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Foreword: “Three Colonels”

BY STANLEY WEINTRAUB

From what we learned in the last days and the aftermath of the two-hemisphere world war that closed with the collapse of Nazi Germany and Imperial Japan, we know what the world would have been like had we been unwilling to pay the price to defeat them. Yet as the war dragged on beyond Europe and the casualties escalated, and as some combat veterans began returning while others now never would, the home front was becoming less willing. The public began to lean toward militarily unthinkable negotiation, while encouraging Japan’s submission by air and sea power, avoiding the heavy costs of invasion.

In 1945, during the intense final months of World War II, the price of victory was being calculated and its extent determined by three men who, in 1918, had been in uniform in France. One was a Missouri National Guard captain whose 35th Division, in the six days of the culminating Meuse-Argonne offensive, had suffered nearly 7,300 casualties, half its front-line strength. In the interwar years, even before he went to Washington as a senator, Harry Truman rose to Reserve colonel. In wartime he made a sterling reputation heading the U.S. Senate investigating committee on military spending effectiveness. Truman was now president, succeeding Franklin D. Roosevelt, who had died suddenly in mid-April.

Another in the leadership trio who once bore the “bird” on his shoulders was the now-elderly Secretary of War Henry Stimson, who was once an artillery officer and twice a Cabinet member, with War and State Department portfolios under earlier, Republican administrations, and who still preferred being called “Colonel.” The third had been a colonel and on the General Staff of the American Expeditionary Forces (during World War I). On his return to the States after the war he was meanly reduced to his prewar permanent rank of of captain. On September 1, 1939, as war again broke out in Europe, George Marshall moved up, as Roosevelt’s appointee, from the one star he had finally earned seventeen frustrating years after the army was drastically downsized, to an instant four stars as Army chief of staff.

Some of the major decisions closing the war with Germany and accelerating the downfall of Imperial Japan were inherited by Truman. The feisty accidental president, who took  pride in his Oval Office motto, “The buck stops here,” had to make sweeping decisions advised and backed by Marshall and Stimson. Ironically the civilian-suited war secretary was more militarily tough-minded than his seemingly austere top general, who now wore his congressionally mandated super rank of five stars, but always, realistically, kept in mind public attitudes, industrial capacity, and logistical limitations. Winston Churchill, who called George Marshall “the architect of victory,” was not being overly theatrical when he recalled that the British government, its fading imperial sway at stake, was pragmatically “resolved to share the agony . . . [of] the final and perhaps protracted slaughter.”

D. M. Giangreco’s striking title, Hell to Pay, represents the closing wartime dilemmas and the likely repercussions to their solutions. After ten years of violent aggrandizing in China, Japan had, in 1941, simultaneously and shockingly, attacked four nations over a seventh of the earth’s surface. Defeating the sprawling Japanese empire had required fiscal fortitude, technological breakthroughs, immense transfers of men and materiel across two oceans, and continuing evaluation of the terrible human cost of the two stage invasion of Japan building up on the Pacific Rim—Operation Downfall. To pacify a fickle electorate believing that a war half-won only required half-mobilization the rest of the way, the American military establishment, at odds with its needs, began sending some seasoned veterans home even as Nazi Germany imploded into chaos.

The complex conditions perceived by both Japanese and American decision makers, and the difficult assessments made at the time, require, in Hell to Pay, the portrayal of vast arrays of numbers. In few books about any subject other than astrophysics are figures more provocative—and more persuasive. Giangreco turns number crunching into high drama. The clouds of supporting aircraft assembled, from the Marianas and the Philippines to Iwo Jima, Okinawa, and dozens of fleet carriers, ran into five figures, so many that they hazarded getting in each other’s flight paths. The assault shipping (four thousand oceangoing vessels alone) being gathered, and troops committed for the Kyushu landings planned for late October 1945, far exceeded D-day in Normandy (to face a Japanese buildup that by the time of their surrender totaled nearly 917,000 troops on the island). The coordination of landings in predawn darkness and in the fog of smoke screens risked a nightmare of swampings, collisions, objectives gone awry, and deadly friendly fire. The Japanese intended—conceding extraordinary losses—to inflict 20 percent casualties before any GI set foot on the beaches and further carnage thereafter during “the inexorable grind of daily close-in battle conducted at the distance that a man can throw a grenade.”

The long-lived and much-quoted canard that estimates of horrific casualties during an invasion of Japan were postwar apologetics for the Bomb is set aside here by Giangreco, an indefatigable and precise military historian, in clubs, diamonds, hearts, and spades. The “frightful dimensions” of putting Allied boots on the ground on Kyushu and Honshu are spelled out from both Japanese and American planning documents and the recollections of participants on both sides. The consequences could be projected. On and adjacent to Okinawa, an island only sixty miles long and a third as wide, 13,000 Americans died and 37,000 were wounded. Japanese deaths, including hapless Okinawan civilians, exceeded 142,000. The seas were crimson with corpses. Harry Truman told his assembled planners in a momentous White House conference, as the enormous casualty figures were still coming  in, that he hoped to avoid the intolerable cost of another Okinawa, grotesquely magnified, “from one end of Japan to the other.”

The Japanese military culture had, historically, long rejected surrender. Okinawa was not a worst-case scenario, it was a reality. The far more extensive killing ground of Japan was waiting to happen.

Although Japan’s colonial empire was shrinking and its internal resources were dwindling, so was the American war enthusiasm generated by Pearl Harbor. A negotiated peace rather than overwhelming victory might, however, merely postpone, rather than preclude, another and more horrible war. The three former colonels all understood that likelihood from their experience in France in 1918 and beyond. That war had been won; only the peace was lost. Not an inch of German soil had been occupied when the Armistice was concluded, and the German flag continued to fly over an unoccupied Berlin. That anomaly had not happened again in Germany in May 1945 and could not be permitted by default in Japan.

But lengthy attrition was not in the American playbook. What Operation Downfall would cost was projected in the planning documents but only became concrete after the surrender. Here Giangreco lays it out by the numbers. After the war, for example, the Japanese in the Home Islands surrendered 28,428 “knee mortar” grenade launchers with 51,000,000 of their ballistic grenades. And contrary to popular belief, they had aviation fuel stockpiled for thousands of suicide planes and thousands of manned torpedoes and suicide craft in hiding. The Japanese could persevere under harsh conditions alien to Americans, as troops had already discovered in New Guinea and on Iwo Jima. The Japanese even counted on, as in their past history, punishing typhoons (or kamikaze, literally “divine wind”) and torrential rain to disrupt and scatter the enemy, as actually would occur off Okinawa, in early September, the first full month of peace.

Throughout East Asia and the western Pacific, roughly 400,000 people, civilian and soldier, from their conquered territories in the Dutch East Indies to China and Manchuria and the Home Islands, died in each of the last months of the war, several times the terrible human cost of the two atomic strikes that shocked Emperor Hirohito into warning of the imminent nuclear destruction of the Japanese people. Nearly every Japanese city over 40,000 in population had already been laid waste by conventional bombing alone. Scorning Hirohito’s unwillingness to intervene until catastrophe had come, one of his formerly respectful subjects composed a bitter tanka:While I read the Emperor’s rescript that came too late, 
Atomic bomb victims writhe on the scorched ground.





The Japanese already knew about hell to pay, and relentlessly prepared to pay it, but the concept of surrender was new, and nuclear. And now overwhelming.

Stanley Weintraub is author of Long Day’s Journey into War: Pearl Harbor and a World at War, The Last Great Victory: The End of World War II, and 15 Stars: Eisenhower, MacArthur, Marshall: Three Generals Who Saved the American Century.








Preface and Acknowledgments

In the spring and summer of 1945, the United States and Imperial Japan were rushing pell-mell toward a confrontation of catastrophic proportions. World War II’s sudden and unexpected conclusion after atom bombs were dropped on Hiroshima and Nagasaki masked the fact that the United States had already commenced the opening stages of Operation Downfall, a series of land invasions on the Japanese Home Islands that U.S. Army planners and senior leaders calculated would cost anywhere from 250,000 to 1 million American casualties during just the initial fighting.

The United States had entered the war “late,” and because of its sheer distance from Europe and the western Pacific it did not begin to experience casualties comparable to those of the other belligerents until the conflict’s final year. By then the U.S. Army alone was losing soldiers at a rate that Americans today would find astounding, suffering an average of 65,000 killed, wounded, and missing each and every month during the “casualty surge” of 1944–45, with the November, December, and January figures standing at 72,000, 88,000, and 79,000 respectively in postwar tabulations.

Most of these young men were lost battling the Nazis, but Secretary of War Henry Stimson warned the newly sworn-in president, Harry S. Truman, that because of the nature of the Japanese soldier and the terrain in the Home Islands, Americans would “have to go through a more bitter finish fight than in Germany.” Gen. George C. Marshall, the Army chief of staff, agreed and told Truman, “It is a grim fact that there is not an easy, bloodless way to victory.” By the time these words were spoken in June 1945, the United States was already several months into the steep increase in draft calls implemented under President Franklin D. Roosevelt to produce a 100,000-men-per-month “replacement stream” for Downfall’s casualties.

Although details of the operation had been a closely guarded secret, the near doubling of Selective Service inductions was hardly something that could escape the notice of a war-weary citizenry and their representatives in Washington. In mid-January 1945, as part of the Roosevelt administration’s effort to prepare the public for the ratcheting up of the draft that year, Marshall and Adm. Ernest J. King, the chief of naval operations, spelled out in a joint letter to Congress what must be done to meet the needs for what was now a one-front war against Imperial Japan: “The Army must provide 600,000 replacements for overseas theaters by June 30, and, together with the Navy, will require a total of 900,000 inductions.”

Despite its publication in many newspapers, including a page-one article in the January 18 New York Times (“Roosevelt Urges Work-or-Fight Bill to Back Offensives”), the Marshall-King letter remained completely invisible decades later during the controversy over the Enola Gay exhibit at the Smithsonian Institution’s National Air And Space Museum (NASM). Not so the World War II veterans, who generated plenty of visibility when they firmly maintained that they had been told to expect half a million casualties. Said Robert P. Newman, one of the few academics to defend veterans’ claims publicly, “Any account of this argument should acknowledge the basic accuracy of what veterans ‘knew.’”

Newman’s words, however, fell on deaf ears, for while the veterans had indeed made their presence felt politically, they had no evidence beyond Truman and Stimson’s writings and their own memories of troop briefings conducted for the men during the partial demobilization that occurred after the victory over Nazi Germany. Displaying a marked inconsideration for the busy schedules of future historians, some yet to be born, the young soldiers of 1945 inexplicably failed to take detailed notes for the benefit of those scholars. The briefings, carried out worldwide—specifically at such diverse locations as the Pacific-bound U.S. First Army Headquarters in Weimar, Germany, the B-29 training bases in the southwestern United States, and the Pentagon itself—all utilized a uniform figure of 500,000 for expected casualties, somewhat lower than the figure that had been released to the press.

But while this “low” figure originated as purely an Army “public information” tool divorced from actual military planning, it nevertheless was widely disseminated to the troops themselves, and as anyone who followed the Enola Gay controversy can attest, its effect was pronounced and long term. Readers of this volume will gain an appreciation of how the casualty projections, created by a variety of different Army and War Department staffs for their own purposes and chains of command, were formed, connected, and used. They will see the scale of the estimates and what was briefed to the president before his meetings with British prime minister Winston Churchill and Soviet premier Joseph Stalin at the Potsdam Conference. And yet, while these numbers were indeed huge, they were not the end of the story.

As the war drew closer and closer to the Home Islands, the U.S. military’s ability to “island hop” and bypass Japanese garrisons steadily decreased. Even though American assault and amphibious techniques were honed to near perfection, casualties were nevertheless rising at alarming rates, and losses during prolonged battles at Okinawa and Iwo Jima far exceeded earlier estimates. It was clear that the Japanese were riding their own learning curve. As early as the summer of 1944, Pentagon planners had produced a worst-case scenario of “half a million American lives and many times that number wounded,” and the Imperial Army’s increased efficiency at killing Americans, particularly on Okinawa, demonstrated to Secretary Stimson and many Pentagon planners that the worst case was a real possibility.

This begged a question. If the situation could already be seen—fully half a year before the initial assault on the southernmost Home Island of Kyushu—to be moving in the direction of what originally had been projected to be the worst case scenario, was there an even worse case that had not been anticipated? Would the Selective Service draft calls, nearly doubled just a few months before, be adequate for the task ahead? Or would they have to be ramped up again and deferments further tightened on protected categories such as agricultural  workers? To answer these questions Stimson instituted a multistudy reexamination of the Army’s manpower and training requirements for the duration of the war as well as the possible casualties the Japanese might be able to inflict on the invasion force.

The conclusion delivered to the War Department in July 1945, shortly before Potsdam, was that the United States could squeak by with the current six-figure level of inductions, but a new “worst case” had now been created: “We shall probably have to kill at least 5 to 10 million Japanese [and] this might cost us between 1.7 and 4 million casualties including 400,000 and 800,000 killed.”

The Japanese leadership had come to a similar conclusion. Nearly 178,000 Japanese civilians had lost their lives in recent months—most burned to death or asphyxiated by American incendiary bombs—and 8 million had been made homeless even before the atomic bombs were dropped. Imperial General Headquarters in Tokyo made its own clear-eyed assessments. Based largely on the recent fighting on Okinawa, where nearly 130,000 combatants and perhaps as many as a quarter of the island’s 400,000 men, women, and children were dead by July, a remarkable 20 million (representing total casualties in some records and deaths in others) became the figure discussed in Imperial circles.

Yet even such terrible numbers as these only served to strengthen the militarists’ conviction that they could still salvage a victory of sorts over a decadent America less concerned with winning than with the lives of its sons. For the militarists, the bloodletting among the Okinawan population was of little consequence. What they beheld was that a force amounting to the equivalent of three infantry divisions plus locally raised auxiliaries had held out for one hundred days against a lavishly equipped American army more than five times as large. Within Japan, the Okinawa battle was regularly trumpeted as an example of Imperial troops stretching out a campaign in the face of a vastly superior enemy. A senior staff officer (and son-in-law to the war minister) later explained to U.S. interrogators:We did not believe that the entire people would be completely annihilated through fighting to the finish. Even if a crucial battle were fought in the homeland and the Imperial Forces were confined to the mountainous regions, the number of Japanese killed by enemy forces would be small. Despite the constant victories of Japanese troops in the China Incident, relatively few Chinese were killed. Almost all the strategic points in China were occupied, but the Chungking Government could not be defeated. [But] even if the whole [Japanese] race were all but wiped out, its determination to preserve the national polity would be forever recorded in the annals of history.





