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    Behind every book there is a team of people who are responsible for its ultimate publication. The authors met over ten years ago when Ed Gordon gave a presentation entitled “The Secrets of D-Day” at the Palm Springs Air Museum. Afterward David Ramsay introduced himself as a fellow historian. We then began what turned out to be our decade-long dialogue on the Normandy invasion.


    David has a unique link to the events of D-Day. His special interest spans almost an entire lifetime since his father, Admiral Sir Bertram Ramsay, was Allied commander in chief of the seven-thousand-ship D-Day fleet, and principal author of NEPTUNE the naval/amphibious assault plan that was a vital part of the OVERLORD operation.


    The authors gathered information from many published and archival sources. Elaine Gordon, who spent a large part of her career as an instruction librarian at DePaul University, had a major role on our team as a researcher and a very insightful editor. We are deeply indebted to her for all the expert suggestions she provided into making Divided on D-Day a far better history.


    Valerie Collier at Loyola University Chicago spent many hours in preparing our manuscript. Her outstanding work helped us produce a more readable book.


    Charlene Meers utilized her great talents in graphic design to help us create original, detailed maps that enable readers to better understand the geography of the OVERLORD campaign. She also assisted us in the selection and formatting of the photographs that appear throughout Divided on D-Day.


    Denise Goolsby, a reporter at the Desert Sun in Palm Springs, California, was very generous in giving us access to her interviews of World War II veterans. These fascinating accounts of soldiers who participated in the OVERLORD campaign add unique perspectives on these events.


    We wish to thank the staff at the Pritzker Military Museum and Library in Chicago. In particular Theresa A. R. Embrey, chief librarian, has been very helpful in showing us pertinent research materials at their library and gathering many other materials for us from across the United States. Also the staff at the University of Ohio Libraries, home of the Cornelius Ryan Collection, has been of assistance to complete our research.


    We are also grateful to Steven L. Mitchell, the vice president and editor in chief at Prometheus Books, for all of his many helpful suggestions and advice on improving Divided on D-Day and bringing it to a wider audience of readers.


    Finally, we wish to heartily thank John Willig of Literary Services Inc. for his outstanding efforts in successfully bringing this book into the marketplace and encouraging us to persevere as authors. His wise counsel has been invaluable.


    For all of the content, historical judgments, or unintended factual errors that are found in Divided on D-Day, the authors take sole responsibility.


    Edward E. Gordon, Chicago, Illinois


    David Ramsay, Indian Wells, California
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    “Well, there it is; it won't work, but you must bloody well make it.”


    —Sir Alan Brooke, chief of the imperial general staff1


    “WE ARE ALL IN THE SAME BOAT”


    D-Day's seeds were first planted on Dunkirk's beaches. Almost from the day in 1940 when the British and French forces were evacuated from France, the British began to consider where, when, and how they would return to free northwestern Europe from Nazi occupation. Much of this speculation was premature. Only when the United States dropped its neutrality would the combined manpower and firepower of Britain and America be available to guarantee the success of such a massive amphibious invasion of northwestern Europe. In this chapter, we will detail how difficult it was for the Allies to decide on when and where to launch this invasion.


    Soon after Japan's surprise attack on Pearl Harbor on December 7, 1941, Britain's prime minister Winston S. Churchill called Franklin D. Roosevelt. “Mr. President, what's this about Japan?” “It's quite true,” Roosevelt replied. “We are all in the same boat now.”2 Churchill immediately proposed traveling to Washington, DC, so that “[w]e could review the whole war plan in the light of reality.” On December 14, 1941, he left for America. Churchill spent Christmas with Roosevelt as his guest at the White House.3


