additional tests being made with the
resultant decision to substitute LSM's for lending all tanks of the
4th Lenk Battalion.

(m) Origlnally, unon ordersof the VAC LANFOR Commander,
the two tank companies with sssault RCT's were scheduled to lend at
HA30. After discussion and recommendation by the Division that the
landing of tenks be left to the discretion of RCT Commanders under
whose command they were ovnerating, & change in the landing diagram

dated 22 January, which provided that tenks be dispetched as direc-
ted by troop commenders, was promulgated by higher echelon. This
‘revised nolicy proved exceedingly sound in practice-.

(n) The final draft of the alternate plan for the IVO JIMA
Operation (Div Opn Plan 50-44) was prepared during the MAUI-KAHOOLAWE
rehears al period and distributed during the rehabilitation veriod in-
PEARL, a tentative draft having been submitted to VAC LANFOR and
jﬂlstflbuted to major units during December. This plan was similer
in all respects to the preferred plan with the exception that the
landing was to be made on the west beachés, preceded by the seizure
of KANGOKU ROCK (TA 230) at H-50 minutes, which mission was assigned
to one reinforced company of RCT. 94, the D1V181on Reserve. The 4th
Battalion, 1l4th Marines, (105mm Howitzer), was to be emplaced on
this rock affer selzure 1if conditions bermitted- Lo

2 ;ASK ORGANIZA ION

(a) - The Division was reinforced for the ettack on 70 JIMA
by attachment of the following units: ' '

- - /24 Armd Amph Bn (less 2 Co's and Hq Det) e
oo 4 ‘"w& =
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5th Amph Trac Bn

10th Amph Trac Bn

1st JASCO

1334 NC Bn (USN). .

475th Amph Trk Co (Army)

7th Marine lWar Dog Plat

1st Prov Rocket Det

Det 8th Field Depot

Det 726th SAW C6 (Army)

Det Sig Bn, .VAC

4423 Port Co (Army)

aICPOA Intelligence Team
4th Repln Draft

SOth Repln Draft

M 0-4

‘ (b) The 10%th Amnh Trac Bn, 1lst JASCO 1st Prov Rocket Det,
and V}0-4 had been attached to the Division for previous amphibious
operations and, along with the 7th Merine War Dog Plat, 476th Amph
Trk Co (Army), 133d NC Bn (USN), and the 24th and 30th Replacement
Drafts, pcrtlclocted in the. training of the Division. The other
units were assigned shortly prior to embarkation but in anticipation
of their assignment to the Division for the operation the commanders
of these units maintained close liaison with Division Headquarters
throughout the planning phase.

3. TRAINING

(a) Uvon return from the TINIAN Operation during the latter
part of August, 1944, the Division initiated intensive tralning in
accordance with an FMF PAC directive which designated 15 December,
1944, as the readiness.date for the next operation. Having suffered
6,658 battle casualties in the SAIPAN and TINIAN operations, the
majority being in infantry combat units, the Division initially con-
centrated on individual and small unit training with the objective
of retraining key personnel and readying units for the absorption
of large numbers of replacements.

(b) 1In preparing the training directive, the Division was
somewhat handicapped because of a lack of sufficient knowledge as to
the nature of the operation for which it was preparing. Based on a
prosnective operation involving large land masses and jungle-type
terrain, the »rogram proved flexible erough to be adapted to small
island warfare by maklng only minor changes and shifting emphasis
when the exact nature of the coming operation was revealed Parti-
cular emphasis wes then placed on training in }
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and in the coordination and use of supporting arms. Lessons learned

and’ errors in technique revealed during the MARIANAS cambeign ere
stressed in the Div1s1on training direct1ve~

(¢) By the first of September, sufficient replacements had
been received to bring one infantry regiment and two battalions of
another regiment up to strength in enlisted personnel, which per-
mitted these units to reorganize and effect integrated training
~during the preparation period the major obstacle then being the:

lack of officer replacements for these units. Not until 22 November
did the remaining regiment and battalion receive assigned quotas of
-enlisted replacement personnel. iheefficiency of the latfter units
as fighting teams was seriously jeopardized by the late receint of
~these renlacements.. The shortage in Junilor officers, especlally
platoon leaders and artillery forward observers, was a distinct
handicae in the reorganization and welding. together of small units.
Two reelﬂcement drafts consisting .of approximately 2500 total per-
gonnel were received on 23 November. Authority was received on 1
December to assign apvproximately 70 lieutenants from these two
recently arrived replacement drafts to infantry units. Thus one
regiment and one battalion of another regiment embarked in assigned
wSthplng Tor the IWO JIMA Operation, during the period 30 December -
3 January, having had 29 days of integrated training with all re-
.placement personnel avallable. It is obvious that had the original
loading date of 29 November been enforced the combat efficiency of
the Division would have been seriously impaired. The one-month-
postponement of the loading date permitted :a minimum of reorganiza-

tion and training of those units which received last-minute replace-
mentse.

. (a) During lovember, ambnibious exerc1ses consisting of
five (5) days for each RCT and 2 three (3) day periods for the
artillery regiment were conducted in the MAALAEA BAY area with a
training TRANSDIV, composed of vessels from the TRANSGROUP in which
the Division was to be embarked. A Division field exercise, based
on the scheme of maneuver of the IWO JIMA Operation, was held in the
MAALAEA BAY area in conjunction with the landing made at the conclu-
sion of the final RCT amphibious exercise. Two (2) CPX's were held
in the camp area using the same scheme of maneuver and designed to
perfect technique in the use- of supnorting arms. Members of the

VAC LANFOR staff earticineted‘in the second CPX.

(e) Training of the newly-activated 4th Amphibian Truck
Company was seriously curtailed because of the late arrival of DUKW's
Some assistance was rendered by the 476th Company (Army) prOViiing
materiel for training until arrival of the DUKW's on 4 December. - .
Cons 1derab1e fetraining of tank crews and maintenance personnel of

TN
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Xhe Ath Lank Battalion was occasioned by the substitution of the M4A3
tank for the M4A2, the last of the new tanks being received on 25
October. Because of this fact, infantry-tank training was not as
extensive as was desirable. In November, the 1st Provisional Rocket
Detachment furnished a cadre of approximately half its personnel for
the formation of a new unit, and intensive training within a limited
time was necessary to bring the detachment up to a satisfactory
stetus of readiness vnrior to embarkation.

- 4. REHEARSAL

(a) Plans for rehearsal exercises in the MAUI-KAHOOLAWE
Area were formulated and distributed by 21 December, 1944. Embarka-
tion and loading of major units was accomplished during the period
27 December - 3 January, and was as complete in ell details for the
actual operation as conditions permitted. The rehearsal vas designed

%o simulqte, insofar as the beaches and terrain would allow, the

preferred nlan for the IWO JIMA Operation.

(b) Prior to the scheduled rehearsal, TRANSRON 15 conducted
preliminary shin to shore exercises in the MAALAEA BAY Area during
the period 6-9 January, primarily fto perfect training of landing
craft personnel, control personnel, and beach parties. Troops were
boated once each day during the exercises, using LCVP!s and LClM's
exclusively. '

(¢) Some artificialities were introduced into the *ehear-
sal because of the absence of the 24 Armored and 5th Amnhibian
Tractor Battallons, and because the 4th Tank Battalion was forced to
delay its loading in LSM's until after the rehearsal. Uhile LVT(A)'s
of the 24 Armored Battalion were simulated, the 10th Amphibian
Tractor Battalion provided its normal comolement of service tractors
for RCT 23 and in addition formed a provisional group of fifty (50)
training tractors for RCT 25 in lieu of the 5th Amphibian Tractor
Battalion. This LVT organization permitted RCT 23 to boat and land
as scheduled, but only fthe left BLT of RCT 25 landed in LVT's, the
right BLT 1and1ng in LCVP!'s representing LVT's. The six (6) LSM's
assigned to lift the two assault tank companies were present during
the latter stages of the rehearsal and participated by simulating
landings though no tank units were embarked at this time.