The idea that the 10 to 25 million Chinese who had died since the Marco Polo Bridge incident was seen as “relatively few,” and that just tens of millions of dead Japanese would still offer the bright side that “the entire people [had not been] completely annihilated,” is so alien to Americans, then and now, as to practically defy comprehension. Shortly before the radically increased Selective Service calls were announced to the public, Stimson told President Roosevelt in January 1945 that “a so-called negotiated peace was impossible in this kind of war where one side was fighting for civilization and the other side represented barbarism; there was no common meeting ground and there therefore necessarily had to be  a fight to the finish; that a fight to the finish meant a long horrible contest where we needed all the manpower that we could summon.”

The Treaty of Versailles, the resurgence of Germany after the “War to End All Wars,” the weak-kneed response by the League of Nations to growing aggression, France and Britain’s appeasement of Nazi Germany, and the subsequent plunge into an even bloodier conflagration than the previous war—these matters were so deeply imbedded in the American psyche that they were seldom directly mentioned in the press by the later war years, but all hung like a cloud over the American consciousness as the fighting in the Pacific reached its climax.

The result of the country’s general consensus on the events of the previous thirty years girded a grim determination, both inside and outside of Washington, to see the war through to the bitter end of “unconditional surrender” lest an inconclusive finish, such as in World War I, lead the next generation into an even bigger, bloodier conflict twenty years hence (with, unlike in Vietnam, no college deferments for that one). Despite a growing war weariness and worry among some that stiff terms might prolong the fighting, the understanding that the war must be prosecuted until Japan either gave up or was pummeled into submission was so fundamental that it did not warrant much discussion beyond the sticky matter of how to accomplish victory and bring the boys home at the earliest possible date.

Some civilian elements within Japan’s ruling circle were determined to try to find a way to end the war before the U.S. invasion was launched. Unfortunately, the militarists were in firm control of the government, and Japanese moderates had to tread gingerly for fear of arrest or assassination. In the summer of 1945, Emperor Hirohito requested that the Soviets accept Prince Konoye as a special envoy to discuss ways in which the war might be “quickly terminated.” But far from a coherent plea to the Soviets to help negotiate a surrender, the proposals were hopelessly vague and viewed by both Washington and Moscow as little more than a stalling tactic ahead of the Potsdam Conference to prevent Soviet military intervention, an intervention that Japanese leaders had known was coming ever since the Soviets’ recent cancellation of their Neutrality Pact with Japan.

The subsequent exchange of diplomatic communications between Japan’s foreign minister and its ambassador to the Soviet Union has been characterized by some as evidence that the country was on the brink of calling it quits. American officials reading the secretly intercepted messages between Moscow and Tokyo, however, could clearly see that the “defeatist” ideas of the ambassador received nothing more than stinging rebukes from his superiors. The fanatical Japanese militarists retained their grip on the decision-making process until the simultaneous shocks of the atom bombs and Soviet entry into the war in August 1945 stampeded Japan’s leaders into an early capitulation.

Today the Japanese military’s own estimates of casualties from starvation, disease, and battle are just as invisible on the other side of the Pacific as Marshall and King’s warning in the New York Times. This is hardly a new phenomenon. As early as 1981 Pacific veteran Paul Fussell wrote in the New Republic that the “degree to which Americans register shock and extraordinary shame about the Hiroshima bomb correlates closely with lack of information about the war.” Nearly three decades after Fussell’s comments, World War II is not even a dim memory for most Americans, and the numbers killed versus the numbers saved are just abstract figures with long strings of zeroes. But the fact remains, albeit uncomfortable or inconvenient for some, that President Harry S. Truman’s much-derided accounts of massive  casualties projected for the two-phase invasion of Japan is richly supported by U.S. Army, White House, Selective Service, and War Department documents produced prior to the use of nuclear weapons against Japan and stretching all the way back through the last nine months of the Roosevelt administration.

Some scholars have for years—indeed, decades—picked over the bones of every decision relating to the use of nuclear weapons against Imperial Japan. Every nuance of Truman’s most casual asides has been examined, parsed, and psychoanalyzed as critics of the decision have tried to prove that the president lied when he stated that the atom bombs were dropped in the hope that they would induce a defeated Japan to surrender before U.S. forces—being gathered in the Pacific from as far away as the battlefields of Germany—were forced into a prolonged, bloody ground invasion.

In 1945, however, Truman and his senior military and civilian advisors had no such luxury. The clock was ticking on the invasion countdown, and George M. Elsey, who worked closely with Truman throughout his presidency, later remarked, “You don’t sit down and take time to think through and debate ad nauseam all the points. You don’t have time. Later somebody can sit around for days and weeks and figure out how things might have been done differently. This is all very well and very interesting and quite irrelevant.”

The later examination of Truman’s decisions was further complicated because his critics had little knowledge of military historiography and even less of the language and assumptions that are standard features of what is produced by planning staffs. For example, some have promoted the idea that General Marshall’s staff believed an invasion of Japan essentially would have been a walk-over. To bolster their argument, they point to highly qualified—and limited—casualty projections in a variety of briefing documents produced in May and June 1945, roughly half a year before Downfall’s initial invasion operation, Olympic, was to commence. The numbers in these documents, however, were not recognized for what they are: estimates of only the first thirty days of fighting. Consequently, they were grossly misrepresented by individuals with little understanding of how the estimates were made and exactly what they represented.

In effect, it is as if someone during World War II had come across casualty estimates for the invasion of Sicily and then declared that the numbers would represent losses from the entire Italian campaign—and then, having gone that far, announced with complete certitude that the numbers actually would represent likely casualties for the balance of the war with Germany. Of course, back then such a notion would be dismissed as laughably absurd, and the flow of battle would speedily move beyond the single event the original estimates—be they good or bad—were for. That, however, was more than six decades ago. Today, historians doing much the same thing have won the plaudits of their peers, received copious grants, affected the decisions of major institutions, and misled a young man who would become president.
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Operation Downfall, the onrushing event driving both American and Japanese decision making, has received far less examination than the political side of the process, which was utterly subordinate to it in 1945. With some notable, fine exceptions, the tendency has  been for historians to regurgitate the same limited selection of planning and briefing documents or go to the other extreme and print everything that one can get his hands on while displaying little ability to separate the wheat from the chaff. This is also true for Olympic, while of the second invasion operation, Coronet, against the Tokyo area in 1946, the lack of examination is explained away by the supposed lack of documentation.

Readers of this volume will find that misconceptions abound as to the state of Japanese readiness to meet the invasion. This principally is due to the uncritical acceptance of assumptions and incomplete intelligence in the relatively few presurrender documents that have formed the core of many scholars’ opinions. The state of Japanese air power is an excellent case in point. The often-repeated common wisdom holds that there were only 5,500, or at most 7,000, aircraft available and that all of Japan’s best pilots had been killed in earlier battles. What the U.S. occupation forces found after the war, however, was that the number of aircraft exceeded 12,700, and thanks to the wholesale conversion of training units into kamikaze formations, there were some 18,600 pilots available. Most were admittedly poor flyers, but due to the massive influx of instructors into combat units, more than 4,200 were rated high enough for either twilight or night missions. A deadly turn of events.

Based on intelligence reports during the summer of 1945, U.S. commanders also believed that the Imperial air forces were “out of gas” both figuratively and literally. But while it was true that fuel for training units was being severely rationed both before and after the units were given combat status, it did not become clear until after the war that the Japanese had succeeded in building up a large strategic reserve of aviation fuel separate and distinct from stocks used for training and day-to-day activities, reserves which would only be tapped for the final battles in the Home Islands. The idea that there was a dearth of fuel was further reinforced in American eyes by the manifestly weak reaction of the Imperial air forces to the B-29 raids against Japanese cities and virtually no response at all to a series of shore bombardments by American and British battleships that it was hoped would lure large numbers of aircraft to their destruction by waiting carrier aircraft. Despite the best efforts of the U.S. Navy and Army Air Force, the Japanese displayed a fanatical adherence to their plan to not launch air attacks until it was confirmed that the invasion was actually taking place.

One matter that set off urgent alarm bells within the U.S. Navy in the war’s very last days was that the Japanese had begun to launch kamikaze attacks of a type for which there was no effective defense. Japan’s naval air arm had inadvertently stumbled upon the fact that the thousands of largely wooden trainers that they had redesignated as combat aircraft were functionally invisible to radar, and now that they had the night-qualified pilots to fly them, the Japanese had the ability to stealthily attack U.S. warships before few, if any, guns could be brought to bear on the aircraft. Moreover, the normally deadly “proximity fuze” fired by the U.S. Navy’s antiaircraft guns had to pass extremely close to a wooden aircraft before it would be influenced by its presence and explode. That the antiquated “sticks ’n’ string kamikazes” went three for three in attacks against U.S. destroyers immediately before Japan surrendered has rarely been mentioned beyond a brief reference in the official Navy history of the Pacific war, or been examined outside of long-declassified documents, in spite of the intolerable situation they foreshadowed if the war had continued.

As for operations on land, the perception has grown that the Imperial Army intended to expend itself in division-sized banzai charges into the face of American artillery and naval guns. In this respect, some modern historians have fallen just as prey to the militarists’ call for “a decisive battle” on Kyushu as the targets of their exhortations in 1945, the Imperial foot soldiers and civilian levies. The plentiful, and dead earnest, propaganda to relentlessly storm the beachheads has tended to obscure the fact that the highly choreographed attacks against the correctly determined American beachheads were anything but mindless mass charges in which Imperial infantry would offer themselves up for annihilation. Likewise, the “coastal defense divisions” tasked with delaying the establishment of American lodgments and movement inland only placed one-fifth to one-third of their men (depending on the nature of the terrain) in the well-sheltered positions along the beaches with the balance ensconced in all-around battalions and company positions in the craggy hills to their rear. Indeed, the bulk of Japanese positions, as at Okinawa, were well away from the targeted beachheads.

The tactical and operational details of Imperial Japan’s counterpart to Downfall, Ketsu-Go, generally have seen far less misrepresentation and misinformation than other aspects of this subject for the simple reason that Ketsu-Go generally has been ignored. Beyond the goundbreaking studies by Edward J. Drea and the late Alvin D. Coox, tactical and operational matters have been of little interest to Eurocentric historians who, at most, take whatever fragments of Coox and Drea’s work that best suits them. Not so in this volume. Moving further down into the weeds, Ketsu-Go No. 6 and Ketsu-Go No. 3, the Japanese counterparts, respectively, for Olympic and Coronet, are examined in detail. From the weeds, we burrow into the mud, covering the Mutsu Operation No. 1, the defense plan for southern Kyushu, as well as its three defense zones in the very areas of Kyushu where U.S. forces planned to come ashore. This material was garnered from postwar interrogations and reports produced by the relevant Japanese staffs from field units on Kyushu through Imperial General Headquarters in Tokyo, and readers will find that there is no basis for the often-repeated notion that Japan’s military lacked the capacity to effectively resist an invasion.

Juxtaposed against Japanese efforts are the tactical intelligence analyses produced by the U.S. Sixth Army targeting Kyushu—both immediately before the dropping of the atom bombs and several months later, when, with American “boots on the ground,” direct examination was possible of Japanese defense preparations. U.S. personnel were stunned at the scale and depth of the defenses. The Japanese had, to put it bluntly, “figured us out,” said one officer. Chillingly, a highly placed member of the Imperial Army staff told the Sixth Army’s Intelligence chief not only that they expected the initial invasion to be launched on Kyushu in October 1945 but also that they knew the precise locations of the landings.

Instead of a grinding war of attrition, the U.S. military had hoped for a less costly battle of maneuver, but both the interrogations and the layout of the Japanese defenses indicated that this had not been in the cards. Moreover, the Japanese had expanded their forces on Kyushu far beyond anything imagined by U.S. planners. While neither the highly perceptive positioning of the Japanese defenses nor the increase in forces were apparent before Truman, Stimson, and Marshall left for the Potsdam Conference, by the third week in July  it finally became alarmingly clear that a Japanese buildup of stunning proportions had been accomplished right under the noses of U.S. intelligence and was continuing at a rapid pace with “the end not in sight.” Meanwhile, American preparations for use of atom bombs against four specially chosen cities continued apace and the Japanese leadership chose to ignore warnings issued by the Allies at the conclusion of the conference.

General Marshall, who by now had returned to Washington and been made fully aware of activities on Kyushu, could not assume that the fanatical Japanese would surrender even when atom bombs were raining down on their cities and the Soviet entry into the war dashed their hopes of a negotiated settlement. An examination of alternative invasion sites for Kyushu had been launched when the scale of the Japanese troop buildup had become evident, but both the chief of staff and his commander in the Pacific, Gen. Douglas MacArthur, agreed that none of the sites were adequate substitutes. U.S. leaders were encouraged by the official Japanese government inquiries initiated after the dropping of the first two bombs and Soviet invasion of Manchuria, but optimism that the war might soon be over vanished. Communications had suddenly stopped, and it appeared that Japanese intransigence or indecision was about to scuttle peace efforts.

After a tense weekend with no word from Tokyo, Marshall informed his Pacific commanders, “The President directs that we go ahead with everything we’ve got.” Conventional air strikes were resumed and components for the third atom bomb were released for use. But the Army chief and his senior staff had something else in mind now that it was beginning to look like the “shock” of atom bombs had failed in its strategic purpose of loosening the iron grip the country’s militarists had on Japanese decision making.

Marshall had long been a proponent of the tactical use of the developing atomic arsenal and poison gas in support of ground operations. Strategic use of atom bombs against cities had certainly been worth a try, but the militarists appeared to be completely unmoved, and to Marshall, atom bombs were too precious an asset to waste in an apparently futile strategic campaign. With the invasion still very much “on” and forces gathering for it from as far afield as Europe, he now threw his staff into planning for the use of the full range of weapons in the United States’ arsenal, today referred to as weapons of mass destruction or WMDs, to trump the human tide welling up on Kyushu. Marshall’s plans called for most—and if he could convince Stimson and Truman, all—of the bomb production through December 1945 to be dropped on Japanese defense concentrations along or near the beaches.

A more complete appreciation of the dangers posed by nuclear radiation was still in the future, and millions of Japanese, and Americans, on Kyushu and close by at sea would have been affected by the tightly packed set of perhaps nine detonations in a triangle-shaped zone roughly analogous to the area bounded by Newport, Rhode Island, Worcester, Massachusetts, and Boston. The emperor’s surrender broadcast on August 15, 1945, effectively ended any need for Marshall and his staff to pursue the initiative, and like so many aspects of Downfall, the hideous consequences of the imminent switch from strategic to tactical use of nuclear weapons if the Japanese has not surrendered has not been closely examined before.
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Although I didn’t know it at the time, work on Hell to Pay began when I was engaged in military government studies at the Harry S. Truman Library and Museum in Independence, Missouri, in the early 1980s. Many years later, Military Review editor in chief Lt. Col. George L. Humphries and Dr. Michael E. DeBakey, colonel, USA (Ret.), encouraged me to do a book on the invasion planning, but it wasn’t until the back-to-back publication on matters relating to the U.S. Army’s casualty projections for Downfall in the June 1997 Journal of American History and the following month in the Journal of Military History that Larry Bland, coeditor of The Papers of George Catlett Marshall, said that I “must” finally get down to work. I saluted and said, “Yes, sir!”