    In their wide-ranging discussions, Roosevelt and Churchill made several unprecedented decisions that had a broad impact on future military operations. First, in order to unify Anglo-American strategy, they agreed that one supreme commander would be appointed in each theater of operations with final authority over all British/American land, sea, and air operations. Secondly, a new Combined Chiefs of Staff based in Washington, DC, would be appointed with representatives from the British and American chiefs of staff to coordinate joint strategic military decisions. They also decided that the Allies should be called the “United Nations” instead of “Associated Powers.”4
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    Fig. 1.1. Meeting of Combined Chiefs of Staff, Quebec Conference. August 1943. Left to right (at Chateau Frontenac): Vice Admiral Lord Louis Mountbatten, Admiral of the Fleet Sir Dudley Pound, General Sir Alan Brooke, Air Chief Marshal Sir Charles Portal, Air Marshal L. S. Breadner, Field Marshal Sir John Dill, Lieutenant General Sir Hastings Ismay, Admiral Ernest J. King, General Henry H. Arnold, Admiral W. D. Leahy, Lieutenant General K. Stuart, Vice Admiral P. W. Nelles, and General George C. Marshall. (© Imperial War Museums [A 18826])



    Achieving this complete unification of military operations proved to be easier said than done. It set the stage for the future Allied invasion of France, an operation filled with controversy that extended to the war's final conclusion.


    Germany did not necessarily have to declare war on America after the Pearl Harbor attack. Since Japan was the obvious aggressor, under the terms of the Tripartite Alliance (Germany-Italy-Japan), Germany was not obligated to help the Japanese. However, on December 11, 1941, Hitler elected to make a formal declaration of war against the United States, and America reciprocated on the same day. Hitler seriously underestimated America's industrial might—an error he would live to regret.5


    “WHY ARE WE TRYING TO DO THIS?”


    Once the industrial might of America was mobilized, there was little doubt that the Axis powers would face inevitable defeat. It became a question of strategy.


    In spite of the Pearl Harbor debacle and the growing number of Japanese victories across the Pacific, the US government reaffirmed its prewar policy of defeating Germany first. To the relief of the British, both President Roosevelt and General George C. Marshall, the chief of staff of the US Army, acknowledged that Germany's war-making capacity was far more dangerous. They agreed that Japan's defeat would soon follow the collapse of the Third Reich. The most contentious issue between Britain and America became how to best defeat Germany.


    From the first day of the war, America's leaders were determined to speedily confront and defeat the German army by invading northwestern Europe. But because the British had recently been decisively defeated by German forces at Dunkirk and in Norway and Greece, Churchill and the British armed forces chiefs of staff were much more cautious. They also remembered the slaughter of an entire generation in Flanders field battles of the Somme and Passchendaele during World War I. Winston Churchill recounted,


    While I was always willing to join with the United States in a direct assault across the Channel on the German sea-front in France, I was not convinced that this was the only way of winning the war, and I knew that it would be a very heavy and hazardous adventure. The fearful price we had to pay in human life and blood for the great offensives of the First World War was graven in my mind.6


    Britain's war leaders also harbored grave doubts about the battle readiness of US soldiers, believed that American generals lacked combat experience, and were skeptical about America's ability to rapidly increase the production of war materials.7


    From December 1941 to June 1944 this British foreboding cast a pall over the very idea of mounting a successful cross-channel invasion. “Why are we trying to do this?” Churchill was shouting even as late as February 1944. Almost up to the day of the actual Normandy landings, Churchill continually bombarded the Americans and his own generals with alternatives such as invading Norway, Portugal, or the Balkans. This continued insistence on these diversionary maneuvers weakened his relationships with the American commanders.8


    The British chief of the imperial general staff, Sir Alan Brooke, voiced similar doubts about a Normandy invasion.9 From the beginning of the American push to speedily invade northwestern Europe, he instead advocated first invading Italy to weaken German forces in the West. Alan Brooke also insisted that the Allies must win the Battle of the North Atlantic before launching a massive invasion. More time was also needed for a bomber offensive to severely cripple German arms production and win air superiority over Europe.


    Overall Brooke did not believe that the Wehrmacht would be sufficiently weakened before 1944. Furthermore he doubted that US war production would be able to turn out the huge quantity of goods required for an invasion and that America could train an adequate number of troops before this date.