(d) Exercises in the formation of boat groups and waves,
where troops were embarked and waves dispatched from the line of
departure but not landed, were conducted on the first day of rehear-
sal = 13 January. On 14 January, a lending was made with limited
maneuver ashore and reembarkation was completed by 1600. The main
tactical landing on MAUI was executed on 15 January with all major

units oar’clcwating, including smulated lmgtmu
=t : ‘:‘-.f ‘,, S -7 -



support. The Div151on remained ashore overnight continuing the
tactical »roblem until reembarkation was begun at daybreak on 16
January. By 1600 all troops had been reembarked and a critique for
d851gn9ted officers was held aboard .the AUBURN, flagship of the
Naval ‘Attack Force Commander. On.1l7 January, o simulated landing
was made on the north coast of KAHOOLAWE. PFire suoport ‘shins and
support aircraft supnorted the simulated landing with live smmunition
in accordance with the preferred plan. Lsnding waves were dispatched
and aporoached the beach to within 300 yards, under cover of naval
gunfire and alr bombardment, at which point landing craft were turned
about . 1& no troops were landed. Reembarhatio% was effected Dy 1800+

. (e) ?Upon complétion of the rehearsal, transfer of tLoops
from L8T's to APA's was made in conformity with the embarkation plan
for movement from the HAVAITAN Aresa, and all units proceeded to
PEARL and QOVOLULU for rehabilitation..
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SZCTION II

MOVEMENT TO THE OBJECTIVE

1. The Division (reinforced) was réhebilitated in PEARL and
HONOLULU during the period 18-27 January, 1945. Detailled orders
were completed and issued during this period. Shorteges of equip-
ment and supnlies were filled and all personnel were given liberty.

Troops weére pald and organized recreational activities were provided
from recreational funds.

2. On 22 January the Tractor Flotilla devarted for the forward
staging area (SAIPAN-TINIAN), followed by the main body (TRANSGROUP
BAKZER, comvosed of TRANSDIVS 43, 44, 45), on 27 January. Enroute
both convoyu stopped at ENIWE TOK for fuellno and other logistics.

- Current intelligence information was received and distributed to
units concerned, and chenges incorporated in Division Operation Plan.

3e Proceeding from ENIWETOK on the 5th and 7th of February,
the Trector Flotilla and TRANSGROUP rendezvoused at the forward
staging and rehearsal area (SAIPAN-TINIAN) on 11-15 February. Troops
were transferred from APA's to L3T's ond plans comnleted for final
rehearsal. Because of the distence involved and the limited facili-
ties of LS8ST's during movement to the forward staging and rchearsal
area, APAls were loaded to capacity and a minimum number of troops
plqced aboard LST's (apnroximately 250 per LST). From the staging
area to the objective, LST's were loaded to assigned capacity with
assault troops, average load being 380, plus special radar and
ponton bharrage personnel.

4. Due to inclement weather and high seas the rehearsal eéxér-’
cises scheduled for the 12th of Februery were cancelled; however,
shore fire control parties, which landed on the 1l1th, conducted
communications drills Ulth fire SuDDOTt ships, NGF b01ng simulated.-

5. On 13 February, in accordance with plans, the‘final'rehear~
sal wes conducted off the western shore of TINIAN. Troops disem~
barked in landing craft, boat. groups and waves were formed and
landings simulated (wavns were run to within 300 yards of beach and
returned). On this date surf conditions were again unfavorable.
After debarking LVT's it .was necessary to move the LST area south-
ward to o lee south of GURGUAN POINT in order to obtain more favor-
able area for reembarking LYT's.-“This unplanned maneuver resulted
in some confusion in that guides of later LCVP and LCM waves, who -
could not see the beaches and had used certain LST's to guide on,
changéd course to the southward in- dlrectlon of the LST‘q , thereby
failing to reach the LD and landing area.

.....
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6. On 15 February a:COnferencerf the Division Staff and unit
commanders was held. Completed plans were discussed and clarified,

latest intelligence information distributed, and final instructions
issued. : ,

7. On-16 February the Division departed for the objective,
arriving and landing on D-Day at H-Hour (0900, 19 February).

8. Enroute to the objective, ship-board training was carried
out as practical; tactical employment of weapons was emphasized;
staff planning was continuous, and thorough briefing of all person-
nel, to include the individual rifleman and coxswain, was completed.
Physical exercise and drill for officers and enlisted versonnel was
carried on daily, resulting in minimum loss of combat efficiency
though some personnel were embarked apvroximately 54 days.
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1. LANDING PLAN

(a) General. As outlinel unier Section I, the major
concept of the laniing on IWG JIMA envisagedl the leniing on con-
tiguoug beaches with the 4th anl 5th Marine Divisions abreast, 4th
Division on the right, each to lani with two (2) RCTs in assault.,
The beaches assignel the Division were Yellow COne, Yellow Two,
Blue Une ani Blue Two ani all averagel 50C yaris in wiith. A
careful preliminary stuiy of avelleble intelligence material iis-
closel coniltions which iniicatel the inaivisability of attempt-
ing to foree a laniling on Beach Blue Two. Upon representation
to V Amphibious Corps, permission was obtainel to lani initially
only on three beaches ani, once ashore, the scheme of mancuver
was to proviie for securing the use of Beach Blue Two by the esarly
seizure of the'Quarry" cliff line which iirectly ilominateil Blue
Beaches, particulerly Blue Two, on the right (North) flank. In-
formation availeble inilicatel that bsach conilitions woull permit
the use of all types of laniing craft in laniing troops, eguipment
anl supplies, but aiverse weather sni wini coniitions during the
laniing coull be expecteil to seriously effect the laniing of small
craft. Further, the loose volcanic sani, which formeil the beach
anl exteniel inlani with a series of steep leiges, woulil probably:
be impasssble for whesledl vehicles (except light equipment such
as "Jeeps") without improvement on construction of egress roesis,
anil coull even be Aifficult for the operation of tracked vehicles.

(v) Divigion Plan of Laniing. Basel on tig above con-
siierations, the Division plan proviiei for laniing twe (2) RCTs
abreast, RCT 23 on the left (Yellow Beachecs) anil RCT 25 on the
right (Blue Beach Cne), RCT 23 was to lani with two (2) BLTs
sbreast, 1/23 on Yellow Cne anil 2/23 on Yellow Two, with the RCT
Reserve, BLT 3/23, prepareil to lanil on either beach as iirectei.
RCT 25 wes also to lani with two (2) BLTs in assault but, iue e -
restriction of employing only Blue Gne initially, the laniing
formation was necessarily iifferent. BLT 1/25, assignel the left
ani center of Blue (ne, was to lani with two (2) companies abrcast
in assault ani one in reserve; BLT 3/25, assignei the right of
Blue (Une, was to lani in a column of companies, while the RCT -
Reserve, BLT 2/25, was assignei the use of the entire beach area
when orilerel to lani. The Division Reserve, RCT 24, was to be
preparel to lani, on orier, on any iesignatel beach(es) employ-
ing either one of two plans. Plen Humber (ne wasg 1lesignel to .,
lani two ¢2) BLTs abresst, BLT 2/24 on the left ani BLT 1/24 on" "
the right, with BLT 3/24, the RCT Reserve, to follow elther leai-
ing BLT as beaching coniitions or the tactical situation iniicetei.