Larry was particularly interested that I should document such things as the massive production of Purple Hearts in anticipation of the invasion, and the relationship of the Pacific-bound redeployment of forces from Europe to General Marshall’s firm determination to not allow the Army to get bogged down in a prolonged battle for Berlin. These and other matters in which we shared a deep interest were beyond the scope of his then-current project, volume 5 of the Papers, spanning 1945 and 1946, and both are covered in this book. Friends and colleagues of Larry will recognize his hand throughout Hell to Pay.

Both Michael DeBakey and John Correll, during their tenures, respectively, at the Baylor College of Medicine in Houston, Texas, and the Air Force Association in Arlington, Virginia, were of great assistance personally, and DeBakey also assigned students to help locate certain documents produced during his time with the Army’s Surgical Consultants’ Division in 1944–46. Similarly, Correll arranged for the association’s Juliette Kelsey to twice do important preliminary work at the National Archives before my research there on Purple Heart production. George Elsey made later work at the archives much less of a financial strain by graciously putting me up at his club, and he provided valuable insights into President Truman’s thinking and the flow of intelligence information to Truman and his senior advisors. His friend, Maj. Gen. Donald S. Dawson, USAF (Ret.), also from Truman’s staff, made similar beneficial arrangements during yet another research siege.

Throughout this project, my lovely wife (and frequent coauthor) Kathryn Moore pitched in at the drop of a hat, as did my daughter Andrea Giangreco during the indexing and document transcriptions. Three individuals of inestimable help with this book were Alvin D. Coox and Edward J. Drea on all matters relating to the Japanese military, and Sadao Asada on the decisions of the Japanese cabinet. (Asada also shared his experiences as a young boy during the late war years and U.S. occupation.) These scholars answered my questions promptly, fully, and with far more patience than I deserved. The U.S. Naval Institute Press crew, particularly Karin Kaufman and Elizabeth Bauman, were a delight to work with, and the Press’ cartographer, Christopher Robinson, spent nearly fifty hours producing the superb set of maps on these pages. Edward S. Miller provided varied and valuable contributions, and Richard Russell on the “business” end of the Press also found himself doing a little double duty on this book since, having written extensively on U.S.-Soviet cooperation in the Pacific, he was a ready and willing resource.

The list is long of others who generously lent their time, knowledge, and encouragement to this project and includes Lefteris Lavrakas, George McColm, Tim McGarey, Werner Gruhl, Eric Berguid, Stephen J. Waszak, Terry Griswold, Gary R. Hovatter, Thomas E.  Conrad, Dennis Bilger, Von Hardesty, Dean Allard, Robert Aquilina, Bill Maulden, Maurice Matlof, Andrew J. Goodpaster, Robert W. Coakley, Stanley L. Falk, Shelby L. Stanton, Roger Pineau, Norman Polmar, Thomas B. Allen, Ken Werrell, Denis Warner, Trevor N. Dupuy, Elliot Richardson, Ike Skelton, Clarence M. Kelley, Vince Shartino, Morey Amsterdam, William F. Buckley Jr., Selwyn Pepper, Alexander Herd, William G. P. Rawling, Jon Parshall, Joao Paulo Matsuura, Sarandis (Randy) Papadopoulos, Jeffrey Barlow, Fred L. Schultz, Wade G. Dudley, Michael D. Pearlman, Geoff Babb, Graham H. Turbiville, Jacob Kipp, Lester Grau, Samuel Loring Morison, Arthur G. Volz, Michael Kort, Josh Reynolds, Kevin Ullrich, Martin Allday, Andrew A. Rooney, William A. Rooney, Ben Nicks, James Pattillo, Burr Bennett, Jack Moore, Samuel J. Giangreco, John J. Maginnis, John E. Greenwood, Victor Krulac, Edwin Simmons, Bernard J. Humes, Strom Thurman, Victor Fic, Robert A. Silano, Marc Gallicchio, Jeffery J. Roberts, Richard F. Snow, Frederick E. Allen, Fritz Heinzen, Robert P. Newman, George F. Kennan, Stanley Weintraub, Robert James Maddox, John Bonnett, Hal Wert, Ian V. Hogg, Earl F. Ziemke, Mackenzie Gregory, Dwight M. Miller, Robert H. Ferrell, Erwin Muller, Dennis Bilger, Patrick Connelly, Pauline Testerman, Liz Safly, Randy Sowell, JoAnne Knight, and, finally, Barton J. Bernstein, whose phone calls and 102 letters were instructive in many unexpected ways.

I have been playfully teased by former and forthcoming coauthors of mine, John T. Kuehn, commander, USN (Ret.), and Donald L. Gilmore—colleagues from my years at Fort Leavenworth, Kansas—over how I have approached American and Japanese planning for the invasion. Both have remarked that, unlike in previous works, Olympic and Ketsu-Go are given the somewhat dense “Staff College treatment” in Hell to Pay. I can only plead guilty. This level of examination had to be done, however, because there are so many deep-rooted misconceptions attached to this subject, particularly regarding the true state of the Imperial Army and well as the Army and Navy’s air elements, and the basic realities “on the ground” in the Olympic and Coronet invasion areas.

Larry Bland, seconded by others, also cautioned, “You are dumping so much genuinely new material on people that you should consider recapping some of the key points somewhere in the middle,” and he suggested that readers be allowed to “take a breath before going on.” Wise advice, and I have followed it in the first half of chapter 9. As for the matter of expected casualties, Japanese as well as American, DeBakey got right to the heart of the matter. After fretting over the deterioration in America’s institutional knowledge of the environment in which all life-and-death decisions had to be made in 1945, he stated that having to demonstrate that the invasion of Japan would produce “catastrophic casualties” was ridiculous. Said DeBakey,“It’s like having to prove that slamming someone’s head with a meat ax will kill him.”

Larry Bland and Michael DeBakey both passed away as this book was entering its final stages, and it is a sad fact of life that many of the gentlemen in these acknowledgments are no longer with us. From Newt Tritico to Paul Tibbits, it was an honor to have met them, and to still learn from the old soldiers, sailors, airmen, and Marines who, as one of their number put it, are still “alive and kickin’.” With the sole exception of Elliot Richardson, then a decorated and twice-wounded medic with the 4th Infantry Division, who said that he was looking forward to the invasion, the veterans to a man stated that they dreaded what was  to come. And even Richardson admitted that his outlook in 1945 was out of the ordinary, explaining that he was “young, gung-ho, and foolish.”

During the Enola Gay affair at NASM, Veterans groups were frequently dismissed as being overly sensitive to supposedly “inconsequential” points in the exhibit that focused almost entirely on Japanese civilian casualties in the closing days of the war. Yet it’s like Kissinger used to say, “Even paranoids have real enemies.” Martin Allday, wounded on Okinawa and headed for Tokyo in Operation Coronet, related how his persistent efforts to get friend and fellow vet, author James Michener, to weigh in publicly with his knowledge of what the men faced was one battle that he could not win. Although Michener would take part in several local events in Texas, his well-founded fear of the reaction from the literary and Hollywood circles he moved in was so strong that he made Allday promise not to release one eloquent letter he’d written until after his death. An excerpt from Michener’s letter is reproduced in the epilogue to this volume.

That Michener preferred to keep his opinions to himself, though disappointing, is not particularly surprising when one remembers the derision veterans were receiving at the time from some historians and major institutions. NASM director Martin Harwit wrote after his dismissal that the Enola Gay controversy was a battle between a “largely fictitious, comforting story” presented by the veterans and the “event [Hiroshima] as revealed in trustworthy documents now at hand in the nation’s archives,” which the veterans “feared . . . could cast into doubt a hallowed, patriotic story.” Many in the academy support this contention. Laura Hein, for example, praised the “contemporary historical scholarship” displayed in the original, disputed exhibit script and maintained that “a great many U.S. soldiers in the Pacific in 1945 believed the bombs brought the war to a speedy end, but they were not in a position to know.” This presumed, however, that assumptions based on these “trustworthy” documents were themselves correct and derived from a comprehensive understanding of the material. They weren’t.

The type of characterization made by Truman critics that “the exhibit might be interpreted as celebrating the deaths of 150,000 to 200,000 Japanese civilians, mostly old men, women and children” only served to confirm the veterans’ suspicions that scholarly discussion of this subject is dominated by those who, for whatever reason, do not acknowledge that even excluding mounting deaths along the Asian littoral—and according to the Japanese government’s own estimates—anywhere from 50 to nearly 150 times the number of Japanese who died at Hiroshima and Nagasaki would be killed during the invasion, taking a significant number of Americans with them. For veterans, the “celebration” was not in the deaths of innocents, but that their own lives, and those of their buddies, were spared.

Hopefully this book will allow Americans to get a glimpse of what many of these men would have confronted during Operation Downfall.

A Note on Japanese Names and American Ranks: With the exception of Japanese authors cited in the notes, all names of Japanese nationals in Hell to Pay are rendered in English according to Japanese usage, surname first. Readers will also find that some U.S. officers make their appearance with different ranks. In each case, the officers’ ranks are appropriate to the time frames of the events portrayed.








CHAPTER 1

The Maximum “Bloodletting and Delay”

Victory was never in doubt. Its cost was. . . . What was in doubt, in all our minds, was whether there would be any of us left to dedicate our cemetery at the end, or whether the last Marine would die knocking out the last Japanese gun and gunner.

 

—MAJ. GEN. GRAVES B. ERSKINE, commanding general, 3d Marine Division1

 

 

The United States . . . is confronted with numerous problems; such as, mounting casualties, the death of Roosevelt, and a growing war weariness among the people. . . . Should Japan resolutely continue the war and force heavy enemy attrition until the latter part of this year, it may be possible to diminish considerably the enemy’s will to continue the war.

 

—“Basic General Outline on Future War Direction Policy,” adopted at the June 6, 1945, Imperial Conference2

 

 

The old artilleryman thoroughly enjoyed the fireworks. In rapid succession, the USS Augusta’s eight 5-inch guns blasted out round after round of antiaircraft shells as dual 40-mm “pom-poms” let loose streams of fire at nonexistent targets.3 The racket raised by the “test firing,” performed for his benefit, was not new to the Augusta’s guest. Nearly three decades earlier he had captained a battery of four French-made 75-mm guns that hurled some 2,009 rounds at a series of German positions in the space of three hours and twenty-one minutes during the opening of the Meuse-Argonne offensive. At specific points during the captain’s dawn fire mission in 1918, his sweating gunners were firing so fast that they had to place water-soaked gunny sacks on their guns’ long barrels to cool them down.4

The artilleryman, now President of the United States Harry S. Truman, was returning from the Potsdam Conference, where he had been happy to report, “I’ve gotten what I came for—Stalin goes to war August 15.”5 The Soviet Union’s imminent entry into the war meant that the struggle with Imperial Japan would certainly be brought to a conclusion with far fewer dead and maimed Americans than if the United States would have had to fight on almost alone or even with assistance from Britain’s empire. The icing on the cake had come just the previous day, when on August 6, 1945, Truman was brought word that the secretly developed atomic bomb had been successfully detonated at the port city of Hiroshima.

It seemed certain that the Japanese must finally admit defeat, but there had been little thought that the giant war machine channeling men and material toward Imperial Japan in staggering numbers might suddenly shut down. Even the USS Augusta, in expectation of facing kamikaze attacks, was slated to augment the impressive antiaircraft defenses witnessed by Truman and receive an updated radar suite. Now, however, there was a very real chance that the whole blessed thing would soon be over and the millions of young men converging on Japan could go home.

On Monday, the sixth of August, roughly 5,400 of those men, soldiers of the 20th Armored Division aboard the SS John Ericsson, were nearing New York while the Augusta, almost six hundred nautical miles due east, was making its own approach to Chesapeake Bay and the naval base at Norfolk. After carefully navigating through the minefields protecting the harbor, the Ericsson continued west then turned northwest toward the narrows and its Hudson River pier when the ship was greeted by a yacht with a Women’s Army Corps (WAC) band and a bevy of beautiful babes who waved and threw kisses. This was not a time for any fears of what the future might hold, and the soldiers eagerly looked forward to thirty-day furloughs before they had to report in at their Camp Cook, California, staging area for the Japan invasion. They knew nothing yet of the strange new weapon that was saving many of their lives or, for that matter, that they had been sharing a piece of ocean with the president.6

In fact, nearly 100,000 westbound soldiers earmarked for the invasion—in addition to the first few thousand heading home permanently because they were lucky enough to be “out on points”—had passed Truman on the high seas in July as the Augusta raced east at an average speed of twenty-six-plus knots to deliver him to the Potsdam Conference.7 Little more than a day after Truman’s departure, he crossed paths with both the 4th Infantry Division heading for New York and the 8th Infantry Division, which would retrace his route through Chesapeake Bay while heading for Hampton Roads. Troops from both divisions disembarked on July 10 and were immediately hustled into trains that brought them to camps, where they received new uniforms, huge dinners with all the trimmings, and entertainment from USO troupes before leaving on furlough.8

The process repeated itself near the mid-Atlantic with the 87th Infantry Division, sailing for a New York arrival of July 11, and again with the 2d Infantry Division, which, moving in a convoy of three slow transports, would not dock in New York until the twentieth. Numerous ships with mixed passenger complements of smaller units and individual soldiers were passed during the Augusta’s approach to the English Channel and as it and its escorts picked their way through the Channel minefield and scores of wreck buoys marking the  graves of Allied and Axis vessels. By the time the Augusta prepared to sail up the Wester Schelde Estuary for the final run to Antwerp, the Queen Elizabeth had already pulled into the Clyde with the 44th Infantry Division and, to the south at Le Havre, advance elements of the 5th Infantry Division had begun boarding for their voyage to Boston.9 The objective of this vast movement of men and material was nothing less than Tokyo itself.

