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Coast Guard Under Reorganization

Admiral Hamlet, in Issuing Following Plan, Calls for Coopera-
tion of the Service. Four New Areas and One District
Created. Present Second District to Be Absorbed.

REDUCTIONS in the estimates for the appropriations

for the Coast Guard for 1934 have been made, and the

Assistant Secretary has directed me to make such consoli-

dations of units as may be practicable, and to reorganize the

" Service so as to give equal or greater efficiency with
reduced cost.

For some years past it has been apparent that a change
in organization was necessary to give increased efficiency
and economy, but with the unusual burdens thrown upon
the Service there has been little opportunity to devote time
to this pressing need. The expansion of the Service since
1924 was built upon the old organization, which was not
suitable for the expanded Service. This matter has been
given considerable study by a large number of officers for
several years past, and the late Commandant, Rear Admiral
F. C. Billard, called a board of five high ranking officers
for this purpose in January, 1931. The plan of reorgani-
zation now being promulgated is the result of the recom-
mendations of that Board supplemented by further studies.

The following fundamental rules have been followed as
a basis for the reorganization of the Coast Guard:

(1) Decentralization of authority and responsibility.

(R) Authority and responsibility definitely fixed.

(8) Where there is one major task to be performed,
there should be one fundamental plan of operation
under the direct control of one man.

(4) In any locality where forces are operated in prox-
imity or come in contact with one another, all such
forces shall operate under one directing head.
Floating forces in any locality shall be under one
command afloat, and floating forces actually at sea
on patrol in any locality shall be under command of
one officer at sea and on patrol with such force. In
every such case, however, the commander afloat or
on patrol shall be under the direction of an officer
stationed permanently on shore.

The basic plan is promulgated by the Assistant Secre-
tary in General Order No. 9. Circular No. 110 starts the
organization of the Eastern Area, Southern Area and
Western Area. After the organization is set up and work-
ing to the satisfaction of the Commandant in these areas,
the system will be extended to the Northern Area.

The internal organization of the Eastern Area, where a
large number of units are operating in close proximity, will,
of course, not be suitable for other areas. It is not the
intention to assign Patrol Commanders to any area except
the Eastern Area, unless there should be a major concen-
tration of units within such area. The method of opera-
tion within the Northern, Southern, and Western Areas

will not be radically different from the present method of
operation, with the exception that area commanders will
be fully responsible for the proper and efficient perform-
ance of Coast Guard duties within their areas. It is
expected that the area commander will devote his time to
studying the situation, making plans, directing operations
where necessary, and obtaining results to the full capa-
bilities of the forces assigned him. With this responsibility
will go the necessary authority to make such disposition
of his forces as he may deem best to accomplish his mission.

()

Due to the concentration of major units in the Eastern
Area, it is the intention that only reports pertaining to
operations will pass through the area commander. If results
are to be obtained, this area commander must devote his
time to operations, and it is therefore intended to reduce
his paper work to a minimum. The area commander
should be careful to see that his time is devoted to oper-
ations and plans for operations, and not taken up with rou-
tine paper work.

As fast as officers are available, it is the intention to
assign two or more officers to each base, one of whom
shall always be on board a patrol boat actively directing
the units of that base (75-ft. patrol boats and smaller craft)
that are on patrol.

One of the fundamental rules in the proposed reorgani-
zation herewith submitted is the decentralization of author-
ity and responsibility. This, of course, is purely an admin-
istrative matter. The four area commanders have been
set up with the idea that these officers would be given more
authority than is now given to the division commanders,
and would relieve Headquarters of considerable of the-
detail work now handled by that office. If such additional
authority is not given, then the area commanders, particu-
larly the Northern, Southern and Western area command-
ers, would be merely other offices through which corre-
spondence must pass, with the consequent delay in obtain-
ing action. Particularly is this true of the west coast,
where, if the Western Area Commander can administer
Coast Guard activities on the Pacific Coast under the direc-
tion of the Commandant, much time will thereby be saved.
For instance, the detailing of vessels to the Bering Sea
Patrol and the conduct of this patrol should be handled by
the area commander, under the direction of Headquarters.
With this authority must go the responsibility, and Head-
quarters will hold the area commander to strict account-
ability for the efficient and economical performance of all
Coast Guard duties in that area.