Plan Yumber Two ,callel for the RCT to %mgn sy
F of BLTs in-qrier ~ 2/24, 1/24, 3/24. P : ﬁ ‘
R A A ‘ ».,ﬁ"% ;
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(¢c) Employment of Ships ani Laniing Craft. To implement

the tactical plans, tne following ships ani laniing craft were
avallable: ‘ R PN
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i

. - 12 APA .
4 AKA

19 LST

16 LS

34 LVT(4A) |

200 Lv(2) or (4)

100 DUKV A

No serious problem concerning the loailing of the APAs or the AKAs
presented 1tself. Ample llailseon ani conférsmces between the Divi-
slon ani Transron 15 placei this part of the loaling ani the tacti-
eal use thereof on s souni footing. Allocation of remeining lani-
ing ships ani craft was as follows: '

‘ (1) LSTs. Of the total 19 LSTs avallable five (5)
were assigned the artillery ani fourteen (14) to the two (2) as-
sault RCTs. ¢Cne {1) alditional LST (specially fittel) was shared
by the 4th anil 5th Marine Divislions as an (Y¥~1l carrier for planes
that were not embarkel on CVEs. The fourteen (14) LSTe for the
combat teams were 1ivided equally between the two (2) assault RCTs.
There was incluied in this number, however, several "special® LSTs
which were greatly restrictel as to thelr usefulness to the Divi-
sion. Two (2) of the number were designetedl as "Hospital Evacua-
tion LSTs", ani were fitted for emergency operating, sorting eni
1ispatch of casualties to the trensports. They coull be usged to
transport troops to ths Terget but hal to be completely unlozaied
of 211 Marine personnel ani1 equipment prior to How-Hour. In orier
to comply with this restriction these two L3Ts were employel to
transport. the two (2) companies of LVT(A)s that were ettachel %o
the assault RCTs. As each of these units went sboeri with only
four (4) officersani one hundrei ani fifteen (115) enlisted about
one-third of the available troop capacity was geinfully employei,
Two of the LSTs in ‘the group assigned to RCT 23 were "Railar' ships.
Considerable effort was expeniei towaris having these units split
for tne assignment of one ecacia to the assault RCTs. This coull
not be lone. Aside from cutting lown on the passenger capacity
by ten (10) officersani fifty (50) enlisted; these shive hal to
be either in a completely loaiel or a completely unloaiel state
(and Ralars calibrated accordingly). Thls seriously restricted
the value of ‘these two ships to the RCT to which assignei. Nine
(9) of the LSTs carriei LCTs top-ileck loaled. "hile it is re-
comized that the LCTs arc a neccssity at the objective, the loai-
ing of these craft on a large number of L3Ts seriously curtalls
troop space aboari for a long voyage, restricts the amount of LVT
maintenance equivment that can be carriei, B8 lisgoarge of

- 2 -
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the LCT usually conflicts with the emplofment of the LST at a
time when its use 1s 1esireil by the. Division. ‘ ‘

(2) LsMs. The employment of the LSMs proviiedi another

problem. Criginally scheduledl to have ten (10) of these ships, the

Division plannei to use theee as follows:

4 -~ To carry Shore Party equipment of the
Pioneer ani Naval Construction Battalion,
two (2) for each assault RCT Shore Party.

5 - To the Division Reserve — Four (4) for
tanks, ani one (1) for "half-tracks".

'l - 'To the Division Signal Company - To carry
. heavy radio equipment, trucks pre-~loailedl
with signel equipment ani supplics, and
redlo "jeeps".

After detailed plans for loaling hail been maie, ani
after losding had started, the Division was informed that LSM 60
(assigned Shore Party) waes the Flotilla Flag ani that its troop
capacity must not exceel one (1) officer #ni seven (7) enlisted.
Thls restriction was leter moiified to the extent that the’ Divi-
slon was permitted to embark a total of one (1) officer ani - .
, twenty-eight (28) enlistel from the Staging Area to the Target.
Similarly, the "ated" cepacity of two (2) officers ani fifty~two
(52) enlisted for the remainder was reiucei to two (2) officers
anl thirty-nine (39) enlistel. During the Planning Phase,  the
Division iiscovered from tests that the LIM(3) couli not carry
the M4A3 tank with any degree of assurance thet it coull be beachel
and-the” tank landed successfully. Further tests were coniucted
by higher authority et Pearl ani this resultedl in the assignment,.-
after the Division was completely loailed, of six (6) aiiitional
LMe to carry the tanks of the two (2) compsnies assignel to the
assault RCTs. This delay causel consiierable confusion at the
time, ani some trouble later at the Target since little opportun-
ity was hal for contact with the Commanier of the LM unit with
respect to the employment of these vessels, but was a wise deci~
sion as coniitions at the Target would have nreventel the laniing
of tanks in LCMs on the Division beaches.

(3) Gther Craft. - The LVT(A)s ani LVTs were equally
dividiel between the two (2) assault RCTs except for maintenance
LVTs ani four (4) LVT(4)s which were assignei to the artillery
to assure the carly laniing of four (4) railo "jeeps". The over—
all assignment of the eraft availesble was lesigned to lani the
maximum number of combatant elements in the shortest possible
time ani resulted in the following: [l :
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The leading wave was composel of 34 LVT(A)s, 17 to
each assault RCT. Upon beaching these craft (except the right
flank platoon on Blue Gne) werc to proceed inlani past .the first
térrace to positions in d4efilade eni there to cover the laniling
o{ personnel in succeeding waves. The right flank platoon on
Blue Une was to echelon to the right reer to furnish protection
to that flank, from positions ashore or afloat, as appropriate.

P - The assault waves of the BLTs were embarkel in LVT(2)s
ani LVT(4)s. The personnel were to be 1isembarkel generally in
the lee of the first terrace. Scaling laiilers were proviiel for
ascent of this terrace if necessary. When empty, LVTs were to
¢lear the beaches promptly by utilizing as a return route the .
bouniaries between beaches in order not to interfere with follow—
ing waves. The personnel LVTs were to re-embark on their parent .
LS8Ts, except those from the "railar" snips which were assigned for
return to certain designated artillery LSTs and other infantry
LSTs, ani immediately start loading high priority supplies from
the preloads for laniing on orier.

All Support Groups, the Reserve BLTs of the assault
ROTs, and the Division Reserve (RCT 24) were bostedl in LCVPs ani

The Division Shore Party hail its alvance elements em—
barked in LVTs, all of its heavy and most of its light equipment
on the four (4$ L8Ms assigned, ani with the bulk of the personnel
ani the remainder of the light equipment embarkel in boats with
the various Support Groups.