    Above all Brooke believed that the way to victory was conducting a war of attrition. This strategy had been the linchpin for the Allied victory in World War I. He continued to preach this attritional doctrine throughout World War II, much to the annoyance of Churchill and US war leaders. As we will see the final irony is that during the Normandy campaign, the US commanders applied their adaptation of attritional warfare to end the war in Europe.10


    On the eve of D-Day Brooke wrote in his diary, “At least it will fall so very short of the expectations of the bulk of the people, namely all those who know nothing of its difficulties. At the worst it may well be the most ghastly disaster of the whole war.”11


    THE SECOND FRONT DEBATE


    The exact timing for an invasion of northwestern Europe became the key decision of the Second World War in Europe. It took a long time in coming.


    Even before the United States entered the war, American, British, and Canadian military staffs had met at the ABC Conference in Washington, DC (January–March 1941). They agreed on a “Germany first” strategy to defeat the Axis. After Pearl Harbor a bewildering succession of military meetings and conferences convened to argue over Allied differences in strategy and tactics. The future invasion of northwestern Europe was postponed again and again.


    At the Washington, DC, Arcadia Conference, the first war meeting of the Allied political and military leadership (December 1941–January 1942), the United States committed to Operation BOLERO, the buildup of American forces in the United Kingdom prior to the invasion of Europe. Shortly afterward the US Joint Chiefs of Staff (JCS) agreed to combine with the representatives of the British Chiefs of Staff (BCS), creating the Combined Chiefs of Staff (CCS) (February 9, 1942). They would meet over two hundred times, mostly in Washington, DC, during the course of the war.12


    That March Admiral Ernest J. King, the new chief of US naval operations, met with General George C. Marshall, the chief of staff of the US Army. They agreed on a two-stage plan for an immediate invasion of northwestern Europe. Operation Sledgehammer, stage one, envisioned a landing in mid-September 1942 on the French Cherbourg Peninsula. The second stage, Operation ROUNDUP, in the spring of 1943 called for either an expansion of the original Sledgehammer invasion area or another landing in the Normandy region.


    The plans for Operations Sledgehammer and ROUNDUP had originated in the US War Department's War Plans Division. Major Albert Wedemeyer prepared the report entitled the Victory Program and submitted it on July 9, 1941, to fulfill President Roosevelt's request for an operations plan if the United States ever went to war with Nazi Germany. The strategy behind these plans was eventually developed into Operation OVERLORD for D-Day in 1944. The Victory Program was approved by General Dwight D. Eisenhower before its submission to Roosevelt and Marshall. William Weidner observes, as a result, “It could honestly be said that Eisenhower helped to determine the strategy, while General Montgomery prepared the operational plans.”13


    In April 1942, Churchill met with Marshall in London and agreed to this plan, overriding objections from his own chiefs of staff. Soon afterward, the British designated Admiral Sir Bertram Ramsay as the Allied commander of the Naval Expeditionary Forces (April 23, 1942). Ramsay's appointment was the result of his unrivalled experience in commanding the massive Dunkirk military evacuation of British and French forces across the English Channel in June 1940.14


    However, it soon became apparent that the manpower and logistical shipping numbers just did not add up. America's mobilization was rapidly expanding its military forces, but there were other demands. At the Arcadia Conference the United States agreed to occupy Iceland and Ireland to free up British troops, and the Pacific war with Japan had urgent manpower requirements.


    Marshall's SLEDGEHAMMER/ROUNDUP plan envisioned 800,000 troops being shipped to England by the spring of 1943. However in the fall of 1942, only 105,000 men were available.15 More time was needed to amass the American forces required for a cross-channel invasion of France.


    The sealift capacity in 1942 was also insufficient for such an operation. In the fall of that year, all the landing craft available in the United Kingdom could carry only 20,000 men. At least another year was required for US shipyards to build a sizeable invasion armada.16


    Churchill and Brooke continually evidenced a lack of enthusiasm for the Normandy operation. Neither opposed it outright but believed it impossible in 1942. Perhaps the summer of 1943 might be possible, if the Allies secured both air and naval superiority, and America produced the promised vast numbers of weapons, ships, supplies, and men required for a successful enterprise. The British preferred to avoid a direct assault on a powerful German Wehrmacht, an army that many historians today consider the overall best professional fighting force in World War II.