The success of the new plan of operation depends -upon
the cooperation of all units of the service. The purpose
of this letter is to inform the Coast Guard generally of the
object of the reorganization, in order to secure the loyal
support essential to its success.
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Organization

General Order No. 9 directed the Com-
mandant of the Coast Guard to place into ef-
fect the organization outlined therein as cir-
cumstances permit, and to issue such addi-
tional instructions for carrying out the intent
of that order as may be necessary.

The instructions promulgated by this Cir-
cular place into effect that part of General
Order No. 9, which pertains to the Eastern
Area, the Southern Area and the Western
Area, with the exception that there will be a
<change in the headquarters of the divisions in
the Southern Area as soon as circumstances
permit. No change is made by this Circular
in the organization or methods of operation
of divisions, districts and other units of the
Coast Guard on the Great Lakes (units com-
prising the Northern Area of General Order
No. 9), and they shall continue to operate in
accordance with the Regulations in effect
previous to the promulgation of General

Order No. 9.
" The instructions contained in this Circular
shall become effective 15 January, 1933.

Eastern Area

The Eastern Area shall comprise the di-
visions as described in General Order No. 9.

(a) .The Boston Division is established
with headquarters at Boston, Massachusetts,
in lieu of the present “Eastern Division.”
The Boston Division shall comprise the land
and water areas and the activities described
in General Order No. 9.

"(b) The New York Division is established
with headquarters at New York, N. Y. It
shall comprise the land and water areas and
%1«3 activities described in General Order

0. 9.

(c) The Norfolk Division is established
with headquarters at Norfolk, Virginia. It
shall comprise the land and water areas and
activities described in General Order No. 9.

(d) The First Coast Guard District is
- hereby established, with headquarters at
Portsmouth, New Hampshire, to embrace the
coast line and stations as described in Gen-
eral Order No. 9.

(e) The Third Coast Guard District is
hereby established, with headquarters at
Wakefield, Rhode Island, to comprise the
section of the coast and stations as described
in General Order No. 9.

(f) The Fourth Coast Guard District is
established, with headquarters at Bay Shore,
New York, to comprise the section of the
coast and stations as described in General
Order No. 9.

(g) The Fifth Coast Guard District is es-

tablished, with headquarters at Asbury Park,
New Jersey, to comprise the sections of the
coast and stations as described in General
Order No. 9.

(h) The Sixth Coast Guard District is es-

tablished, with temporary headquarters at

Lewes, Delaware, to comprise the section of
‘the coast and stations as described in Gen-
-eral Order No. 9. The headquarters of this
district will be moved at a later date, when
found convenient.

(i) The Seventh Coast Guard District is

established, with headquarters at Elizabeth
City, North Carolina, to comprise the sec-
tion of the coast and stations as described in
General Order No. 9.

(i) The Destroyer Force as an adminis-
trative unit is abolished.

(k) Base Four at New London, Connecti-
cut, shall be a unit of the New York Di-
vision,

(1) Destroyers based at Boston, Massa-
chusetts, shall be under the Commander, Bos-
ton Division. Destroyers based at New Lon-
don, Connecticut, and at New York, N. Y.,
shall be under the Commander, New York
Division.

(m) The seagomg vessels of a division
(vessels 100 feet long and upwards, exclud-
ing destroyers) shall constitute a Division
Task Group.

(n) The Destroyer Squadron, consisting
of all destroyers, shall constitute .a Task
Group.

(o) Aircraft, 75-foot patrol boats, picket
boats and small craft attached to each base
shall constitute the Base Task Group.

(p) Harbor tugs shall constitute the Port
Task Group.

(q) Picket boats and other craft assigned
to districts and to any other special duty
shall be designated “Special Detail.”

(r) For continuous patrol purposes, the
Task Groups, with the exception of the air
forces, shall be divided into Patrol Groups,
two or three as may be necessary. The mis-
sion, as well as the capabilities of material
and personnel, shall determine whether there
shall be two or three Patrol Groups. With
two groups, each vessel would usually spend
one-half time on patrol, and with three
groups, one-third time on patrol. It may be
desirable, at times, to operate with the whole
Task Group at sea, in which case the whole
Task Group would act as one Patrol Group.
Patrol Groups need not be of equal strength.
At times it will be desirable to have a heavy
force alternate with a skeleton force.