: All combetant vehicles of the Tank Battalion were cm-
arked in LSMs. The companies attachel to the assault RCTs were
§riginally scheiuled to lani as a "timed" wave, the 7th, but the
anding schedule was changeil to allow this wave to be digpatched
#s an "on call" wave by the RCT Commaniers. The tanks attached
-7 %o the Division Reserve were to be preperel to land on Division
érier to reinforce those with the assault RCTs, or if not so em-
ployel they were to be lenied "on call" by the Division Reserve
Commanier, .

| The Artillery Battalions were embarkeil in four (4)
LSTs with their weapons, essentisl equipment, ani about 2/3 of a
Unit of Fire of ammunition prelocaiel in DUKWs. The fifth LST

- assigned to the artillery carried the bulk of the Regimental

H&S Battery plus aliitional ammunition preloaiedl in DUKWs. Four

(4) ralio "jeeps" were carried preloadei in LVI(4)s. Laniing was

to be effected by battalions in a column o Fs ies (batteries

in column) at ten (10) minute intervals. éggz 3%6’

and units landed on Division orier with thg!+woi [3) flakt

assigned to direct support of the assault RCTe hijing £i i ?}V34
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on Blue Une ani 2/14 on Yellow One. The remaining battalions
were to land on Yellow Cne on Division orier. Battalion recon-’
nalssance parties were to lani with the rear elements of the
assault BLTs to 1etermine the exact positions in the pre-—selected
areas. Upon landing ell DUKWs, except those fitted with "al
frames, wsre to return immediately to thelyr parent LETs fo con-
tinue laniing aiiitional personnel and ammunition.

For details of landing, including special lu *ing
instruction ani assignment of laniling craft, eee Annex XING to
Division CDeration Plan Rumber 49~44.

2. CCNTRCL PLAN

(a) General. In general, the control £6r the operation
was carriel out as outlined in Chapter 9, Transport Doctrine,
Amphibious Force, Pacific. Control was to be effected by a scriles
of Control Vessels carrying both Naval ani Troop Control Gfficers
to coordinate ani control all movement to anl from the beaches.

(b) Brief of Plan, The following craft ani personnel
were employel to effect control of the laniing:

(1) Over-all control was centralized in a "Central
Control Vessel", This vessel, a PC(E), carried the Senior Naval
Control Gfficer; the VAC LANFCR tactical, logistical, LVT and
Shore Party (fficers, This party controlloi the iispatching of
the first five (5) scheduled assault waves of both Divisions.
After the dispateh of these waves this vessel became a "Iree
boat" ani exercised such general supervisory control as was
necessary.

(2) Each Division hail a "Transron Control Vessel! for
the cooriination of the landing of the vericus elbnbnts of" the
Division. This vessel, a PC(S), exercisei general ov:r-all con-
trol of Yellow and Blue Beaches for this Division. Iu cerried
the Transron Control Gfficer (Naval - reprcsentative of Cowmanier
Trancprrt gquairon 15) ani the tactical, logistical, artillery,
Shore Party, and LVT Cfficers representing this Divigion. Con-
trol of the first five (5) schelulei waves was funn3led through
this vessel and, by plan, rassel direct ~ control o &1l remain-
ing waves directly to the "Beach Control Veess2!s" upersating unier
1t. This vessel, like the "Central Control Vessel" became a "free
boat" after the i1ispatch of the first five (5) waves but irn gen-
eral maintainel a position in the center of ani seaweri of the LD
to provide a lanimark for elements coming in to leni, Afteyr the
landlng of the asssult echelons, this vessel 1ispetchel elements

- for landing to either Yellow or Blue B s y1g, dcrending on
~surf ani beach coniitions. §ﬂ5 ;RQ
N D 3 _ '
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(3) Cperating under the Transron Control were two (2)
"Beach Control Vessels", one for Yellow and one for Blue Beaches.
These vessels, PCs, were to maintailn position on the center of »
thelr respective sectlons of the LD aad controlled the actual dis-
patehing of all scheduled ani '"on call" waves. They also con-
trolled the actual digpatching of all other elemcnts as iirected
by the Transron Control Vessel. This vessgel carried the TransDiv
Control Cfficer (Naval) and initially the RCT Commanier ani his
staff. -When the RCT Commander landed, he left logistical and LVT
officers aboard to act as his representatives.

(4) The Control Plan for this landing was essentially
the same as that used for the Marlanas.Opreration with respect to
craft employed with the following exceptions:

SCs, designated o8 "LD Marker Vessels", were em-
ployel to mark the dQivision of the colored beaches on
the LD. They maintainel position on the "Beach Con-
trol Vessels" ani, although they were without control
parsannel, were equippeil with flags anil communication
equipment in orier to take over control functions in
event any control vessel beceme a casusalty.

As 1n previous laniings, LCP(L)s were employel
to guiie assault waves into the beach. However, in
previous laniings the initial wave gulie was an LCC

~which, after guiiing in the leading wave, took sta-
tion about 300 yaris offshore to serve as trarfic
control boat for control of the movement of craft
to and from the beach as 1irectedl by "Becch Control
Vessel", In this leniing, LCP(L)s were usel instead
of LCCs for gulding the initial wave ani as treffic
control boats. The Division protesteil this change
but were overruled by higher authority.

3. THE LANDING

—~

o)

) D=Dav (19 February, 1945).

(1) The transports enterel the Trenspoirv Arwa about
0630. The Division ani RCT control personnel were tca2tzd and 1ig~
patched to their resvective control vessels, By 07¢C 2311 control
vessels were in position and tne LD hal been establishzi. 3y 0810
all control personnel were reported embaikel in thelir re-poctive
control vessels. Thc Assgistant Division Coumandsy «nl 2arly wcre
embarked in PC(8)-145F ss a roving observer for th: Tlvi.sion Com-
mander. A member from the Unierwater Demolggion Teems, that had
surveyed the island's beaches prior to D-De ~—G§§*‘b¥nniﬁ
Yellow ani Blue Besch Control Vessels to g¥ub the lathe M
mation on the beaches. An interview with ‘6.rgpre€elcq !
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aboard the Transron Control Vessel revealed nd information not
previously received aboari the USS BAYFIELD on D minus 1.

4 . (2) The Division. tactical alr observer was on station
at 0810{ Radio reception aboari the Transron Control Vessel,
ranging from poor to unreailable, seriously compromisei the Velue
of the observers reports. s

(3) The weether was favorable for the laniing, the:
sky clear, visibility unlimited, except for the smoke ani iust,
resulting from NGF bombariment, carried by an 8 tc 12 knot north-
erly wind obscuring the beaches. The sea was calm with slight -
swells of 2 to 3 feet, ani, because of the wini iirection, the
surf conditions were 1ieal During the NGF bombariment no cnemy
fire fell on the LD or in the Transport ani LST Areas.

(4) The LSTs closed the LST Area in gooi order ani
immediatelJ begen launching LVTs. By 0807 all LSTs hail launched
thelr amphiblious vehicles for the assault waves ani at 0815 the
first three waves were formei ani walting in position in rear of
the LD. The remalning waves were forming up eni it was now ap-
parent that How-Hour could be net.

(5) During the pre-How-Hour sir strike the smoke and
iust ¢leared from the beaches ani some enemy fire, of small eali-~
ber (probably anti-alrcraft misses) fell in the vicinity of the
LD but with no apparent effect. .

(8) Preceded by LCS(L)s (the LOI(G)s were unably to
participate in the assault due to heavy 4damage receivei in pre~
liminary operations prior to D-Day), ani on signel from Central
Control, the first essault wave crossel the LD for all beaches
at 0830 on time. The next four assault waves followed on scheiule
and were ilspatchel as planned by Central Control, Beach Control
Vessels then took over ani the dispatching progressed without
incident through the scheduled waves to and incluiing 6 Ables
(nly a small amount of gunfire was observedl in the boat lanes.
during the approach to the beaches ani no s»rious iemage or ceeual~
ties were reported. : : ,

(7) The first ani seconi waves were approximstely one
(1) minute late in landing on sll beaches. At this time only light
small arms fire and moderate mortar fire fell on the beach arca. .
The LVT(A)s were able to cross the first térrace by access routes
cut in the ledges by NGF and bombing ani take positions to cover
the laniing of the personnel wave. The right flank platoon on
Beach Blue One operateil as planned., The personnel LVTs of the
inltial waves were repiily unloaied ani retresctedl anil thls re-

sultei 1n qu casualties to trector peiiirrﬁ'mh 1]
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The anticipatei flooiing of the beach arcas d1d not materialize,

Enemy fire was relatively light until the 1lifting of the NGF.