    Since being pushed off the European continent at Dunkirk, Britain had been fighting a peripheral war. The Royal Navy confined the Germans to the European mainland and kept the Allied supply lines open. British bomber command pursued an all-out strategy of strategic saturation raids to destroy German industry, infrastructure, and morale. The British Special Operations Executive (SOE) supported the underground resistance movements in occupied countries to, in Churchill's words, “set Europe ablaze.”17 Because of its economic and manpower limitations, an indirect war strategy better suited Britain.


    Manpower and war production concerns also fueled British reluctance to mount an invasion of France. Its already-battered empire could ill afford the prospect of huge casualties. By the time of the actual invasion, spring 1944, the British army was at the very limit of its final growth—2,750,000 soldiers. In contrast the US Army numbered 5,750,000, and was still not at its potential maximum. Britain's production had fallen from fulfilling over 90 percent of the Commonwealth's war needs in 1940, to only about 61 percent by 1944.18 American shortages of war materials lessened as the war continued. For the British such shortages were perpetual, to be lived with indefinitely. As a result of all of these issues, difficulties continually arose between the two allies regarding planning, logistics, and tactics.


    Churchill and the British general staff saw many hazards in haste and great virtue in delay. After the German invasion of the Soviet Union in 1941, their implicit game plan was to allow the Wehrmacht and Russian armies to bleed each other to death. Their preferred underlying strategy called for the British and other Allied forces to strike when the Nazi regime was on the verge of collapse. With a weakened Germany and Soviet Union, the Allies could invade and establish a “new order” for the European continent. Churchill hoped to thereby prevent the potential Communist Russian dominance of postwar Eastern Europe.


    Operation RANKIN was the British chiefs of staff plan to implement this peripheral strategy with attacks in the Mediterranean region, the Balkans, Norway, and elsewhere. These thrusts would help to wear down the Nazi empire in Europe until it collapsed. Perhaps it was all wishful thinking on their part, but as late as November 1943 the British chiefs still considered the possibility of implementing RANKIN as an alternative to a major landing in Normandy. Thus by the time of the Second Washington Conference in June 1942, Churchill had persuaded Roosevelt to issue a joint veto for a 1942 Allied landing in France.19


    THE MEDITERRANEAN STRATEGY


    However, pressure for Allied action in Europe was building. In early 1942 the American public was clamoring for some immediate major military operation as revenge for Pearl Harbor. Stalin was also pressing the Allies for a major invasion of Western Europe that would open a second front, thereby siphoning German forces out of the Soviet Union. British and American military commanders needed to agree soon on a significant Allied military operation in the European area.


    Alan Brooke offered his own plan, Operation GYMNAST, a joint Anglo-American invasion of French North Africa. With Churchill's approval, the British argued that GYMNAST would encircle Hitler's Europe. It could help prevent a potential German occupation of Spain, Portugal, and Gibraltar. Also this operation would clear Mediterranean shipping lanes to the Suez Canal and the Far East. Field Marshal Erwin Rommel's Afrika Korps was in full retreat after their defeat by the British forces led by Field Marshal Viscount Bernard Montgomery at the Battle of El Alamein (October 23–November 4, 1942). The goal of GYMNAST was an Allied entrapment of Rommel through an East-West pincer envelopment and the destruction of the Afrika Korps. This would ideally position the Allies to invade the so-called “soft underbelly” of Europe, thereby knocking Italy out of the war. However the British reassured the Americans of their full support for ROUNDUP in the spring of 1943.20


    Marshall and King were angry at being forced by Roosevelt to commit to GYMNAST. This was one of the few times during World War II that Roosevelt intervened in a military decision. Marshall and King perceived it as a “sideshow” operation in the Mediterranean much more in line with British Imperial interests than Allied strategic goals.21


    But as historian John Keegan points out, from the British perspective, “It was, however, deeply psychological. Not only was the sea a bridge between the homeland and the East, it was also the amphitheater in which for two hundred years they had played grand strategy, longer indeed than they had played it in India with quite as much personal involvement.”22



    Here two fundamentally opposing conceptions of war—the indirect versus direct approach—collided. For the British an invasion of northwestern Europe would come only as a final knockout blow. First the German Wehrmacht had to be worn out by fighting on many fronts. The Americans contended that the Allies should be using the Clausewitzian principle of concentration of their forces at the decisive point. Their dispute was never resolved and repeatedly hampered the successful course of the Normandy campaign.23


    The Joint Chiefs of Staff reluctantly approved GYMNAST that became the Operation TORCH landings in November 1942. To prevent any backsliding by Marshall and King, Churchill insisted that an American be appointed commander in chief of Operation TORCH.