(s) The combination of all Task Groups
in the area constitutes the Eastern Area
Fleet.

(t) The combination of all Patrol Groups

‘at sea and on patrol constitutes the Patrol

Force.

(u) The charts attached hereto show the
major organization of the Eastern Area.

(v) There will be assigned to the Com-
mander, Eastern Area, three patrol com-
manders of suitable rank.

(w) The Area Commander shall have as-
signed to his staff such additional officers as
may be necessary.

Duties of Officers, Eastern Area

(x) The Commander, Eastern Area, shall
also be the Captain of the Port of New
York. His duties as Area Commander are
prescribed in General Order No. 9.

(y) The Division Commanders, Eastern
Area, shall have charge of the supply, repalr
upkeep, and maintenance of all vessels in
their divisions and shall see that such vessels
are ready for sea in accordance with instruc-
tions received from the Area Commander.
They also shall have charge of all matters re-
lating to personnel. They shall be respon51-
ble for-all logistic requirements of all units
and operations of shore units under their
charge, including Coast Guard districts.
They shall require base commanders under
them to have boats ready for sea, in accord-
ance with instructions received from the Area
Commander. They shall operate such “Spe-
cial Details” as may be assigned them by the
Area Commander

(z) The base commander is responsible
for the repair, supply, upkeep and mainte-
nance of boats assigned to his base and shall
see that they are ready to go to sea for pa-
trol, in accordance with instructions of the
Area Commander. The base commander
shall be in command of the Base Task Force
(75-foot patrol boats and smaller craft) un-
less an officer afloat is designated by the Area

Commander, and shall have charge of the
operation of this force.

(aa) The duties of the Patrol Force Com-
manders are prescribed in General Order No.
9. They shall be the “officers of the deck”
of the Area Commander, one of whom shall
be “on watch” at sea directing operations.
They shall, as a rule, operate their forces at
sea through the Patrol Group Commanders,
but may designate specific vessels for specific
duties if they so desire. Durmg in-port
periods, they shall be on duty in the office of
the Area Commander studying the situation,
recexvmg reports and information and mak-
ing plans for the future conduct of Coast
Guard operations.

(bb) The senior Patrol Force Command-
er shall also be the Area Fleet Commander,
and as such, his duties shall be, under the
direction of the Area Commander, to plan the
organization for patrol purposes, determine
the size of the Patrol Force, and assume
charge of all matters that affect the organiza-
tion and operation of the Area Fleet as a
whole.

(cc) The Patrol Force Commander next
junior in rank shall plan the organization of
the New York Task Group for patrol pur-
poses and assume charge of all matters that
affect the organization of this Task Group.

(dd) The junior Patrol Force Commander
shall have charge of the organization of the
Destroyer Squadron.

(ee) The senior officer on patrol in the
New York Division shall be in direct com-
mand of the New York Division Patrol
Group which is at sea and on patrol.

(ff) The senior officer afloat in the Bos-
ton Division shall have charge of the or-
ganization of the Boston Division Task
Group. In this duty he shall be an assistant

to the senior Patrol Force Commander.

(See paragraph 4 (bb).)

(gg) The senior officer on patrol in the
Boston Division shall be in direct command
of the Boston Division Patrol Group which
is at sea and on patrol.

(hh) The senior officer afloat in the Nor-
folk Division shall have charge of the or-
ganization of the Norfolk Division Task
Group. In this duty he shall be an assistant
to the senior Patrol Force Commander.
(See paragraph 4 (bb).)

(ii) The senior officer on patrol in the
Norfolk Division shall be in direct command
of the Norfolk Division Patrol Group which
is at sea and on patrol.

(jj) The senior officer in the Destroyer
Squadron on patrol shall be in direct com-
mand of the destroyers which are at sea and
on patrol.

(kk) Base and district forces shall be
used to the best advantage and their opera-
tion shall bé planned to conform with the
general plan of operation.

(11) The floating units of the Eastern.