This lifting approximately. coineclied with the landing of the BLT
Reserve, elements and as succeeding waves came into the beach,
the effect of large caliber mortar ani artillery fire began to
exact a heaVy toll in personnel ani equipment.

(8) Having ischarged their LVT(A)s, LSTs 930 and

931 (Hospital Evacuation LSTs) launched one (1) pontoon barge

each and took station 300 yards in rear of thelr respective Beach
Control Vessels. They were on station, preparei to recelive
casualties by 0940.

(9) As a result of heavy mortar fire on ani aljacent
to the beaches it was necessary to ielay the "call" waves of the
assault battalions somewhat to permit clearing the beaches by the
assault troops ani tanks. Progress up the steep slope from the
waters edge to the edge of the airfield was slow. During this
time casualties to reconnalssance, lialson, advance Beach ani
Shore Parties were high. Boat crews ani boats were hari hit,.
Casualties to LVTs ani personnel were surprisingly light, The
remalning waves of the assault BLTs were sent in as beaching
coniitions permitted ani by 1200 all elements, except two (2)
LoMs of BLT 2/23, (carrying 37?mm guns) hal been dispatched to
the beaches,

(10) The preliminary reconnaisqance by tank liaison
personnel iniicated the feasibillty of employing tanks in sup-
port of the assault waves and this information was passel back
to the RCT Commanders. RCT 23 dispatched 1ts tank LSMs to Yel-
low Beaches at 0930 and RCT 25 dAispatched theirs at 1005 to lani
on Blue Gne. The LMs hit Yellow Beaches about 0940 ani were
immedigtely taken unier heavy enemy mortar &nd artillery fire.
Those landing on Blue One hit the beach about 1020 ani came unier
the same type of intense enemy fire. Four (4) of the six (6) LSMs
were hit, two (2) seriously. All succeededl in iischarging their
tanks except LSM 216. This ship initially beached on Yellow Two
and one 1§ tank was iischarged, but 1t bogged down at the mouth
of the ramp. After a half hour's efforts failedl to move the tank,
the LM retracted and beached again about 1100 on Yellow Cne but
again beach coniitions prevented the landing of any tavnks. By
this time it had been hit repeatedly and again withirew and pro-
ceedled to the Evacuation LST 930 to 4ischarge its casualties.

The tanks aboard hal not been seriously damaged. At 1245 i%

agaln beached on another portion of Yellow Cne ani succeedel in
discharging iterdanks by 1300, The Divigion would like to com-
ment on the high degree of courage anil t®#8q 4

ships in beaching ani accomplishing the.

:i?equipment in the face of the heaviest e'vf ;
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fire yet seen in any operation. On the request of a ssault RCT
Commanders, Division authorized the laniing of the tanks attached
to the Division Reserve to reinforce the Tank Companies attached
to the assault RCTs. The first elements of this unit were landed
from an LSM on Yellow Cne at 1155 ani consistel of two (2) tank
retrievers and an armored dozer. At 1255 another LSH 1landed a’.
Tank Platoon on Blue Une for attachment to the Tank Coapeny operat-
ing with RCT 25 and this was followed by two (2) other rlatoons
which also landed on Blue C_.e and were completely ashorn by 1330.
The remaining Tank Platoon was landed on Yellow Gne aoout 1400

ani was attacheil to the Company operating with RCT 23. These LSMs
also were subject to enemy artillery and mortar fire but it was
neither as accurate or as intense and no serious iamage resulted.

(11) The reserve BLTs of the assault RCTs comme nced
landing at 1233 when the first wave of BLT 2/25 was dispatcheil
to Blue Une. The last clements of tinis unit, except some vehicles
in LCMs completed landing by 1327. The first wave of BLT 3/23,
RCT 23 Reserve, crossed the LD at 1313 and the last elements of
this unit were ashore by 1358. .

(12) In aldition to the destroyed enemy craft that
blocked portions of the Division's laniing beaches, partial re-
ports received by 1230 indicetei that there were at least five
(5) LVTs, one (1) meiium tank and an undisclosed number of LCVP-
LCMs blocking the beaches. Moderate enemy mortar anil artillery
fire continued on. the Division beaches anil water arcas aljacent
thereto. Beached boats with no crews, because of casuBltics re-
sulting from enemy fire, had broached, filledl with sani ani water,

because of the excess welght, couli not be retractel by the
LCP(R) salvage boats of the Beachmasters. This condition became
progressively worse -anl by late afternoon the beaches were so
cluttered with wrecked craft that strict traffic control was
necessary to effect any unloaiing. This conilition seriously |
restrictel the laniing of the Support Groups of the assault RCTs.

(13) Advance elements of the Shore ani Beach Party
landied with the reserve units of the assesult BLTs on all bsaches.
The four (4) LSMs carrying heavy Shore Party cquipment were on
station in rear of the LD by 1000 realy to lani on orier. Due
to the congested coniition on the beaches, restrictel laniing
areas for LSMs, ani the necessity of favoring the laniing of LSMs
with tanks, the laniing of Shore Party edquipment embarkedl in LSHs
was considerably 4delayed. This resultel in the bulk of the Shore
and Beach Party, laniing with the BLT Support Group (boatei in.

'LCVP8 ani some equipment boatedl in LCMs), having little essential

equipment to work with on the beaches. Furthermore, some of these
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Yellow Une lending on the north half of Rei Two. Also, casuzal-
ties to Shore ani Beach Parties were extremely heavy, particularly
in officers, ani.this further addeil to the 1ifficulty of establish-
ing control on the beaches. It was not until 1400 that (Psg ani
communication facilities were firmly esteblichel ¢n 21l teaches.

By 1730 Regimental Shore Party CPg were ‘establishedl anl sufricient
edquirment had been lanied from Shore Perty LS's 5o stavrt efléctive
clesrance of the beach areas ani the zonstractlion ¢f sziess roais.

(14) Beginning about 1300 various elawcnts of the
BLT ani RCT Support CGroupe of the ecsault RATUe were lan‘ed as
the situation ashore ani the beach coniitions pseniittal. Prac-
tically all the BLT Support Grouns were lanilel excenl some ve-
hicular elements which could obviousely not bes moved off the beach.

. A larger proportion of the RCT Suppert Groups wes not landed but

".
smental Reconnalssance Party which hal starteil ashore about 1810.

the bulk of the more essential elemants were ashore by larkness.
Both RCTs hal advance (CPs establishel ashore about 1FfJ0 ani both
CPs completely estavlished by 1700.