    A Marshall protégé was selected, Lieutenant General Dwight D. Eisenhower, who was then serving in Britain as commander of US Army forces. The remaining principal commanders would all be British. Ramsay, the deputy to Admiral Sir Andrew Cunningham who was the TORCH Naval Commander, was tapped to plan the two landings staged from Britain. Thus Eisenhower and Ramsay worked together, as they would later for the Normandy D-Day invasion.24


    “DO THE BRITISH REALLY BELIEVE IN OVERLORD?”


    In January 1943 while the fighting still raged across North Africa, the Allied leadership met at Casablanca for their second major conference. They chose this site largely for propaganda purposes, as they hoped to lure Soviet leader Joseph Stalin, the third member of the “Big Three,” into a face-to-face meeting. This did not happen. He was too busy fighting the Battle of Stalingrad that would soon end in a great Soviet military victory. In declining Roosevelt's personal invitation, Stalin added a barbed reminder: “Allow me to express my confidence that the promises about the opening of the second front in Europe given by you, Mr. President, and by Mr. Churchill in regard to 1942, and in any case in regard to the spring of 1943, will be fulfilled.”25


    The Combined Chiefs had met fifty-six times since July 1942. At Casablanca it soon became apparent that they were still on two different planets. There Marshall and King sought to force a decision on the cross-channel Operation ROUNDUP later in 1943. They believed that an operation from the United Kingdom was essential to ultimate victory.26
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    Fig. 1.2. Casablanca Conference, North Africa. 1943. Seated: President Franklin D. Roosevelt (left) and Prime Minister Winston S. Churchill (right). Standing from left: Lieutenant General Henry H. Arnold, Admiral Ernest J. King, General George C. Marshall, Admiral of the Fleet Sir Dudley Pound, Field Marshal Sir Alan Brooke, and Air Chief Marshal Sir Charles F. A. Portal. (© Imperial War Museums [A 14122])


    Brooke cautioned that any immediate Allied invasion of France would pit twenty-five Allied divisions against forty-six German divisions.27 This offered the Germans a potential easy victory. Instead as a follow-up to TORCH, he argued that the Allies should mount an invasion of Sicily or Sardinia to knock a weakened Italy out of the war. This would force the Germans to overstretch their forces in order to replace Italian troops in Italy and the occupied Balkan and Greek territories.


    The Combined Chiefs of Staff unwillingly came to a final compromise agreement on January 19, 1943. They would invade Sicily (Operation HUSKY), but also continue building manpower in England for a thrust across the English Channel if “the German strength in France decreases.” Brooke finally acknowledged at Casablanca that “we could definitely count on re-entering the continent in 1944 on a large scale.” However, he did not say whether this meant Italy or France! The Americans were now adamant about no further delays in invading northwestern Europe.28


    At the Trident conference in Washington, DC (May 12–27, 1943), British opposition to a cross-channel invasion appeared to soften. A provisional date of May 1, 1944, was set for the cross-channel invasion ROUNDUP, now renamed OVERLORD. This was later confirmed at the Quebec Quadrant Conference (August 17–24, 1943). Much to the British dismay the Americans also added Operation ANVIL. This was a simultaneous landing in southern France to coincide with OVERLORD.29


    Meanwhile Allied battlefield successes were mounting. On May 12, 1943, all Axis forces surrendered in North Africa.30 Sicily was then invaded by the Allies on July 10. By August 17 the last German soldier was banished from the island. These positive Allied developments also precipitated an anti-war coup d'état in Italy that overthrew Benito Mussolini on July 25. The Italians then asked for an armistice.31