On August 6, 1945, the United States had been at war for almost exactly three years and eight months. Entering World War II “late,” and with no invading armies rampaging across its soil, it had not even begun to suffer the huge day-in, day-out losses common to the other antagonists until just the previous summer. Operation Overlord, the invasion of France, and Operation Forager, the invasion of the Mariana Islands, marked the beginning of what the U.S. Army termed “the casualty surge” in postwar analyses, a year-long bloodletting that saw an average of 65,000 battle casualties among young American soldiers and Army airmen each and every month from June 1944 to May 1945. And these figures did not include the considerable Army losses due to sickness and disease or the appalling Marine and Navy casualties in the Pacific.10

The number of dead, wounded, injured, and missing reached its peak during the months of November, December, and January at 72,000, 88,000, and 79,000 respectively, even as the War Department, in conjunction with the Office of War Mobilization, hammered out both the details of how to handle the nation’s manpower shortage and what needed to be done to ensure that the public’s support for the war with Japan did not waver during 1945 and 1946. The result was a partial demobilization in what was then believed to be the middle of the conflict. Through use of a “points system,” the longest-serving troops were allowed to return home for good, even as Selective Service inductions were nearly doubled in March 1945 to 100,000 men per month in preparation for the grim losses expected from the upcoming series of operations on the Japanese Home Islands.11

Official figures for American casualties during the war, repeated in countless books and articles, vary only slightly depending on such things as whether or not the early phases of the postwar occupations of Germany and Japan are included, or the loss of the U.S. Army’s Philippine Scouts are factored in, and usually stand at 291,577 dead and 671,846 wounded. Occasionally, when “other deaths” from accidents and disease are added, the mortality figure is presented as 405,399, and totals are often rounded.12 These figures are perfectly sufficient for most uses, such as general comparisons with the losses suffered by other nations or of America’s previous wars, but it is important to understand that they represent only a fraction of what the nation’s military and civilian leaders at that time recognized as the war’s true cost.

Excluding the Merchant Marine, a civilian body whose 243,000 sailors actually suffered the highest American combat mortality rate of the war,13 some 16,425,000 men and 150,000 women (including 17,000 who served in combat theaters) put on uniforms between 1941 and 1946. The U.S. Army saw 12,435,500 soldiers and airmen pass through its ranks as it struggled to maintain an authorized strength of 7,700,000.14 And maintaining that troop level often seemed an impossible task. While the frequently quoted number of Army and Army Air Force casualties stands at 936,259, this figure does not include a wide array of administrative separations as well as 9,256 nonbattle deaths or other categories that  continually drained the Army of manpower and were closely monitored by senior leaders.15 These included 50,520 disability discharges due to nonbattle injuries in combat zones (such as loading accidents), combat-related psychiatric breakdowns accounting for 312,354 discharges, and medical discharges totaling a stunning 862,356 from illnesses contracted in disease-ridden overseas theaters—and none of these figures account for soldiers who were hospitalized and then returned to their units after recovery.16

Navy and Marine Corps battle casualties at first appear small by comparison, only 159,495 to 162,668 men (depending on how one constructs the totals), but these figures were more than eight times the number of killed and wounded among our seaborne forces in all the other wars of the United States combined. They also do not include stateside administrative and medical attrition of military personnel; the Merchant Marine and Coast Guard’s 10,095 dead and 12,000 other battle casualties, primarily from German submarines; nor the Navy and Marines’ 30,442 nonbattle deaths. There were also 111,426 Army and Army Air Force prisoners of war in Europe and missing in action in the Pacific who survived their captivities and were counted as casualties during the war .17 In all the United States’ armed services had to contend with losses amounting to no fewer than 2,580,000 men in overseas theaters, with the monthly totals running generally in tandem with the rapid growth of forces overseas and leaping upward when the tempo of operations intensified during the last year of fighting. And this was before a single soldier or Marine set foot on a Japanese beach.
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Although the precise details of Selective Service conscription statistics remained a closely guarded secret until after the war, Truman, his military and civilian advisors, and senior members of Congress were painfully aware that there was a yawning gap between the draft “calls”—essentially targets—and the number of men actually inducted. Subsequent to a spate of successful months in early 1943, when the number inducted exceeded the calls, the rest of the year and 1944 saw few occasions when quotas were met. The armed services absorbed 4,915,912 draftees during that period, an impressive figure by any standards. However, the calls, in order to fulfill the insatiable demands of global war, had actually totaled 5,815,275.18

This shortfall of nearly a million men fell heaviest on the draft’s biggest customer, the Army, and had an immediate impact on the ground force element that engages in the heaviest, most prolonged fighting—the infantry. And although the effort to generate a large pool of potential inductees to choose from resulted in the calls exceeding the armed services’ actual needs, the dearth of young men being sent forward was painfully real and contributed to a deficit of up to 400,000 soldiers during the countdown to the invasion of France.19 Without either an upswing in the number of new men wearing khaki, or a serious revamping of its force structure, the Army would not be able to conduct a two-front war without risking serious reverses and possibly even local defeats that would prolong the fighting and ramp up the nation’s cost in “blood and treasure.”

Seeing the writing on the wall, the Army embarked on myriad initiatives to minimize losses, such as imposing the highest practical hygiene standards on units in the field, while simultaneously fine tuning and downsizing the composition of combat divisions themselves. For example, the table of organization strength of the Army’s eighty-nine active divisions in April 1945 was only 70,000 men higher than the seventy-three and a half largely paper divisions in December 1942.20 Still, the huge shortfalls made the formulation of a stable replacement pool virtually impossible, and stateside divisions were gutted, sometimes repeatedly, to supply new men for the ones already deployed. It was not unusual to find a formation in the midst of training losing nearly the equivalent of its stated strength in a series of “division drafts.” One standard-sized, 14,253-man division, the 69th, was forced to give up 22,235 enlisted personnel and 1,336 officers before it was finally shipped to France.21

Administrative manipulations and gyrations of this sort were largely, but not completely, beyond the eyes and ears of both Japanese intelligence and diplomatic corps, and the structure of the U.S. division cut off in the Philippines in 1941, and eventually lost, was only generally representative of what such formations looked like by 1943. Fighting against complete U.S. combat divisions in New Guinea generated some idea of their weight and structure through use of signals (radio) intelligence, but the fact that Japanese units took few American prisoners and were, in any event, either cut off or functionally annihilated meant that the Imperial General Staff in Tokyo operated largely in the dark and had to depend on the Germans for detailed intelligence on the U.S. Army’s force structure. What the Japanese could and did get, however, was a look at the overall U.S. war effort and public opinion from the American press. And it was quite an eyeful.

Foreign agents, often working in the embassies and consulates of neutral or nominally allied nations, harvested newspapers and magazines of all kinds, including official publications such as Yank and Air Force, which could be obtained for the price of a subscription.22 Despite military censorship and the great care taken by domestic newspapers to follow the Office of Censorship’s “voluntary” guidelines, articles designed to buck up home-front morale or run-of-the-mill news stories often carried nuggets of hard information that could be combined to form at least some understanding of what the Arsenal of Democracy was capable of producing in terms of the war’s basic hardware, such as ships and planes, as well as the manpower available to prosecute the war.23 Yet it was the robust criticism of the lengthening war and growing casualty lists—all gleaned from editorials, letters, and opinion pieces—that supplied much of the rationale behind the strategic decisions of Imperial Japan and Nazi Germany alike when it came to deciding how to handle the United States.

The leaders of both nations had entered the war convinced that there was little to fear from America, and Adolf Hitler voiced the prevailing wisdom one month after Pearl Harbor when he said, “It’s a decayed country. And they have their racial problem, and the problem of social inequalities. . . . Everything about the behavior of American society reveals that it is half Judaized and the other half Negrified. How can one expect a State like that to hold together—a country where everything is built on the dollar?”24 The Japanese were confident that their devastating attack on the U.S. Pacific Fleet, quick string of Asian and Pacific conquests, and the decision by an ascendant Germany to honor its alliance by immediately declaring war on the United States would cow the feckless Americans into accepting the reality that they simply could not win. One of their number, however, was less certain.

Admiral Yamamoto Isoroku had conceived and planned the strike on Pearl Harbor, yet he warned that Japan would likely lose the war if it could not be wrapped up quickly. As a young man, he had studied at Harvard and later served as Japan’s naval attaché in Washington.25 Yamamoto’s nearly six years in the United States gave him insights into an America that was incomprehensible to his warrior colleagues raised in a homogeneous, and in many ways still closed, society. As with the Nazis, they had little real understanding of how the American press worked, let alone how it fit into a society that somehow managed to be both skeptical and optimistic at the same time. What they beheld was a chaotic, mongrel nation suffering under the weight of a weak, inefficient democratic process; what Yamamoto saw was vitality and inner strength.

In the space of just a few years, Yamamoto was dead, the victim of broken Japanese codes and long-range American fighter aircraft. Hitler and his regime were clearly reaching their end, too, as massive armies pummeled their way toward the German borders from east and west. Articles in the American press of victories and armies moving ever forward were familiar to the totalitarians in Tokyo and what was left of the Third Reich, which exercised an iron control over their own newspapers and state-controlled radio. But to the Japanese in particular, much hope was derived from what must have appeared to them to be a shocking amount of publicly allowed and reported negativity.

Editorial after editorial forcefully complaining about America’s allies, the conduct of generals, and even of specific pieces of military equipment; fathers and mothers bemoaning in letters that their sons were pulled from the colleges they attended under the once much-ballyhooed Army Specialized Training Program (ASTP) to fill the critical need for soldiers with engineering, language, mathematics, and other demanding skills; readers appalled at the rapidly escalating casualties and demanding that eighteen-year-old draftees be given more training before being shipped overseas; church groups and individual citizens expressing outrage that the U.S. House of Representatives had passed a bill authorizing the drafting of women nurses; wives demanding to know why husbands with small children who had been drafted a year before Pearl Harbor could not be sent home now that there were “so many men in uniform”—it could all be found on the pages of daily newspapers as well as in the periodic lists of local dead and wounded.26 Moreover, the rallies and marches by the gaggle of organizations making up the isolationist America First movement, some huge by standards of the day, were hardly a distant memory.27

The “weakening will” that Japanese leaders perceived from the American press offered them a degree of hope at a time when they had lost battle after battle and finally the key Marianas chain in the summer of 1944, a calamitous event that put U.S. heavy bombers in range of the Home Islands. While this came as a shock to Japanese from all walks of life, including Emperor Hirohito himself, the country’s military leaders firmly maintained that America’s victories were built on her industrial might and that it was they, not their own people, purportedly infused with the “Yamato spirit,” who were “suffering and desperately trying to bring the war to a decisive end as early as possible.”28 Optimism and firm assurances, however, don’t win battles, and by the time the American juggernaut reached the Philippines in the fall, Japan’s increasingly desperate military failed again, even though it authorized the first use of kamikaze planes and offered up a significant part of their remaining fleet for destruction as a decoy.

Yet in spite of America’s successes, there seemed to be almost as much bad news as good for the U.S. press to report. Just weeks after optimistic stories of a collapsing German army, predictions that the war in Europe might be over by Christmas, and reports of the destruction of the Japanese navy in the Leyte Gulf battles, the papers were filled with demands for finding who was to blame for the Germans’ early successes during their Ardennes counteroffensive and why so many ships were falling prey to kamikazes in Philippine waters. There were also ominous warnings from Washington that monthly draft calls were going to have to be increased (they, in fact, were nearly doubled between December 1944 and March 1945) and that “the number of returned sick and wounded is now so large that the Medical Department can no longer make it a policy to send patients to hospitals nearest their hometowns.”29

Yes, battle after battle had been lost and the fleet was gone, but Japan still had millions of men under arms and it appeared that there was good reason to believe that they could still salvage a victory of sorts over a decadent United States less concerned with winning than with the lives of its sons. Victory was redefined as achieving a military stalemate that left, at minimum, the core empire intact (the Home Islands, Manchuria, Korea, and Formosa) and guaranteed the continuance of the imperial structure. A decision was made to stretch out the fighting through “vigorous, protracted operations” designed to inflict the maximum “bloodletting and delay” (shukketsu and jikyu senjutsu) on U.S. forces. The Japanese military confidently maintained that attrition warfare or “bloodletting operations” (shukketsu sakusens ) would simply prove too much for Americans to bear.30

Whether or not the country’s military leaders actually believed this or were, as some Japanese officials and midlevel officers suspected, simply engaged in posturing to brazen their way through a deteriorating situation, it was the Japanese militarists that were in firm control of the government and their view was summed up in a 1945 Imperial General Headquarters (IGHQ) strategic assessment: “The fighting morale of the United States is being weakened by fear of large casualty tolls, there has been an increase in labor strife, criticism of the military, and agitation from the ranks to engage in a precipitous demobilization. Should the USA be defeated in the battle for Japan itself, public confidence in the President and military leaders will decline abruptly, fighting spirit will deteriorate in the flurry of recriminations, and Japan will find herself in a much more favorable political position.”31

Yet behind the mysticism and “Yankees are crybabies” wishful thinking, were the simple mathematics of scale and distance that would surely come into play as the fighting drew nearer to Japan and eventually on the Home Islands themselves. Gen. Jonathan Wainwright, held by the Japanese since the U.S. defeat in the Philippines, was told by a confident Japanese colonel that “there are a hundred million people in the Japanese empire. It will take ten times one hundred million to defeat Japan. To move such a force against Japan even if you had that many warriors, would be impossible.” Said one field army staff officer to his interrogators after the war, “I thought that the war would continue three or four [more] years because, although Japanese national power was far below standard, it was considered that [the United States’ power] would be insufficient. . . . It was thought that the battle for the homeland would be difficult, would require years and, with the help of Manchuria, would be fought to a draw.”32






CHAPTER 2

Spinning the Casualties

The Army must provide 600, 000 replacements for overseas theaters before June 30, and, together with the Navy, will require a total of 900, 000 inductions by June 30.

 

—GEN. GEORGE C. MARSHALL and ADM. ERNEST J. KING in the January 17, 1945, New York Times1

 

 

What it must have been like for some old-timer buck sergeant . . . who had been through
 Guadalcanal and Bougainville and the Philippines, to stand on some beach and watch
 this huge war machine beginning to move and stir all around him and know that he very
 likely had survived this far only to fall dead in the dirt of Japan’s Home Islands.

 

—JAMES JONES, author and 25th Division infantryman on Guadalcanal2

 

 

Americans’ concern over casualties was very real and hard to miss. The Army, already struggling with a dangerous deficit in replacements, knew that this concern would only grow and was painfully aware that a casualty surge of indefinite duration would accompany the June 1944 invasions of the Marianas and Normandy. A series of heated disagreements between Army Chief of Staff George C. Marshall and Secretary of War Henry Stimson over the structure and deployment to Europe, then redeployment to the Pacific (discussed in chapter 4), were, like the Army’s administrative manipulations and gyrations, invisible to the Japanese—and even President Roosevelt. However, demonstrating to our long-suffering Allies the depth of our commitment while preparing the American public for the grueling struggle ahead was a delicate balancing act that, by its very nature, was a highly public affair.