Area shall not operate under routine sched-
ule, but shall be used to the best advantage
to accomplish the mission. When smugglers

-are at sea in force, it is expected that Coast

Guard forces will be at sea in force, Vessels
will be kept at sea only when there is work
to be done. Suitable vessels for rendering
assistance, and strategically located, shall be
at sea at all times.

(mm) Air forces will be used to the best
advantage, -and their flights shall be planned
by the Area Commander to conform with
the general plan of operations.

(nn) While the New York Store is placed
under the Area Commander, he shall not
interfere with the internal administration of
the Store, nor shall he have any authority



to change the personnel thereof or assign ad-
ditional duties thereto.

The Coast Guard Institute and the Re-
ceiving Unit, including the Radio School, at
New London, Connecticut, comprise an edu-
cational and training establishment for the
whole Service. They are placed under the
command of the Area Commander for mili-
tary control only. He. shall not interfere
with the internal administration, nor shall
‘he have any authority to change the person-
nel thereof nor assign additional duties
thereto.

" Southern Area

The Southern Area shall comprise the di-

visions prescribed in General Order No. 9.

(a) The Jacksonville Division is estab-
- lished with temporary headquarters at Fort
Lauderdale, Florida. It will comprise the
land and water areas and the activities de-
scribed in General Order No. 9.

(b) The New Orleans Division is estab-
lished, with temporary headquarters at Mo-
bile, Alabama, and will comprise the land
and water areas and activities described in
General Order No. 9. :

(c) The Second Coast Guard District is
established, with temporary headquarters at
Fort Lauderdale, Florida, to comprise the
section of the coast and the stations as de-
scribed in General Order No. 9.

(d) The Eighth Coast Guard District is
established, with headquarters at Galveston,
Texas, to comprise the section of the coast
and the stations as described in General Or-
der No. 9. .

.(e) The headquarters of the Jacksonville
and New Orleans Divisions and of the Sec-
ond District will be changed as soon as cir-
cumstances permit.

(f) The Florida East Coast Patrol as a
unit of the Coast Guard is- abolished.

Duties of Officers, Southern Area

. (g) The duties of the Commander, South-
ilm Area, are described in General Order

0. 9.

(h) The duties of the division com-
manders, Southern Area, are the same as at
present prescribed by Coast Guard Regula-
tions for division commanders, except that
they shall be subject to the orders of the
Area Commander and they shall direct and
supervise the activities - of the district com-
manders,

Western Area

The Western Area shall comprise the di-
visions described in General Order No. 9.

(a) The San Francisco Division is estab-
lished with headquarters at San Francisco,
California, in lieu of the present “California
Division.” The San Francisco Division shall
comprise the land and water areas and the
activities described in General Order No. 9.

(b) The Seattle Division is "established,
with headquarters at Seattle, Washington, in
lieu of the present “Northwestern Division.”

" The Seattle Division shall comprise the land
and water areas and the activities described
in General Order No. 9.

(c) The Twelfth Coast Guard District is

established, with headquarters at San Fran-
cisco, California, to comprise the section- of
the coast and the stations described in Gen-
eral Order No. 9. .
. (d) The Thirteenth Coast Guard District
is established, with headquarters at Port-
land, Oregon, to comprise the section of the
coast and the stations described in General
Order No. 9.

(e) The San Francisco Store is placed
under the military command of the Area

Commander. However, he shall not inter-
fere with the administration of the Store,
nor shall he have any authority to change the
personnel thereof, nor- assign additional
duties thereto.

Duties of Officers, Western Area

(f) The duties of the Commander, West-
ern Area, are described in General Order
No. 9. In addition thereto, he shall make
recommendations to Headquarters as to what
vessels shall constitute the Bering Sea Pa-
trol Force, how that patrol shall be con-
ducted, and all matters pertinent  thereto.
These recommendations shall be submitted
to Headquarters by 15 January of each year.

(g) The duties of the division com-
manders, Western Area, are the same as at
present prescribed by Coast Guard Regula-
tions for division commanders, except that
they shall be subject to the orders of the
Area Commander, and they shall direct and
supervise the activities of the district com-
manders.

General

(a) The duties of district commanders
shall be the same as prescribed by the Reg-
ulations, except that they shall be under the
direction of the division commanders.