    This string of successes and the relentless Allied bombing of factories and rail yards around Paris raised hopes in France that the Allies would soon launch a cross-channel invasion from England. When would the Allies attack? In the fall of 1943, an ironic joke circulated widely across France: “Stalin's army crosses Germany, then France, until it reaches the English Channel. Taking up a loudspeaker, the leader of the USSR bellows across the Channel to the British and Americans: ‘You can come over now!’”32


    The Axis collapse was so rapid that it gave the Allies many military opportunities. For once they jointly agreed on an immediate plan for an assault on mainland Italy. On September 3, the Allies crossed the narrow Straits of Messina (Operation BAYTOWN). US general Mark Clark's Fifth Army then launched an amphibious invasion at Salerno on September 9 (Operation AVALANCHE). Simultaneously, British general Bernard Montgomery's Eighth Army landed at Toronto (Operation SLAP STICK) in the Puglia region.


    The Germans rapid response to these assaults moved additional armored and infantry divisions into Italy. They strongly contested the Allied Salerno landing before successfully withdrawing to the heavily fortified Gustav defensive line. This stretched across the mountainous width of the Italian peninsula. Here the Germans would halt the Allied armies until May 1944.33


    During the autumn and winter of 1943, preparation for OVERLORD advanced. Yet behind the unified Allied front, the British grew increasingly apprehensive. In a cable to Marshall, Churchill stated, “We are carrying out our contract, but I pray God it does not cost us dear.”34


    On November 11, a British Chiefs of Staff memo recorded, “We must not regard Overlord on a fixed date as the pivot of our whole strategy…. The German strength in France next Spring may…be something that makes Overlord impossible [or] Rankin not only practicable but essential.”35


    The Americans reacted angrily to the British advocacy of RANKIN at this advanced date. A US chiefs of staff memorandum that autumn expressed their deep dismay:


    It is apparent…that the British…now feel Overlord is no longer necessary…continued Mediterranean operations coupled with POINT BLANK [major aerial bombing of German strategic war infrastructure]…will be sufficient to…[assure] her military defeat without undergoing what they consider an almost certain “bloodbath.”36


    Brooke finally had driven the Americans to their breaking point. Marshall was determined to force the British into a final non-revocable commitment to Overlord.


    This opportunity presented itself at the Tehran Conference in Iran (November 28–December 1, 1943). This was the first joint meeting of the “Big Three”—Joseph Stalin, Winston S. Churchill, and Franklin D. Roosevelt.


    Stalin was impatient for major military relief through the long-promised Anglo-American second front in France. Without actually knowing about RANKIN, he began to suspect that a plot existed to weaken Russia's armies by making them face the brunt of the German military machine. Churchill still supported the idea of gradually wearing down the Germans and avoiding potentially high British casualties from such an invasion. Roosevelt backed US military policy that was still committed to a major invasion as soon as possible.


    The Tehran Conference gave Stalin's generals a chance to pin the British down on their OVERLORD commitment. With Americans present, Russian marshal K. E. Voroshilov, a member of the State Defense Committee, pressed Brooke by asking him if the American stance on OVERLORD's importance coincided with British thinking. Brooke equivocated repeating the old arguments about the need to drain off German divisions in France through ancillary military operations.37


    The Russians pressed on the Normandy operation remorselessly. During another session at which Roosevelt was present, Stalin looked at Churchill across the table and asked, “Do the Prime Minister and the British Staff really believe in Overlord, or are they only saying so to reassure the Soviet Union?” Churchill hedged saying that under agreed conditions they would attack the Germans with “every sinew of our strength.”38 Stalin continued to press harder, demanding an exact invasion date, and the naming of the OVERLORD supreme commander.


    At Tehran the Allies finally agreed to an OVERLORD launch date sometime in May 1944, and a supporting operation in the south of France. The naming of the supreme commander was promised in the near future.39


    Churchill and Brooke had been backed into a corner by the Russians and Americans and finally ran out of maneuvering room. Major General John Kennedy, a British planner, later conceded, “Had we had our way, I think there can be little doubt that the invasion of France would not have been done in 1944.”40


    Even after the Tehran Conference, Churchill tried to get OVERLORD postponed for some more assaults “around the ring.” In April 1944, he told an American general that if he were planning OVERLORD, it would not be executed until the Allies had retaken Norway, invaded the Aegean islands, and secured Turkey's support.41


    After interminable delays all the Allies had finally accepted the OVERLORD concept. The die was cast! It had been a hard, bruising process.