The rapid increase in losses during the long-expected casualty surge, though slightly lower than anticipated,3 was so politically sensitive that the War Department changed how it reported Army losses not only through the civilian press but also to its own troops, principally through the Army publication Yank, which distributed up to 2.6 million copies weekly to soldiers and airmen starved for reading material. The remarkable thing about these changes in the methodologies used to produce its publicly released figures was that they resulted first in a pronounced inflation, and then deflation, of cumulative casualty figures all within the space of little more than half a year.4

From the commencement of offensive operations in 1942 through the summer of 1943, the Office of War Information and the War Department’s own Bureau of Public Relations, seldom released cumulative casualty data for the Army, preferring instead to present such information at the conclusion of individual campaigns or operations such as those at Guadalcanal or in North Africa, the Gilbert Islands, and Aleutians. A fairly comprehensive account of casualties through the third week of June 1943 was published in mid-July and listed four principal loss categories—killed, wounded, missing, and prisoners—and their totals by theater of operation. Army casualties from all these categories totaled 63,958. That number included 12,506 Philippine Scouts, who were among the nearly 32,000 personnel lost when the islands fell. Navy, Coast Guard, and Marine casualties in these four categories increased the total number by nearly a third to 90,860.5

Not included in the tally were other categories that were even then draining the Army of manpower. “Nonbattle” losses among troops in the field were omitted, as were losses from administrative attrition such as separations from the service due to age or infirmity. Most apparent to commanders overseas were the destructive effects on unit combat strength of nonbattle losses from disease and, to a lesser degree, the psychiatric breakdowns popularly known as “battle fatigue.” For example, the destruction of Merrill’s Marauders in Burma by disease and exhaustion is recounted in a number of works,6 and in New Guinea, the 32d Infantry Division attained a rate of 5,358 cases of malaria, dengue fever, and fevers of undetermined origin per one thousand troops from October 1942 to February 1943.7

Naturally the war’s other belligerents also lost great numbers of men from “noncombat” factors. Japanese forces cut off in the New Guinea–New Britain area were already suffering terribly, and even the Germans, with relatively stable supplies of food and medicine, were by now intimately familiar with the debilitating effects of disease on the successful prosecution of combat operations in both Russia and the Mediterranean. Sickness among German forces in North Africa regularly halved their combat power by sapping a stunning 40 to 50 percent of their front-line strength in 1942 and 1943,8 and U.S. forces in that theater later found that approximately nine of every ten admissions to field hospitals were not the result of combat.9

Excluding soldiers who recovered enough to return to duty, the U.S. Army would ultimately discharge some 1,225,230 men for nonbattle injuries in combat zones, diseases contracted overseas, and combat-related psychiatric breakdowns.10 There was little public interest in this either during or after the close of hostilities, and the mounting losses they represented went essentially unreported during the war except for a brief period in 1944 (when they were released somewhat obliquely) because there were two very good reasons  for never releasing such figures. First, unlike the periodic accountings by the Army Medical Corps of personnel discharged in the United States because of ailments such as heart defects or mental disabilities, these numbers came principally from deployed forces and thus would provide the enemy with a much fuller picture of the Army’s effective fighting strength. Just prior to the invasion of France, totals for wounded troops were omitted as well, undoubtedly for the same reason.11 Second, the American public was understandably focused on the cost of combat operations. There was no crying demand for collateral information—no squeaking wheel.

The exclusion of figures for both the sick and wounded, however, created other problems, not the least of which was that smaller, more selective loss figures were reported to the public at a point in the war when many Americans already believed, to varying degrees, that their country was making less of a contribution to the war effort than the Allies. This was a very sensitive subject, often raised by the media and the government itself. The Roosevelt administration’s energetic efforts to manage this perception affected everything from congressional elections to global war planning with Great Britain and the Soviet Union, and even what the public was told about the Army’s “losses.”

The last-released U.S. Army casualty figures before the 1944 casualty surge were published at the beginning of June and totaled 156,676 from the categories killed, missing, prisoners, and wounded through April of that year.12 Yank, which was published by Brig. Gen. Frederick H. Osborn’s Special Services Division of the Army Service, contrasted this number with the nearly 670,000 men lost by the British Empire and had earlier editorialized on the Soviet loss of some 6 million troops in battles against the Nazis.13 Other Special Services products, such as Frank Capra’s movie The Battle of Britain (1943) and his Oscar-nominated movie The Battle of Russia (1943), reinforced this contrast. Moreover, stories of the huge sacrifices made by the Allies were not limited to mass-distribution military publications and films but were common in civilian newspapers, radio, newsreels, and feature-length Hollywood films as well.

As noted, the cumulative figures for wounded through April 1944 were dropped from casualty totals released just before the invasions of France and the Marianas. This should have resulted in an even greater disparity between U.S. and Allied casualty figures. However, the Army now established a policy to disseminate virtually the entire administrative flux and flow of manpower not periodically, but on a monthly basis through public relations channels to the press and through its own organs to its troops. By adding the categories “honorable discharges” and “other separations” to the totals for April 1944, released in late June, published Army losses almost immediately leaped from 156,000 to 1,163,000 even before the casualty surge began to show up in the figures.14 For those who did not look too closely at how the number was constructed, the clear implication was that most or all of these losses were combat related.

This new accounting method produced figures that seemed to be much more in tune with the combat losses of the British and Soviets and ostensibly demonstrated to the public and to both allies and enemies alike that America’s commitment to the war was unequivocal and its resources were enormous. They also implied that America was already pulling its share of the load against the Axis powers. Releasing the artificially large monthly  totals, which lumped together losses through purely administrative matters with battle and nonbattle deaths, prisoners, and missing while still withholding figures for the sick and wounded, would also prove useful for the Roosevelt administration because doing so inadvertently provided a way to soften the potential blow to America’s war resolve when the sudden upsurge of major ground operations beginning in the summer of 1944 caused real casualties to skyrocket.

Through this month-by-month dissemination of figures combining administrative separations with selected combat-related categories, soldiers, airmen, and the public at large became at least partially conditioned to seeing steadily growing million-plus loss figures months before it became apparent that American troops were now experiencing the frightening attrition of manpower that had been commonplace among the other antagonists for several years. For example, in August 1944, after the standard seventy-five days it took to collect, collate, vet, and publish the data, the War Department released an inflated “total Army losses” figure of 1,234,000 for December 7, 1941, through May 1944.15 As noted earlier, however, it was department policy not to indicate how many of these were casualties directly related to combat. By this time combat-related casualties numbered no less than 194,000 men, and that figure did not include the appalling losses to sickness in the overseas theaters.16

The June 1944 reporting period, which covered the first three weeks in Normandy and two from the Marianas, was added to the total made public in September and was handled in the same manner as the other recent releases. The 1944–45 casualty surge had begun that month and was clearly visible in the marked jump in the number of “total losses” reported. That figure, still minus the sick and wounded, suddenly spurted well beyond the roughly 1,250,000 mark to 1,279,000 in the space of just one month. If the War Department had not taken certain measures, such as putting an almost complete halt to the Army’s administrative separations, the figure released for the August 1944 reporting period would have soared to approximately 1,407,000.17

The total-losses formula had certainly produced much larger numbers that were seemingly more in sync with the casualties suffered by the United States’ principal allies, but the problem now had to be considered from a different perspective. At what point did the numbers become too big and start to become a hindrance to the war effort? The Army was on track to release the August figures in November, and one can only speculate as to whether or not there was now, after only six months of using the uniform new system, an apprehension that the upcoming tally would constitute a psychological crossroads for the American people. It was clear that attrition alone could push “total Army losses” past the million-and-a-half mark in the December release.

The American public, already uneasy over the lengthening name-by-name casualty lists appearing in nearly every hometown newspaper, would be sure to take notice of such huge numbers. The release of loss figures in the million-and-a-half range would not only provide a long string of zeros guaranteed to command the attention of editorial writers and pundits but also coincide with fresh combat along Germany’s western frontier and in the western Pacific. Additionally, the release of these loss figures and the intensified fighting would occur at precisely the time that the Army was formulating both the following year’s steep increase  in draft quotas for the planned 1945 and 1946 invasions of Japan’s Home Islands, as well as the Points Discharge System, which would allow some soldiers to be released after a specified amount of time in combat combined with length of service.18

In full view of the German and Japanese intelligence gatherers, Army Chief of Staff Marshall, Secretary of War Stimson, and President Roosevelt were already contending with the political fallout from their decision to withdraw 110,000 men from college under the ASTP and transfer them and others from the Army Air Forces to the Army Ground Forces (AGF).19 Later, during the uproar over the transfer of Army Service Forces troops—and even more Army Air Forces personnel—to the AGF, principally to compensate for severe losses among the infantry, an exasperated General Marshall told a gathering of historians, “I think I heard from the mothers of most of these men who were taken from the other branches, and from every father whose son I was forced to take out of college.”20 The artificially high casualty listings would serve only to aggravate a worsening situation.

Of course, the War Department had put itself onto this path the previous summer by releasing total-loss figures that included the full range of the Army’s administrative separations. But the department could minimize or delay this fast-approaching public relations bombshell (which was likely to explode at the worst possible time, immediately before Selective Service inductions were scheduled to be nearly doubled in preparation for the Japan invasions) by returning to some form of narrowed criteria for publicly released casualty figures. The War Department did not publish figures in October, but in November, it publicly experimented with various formulas that distinguished casualties from total losses. One listed a narrow range of specific combat-related casualty categories, a complete reversal of the policy of presenting total losses. This format restarted the base-line numbers at a far lower level and resulted in a figure of 384,395 “Army battle casualties” through October 6, 1944. The category “wounded” (208,392 men) was displayed for the first time since April, but those incapacitated by disease were still not included.

Once reinstated, however, the listing of wounded could not easily be made to “go away.” When the monthly total-losses figure was released two weeks later, it glaringly excluded “wounded in action” from the total of 1,357,000 through August 31, 1944.21 Although the respective figures represented end points five weeks apart, the number of wounded was a subject of intense interest to soldiers and civilians alike and all could do the math. Adding wounded to the equation pushed total Army losses to far beyond one and a half million.

Members of the relevant Congressional committees from both parties would have been aware of, or had access to, this data, but the methods by which casualty information was released to the public were of no particular interest to them. As for the press, radio copy was (with a few notable exceptions) basically lifted from the newspaper headlines and a newspaper’s world began and ended on the day it was produced. These kinds of changes in methodology, compressed here but at the time spread far apart in a saturated news environment, were essentially invisible—certainly less pressing than a troop ship being torpedoed or a train derailment. And even if a particularly observant columnist noticed what was going on and wrote a piece about changes in how casualty data was released, it is difficult to see how his newspaper, operating under wartime censorship guidelines, would publish it.

Figure 1. Cumulative U.S. Army Loss/CasualtiesTotals in Yank
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It was the numbers themselves, not how they were crafted, that were key to public perceptions, and the casualty surge had rendered the policy of releasing total losses politically unacceptable only seven months after it had been initiated. Yet the battle casualties formula was not completely satisfactory either, particularly in how it was presented. The War Department’s January 1945 release of figures, which stopped short of Germany’s December counterattack in the Ardennes, used the same formula as the revamped November listing and displayed a cumulative Army casualty figure of 483,957. The department also stated that “some 55,000 enlisted men from the Air Forces and 25,000 men from the Service Forces are being transferred to the Ground Forces” by the end of January.22

When figures next appeared in the February 2, 1945, edition of Yank, it was apparent that total-losses listings had finally been completely abandoned, but the narrowly constructed Army battle casualty listing, which incorporated the first week of the German counteroffensive, had nevertheless climbed to a whopping 556,352 through December 21, 1944. Moreover, instead of continuing to list the numbers in easy-to-read column form, they were now buried within a lengthy paragraph that included Navy casualties, limited comparative analyses for weeks in mid-December, estimates of German losses for the same period, and a warning that “the number of returned sick and wounded is now so large that the Medical Department can no longer make it a policy to send patients to hospitals nearest their home towns.” Further down the column was also a reminder that the United States still had not experienced the grievous human cost incurred by its stalwart British ally. Under the headline “British Losses” was a breakdown by country of the 1,043,554 casualties within the British  Empire. It stated that “the United Kingdom suffered most heavily with 635,107 military casualties,” a figure far larger than the U.S. total to date.23

Manipulating the way casualties were reported, however, could only go so far to mask the fact—sensed more than specifically known to most Americans—that roughly 65,000 of their young men were now being killed, wounded, injured, or declared missing in combat theaters each and every month during the casualty surge, and this did not include the sick and psychological casualties.24 From afar the Japanese militarists took careful note.

The Roosevelt administration and military chain of command tried to soften the psychological impact of these losses through efforts ranging from the nonsensical to the well-considered and straightforward. European theater commander Gen. Dwight D. Eisenhower sent out a directive to use the term “reinforcement” for individual soldiers sent to units at the front instead of “replacement,” which had a cannon-fodder ring to it.25 This order went essentially unnoticed and unenforced at lower command levels since a young rifleman sent forward from what was now called a reinforcement depot was nevertheless understood by all concerned to be a replacement for another soldier killed, sick, missing, or wounded. Dr. Arthur G. Volz later recalled, “I clearly remember [the] introduction of the British term ‘reinforcement’ for ‘replacement.’ It was a useless exercise. . . . People in the replacement stream in the ETO were well aware of what faced them. When I crossed the Channel with a replacement package in early September 1944 one of the lieutenants in another package aboard the ship was returning to the Continent for the second time, following his third wound. He didn’t have any illusions.”26

General Marshall, however, took a very different tack. Shortly before Germany’s Ardennes counteroffensive and the announcement of increased Selective Service inductions, he stated in a public address at New York’s Waldorf-Astoria Hotel thatwe are daily confronted with the bitter human cost of this great struggle. We do not have the destroyed homes of England or daily casualties among our peaceful civil population as they do; but because of our expanding battlefront our military casualties are steadily increasing. . . . The great battles now in progress must be kept going, every front must be kept blazing until we break the Nazi control of the German Army and people. . . . [It is] far better to accept heavy casualties for a brief period than the much greater total which inevitably accumulates from the daily attrition of prolonged periods of inactivity on the battlefield.27





Passions ran high during the winter of 1944–45. Almost midway through the bloody fighting for Iwo Jima and with Allied forces in Germany stalling on the “wrong” bank of the Rhine (the invasion of Okinawa was still weeks away), Marshall assured Congressman William E. Hess in a March 5 letter, “I, and others in responsible places in the War Department, are keenly sensitive to the daily casualties we are suffering.”28 The next day he wrote to General Eisenhower in Europe that there was “a terrific drive on against the use of 18-year-old men in combat which has been fulminated by a speech by Senator [Robert A.] Taft on the floor of the Senate.”29 Although casualty information was made available to members of Congress by Marshall and Stimson in numerous closed sessions at both the Pentagon and on Capital Hill,30 the War Department felt that continued publication of the  cumulative totals was inflammatory, and during its intense negotiations with Congress over the sensitive manpower issue, the Army abruptly went from running monthly listings to running no listings at all.