(15) The artillery LSTs were in position ani realy
to lzunch DUKWs, on crisr. by How-Hour. At this time, Battalion
Reconnaissance Parties cembarked in LCVPs ani reported te the
Division Artillery Officer who was with the Control Farty on the
Transron Control Vessel. By 1200 information from the assault
RCT Commanders indicateil that the front lines were still about
200 yards snort of Airfield #1 ani that in gencrel, ccnilitions
asnore were not favorable for the laniing of artillery. It was
1ecl led however, to lanil the Reconnaissance Parties anil the Party
from 1/14 landed on Blue (ne abcut 1240. The Party TCrom 2/14
landed on Yellow Cne about 1340 ani this wae followel by 3/14
ani 4/14, the latter landing about 1430. Division orderei the
landing of the two 1iirect support battalions at 1407. Taese were
launchel without incident, proceedel to their respsctive Beach
Control Vessels ani commencel landing about 1500. /14 (75mm
Pk How) moved into position off Beach Blue (ne without toomuch
trouble and was emplacei, registered, ani firing Airect support
missions at 1740. 2/14 (105mm How), laniing on Bcach Yellow (ne
hadl an extremely 1ifficult time getting into position. Zach piece
had to be unloaiedl from the DUKY Just above the water line ani
then 3Iragged across the beach ani into position by an angleiozer.
This Bettalion was in position, registerei, ani firing A rect
support missions by 2130. The landing ani emplacecment of these
units was accomplishel unier heavy artillery ani mc.icr fire and
was an extremely difficult operation. Both unitg werc cmplacel
close to the beach areas, which facilitatel emmunition supply
but further complicatel the alreaily congestel coniition of this
areca. 3/14 was launchel about 1530 but on the receipt of further
Information from shore was orderedl to re-embark as was the Regi-
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Vo attempt was maile to lanit .4/14 on‘D—Day;“ DUKWs whiéh landied
the two direct support battalions, returned to their parent LSTs
#éni1 commenced loadng adiitional personnel.ani ammunition.

. '(16; Division orierei two BLTs of the Division
Reserve (RCT 24) boated at 1404. BLT 1/24 was orierei to report
to Blue Beach Control Vessel ani BLT 2/24 to Yellow Beach Control
Vessel. At 1500 Division orisrei the laniing of these two BLTs

- ani, effective upon landing, 1/24 was attachel to RCT 25 ani 2/24
attachel to RCT 23. However, the Division specifiel that these
BLTs werc not to be committed without Division authority. Be-
ginning at 1615 the flrstwave of 1/24 crossedi the LD for Beach
Blue One ani was followel at five (5) minute intervals by the re-
malning waves and all were ashore by 1700, The first wave of
2/24 was dispatchei for laniing on Yellow Two 2t71620 ani was
followed by ite remaining waves at five (5) minute intervals and
thls unit was completely ashore by 1880. At 1509 Divislon orier-
el the laniing of the remailnder of the Division Reserve on Blue
Gne. By 1800 BLT 3/24 ani the Regimentesl Support Group, includ-
ing the Regimental Heedquarters, was in poslition behini the LD
off Blue Cne. The first wave of 3/24 crossei the LD for laniing
at 1820. The remaining waves followel at five minute intervals
and these in turn were followel by the waves of the Support Group.
Part of the Regimental Weapons Company ani the attachel sections
of the Wer Dog Platoon were not lendei. By 2030 RCT 24 (less
1/24, 2/24, ani the clements noted above) was completely ashore,
in Division Reserve, in an assembly arca in TA 166 F.

: (17) By 4arkness on D-Day the situation in general
was that the Division hal three (3) RCTs (léss some Support

Group elements), two (2) Battalions of artillery, ani a falr
amount of heavy Shore Party equipment ashore. It held the line
which incluied the eastern e ige of Airfieldi #1 aniwas of suf- -
ficient depth inland from Blue Beeches to guarantee the success-—
ful holding of the beachheal. It hadl firm contact with the 5th
Marine Division on the left end sufficlient supplies of water, am-
munition ani rations were ashore to support the continuation of
operations in the morning. Although surf and géa coniitions hail
been favorsble for the lending of all types of laniing craft,
beach conditions ani the continuous morter ani artillery fire

hal seriously hampered the actuzl laniing of troops eni equip-
ment. This fire hal 1isabled heavy equipment, LVTs, ani laniing
craft on the besch ani in the surf to such an extent that only
by prompt salvage couldl the beaches be preparel for the next o
days operation. It was apparent at this time that the equipment
available to the Beachmasters was not sufficiently heavy to elther
salvage or Junk the wrecked e¢raft on the Division beaches. Night

retirement of Trangports ani LSTs was ¢ ted
dwithAplans.  Certain APAs, incluiing C\% ‘f :
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lesignated LSTs enil all Control Craft remained in the area. The
LSMs algo remaineil in the arca andccertaln of these commencedl
unloaiing of priority supplies ani equipment from the APAs which
remained 1n the area.

(b) D plus 1-Day (20 Fabruary, 1945)

T (1) During the hours of 4darkness of D/D plus 1 every

effort Was ‘maie to improve the coniition of the beaches, both
at the Waters edge and inlani. Intermittent enemy harassing
Tfire fell in the beach areas all night andi-interferedi with this .

activity but some progress was male in clesring the beaches by
using LUTs, & certda n number of which had been retainel ashere

to carry supplies ani equipment forwari to the front line units.
No - appréciable progress was male in clearing the beaches of '
wrecked laniing creft except for the leniing of a few LVTs with
emergency supplies, particularly 8lmm mortar ammunition, no un—
loading was accomplishei during the night. Information was rc—
ceived that badl weather couli be expected in the morning with
the wini shifting to the south ani east.

: (2) At 0800, Transron Control was informei that RCT
21 (3rdi Mar Div - VAC LANFCR Re serve) hal been oriered to boat
and repart to it for landing. This RCT was to be leniel on Divi-
sion beaches as directed by Corps orier. Since the exact laniing
area of this unit was not known, 1t was ieciiedl to reniezvous one
(1) BLT in the vieinity of Yellow Beach Control Vessel, a secend
in the vicinity of Blue Beach Control Vessel, ani a ‘chix"1 BLT plus
the Regimental Heaiquarters Group in the vicinitv of the Transron
Control| Vess 2l. This was 1one, in orier, as thec boat groups ar-
rivei. The ‘Regimental Commanier with some of higs staff ani the
Naval Cfficer in charge of the Boat Groups, were brought aboard
the xraqsron Control Vessel. Effective control was maintained
in this manner ani the RCT couli have been laniei on any beach
or beacfes es 1eslrei. However, as the situation 1developedl
ashore fjuring the day, 1t became apparent that they could not
be utilized successfully ashore ani were re—embprkei on their
parent | As late in the afternoon.

: (3) The expectei bai westher jeveloped, ani by mid-
morning the landing of LCVPs ani LCMs beceme extremely hazarious

‘lue to surf coniitions on beaches ani more of these craft were
wreckedl, Progress in clesring the beaches of wreckel craft was

poor. Higher Naval control finally managel to get some empty

L8Ms close-in to assist in clearing wreckel creft from the beach

andl landed UDT personnel to begin blasting wrecks where they’ '
could not be towei off. By noon 1t was decilel to confine the

laniing of additional troops, supplies ani eqgfmment to Laﬂs
taougn someé Beach Controls managedl to lani al y -
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lee of the larger vessels while they were beached. During the
day aiiitional Bupport Group elements incluiing aiiitional Shore
Party equipment were gotten ashore ani by late afternoon some’ ‘
progress had been maile in clesaring the areas dnland of the beaches
anl some egress roads hail been started.