    Now began an even harder phase. Appointing OVERLORD's leadership and successfully planning the largest amphibious invasion ever attempted in the history of warfare.
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    “We had worked like beavers for months.”


    —General Frederick Morgan, author of the original invasion plan1


    THE COSSACS ARE COMING!


    Though the Allies had agreed to an invasion in northwest Europe, this was only the beginning of their prolonged struggle to determine where and when to launch D-Day. At Casablanca the British were successful in securing the postponement of a cross-channel attack and substituting an agreement to mount Operation Husky, the invasion of Sicily. To appease the Americans, Winston Churchill suggested appointing a commander for the invasion of northwestern Europe. He proposed that a member of the British Chiefs of Staff be named as a temporary deputy commander.


    Marshall liked the idea. While Churchill thought this was a harmless consolation prize, Marshall perceived that appointing a deputy commander or a chief of staff gave the invasion planning a new lease on life. On January 22, 1943, the Combined Chiefs of Staff ordered such an appointment and an independent US-British staff to plan the future amphibious assault.


    In March a relatively unknown lieutenant general, Frederick Morgan, was appointed chief of staff to the supreme Allied commander designate (i.e., not yet appointed). As commander of the British I Corps, Morgan had gained significant experience in operational planning. Brigadier General Ray Barker was made his American deputy. Their staff was built from people who already had been planning the buildup of Allied soldiers in England for the cross-channel invasion.2
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    Fig. 2.1. Lieutenant General Sir Frederick E. Morgan. (© Imperial War Museums [EA 33078])


    Morgan was given the bulky files already developed by the British since 1942 containing plans for cross-channel operations. He was ordered to plan what came next for 1943 and 1944 and develop an outline for the British Chiefs of Staff.


    Morgan found little enthusiasm from the British military establishment. They didn't take his organization seriously. This operation was assigned space in Norfolk House on St. James Square in London. Morgan was very aware that the building was considered a jinx because of its prior history. It was thought to be a symbol of lost causes. Henry VIII and Elizabeth I had beheaded several members of the Norfolk family, its original owners, for high treason because of their refusal to renounce Catholicism.



    Initially it was unclear to Morgan how much of his assignment was just a smoke screen for hiding British intransigence. The first part of his orders was to conduct an elaborate disinformation campaign to confuse the Germans on the Allied invasion intentions (Operation COCKADE). This subsequently became Operation FORTITUDE.


    Morgan was also charged to prepare for two other contingencies: (1) “a return to the Continent in the event of German disintegration” (Operation RANKIN), and (2) “a full scale assault against the Continent in 1944 as early as possible.”3 No one had told Morgan what had priority, so he began the implementation of all three assignments.


    Morgan began calling himself COSSAC, taken from the first letters of his new title. This was meant as a joke. However the name stuck.4


    The third assignment became the central focus of COSSAC. The most immediate issue was to select a suitable landing area for the cross-channel invasion. The Combined Operations Command (COC) headed by Lord Louis Mountbatten had experience with this problem, as it had been charged with launching multiple raids along the coastlines of Nazi-occupied Europe. The COC conducted missions of various sizes mainly designed to sabotage key enemy assets.


    In 1942 a more ambitious operation was planned to determine whether it was possible to quickly capture a major port with its facilities largely remaining undamaged. The port of Dieppe in France was selected as the site for an exploratory foray that was supposed to be executed in less than one day.


    On August 13, 1942, over six thousand troops, mostly Canadian forces but also Royal Marine Commandos and a small contingent of US rangers, stormed ashore at Dieppe in a dawn raid. By early morning half were dead, wounded, or captured. The rest withdrew after this humiliating defeat. Only about 2,500 returned to England.5 It was an appalling slaughter.