The last U.S. casualty figures ever displayed in Yank were in its March 9, 1945, edition. Published losses through February 7 totaled 782,180, including 693,342 for the Army alone, and were displayed next to a tongue-in-cheek cartoon depicting a lone pup tent flanked by a campfire and swaying palm trees under a starry, starry sky. From inside the tent in this idyllic scene comes a voice: “So I says to the captain, ‘Where are all these guys to send overseas?’”31

A Japanese intelligence specialist may well have wondered what this cartoonist was getting at. An American soldier certainly wouldn’t have known either if Yank was his sole source of information. The last time that publication had run anything on the draft was nearly a year before, when it printed comments from Selective Service director Brig. Gen. Lewis B. Hershey and informed readers about the War Department’s announcement that the Army had reached its planned strength of 7.7 million.32 Beyond the pages of Yank, however, the Roosevelt administration and commanders of both the Navy and Army were putting the publication’s future readers—young men who had yet to enter the armed services—as well as the rest of America on notice that the war was far from over and that additional sacrifices were necessary.

Months before public demand peaked in May 1945 for what was essentially a partial demobilization in the middle of the war through the Point Discharge Plan, the Roosevelt administration and the Army struggled with how to juggle the nation’s rapidly dwindling reserves of eligible manpower. Secretary Stimson continually pressed for better legislation to support manpower needs and stressed to Congress that “Selective Service calls are now confined almost entirely to combat replacements.”33 Fortunately, a short-term personnel crisis caused by unexpected and extensive troop losses during Germany’s December counterattack in the Ardennes was solved, although less by the arrival in Europe of Army replacements already in the pipeline than by the draconian culling of excess support personnel in the European theater’s rear areas.

Germany’s action had also opened up an interesting opportunity. With the invasion of Japan now less than a year away, Stimson hoped there might be some benefit to be derived from Hitler’s last throw of the dice. He believed the Battle of the Bulge would help soften congressional resistance to a variety of manpower proposals to tighten draft deferments on such groups as agricultural workers. He also wished to expand the categories of those to be inducted, although one proposal in particular made no headway since the Senate, with soon-to-be-president Harry S. Truman as its presiding officer, balked at the House bill to draft women nurses.34 On January 4, 1945, Stimson was pleased to write in his diary about “the general excitement in Congress over the German attacks making it possible for us to get legislation which would give us more individuals from the draft.”35

A classified telegram sent the day before from Director Hershey to the state Selective Service directors got to the heart of the matter. Although Congress and the public were understandably focused on the Ardennes fighting, this January 3 message tied proposed or directed changes in various draft deferments to the long-term needs of the coming one-front  fight against Japan rather than to a passing crisis precipitated by the German counteroffensive. In his message he quoted a letter from the director of the Office of War Mobilization, Truman’s future secretary of state, James F. “Jimmy” Byrnes: “The Secretaries of War and Navy have advised me jointly that the calls from the Army and Navy to be met in the coming year will exhaust the eligibles in the 18 through 25 age group at an early date. The Army and Navy believe it is essential to the effective prosecution of the war to induct more men in this age group.”36

The following week, on January 11, Secretary Stimson held a press conference to announce that the Army’s monthly Selective Service call-up, which had already been increased from 60,000 to 80,000 in January, was to be ratcheted up again in March to 100,000 per month.37 The total draft calls actually climbed to over 140,000 when the Navy and Marine calls were added.38 One week later President Roosevelt, Chief of Staff Marshall, and Adm. Ernest J. King, the chief of naval operations, sent letters outlining the military’s critical manpower needs to House Military Affairs Committee chairman Andrew J. May. Those letters were released to the New York Times on January 17, 1945. The public, and by default the Japanese, were informed in front-page articles that “the Army must provide 600,000 replacements for overseas theaters before June 30, and, together with the Navy, will require a total of 900,000 inductions by June 30.”39

In the winter and spring of 1945 the administration had thus moved from discussing official published cumulative casualty numbers in the past tense to discussing them in the future tense. Interestingly, briefings and motivational addresses held by the Army at such diverse locations as the Pacific-bound U.S. First Army Headquarters, still in Weimar, Germany, B-29 training bases in the southwestern United States, and the Pentagon all utilized a uniform figure for expected casualties that was somewhat lower than the ones released to the New York Times—just 500,000.40 Frank McNaughton, an early Truman biographer who had worked on Truman’s Senate Investigating Committee, also noted that interservice politics of the day led to the Navy leaking casualty figures that were somewhat larger.41 Those figures showed up in some very public places.

Kyle Palmer, the longtime political editor of the Los Angeles Times, had traded in his editorial desk for a position as the paper’s war correspondent in the Pacific. Attached to the central Pacific headquarters of Adm. Chester A. Nimitz, commander in chief, Pacific Fleet (CINCPAC), he covered the first aircraft carrier strikes against Japan and the costly U.S. invasions of Iwo Jima and Okinawa, then made a brief return to Los Angeles for a medical checkup. Before he shipped out again, Palmer hammered away at the need for additional manpower in both articles and appearances before civic groups. “It will take plenty of murderous combat before our soldiers, sailors and marines polish off the fanatical enemy,” he declared.42 Under the headline “Palmer Warns No Easy Way Open to Beat Japs,” the Los Angeles Times quoted one of his speeches: “We are yet to meet the major portion of the ground forces of the Jap empire.” And the next line must have been particularly gratifying for senior Japanese generals and admirals to read in their intelligence summaries: “They have 5,000,000 or 6,000,000 under arms and it will cost 500,000 to 750,000, perhaps 1,000,000 lives of American boys to end this war.”43

At this point it is worthwhile to mention that veterans of World War II have been roundly dismissed when claiming that they “remembered” that they had been told that the invasion of Japan might cost half a million casualties. In fact these reading-starved troops had been regularly exposed to such numbers from the fighting against Germany in both Army organs and hometown newspapers. Similar figures were now appearing for the upcoming fighting in Japan, and the Army was making it a priority to warn soldiers and the home front alike of prolonged fighting ahead through all means at its disposal. A year and a half was given as the minimum time to “get it over unless there is a sudden collapse.”44






CHAPTER 3

The First Army and Kwantung Redeployments

We dreaded and we feared the specter of the Kwantung Army. We pleaded with the Russians, since the very day of Pearl Harbor, to pin down the Kwantung Army, relieve pressure upon our hard-pressed forces in the Philippines, and thereby “save the Pacific” from the Japanese, as General MacArthur put it. At the same time we (and the Soviets) worried lest the Japanese assault the USSR first, like the jackal Mussolini had jumped the reeling French in 1940. . . . When, for example, the American Military Mission proposed to the Russians, in December 1943, that a U. S.-supplied logistical base be set up east of Lake Baikal in Siberia, the Soviet Army authorities were shocked by the idea and “literally turned white.”

 

—ALVIN D. COOX, “The Myth of the Kwantung Army,” 19581

 

 

Both the United States and Imperial Japan engaged in massive redeployments of their forces before the expected invasion of the Home Islands. The number of formations involved: twenty American divisions from Europe and ironically, an almost equal number of Japanese divisions of the Kwantung Army in Manchuria together with a host of independent brigades and four more divisions from China and Korea. But while the U.S. formations flowed as one continuous river of men beginning in June 1945, the Japanese movement started in early 1943 and occurred in fits and starts as the Imperial Army desperately tried to shore up the empire’s deteriorating situation.

The American counter to Japan’s attempted cutting of the sea lanes to Australia in the summer of 1942 was both bigger and faster than the Japanese expected. When the Imperial divisions rushed forward to New Guinea and Guadalcanal from Java and Sumatra failed to right the situation, the dearth of a meaningful reserve in the Home Islands meant that combat forces had to be pulled from the empire’s relatively quiet western frontiers.2  The movement of the 20th and 41st Divisions from Korea and northern China to New Guinea in February 1943 went smoothly but, setting a pattern that would soon become all too familiar, the in-theater reinforcement of the island was stopped cold when, in March, U.S. aircraft sent nearly the entire convoy carrying the 51st Division to the bottom of the Bismarck Sea. Next, the 32d and 35th Divisions, redeploying from China, were largely destroyed while en route by U.S. submarines in April and early May.3

Belatedly Japan was now raising new divisions which freed up the 52d to be sent to Truk in November 1943 (where it sat out the war in the bypassed garrison amid conditions of increasing deprivation) and the 43d in a pair of convoys to Saipan in May 1944. Though the second convoy was terribly mauled by nearly continuous submarine attacks that sank five of its transports, most of its troops were rescued only to be landed as disorganized, weaponless survivors just days before the U.S. invasion. However, the garrison at nearby Guam, another Marianas island and U.S. possession slated for recapture, was defended by the crack 29th Division, which arrived from Manchuria in February. It and the 14th Division sent to the Palau Islands were the first two Imperial divisions weaned away from the Kwantung Army guarding Japan’s richest prize on the Asian mainland.4

Al Coox has described this “self-contained, autonomous” army as “the cream of the entire Japanese armed forces and the master of the greatest industrial potential on the Asiatic Continent.”5 Naturally the Imperial General Headquarters in Tokyo was reluctant to withdraw any units at all from Manchuria in spite of the fact that the Red Army in Asia was no longer capable of conducting large-scale mechanized operations. Soviet premier Joseph Stalin had pulled significant forces from the border for the defense of Moscow in the winter of 1941 and quickly siphoned off the rest, replacing them with less capable formations (designed principally to train soldiers for combat against Germany) as well as relatively immobile garrison divisions.6 Yet it was only with the greatest trepidation that these first two of the Kwantung’s then nineteen divisions were withdrawn in February 1944.7 They would not be the last.

In June the empire’s “absolute zone of national defense” burst wide open when the Americans bypassed the fortress atoll of Truk in favor of a direct thrust at the Marianas island chain six hundred miles to the northwest, then utterly crushed a long-planned Japanese counterstroke in the Battle of the Philippine Sea. Immediate action was needed to bolster key defensive positions on Japan’s doorstep before the United States’ next move. Having still made no serious effort to increase the Army’s strategic reserves, IGHQ could only count on the Kwantung as a pool of ready soldiers.8

Great profit—in terms of both time and lives saved—had been obtained by the twin U.S. drives through the southwest and central Pacific, ignoring certain Japanese garrisons other than using them for periodic target practice. As American forces drew closer to the Home Islands, though, the ability to simply “isolate and move on” became a diminishing option. And both sides knew it. A vanguard of seven Kwantung divisions was rapidly dispersed to threatened points in the Pacific in June and July 1944 even as fighting still raged on Saipan, Guam, and Tinian. The 1st, 8th, 10th, and 24th would battle until extinction in the service of the emperor within the next year in the Philippines and Okinawa, as would the Kwantung 14th Division elements sent to Peleliu earlier that year.9 Another  formation, the 109th Division formed in June 1944 specifically for the defense of the key bastion of Iwo Jima and under the direct control of IGHQ in Tokyo,10 would meet the same proud end, while the Kwantung’s 23d and 2d Armored Divisions, though beaten down to mere skeletons, continued organized resistance in the mountains of northern Luzon until ordered to surrender in August 1945.11 Only two of the above Kwantung formations, the 28th bypassed on Miyako Jima, near Okinawa, and 9th on Formosa, were denied the honor of battle.12

The previously mentioned Kwantung 23d Division was shipped to Luzon later than the others in October 1944, after Gen. Douglas MacArthur’s “return” to the Philippines. By a strange twist of fate, this division, which had been badly mauled and surrounded by Soviet tank columns during a bloody border clash in 1939, survived its eight months of combat with the Americans as well, surrendering as a decimated but still functioning formation in the mountains of northern Luzon on August 15, 1945.13 But that was still many months away in an unknown future. And although comparatively free movement of Imperial units within the Philippine archipelago was maintained during those first months of the American invasion, the 23d Division’s unscathed arrival had as much to do with pure luck as it did with the fact that U.S. carrier operations were being seriously disrupted by the opening round of kamikaze strikes.14 IGHQ decided against attempting to send more forces to the Philippines from Manchuria in the face of growing U.S. land-based air power.

The attrition-by-decree of the Kwantung continued in December and again in January 1945, with, respectively, the 12th and 71st Divisions sailing into the East China Sea to what the Japanese believed to be the next likely American target, the island of Formosa.15 IGHQ in Tokyo fully agreed with the U.S. Navy’s assessment that Formosa was “ideally situated to block the flow to Japan of the oil, tin, rubber, quinine, and other vital areas of the East Indies area,”16 and U.S. code breakers duly watched as the original two-division garrison climbed to five plus,17 none of whom would ever confront an American invasion. The third former Kwantung formation reinforcing Formosa, the 9th Division, did not come directly from Manchuria but was withdrawn from Okinawa, where it had earlier been sent to form the keystone of the island’s defense. The removal of nearly one-third of Okinawa’s combat troops in December 1944 ultimately saved many thousands of American lives there and was seen by its garrison commander as nothing less than a body blow. “If the 9th Division is detached and transferred,” he said, “I cannot fulfill my duty of defending this island.”18

Not counting the considerable number of air and service units that had been sucked out of Manchuria, the Kwantung Army—in terms of its veteran formations—was now twelve-plus divisions thinner in January 1945 than it had been just eleven month before. The Kwantung also held few illusions about the state of affairs, and its own “exhaustive studies” led it to “conclude that its strength had been weakened far beyond estimation” and that even though “new divisions were rapidly formed, they had only a fraction of the fighting effectiveness of the transferred divisions.”19 Senior Japanese military leaders initially rationalized this pronounced reduction in combat power as being of little consequence because the Soviets had earlier done the exact same thing, and former premier General Hideki Tojo characterized the strength of the Soviet Far Eastern armies and the Kwantung as being “in balance” during a private audience with Emperor Hirohito on February 26.20

Although generally correct in terms of pure manpower and for the correlation of forces at that moment, this analysis left much to be desired and the emperor asked if the Soviets were likely to attack Japan. Tojo replied that his “most recent information was inconclusive” but hastened to add that “the Soviets were committed fully against Germany” and that “only if the latter collapsed would the USSR possess sufficient reserves to fight Japan.”21 With both Soviet and Allied armies now fighting on German soil, such an answer could not have been completely reassuring. The Soviets, in fact, were already preparing to fulfill secret agreements made with the British and Americans at the recently concluded Yalta Conference. Campaign planning for the invasion of Manchuria would begin in earnest within weeks, and the first east-bound shipments of men and material along the Trans-Siberian Railroad were already scheduled to start in April.22

The suddenness of the U.S. recovery after Pearl Harbor, plus the shocking speed and power of its twin drives across the Pacific—particularly while engaged in massive operations against the Germans—amazed the Japanese, who despite the seemingly relentless character of the American advance always seemed confident that the juggernauts must surely run out of steam or be defeated in just one more “decisive battle” before Japan’s sacred soil was truly threatened. It wasn’t until January 1945, after their spectacular failure in the Battle of Leyte Gulf, that various concrete structural and organizational steps started to be taken to prepare the nation for the grim series of battles that were certain to take place within Japan itself. Steep increases in conscription were instituted concurrent with the activation in March, April, and May of forty-five divisions, sixteen of them strong mobile formations with the balance to be used for coastal defense (see chapter 7).23 When completed, this rapid build-up would far exceed what MacArthur’s headquarters estimated in March 1945 as the maximum increase in the Japanese force structure, with the new divisions alone equaling the total number of such formations that his headquarters believed would be available in the Home Islands by the end of the year.24

By mid-June, Emperor Hirohito would preside at eight palace ceremonies in full-dress army uniform, complete with sword and medals, as 103 regimental flags were bestowed upon newly formed units.25 Training and equipping these formations was going to be a difficult, but not insurmountable, task in view of the fact that the Japanese had correctly deduced that the principal invasion operations would come in the late fall of 1945 on the southern island of Kyushu and the early spring of 1946 near Tokyo.26 But IGHQ, which had always underestimated the speed at which the Americans could act, now flew to the other extreme, believing the Americans capable of striking anywhere, at any time, including the Home Islands themselves, as early as June if the Americans were willing to risk a smaller, ad hoc operation.