(4) The remaindier of the Division artillery was lanied.
3/14 commenced landing on Yellow One at 1500 ani was in position,
registerei in firing missions by 1730. Considerable iifficulty
was experienced in laniing 4/14. The LST in which it was em—
barked could not be founi for several hours ant itws finally
located in an outer area endeavoring to recover an LCT launch-
ing craile. It wes finally brought in ani commenced launching
DUKWs about 1600. By this time sea conilitions were very rough
ani, while the launched DUKWs were being assemblel for movement
to the LD for landing, seven (7) of them swamped ani sank, in-
cluiing five (5) carrying artillery pleces. The remsinier of
4/14 commencedi laniing on Yellow Cne at 1735 anil was in position
ready to fire by midnight. The Regimental Commeni Group landed
on Yellow Cne at 1705 ani the aivance CP wes establishel ashore
at 1715. B

~ (5) Throughout the day, other than L8Ms, all supplies
were lanied in LVTs and DUKWs which operated continuously in un-
loaling the pre-loaid on the LSTs. The beaches ani ailjacent water
areas continued t0 reccive intermittent enemy artillery ani mortar
flre which variei in intensity from moilerate to heavy. Casualties
réemained heavy ani the facilities of the Evacuation LSTs were
stretched to the limit. The rough seas seriously hampereil the
transfer of casualties from LVTs “and DUKWs, which were evacuating
them from the beaches, to the pontoon barge rigged alongsiie cach
LST. The Division Shore Party Group lanicil about 1500 on Blue Cne
ani the Division Shore Party CP opened Just off the left flank of
this beach at 1530.

(6)..By 1asrkness the situation ashore hai clearai con-
glierably ani the Division in c¢onjunction with the 5th Marine Divi-
sion on.the left heldi all of Airfield #1 ani some gailns hal been
maile on the right. Although the supply of some items, principally
mortar ammunition became critical, sufficient supplies hal been
built up ashore to support all elements iluring the night ani as-
sure the continuation of the attack in the morning. Night re-
tirement of ships with the same exception ag for the night of D-
Day was again executei. ‘

(¢) D plus 2-Day (21 F‘ebruary, 194,5)

(1) During the hours of isrkness efforts continu

in the clearance of the areas inlani f ﬂL
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anl the few "Weasels" that were availeble continuei to be the
only effective means of moving suppliqs inland. Somc progress
hal been madc in establisning beach iunps., Intermittent enemy
fire on the beeches continuel iuring the night but hei lcsscened
in intensity. )

(2) RCT 21 was again bostel enil reportei to Trpnsron
Control for landing unier the same coniitions as prevellel on D
plus 1. The Regimental Control Perty reporie® aboeri the Trens-
ron Control Vessel about 1030. About 1100 oriers werc recelveil
to lani this unit on'Yellow Bemches. An eilvance Regimental CP
wes lanicd on Yellow Cne at 1200 eni the CZ actablishel st 1225
in the vieinity af TA 148 D. The lecaiing BLY commencel landing

on Yellow (ne ani Two et 1335 ani was folilow:d o ti0 ronaining
BLTs at half hour intervals. By 1720 all ¢'c-.r%e wi o »pshore
and in an assembly arca in TA 148 D, H, 7. . *° I4C0 0T 21

was attached to the Division by VAC orier.

- (3) The landing of the remeining climenss of tho
RCT Support Groups continuci throughout the 1ey as boinch con-
1itions pcrmitted. Weather coniltions remeineil bal with rough
seas ani nigh surf. Eneny fire remainci feirly heavy on all
beaches. LCS(L)s were cmployel during the 1sy in an effort to
clear wreckel craft from beaches ani though some vrogrcss was
male the effort was only partially successful. Aiiltional
Beach Partiece were lanici and conditions inlan? frou the besches
began to improvc. A few LSTs were beachel ani cucceedel unloai-
ing baily needei supplics. The laniing of other suvpliecs was
confinel to the use of LIMs, LVTIs eni1 DUKWs. In the case of
LVTs ani DUKWe, refueling began to become a nmecr prcblem as
the supplies on L8Ts becems exhaustedi, Priority was given to
laniing gasoline in L¥se for esteblishment of dumps ashore.
The ADC came aboari the Transron Control Vessel abcocut 1200 #ni
was lanied on Blue (ne at 1255, He establishel himself initial-
ly at the CP of our CT 24, the Division Reserve. It hail been
plannei to land the advance Division CP ebout 1100 but an LSM
could not be obtai nedl to lani the necessary comnmunicetion ani
other equipment, Evacuation of casualties through the Evacua-
tion L8Ts continuel alequate but the ifficulties increcasel as
the continual battering of the pontoon transfer berze by land-
ing craft resulted in damage to some of t he pontoon sections ani
they filledi with water. This causedl a bal 1list ani for a time
1t was thought that one berge might sink. Adilitional barges
werée launched but provedl unmanageable in the high winis ani
rough seas. Several of these finally iriftel ashore eni further
blocked the beach area. By Aarkness the Division hal achisved
further aivances, particularly on tne right, end the supply sit-
uation ashore remainei essentially the same. A1iitional LSTs ani

APAs were kept in the area over night to faiillgﬁtu ugﬁ iin g*gf"*
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esgential supplies. Remalning ships executel night retirement
as usual.

(1) D plus 3-Day to D plus 4-Day (22 - 25 February, 1945).

(1) During this period the remalning elements of the
Division, cxcept some Motor Trensport and Medical, were laniei.
Weather conditions remainel unfavorable ani even LVTs ani DUKVWs
had d4ifficulty. Intermittent enemy artillery and mortar fire
continued on all beach areas. . Unloailing was confire 1 principally
to the use of LSMs, LCTs ani a few remalning operational LCMs
that could be beached in the lee of the larger craft. An in~
creasing number of LSTg were beachel ani unloailing was greatly
increasel but remained "selective!" from APAs and AKAs. Beach
coniitions began to improve rapiily as aiditional Shore Party
eqQuipment ani personnel was lanied.

(2) The sivance Division CP was laniel on Yellow Cne
in an LSM at 1500 D plus 3 ani was establishel ani opened at 1600
in TA 164 Y. The Commaniing General with the bulk of the Division
CP landed on Yellow Two by LSM about 1100 on D plus 4. The Divi-
sion CP closed on-the USS BAYFIELD (APA-33) at 0930 ani openei
ashore at the aivence CP location at the same time. The Division
Chief of Staff with a small party remained on the BAYFIELD to act
as liaison with the Commander of Transron 15 eni1 he anid his varty
landel early in the morning of D plus 7. All elements of the
Division were ashore by D plus 7 eni general unloailing starteil
at that time. Wlth the laniing of the Commaniing General, the Tacticel

Control C(fficer on the Transron Control Vessel also lanied but

Logistical ani LVT Control Gfficers rewainei aboard until unloai-
ing was completed.

(3) For complete details of the laniing of the vari-
ous elements of the Division Aduring this period, see Section IV
anil the various reports of the organizations concernei, which
are appended as Annexes to this Report.
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4, CCMMENTS AND RECCMMENDATICNS

(2) The number of LSTs maie available to the Division for
this operation was insufficient, particularly in view of the ro-
strictions placel on the "special® types (Evacuation Control ani
Railar). It is considierei that a minimum of eight (8) LSTs shoull

" be assignei to each assault RCT as anything less than tals number
will not permit alequate tacticel lo~iing ani laniing of two as-
sault BLTs. The presence of one LST, spbcially fitted for casusl-
ty evacuation control, in such a4group woull not be a serious inter-
ference as their use is Accmel egsentizl. However the present
practice of cmbarking numbers of Navel personncl, both offiocers
and men, who are concernel with the launching anl operation of
pontoon barges ani causeways anil of LCTs shoull be stoppeil. These
personnel shoull be carriel to the target in other shinping ant
transferredl to the LSTe after the assault troops have been laniei.
If any "ralar" L8T7s are requirel in future operations they should
be in aliition to those assignel assault cchslons. .