(b) The Area Commander may tempora-
rily change the headquarters of any vessel
within his area for short periods. In such
cases, Headquarters shall be advised.

(c) As the Area Commander is chiefly an

operations officer, it is not the intent that all

correspondence, routine reports, etc., should
be forwarded through his office. Generally,
only those papers which pertain to operations
shall be forwarded through him. All cor-
respondence pertaining to operations, the fol-

lowing named reports and such other corre- -

spondence and reports as the Area Com-
mander may direct, shall be forwarded
through his office:
Fitness of officers.
Reports of distinguished conduct.
Cruise reports. v
Reports to Headquarters relative to
seizure or other customs matters.
Grounding ; serious accident to hull or
machinery.
Reports of assistance rendered.
Reports of violation of navigation and
customs laws. :

(d) All other correspondence and reports
shall be handled as now prescribed by Regu-
lations, except that routine reports intended
for Headquarters which do not require action
or comment by the Area Commander or Di-
vision commander, and are not necessary for
his information, shall be forwarded direct by
the base commander, district commander, or
the commanding officer, excepting such as the
Area Commander or the division commander
may desire to have forwarded through his
office.

(e) Recruiting officers shall be under
Headquarters. The commanders of the di-
visions in which they are located shall exer-
cise military control over them.

(f) Hereafter, the term “Base” shall be
used in place of “Section Base,” as at pres-
ent used.

Inspection

(a) There shall be established in each
area an inspector who shall be under the
direct control and authority of the Chief In-
spector at Headquarters, Each inspector
shall have such inspection force detailed to
him as may be necessary, members of such
force to have permanent headquarters at such
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points in the area as Headquarters may de-
termine.

(b) Any member of the inspection force
shall have authority to go on board any
floating unit of the Coast Guard or to enter
any shore establishment of the Coast Guard
at any time he may so desire, for the purpose
of inspecting the whole or any part of the
unit. Members of the inspection’ force shall
see that they do not interfere with the oper-
ation of any unit, and shall make their in-
spection, as far as practicable, as may be con-
venient to the commanding officer of the unit.
However, commanding officers of units shall
be given no advance notice of the visit of a
member of the inspection force, It is not
the intent of these instructions that a unit,
except under unusual circumstances, shall
be inspected throughout at one- time, but
rather that one or more departments of the
vessel will be inspected at a time, such as
the machinery department on one visit, the
gunnery department on the next, etc.

(c) Inspection reports to Headquarters
are not required after each inspection. Re-
ports will only be made when derelictions or
unusually good conditions are found. Peri-
odic reports will be required from the inspec-
tors as to what units or parts of units have
been inspected, in accordance with instruc-
tions issued by the Chief Inspector and ap-
proved by the Commandant,

_(d) Inspectors shall report upon the oper-
ation of the units within the area and upon
the results obtained whenever they deem such
reports desirable or necessary.

(e) Inspectors shall furnish the Area
Commander with copies in duplicate of all
inspection reports forwarded to the Chief
Inspector. -

Navy Top Heavy

Henceforth, the navy wants Annapolis
graduates to have the right to place the let-
ters “B. S.” after their names, indicating
that the degree bachelor of science has been
conferred upon them. :

As it is those who finish four years at the
Naval academy get only a diploma to show
they have completed a training that is rig-
orous in more ways than one. The high
rank they may acquire later goes before their
names, not after, : .

Behind the request by Secretary Adams is

a story that means grief to many young-
sters who enter Annapolis in the future vis-
ualizing themselves as admiral so and so, in
due time. .
. The navy is oversupplied by officers. It
was necessary to get a bill through Congress
last session to commission all the graduates
of 1932. At that time it was understood
that only about half the class of ’33 and
classes to follow would go to sea with the
rank of ensign.

Adams outlined this situation in a letter
to Congress and said the department felt
the bachelor of science degree would aid
those turned away.

Chairman Vinson of the house naval af-

fairs committee has introduced a bill to -

carry out the request.

The total amount of money lost caused
by the sinking of the Titanic is estimated
at $27,000,000.00.

Opyster fishing is the second largest fish-
ing industry in the United States (salmon is
first). It is conducted in every coast state,
$17,000,000 of prepared oysters weighing
63,000 tons being produced.
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