With virtually none of the new formations expected to be fully combat ready before summer, IGHQ drew down the Kwantung yet again in March as the 11th, 25th, 57th, and 1st Armored Divisions were ordered back to Japan and the 111th, 120th, and 121st Divisions were sent to defend Korea against possible incursions by the Americans (followed shortly by four experienced divisions in the Chinese hinterland that were pulled back to protect threatened coastal areas like Shanghai).27 In addition, IGHQ’s army component reasoned that an American invasion of Kyushu would also free at least two of the three  Kwantung divisions that had been moved to southern Korea since Olympic would not leave enough U.S. troops available for a similar operation in Korea prior to the main invasion on Honshu’s Kanto Plain. Although American submarines and aircraft rendered Japanese movement in the East China Sea nearly impossible (as would future Soviet operations in the northern Sea of Japan), Imperial forces would have still retained considerable freedom of action in the Sea of Japan’s critical southern reaches between Korea and the Home Islands to make this moment of two additional divisions possible.28 The hemorrhage of men and equipment from Manchuria only stopped when the Soviet Union, on April 5, 1945, announced that it would not renew its 1941 neutrality pact with Japan. Naturally, this immediately precipitated yet another scramble, this time to send understrength and second-rate divisions in China north to rebuild the Kwantung, as well as raise new formations locally, a process begun only half-heartedly the year before.29

The IGHQ’s—indeed, the entire Japanese government’s—propensity to bounce like a pinball from one crisis situation to the next with seemingly little realistic strategic planning is a subject that has been thrashed over for more than half a century. Failures in battle, however, did lead IGHQ to institute two projects that would have had a profound impact on Japanese defense planning. First, their inability to defeat the Americans in the Marianas prompted an immense building project in central Honshu’s Nagano province involving complex layers of tunnels within three mountains as a refuge for the emperor, as well as both the center for the government and IGHQ’s headquarters, in the event of an invasion of Honshu (see chapter 14, with additional references in 7 and 8). Second, when it became clear that victory could not be obtained in the Philippines, a dozen tankers at the Sumatra oil fields were ordered to be topped off with all the refined fuel they could carry in March 1945, then rushed north before U.S. air power choked off the shipping routes to the Home Islands. This refined fuel formed a secret strategic reserve, held back from training and ongoing tactical needs, that was to be used solely for kamikaze operations defending Japan itself (see chapter 8).
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In addition to the Americans and Japanese, a third force redeploying for the invasion of the Home Islands was the lion’s share of Britain’s Royal Navy as well as comparatively small slices of His Majesty’s army and air services; all operating not as independent, self-sustaining forces acting in unanimity with the Americans through a “combined” headquarters, but completely within the operational structures of CINCPAC, U.S. Army Forces, Pacific (AFPAC), and U.S. Strategic Air Forces in the Pacific (USAFTAF).

In the beginning the prospect of working with the British services in the Pacific was not looked upon favorably by the U.S. Joint Chiefs of Staff, or virtually any senior American commanders, because of the well-founded fear that the British simply did not have the ability to adequately support even modest operations so far from Europe. Consequently, when agreement was reached for the employment of air and naval forces—over the “vehement protests” of Admiral King—it was stressed that the British contingents “must be balanced and self-supporting” so that they would not create a drain on strained U.S. resources.30 As  envisioned in the summer of 1945, the ground and air elements, in combination with the full-bore Royal Navy commitment, would ultimately entail that nearly a million British and empire servicemen be gathered for Operation Coronet, the invasion of Honshu near Tokyo.

The Royal Navy began shifting warships large and small to the Indian Ocean after the Normandy invasion, and the tempo picked up sharply after arrangements were made in the fall of 1944 for the new British Pacific Fleet to operate with the Americans. Ships from the Atlantic and Indian oceans joined the U.S. task forces in time to take part in strikes launched up and down the Japanese coast plus Formosa, and they aggressively defended the invasion shipping off Okinawa. Although dwarfed by the U.S. Navy’s Pacific Fleet, the British naval commitment to the western Pacific was already the largest sustained concentration of their sea power in history in terms of both tonnage and manpower, and it was destined to grow still larger. Plans formulated in the spring of 1944 called for maintaining a Pacific deployment centered around five fleet carriers, five light fleet carriers, six battleships, and twenty-five cruisers before the spring 1946 invasion of the Tokyo area on Honshu. Moreover, much of the smaller but still potent British East Indies Fleet supporting operations in southeast Asia was to be folded into their Pacific Fleet by December 1945,31 at which point a remarkable 90 percent of the 866,000-man Royal Navy—and essentially all of the available Commonwealth naval forces afloat—were scheduled to take part in Coronet and other operations against the Japanese, either directly or along the vast supply lines and facilities in their respective countries.32

Getting the RAF’s heavy bombers up and running in the Pacific was a much harder proposition. The British had originally envisioned a deployment of twenty Lancaster bomber squadrons called Tiger Force at a base built from the ground up in northern Luzon. The canceled Cagayan Valley airfield complex, however, also had required its own small port to be built to support a projected peak strength of 96,000 RAF, Royal Engineers, and other personnel, plus it was so far from Japan that combat missions would have suffered badly from the poor trade-off between bombs and the required aviation fuel. Next the Americans volunteered to turn over Miyako Jima’s airfields, some 450 miles closer to Japan, after what undoubtedly would have been a costly campaign to annihilate its sizable, dug-in garrison centered around the Japanese 28th Division from Manchuria.33

The lengthening struggle for Okinawa and critical lack of Army service troops for airfield and base development forced the Miyako invasion to be canceled and threw Tiger Force planning into confusion.34 Fortunately the Americans offered to shoehorn a smaller contingent into the extensive but already overcommitted airfield complex being rushed to completion on Okinawa. Agreement was reached to co-locate an initial ten British and Canadian squadrons (220 aircraft, including some Mosquito light bombers) with their old Eighth Air Force comrades. This vastly simplified the RAF’s manpower requirements particularly regarding its engineer commitment which, for the time being, shrunk to just 34,890. At war’s end the first convoy of Royal Engineers was closing on Okinawa, and a second with ground crew and more engineers had cleared the Panama Canal.35

Although the Chiefs of Staff in London had actively promoted the commitment of the RAF and Royal Navy in the Pacific since 1943, they realized early in the process that their Washington counterparts desired absolutely no British army participation during the invasion  of Japan, and early estimates of what they might contribute after the defeat of Germany went into a black hole in the Pentagon.36 Consequently, while there was a vague intention to have ground troops involved in the fighting on Japanese soil, British proposals put forth as late as April 1945 called only for units from Europe to reinforce the South East Asia Command (SEAC) fighting in Burma, and soon, Malaysia. It wasn’t until early July 1945 that a concrete proposal for a British-led land combat component was put forth. By now, however, the British found that the American’s attitude had made an abrupt and unexpected about-face.

On the heels of the Okinawa campaign, the Americans were having to face the fact that the invasion was going to be even more costly than anticipated. After a meeting of the Combined Chiefs of Staff at Potsdam, a pleasantly surprised Field Marshall Lord Alanbrooke wrote that things had “turned out more successful than I had hoped for.” While he also admitted that the British chiefs, because of the limited nature of their proposed commitment, were treading on “thin ice” in their efforts to gain a meaningful role in deciding Pacific strategy, General Marshall had even assured them that their views would be considered.37

This was no small matter to the British since they could now claim to have an ability to influence the course of the campaign on Honshu, and Britain would enhance its postwar role in the Far East by taking part in the climactic battles half a world away from Europe. Moreover, the commitment of all three services to combat in Japan would help to slow the steady decrease in Lend-Lease shipments that began in earnest with the defeat of Germany.38 And then there was the determination of the British and Commonwealth governments to see the war through to the bitter end. After a private meeting with President Truman at Potsdam, British prime minister Winston Churchill wrote in a memorandum that the president was weighted down by the “terrible responsibilities that rested upon him in regard to the unlimited effusion of American blood” (emphasis added).39 Churchill later spoke for both his outgoing Coalition government and the new Labor government when he said, “We were resolved to share the agony . . . [of] the final and perhaps protracted slaughter.”40

The “we” in this case was the Commonwealth Corps, three to five divisions created from what even a U.S. official history derisively called “the so-called increment forces.”41 Initially it included the British 3d Infantry Division from Europe and volunteers from the armies of Australia and Canada who would be organized into their own national formations, most of whom would have to be retrained on U.S. equipment. New Zealand was doggedly attacking the systemic roadblocks to adding their own 2d Division when the war ended, but a proposal to field a British-Indian division from SEAC was nixed by MacArthur because of “logistic and linguistic complications.”42 It was planned that the passage of the British 3d Infantry Division and air units of Tiger Force across Canada and the United States be accompanied by the maximum possible press coverage, and a lead element of the cross-continent trek, the 20th Anti-Tank Regiment, was preparing for its Atlantic crossing when the war ended.43

Prime Minister Churchill clearly had in mind that this commitment would grow considerably beyond what was promised at Potsdam if the war became prolonged. Moreover both domestic and international political considerations dictated that senior U.S. commanders  would just have to swallow hard and accept additional British troops if higher than expected casualties during the earlier, all-American invasion operation, Olympic, indicated that a larger force structure would be needed for Coronet.

Unlike the grudging acceptance of British land forces, the prospect of Canadian participation in the Pacific was viewed favorably by General Marshall and General MacArthur.44 Canada’s soldiers had taken part in Pacific ground operations with the Americans in August 1943 in the Aleutians, and looking ahead to the ultimate invasion of the Home Islands, the General Staff in Ottawa came to the conclusion as early as January 1944 that “it is desirable that Canada should participate in the war with Japan by sea, land and air.”45 The two North American governments agreed that army elements would be organized and equipped along American, rather than British, lines but that the individual units would still retain regimental affiliations and their current uniforms. The Canadian Army Pacific Force (CAPF) was to be centered around the newly reconfigured 6th Infantry Division and fully integrated into the U.S. order of battle under an American corps headquarters.46

Some Canadian soldiers moved south in the fall of 1944 to begin specialized training at U.S. facilities, and by the time of the Potsdam Conference, when Churchill volunteered Commonwealth divisions to the invasion, roughly 1,200 “instructors” were already undergoing training at bases and camps spread across the States, with more on the way.47 All planning and preliminaries had been conducted under the government-to-government agreement that the CAPF would serve with American forces since part of the objective was to forge closer ties between the United States and Canada.48 Thus Churchill’s proposal, if accepted by the government in Ottawa, would not only be at odds with the existing arrangement but also would insert a British layer of command between the Americans and Canadians and raise the disturbing possibility that Canada’s full-blood entry into the Pacific war would be seriously delayed if its forces had to now wait for a separate “British” corps structure to be formed and trained for fighting the Japanese.

The war’s sudden termination postponed the public unpleasantness that was sure to come between Ottawa and London, but the dissatisfaction of Canadian prime minister Mackenzie King and his War Cabinet finally boiled to the surface after yet another unilateral British proposal was made, this time involving the British Commonwealth Occupation Force (BCOF) for the occupation of Japan.49 There was no delay at all, however, in what could only be termed a “forceful” response from Down Under.

Aside from the Canadian division, the most acceptable—and ready—Allied formation was the powerful Australian 1st Corps, which MacArthur, on April 19, 1945, had requested for Coronet. In the face of loud political pressure at home to just sit tight and let the war run its course with diminished Australian involvement, the Aussie high command already had started the process of freeing up its forces–and options–by eliminating or heavily attriting organized Japanese resistance in captured Australian and British territories to the north, which in effect were holding down roughly half of Australia’s combat elements.50 The surprise announcement of Churchill’s proposed Commonwealth Corps came in the midst of these operations and the 1st Corps cleaning up the last Japanese resistance to its invasion of oil-rich Borneo. And even more galling was the British assumption that one of  their generals with no experience fighting the Japanese, a corps commander from the Italian campaign, would lead the force and that British officers would make up his staff.