(b) Althcugh cocperation ani cocriineticn by the LST
Flotille Commenier was excellent throughout the onorption eni the
inlitial operation of the LSTs was highly satisfactor consllerable
1ifficulty was encounterel with Group Commaniers ani, in perticular,
with iniiviiual Ship Commaniers in the lays following the initial
'laniing. This trouble hal to 1o principally with effceting move-
ment as lesireil, ani requirel by the 1ifficult unloaiing conliticns
on the bcaches, anil with the oll complaint of failure of iniiviiual
LSTs tc retrieve LVTs for necessary fualing eni servicing. In con-
nection with moving LSTs, & great ieal of the ifficulty cncounterel
was causel by the refusel of Commenier Transron 15 to lelegate the
necessary suthority to his Transron Control Cfficer ani his in-
sistence on the personsl issuasnce of such orilcrs. In connection
with the failure of certain LSTs to retricve LVTs, particularly
at night ani1 unier bail sca coniitions, the Captalns of these shlps
snoull have hal impresseil upon them the responsibility they bear
in acccnplishing this task when engagel 1n operation with these
vehicles., A number of LVTs were lost luring this operation iuec to
the refusal of LSTs to take them aboari,

(c) 4s with the LSTs, the initial operations of the Lls
wers very satisfactory but the same 1ifficulty in obtalning their
mevenent, loaling, anil beaching prevelleil enl to even a grester
extent than with the LSTs. Some of thls Aifficulty can be attributel

to the f‘acu that uncertainty of loaiing Dljjgm'h*mfﬁe?std
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until the inlitial Rehearssl in MAALAEA BAY hal been completei.
Further, thnese ships salleil in early cchelons with the tractor
groups anl this preventel Division officers holiing confarences
with the Flotilla ani Group Commanicers in oriler to cooriinsate’

anl explain the plans of the Divislion for thelr use. However,

as In the case of the LSTs, the major fartor with respect to these
ships was the refusal of Commanier Transron 15 tc 1lelegate author—
1ty for their control to the Traneron Control Vfficers.

(1) The laniing control for this operation, slthough 1%
accomplishel the task, was neither as satisfactory nor as efficicnt
~as for the Marianas Cperation. In alilition to the remarks notedl
in peragrsphs(b). ani (c) above, there was a teniency to ¢ entralize
control in the. higher echelons. There is no question that the
dispatch ¢f -the initial assault waves snoull be & 1irect function
of "Central Ccontrol"., Howover, 1t 1s believel thet this control
shoull nct exteni beyonil the first throe waves ani that taercafter
the dispatching of all weves ani all traffic to anil from the beech
shoull be a iirect function of the "Beach Control" (TransDiv Con-
trol Officer). The function of the "Transron Control®", ani of the
"Central Contrel" after the dispatch of the initial waves, shoulil
be wupcrviscry in charescter. This system was cmployel with great
success in the SAIPAN eni TINIAN Uperations. Another change which
seriously hempered control of lanling operrtions was the substitue
tion of LCP(L)s for LCCs as treffic control boats off the inlivi-
iual beeches., These craft hal inasicquete communication anilweore
too smell., To the coxswains ani Arivars of boets anl laniling
vehicles they lockeil Just like sncther selvage boet crulsing arouni
off the besches. At no time were thesc craft able to oxcrcisc ¢l
fective contrcl over traffic to ani from the beaches. LCP(L)s are
excellent as teniers for 211 Control SBhips'ani thelr use snould
be confined to this iuty. ‘ '

(1) Contrcl communications, with the exception of the
LCP(L)s usel as traffic control boats, were excellent. The great-
est improvoement was notel in the communication chennels set up for
control of LVTs which worked better t han &ny previous opersation.

(e) Refuecling of LVTs ievelopci into a major problem during
the first four days of the oporation. During the eritical unlogl-
ing periol, from D plus 1 to D plus 4, consiiersble ielay rcsulte?d
from inelcquate arrengencnts for refueling. Although the Dlvisicn
hal reccrmmeniel thet cech LST cerry from 80 to 100 Arums of gaso-

' line this was cut to twenty (20) irums by the Navy. This small
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quantity of fuel wes quickly consumel ani by D plus 1 1little if
any remainedl on the LSTs. Thé use of LCVPs anl LCMs as Bowser
boats became 1lfficult iuring the bal weather coniition which
levelopel beginning with D plus 1. Ths plan to use pontoon barges,
- anchorel close in shore, as refueling points fallcl ag these craft
provel unmenageable in the high wind anil rough sesa. The problem
was partially solved by transferring lerge quantities of gasoline
from APAs anl AKAs to LSTss This was a slow expciient ani could -
have been obviatedl by the initiasl loaiing of alequate fuel, on LSTs
at the Staging Ares. The problem was not finally so6lveil until, -
by the use of LSMs, ailequate dumps were establlishel ashore.

(f) The use of specislly fittel LSTs for Casualty Avacus—
tion Contrel was highly satisfactory esni a great improvement over
the methois usel in nrevious opereations. From a control stani-
pcoint, the only Aifficulty encounterel was with the pontoon barges,
which weresecurel alongsiie the LST aniwere usel for casualty
transfer stations.® The continual pouniing of these barges in the
rough sea by LVTs, DUKWs ani lanling craft, puncturel some of the
pontoon sections anil causel them to fill with water. This causci
the barges to list anil meie the transfer c¢f casualties very iif-
ficult, It is rccomlieniel that these barges be well protected by
fenlers in the future, Some 1ifficulty was experiencel in keﬂoing

" these LSTs on proper station but on the whole theilr performence
was excellent,

(g) Une of the most serious, ani largest problems enccuntor—
el luring the laniing operation was the clearance of wrecksel lani-
ing craft anl squipment from the beeches. The use of LCP(R)s to
salvage wreckel craft frcm beaches proveil wholly inailequate ani in
future operstions where similar ccnilitions ere anticipated, =
heavier type craft, speclally fitted anl menneil by treinel porscns
nel will be necessary. Also Beach ani Shore Partics will heve to
recelve more treining in the clearence of wreckel laniing vealcles
ani equlpment frem beesch arecas.

(n) The initial operstions of Beech anil Shore Partics werd
baily isorgenizeil., The main ccntr*buting factors tc this con-
iltion were as follows:

Practically all of thec Beech Partics eanil the great
majority of the Shore Party wore composel cf "green"
personnel ani lackedl training ani expericnce. In the
casc of the Shore Pertics, tae bulk was compcssil of Naval
Construction Battalion enl Merine R ; 1ont Draft pe
sonnel who hal no previous experile
to the Division a very short time
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Heavy casualties, particularlJ on D anl D plus 1,
which in scme cases amountel to 80% of the officers ani
50% of the men. This resulteil in a loss of control ani
scriously retariedl the inltial orgenization of the beaches.

The inability, iue to the extremely 1ifficult laniing

coniitions, of gotting sufficient heavy Shore Party equip~
ment ashore early.

Coniltions began to improve on D plus 2 with the lanﬁing of Re-
Plecement Boach Parties ani s i1ilitional Shore Party personnel ani
equipment. Thereafter progress in beach organization was repii
ani by the afternoen of D plus 3 wsas well unier control, By D
plus 5 the Division beaches were in an excellent state of crgan-
lzation ani continuei*sc, though laniing conlitions remainei bail

ani, the beach areas remainei unier intermittent enemy fire for
many ilayse.

- INCLASSIEIED