Australian war leaders, civilian and military, were determined that their army not be “submerged” in an organization that, in any event, might not even be ready in time to take part in the fighting.51 On the question of command, their official history of the period stated, “It is unlikely that the Australian Government would have concurred in the appointment of an army commander who had no experience of fighting against the Japanese.”52 Indeed the sarcasm was dry and pointed when the new Australian prime minister, Joseph B. Chifley, fired off a cable to Churchill’s equally new successor, Clement Attlee: “It is noted that you refer to ‘British Commanders.’ This expression is taken to mean officers of the United Kingdom Forces and not officers of Commonwealth Forces. . . . There are, of course, in the Australian Forces, officers who have distinguished themselves in the campaigns in the Middle East and the Pacific who have claims for consideration in the appointment of Commanders and Staffs.”53

Events soon to play out in the formation of the BCOF provide a sure indication of how the command struggle for the Commonwealth Corps would have been resolved had the war continued. In this instance the government in London was dragged kicking and screaming into conceding the occupation’s top spot to a succession of Australian commanders.54 In the meantime, though, the Australian invasion force itself was, at least temporarily, cut back to one reinforced division. The announced downsizing of the U.S. and British armies after the victory in Europe made retention of six deployed Australian divisions a political impossibility, and plans were formed to cut this number in half. This in turn forced the Australian commitment to Coronet down to a reinforced division amalgamated from the 1st Corps’ formations while the other two divisions continued to deal with the very sizable Japanese forces still fighting from the northern New Guinea coast through New Britain (Rabaul), to Bougainville.55

Sustained efforts to further degrade or completely eliminate these garrisons would free up numerous Aussie brigades, but the fielding of a full-up pure-Australian corps of more than two divisions was now highly unlikely. The Australians, nevertheless, were ready to give it their all and planned to keep a watchful eye for any signs that other Commonwealth elements—specifically the British—were slipping behind schedule.56 In such an eventuality they were fully prepared to make their own arrangements with the other Commonwealth governments—specifically the New Zealanders57—and MacArthur maintained that it was “unthinkable that the AIF [Australian Imperial Force] should be separated from the U.S. Forces after they had been fighting together for three and a half years.”58

One thing is certain, the Commonwealth Corps’ late organization and retraining with American equipment, plus no reasonable expectation that time and resources would be available to train the Canadians in the specialized procedures for storming an enemy beach, would have all conspired to guarantee that no British Empire ground units would take part in the initial landings near Tokyo.59 The corps would, however, be part of the “assault reserve afloat” to come ashore with other American elements relatively early in the Coronet battle, and before the massive pile-on of forces that included the U.S. Tenth Army. It is also reasonable to suggest that, with the Canadians very unlikely to take part, and the British  just as likely to be depending on the Australians to round out the 3d Infantry Division’s support elements, the Commonwealth Corps was going to be principally an Australian and New Zealand (ANZAC) formation commanded by an Australian three-star general. In any event, MacArthur made no secret of the fact that he planned to establish his invasion headquarters aboard an Aussie cruiser during the actual assault landings, and was emphatic that he would “hoist his flag on an RAN [Royal Australian Navy] ship.”60
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Lastly there were the Soviets, who planned to invade the northernmost Home Island of Hokkaido little more than two weeks after their armies stormed into Manchuria. It must be noted, however, that both the Soviet army’s intent and capabilities are regularly blown well out of proportion by breathless individuals who have not bothered to closely read the works of the principal Western scholar to have intimately examined this subject.61 At one point the Soviets had looked at the possibility of conducting an amphibious operation to seize the relatively populous southern half of the island.62 But between their essentially nonexistent assault shipping, some transportable artillery but no armor, woefully inadequate naval gunfire support, and no ability to provide air support for the operation, plus the fact that the Japanese Fifth Area Army’s defenses in southern Hokkaido, although undermanned, were well developed and recently upgraded, the Soviets wisely changed course. U.S. planners looking at the same territory estimated that four U.S. infantry divisions and one armored division, with the customary lavish support, were required for much the same task.63

Instead the Soviets switched to an operation calling for landings at a small, isolated port on the northwest coast. When the war ended, plans were on hold for the piecemeal insertion of two 87th Rifle Corps infantry divisions supported by a naval infantry battalion and as many as two construction battalions, while a third division continued mopping up the Kuril Islands and could eventually be made available for the lodgment. It was intended that air elements sufficient to support the invasion be hastily deployed forward to captured Japanese airfields on the southern half of Sakhalin Island, and the Soviets would have been able to do this with not an excessive amount of difficulty.

The Soviet navy’s support was another matter, and the operation’s naval component was so ludicrously small that the second rifle division to land would have had to wait until the six Lend-Lease LCIs (landing craft infantry) and a variety of slow-moving vessels used in place of assault shipping (trawlers, torpedo cutters, subchasers, and American-made minesweepers), returned more than two hundred miles to a recently secured Sakhalin port to pick them up.64 Soviet warships had conducted no exercises, either combined or on their own initiative, in naval gunfire support of troops ashore, and all ships’ antiaircraft protection and training were dangerously inadequate.

Despite the obvious deficiencies in Soviet amphibious capabilities, limitations in both manpower and materiel for this operation, and likelihood that the understrength 87th Rifle Corps would have been easily contained by minimal Japanese forces in this heavily mountainous region, a successful lodgment would nevertheless have served the wider political purposes of the Soviet government by its simple presence on Japanese soil if Washington had given a green light to the escapade.
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(including an cstimated 2 infantry divisions,

1 complete depot division, 1 depor division (-2 regiments),

1 brigade, 1 ank regiment, 2 cank rege repl units, and SNLPY)

Base Defense 57,000
(including fortress troops, naval ground troops,

and large coneentrations of AA unics)

Serv

oops 76,000
(including principally air-ground,
shipping, and depors)

Total csimated enemy strengeh in KYUSHU
north of the line MINAMATA-NOBEOKA as
of 21 July 1945 225,000
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25 Div (25,804 persons) Unit transferred
from MANCHURIA,
concentrated near KOBAYASHI,
MIYAZAKI PREFECTURE, and
rained as reserves for
defense of southern KYUSHU.

154 Div (17,341 persons) Nevly organized
unit, garrsoned north of 156
DIV on coast of MIYAZAKI
PREFECTURE. Headquarters
aTSUMA-CHO, MIYAZAKI
PREFECTURE.

212 Div 21,351 persons) Newly
organized as an attacking force,
and concentrated in northern
phins arca of MIYAZAKI
PREFECTURE. Parc of the unit
was satoned north of 156 Div
on the MIYAZAKI coasdin.
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46 Div

77 Div

[No personnl figure given.]
Withdrew from 57th Army,
recaining former satus, and entered
jussdicton of 40 Army:

(15,640 persons) Newly transfered
from HOKKAIDO, and firse
placed in the area between
KUSHIKINO and IZUML.
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{Excludes published totals for individual battles or campaigns which were run separately)

Army Killod
Wounded
Missing and
prisoners

Scraanad areas:
Army Deaths
Honorabla Discharges.
Prisonars and Mising
Othor Saparations

23 uly 1943 (thru 24 Juno)
24 Doc 1843 thru 15 Nov)
11 Fab 1944 (thru 23 Dec)
3Mar 1944 (not given)
2June 1944 (thru 28 Apr)

23.June 1944 (thru 31 Mar)
28 July 1944 thru 30 Apr)
25 Aug 1944 (thru 31 May)
293011944 thru 30 June)

17 Now 1944 (thu 6 Oct)
1Doc 1944 (thru 31 Aug)
12.Jan 1945 (thru 28 Nov)
2Fob 1945 (1hru 21 Doc)

2Mar 1945 thru 28 Jan)

9 Mar 1945 (thr 7 Fob)

3958

w9
105229
112080
156678

1163000
1200000
1234000
1.279000

384895

1357000
as3957
sses2
75798
o3z

(allsarvices, 50850
allsorvices, 126919)
(00 igure published)
(allsorvices, 180.478)
(allsorvices, 201,454

(no figure published)

(allsorvices, 582,358
allsorvices, 538,139)
(alhsorvices, 764584
(alksorvices, 782,180)

“Th casualties total publishad in the 17 November 1944 edition of Yankdid notinclude prisoners.
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Type Number How to be employed

Destroyer 12 Carrying suicide torpedocs o
auack twanspores off the landing.
coast

Submarine 40 @ Parrolling the warers cast

and south of KYUSHU by
Tow speed submarines.

() Avacking the convoys by
high speed submarines.

©  Atacking the
einforcement atsea by
bmarincs.
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Toual estimated enemy suengeh in KYUSHU 196,000"
south of the line MINAMATA-NOBEOKA
asof 21 July 1945

*This toral does notinclude an estimated 25,000 flight and adminisrative personnel of the
Army and Navy Air Force, the bulk of which vl presumably withdraw prior to X-day:
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Model 97 (1557 0-mm ancitank rifl
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MIYAZAKI PLAIN
MIYAKONOJO-ARIAKE

ARIAKE HARBOR-KANOYA area

Head of KOGOSHIMA-WAN-KOKUBU area

KUSHIKINO PLAIN-OKUCHI-MIYANOJO area

MAKURAZAKI-Southern SATSUMA PENINSULA

3 divisions

1 division

1 division

1 division Gnically in army
reerve)

1172 diviions nically in
amy reserve)

172 division
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August

September

October

November

16

16
41

16

evacuation hospitals
1,000-bed general hospicals
250-bed saton hospicls
ausiliary surgical group.
evacuation hospi
convalescent hospital

dlearing companics
collcting companics
ambulance companics
1,000-bed general hospicals
750-bed station hospals
500-bed sation hospicls
evacuation hospitals
1,000-bed ger
medical profe
500-bed station hospicls
cvacuation hospitals
500-bed station hospital
1,000-bed general hospitak*
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18 IMB

122IMB

(7,104 persons) Reorganized
from former HOYO
FORTIFICATION, forming a
mixed brigade.

(6,884 persons) Reorganized
from former NAGASAKI
FORTIFICATION, forming a
mixed brigade.
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Vicinity of the front lines:
ARIAKE BAY DISTRICT
MIYAZAKI DISTRICT

SATSUMA PENINSULA

Reararea:

<15>

KLNOYA, IYAKONOJO
NOJIRI, SUGIYASU, TORAKI
CHIKAKU, GUNZAN, KAWATO, ISHIKI

KOBAYASHI, YOSHIMATSU, YOKOGAWA,
OGUCHI, HITOYOSHI
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Type Number Number Operational

Batdeships 3 1
Converted Batdeships 2 2
Aircrafi Carriers (CV) 4 4
Escore Cartiers (CVE) 3 2
Airerafe Carries (CVL) 3 2
Heavy Cruisers 2 2
Light Cruisers 2 2
Destroyers 40 37
Destroyer Escorts 8 8

Submarines 60 32
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IKI FORTIFICATION
TAUSHIMA FORTIFICATION

SHIMONOSEKI FORTIFICATION

HOYO FORTIFICATION

NAGASAKI FORTIFICATION Each ordered to reorganize.

formerfortification unicsinto bartle

amy

107 1MB Defense of GOTO, NAGASAKI
PREFECTURE; headquarters at
FUKUE-DHO.

[*IMB: Independent Mixed Brigade]

@

WESTERN TAKATOKI GROUP (21,425 persons) In charge of i

raid defense of endire KYUSHU
area; headgquarters ac KOKURA.
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Concentrated ammunition
Vicinity of KUSHIKINO
Vicinity of ARIAKE-WAN
SATSUMA PENINSULA
Vicinity of MIYAZAKI

0.5 division-barde.
0.8 divisionbarde.
09 division-barde.
1.4 division-batde.
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Hq'57th Army
Hq212 Division
Hq 154 Division
Hq 156 Division
Hq25 Division

AYAMCHI
undecided
TSUMA
HONJO
KOBAYASHI
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Name

BYU

CHIRAN
IBUSUKI
IWAKAWA
1ZUMI
KAGOSHIMA
KAGOSHIMA
KANOYA
KANOYA EAST
KARASEHARA
KOKUBU
KORIMOTO
KUSHIRA
MIYAKONOJO
MIYAKONOJO NORTH

Name
MIYAZAKI
NITTAGAHARA
RONCHI
SADOHARA
SAKITA
SHIBUSHI
TOJIMBARA
TOMITAKA

“HAD—Heavy bomber airfeld
MAD—Medium bomber airficld
FAD—Fighter airfield
ASS—Ausiliary scaplane station

uc  Amy  Nay
X
X
X
X
X
X
X
X X
X
X
X
X
X
XX
X
uc  Amy  Nay
X
X
X
X
X
X
X
X X

'HLG—Heavy bomber landing ground
MLG—Medium bomber landing ground
FLG—Fighter nding ground
$5—Scaplane sttion
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HELL-PAY

Operation DOWNFALL and the
Invasion of Japan, 1945-1947

by D. M. Giangreco
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Total for area 28,000

NNORTH CENTRAL KYUSHU_
UMAM N)
Tota for area 53,000
<105
'NORTH AND NORTHWEST KYUSHU.

(NAGASAKI< SAGA< AND FUKUOKA KEN)

Toul o arca 144000
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LOCATION OF 40th ARMY| J
15 August 1945 }(”
T3 suorgualor | 303 DIV Ivokug:w:

O reydeerseams
e Shore postion

St
@000 ys)
For darty, eaches adequate for
over.the shore operations, but ot
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he satsuma Peninsula, and n the
bay flanking twamoto

ki
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Number

Number

Assault demolition boat 1,000

Midget subm: 30
Human orpedo 50
Small submarine 100

How to be employed

Howto be employed

Attacking transports by
concentrating on the several
consts of MIYAKI

and KAGOSHIMA Prefectures

Avtacking ransports by running
out of BUNGO STRAIT.

“The expectation of success was tosink about 60 transports.
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312Div (12:227 persons) Organized
simuliancously with 351 Div,and
undertook defense of KARATSU,
IMARI area. Headgquarters
at AICHI-CHO, SAGA
PREFECTURE.

41TB[) (3,103 persons) Newly organized,
and under diret army control.
Headguarters at FUKUMA-CHO,
FUKUOKA PREFECTURE.

6th ARTILLERY HEADQUARTERS (119 persons) Newly organized.
Located at HARA-NACHI,
MIIKE-GUN, RUKUOKA
PREFECTURE.
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Hq86 Division MATSUYAMA
Hq98 IMB OIRA

Hq 109 IMB. NOMA

Hq 5 Tank Bde MORNINAGA
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Toral for arcy
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MIYAKONOJO-KANOYA-OSUMI PENINSULA

Totl for

NOBEOKA-MIYAZAKI PLAIN
<d>

KOBAYASHI-HITOYOSHI

46,000

42,000

65,000

27,000

16,000
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109 IMB

[“ITB: Independent Tank Brigade]
<3

FIRST ARTILLERY HEADQUARTERS

THIRD ENGINEERING HEADQUARTERS

Headquarters at TONO-CHO,
MIYAZAKI PREFECTURE.

(6888 persons) Reorganized from
TANEGASHIMA GARRISON.
Reinforced to totl one ardlery and
six Infanry baclions.

Newly organized to meet
decisive batdle in 6 ITB southern
KYUSHU. 5 ITB (3,108 persons)
was located at HONJO-CHO,
NIYAZAKI PREFECTURE. 6
ITB (3,784 persons) was located
a KIRISHIMA, KAGOSHIMA
PREFECTURE.

(117 persons) Nevly organized,
and located at TSOUMACHI,
'MIYAZAKI PREFECTURE.

{167 persons) Newly organized,
and located a1 TAKARABE-CHO,
MIYAZAKI PREFECTURE.
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212 Division Northern MIYAZAKI coast

154 Divison Central MIYAZAKI coast

156 Division Southern MIYAZAKI coasc

86 Division Area of SHIBUSHI and coastine of ARIAKEWAN
25 Division Area of KOBAYASHI PLAIN

98 IMB East coast area- KAGOSHIMA BAY

109 MB TANEGA-SHIMA

5 Tank Brigade Area of central MIYAZAKI plain

1 Rege 6 Tank Bde KIRISHIMA Gin support of 86 Div)
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216 Div

1261MB

11¢h ENGINEERING HEADQUARTERS

(21,736 persons) Newly
organized as decisive batde force.
During waiing n viiniy ac
KUMAMOTO, held asreserves
by arca army: Headquarters ac
UDO-CHO. [The 216th Division
commander also commanded Higo
Group]

(6:213 persons) Nevly organized
Ordered to guard AMAKUSA
ISLAND.

(103 persons) Newly organized,
and situated ar NAGASU-CHO,
KUMAMOTO PREFECTURE.
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Mobile Combat Troops

including an estimated 5 infaney divisions,
3 brigades, 2 replacement infanay regiments,
and miscellancousarillry)

(including principally naval ground troops
and AA units)

Sersi
(ncludi
some ir-ground personnel)

g principally shipping units and

121,000

17,000

58000
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