    Dieppe weighed heavily in the future calculations of both the German and Allied military planners. It convinced many of the German generals that the future invasion could be defeated at the water's edge. They also came to believe that the Allies’ target of choice would be the capture of a major seaport in order to keep the invasion properly supplied. In their subsequent building of Festung Europa's (Fortress Europe) fortifications, the Germans tended to concentrate these defenses in regions around major channel seaports: Calais, Antwerp, Dunkirk, Le Havre, Boulogne, and others.


    However, the Germans drew the wrong conclusions from Dieppe. This was only partially later rectified by Field Marshal Erwin Rommel's energetic defensive efforts that we will examine in a later chapter.


    Morgan's COSSAC planners also learned important lessons from the Dieppe debacle and other amphibious operations in North Africa, Sicily, and Italy. First, they could not expect to capture a major port intact in an early assault. From Dieppe came the idea of constructing a portable harbor. Second, a massive air and naval bombardment was mandatory to soften up the German defenses. Third, a specially trained and equipped marine assault force was required to get and stay ashore. New tactics and techniques were proven under fire, and a new generation of landing craft and equipment for such operations was developed.6


    INVASION SITE DECISION


    In the end the COSSAC planners winnowed the choice of an invasion site to two areas: the Pas-de-Calais and the coast of Normandy west of the Seine estuary. Pas-de-Calais was nearer to Berlin, but Normandy offered better anchorages. Both offered good inland-access roads and shorelines interspersed with wide, sandy beaches framed by a mixture of cliff and shingle.


    But there was no clear-cut choice. Morgan feared that the inefficiency of the British planning machinery, interservice rivalry, and the dead hand of British bureaucracy would impose a crippling delay in reaching a decision.7 As previously mentioned, Lord Mountbatten was head of the Combined Operations Command (COC) that had conducted British raids along the coasts of Nazi-occupied Europe. He was related to the royal family and was a close personal friend of Churchill. It was the prime minister's idea to establish the COC, and Churchill helped to ensure Mountbatten's appointment as its commander. Due to his political and social connections at the highest level, Mountbatten was able to assemble a formidable group of military commanders to attend a brainstorming program at his COC training headquarters at Largs in Scotland. What became known as the Rattle Conference (June 28–July 2, 1943) was intended as a COC training course for senior officers. Instead its seminar sessions mapped out the potential invasion points. It was chaired by Mountbatten with buoyant confidence and enthusiasm, and consensus was hammered out on the place and methods for the landing on the continent.


    Rattle became known as the “Field of the Cloth of Gold Conference” because Mountbatten attracted so many high-ranking officers. There were twenty generals, eight admirals, eleven air marshals and air commodores, plus numerous brigadiers. Of those attending, five were Canadian and fifteen were American.8


    Mountbatten interspersed these planning sessions with rousing pipe-band performances and champagne suppers. But Rattle got the job done.


    The senior Anglo-American officers chose Normandy. This site offered the potential capture of two major ports—Cherbourg and Le Havre. It also included the possibility of capturing the ports along the coast of Brittany, just to the west of Normandy. Pas-de-Calais, though closer to the German border, offered none of these vital logistical plums in support of a long-term campaign to defeat Germany.9


    Morgan's orders were to complete the monumental task of turning the voluminous plans and related memorandums into a detailed operational plan for the invasion by August 1, 1943. Before that deadline, Morgan was to present a preliminary report to the British Chiefs of Staff. But Churchill insisted on seeing the plan before anyone else!10


    The old American code name ROUNDUP had been discarded. Morgan sent one of his senior deputies, Major Roger Fleetwood Hesketh, to the Inter Services Security Board (ISSB) to assign a new code name. These code names were carefully collated to avoid duplication and compiled so no similar-sounding code names would be assigned to future operations. All this effort was to avoid confusion over the Allies’ secret operations.


    When Hesketh returned he reported to Morgan that the one code word then available was “Mothball.” At that time the Allies had numerous European and Pacific military operations taking all the other potential names and only Mothball was left!11


    On hearing this, Morgan knew Churchill would rebel. He would never willingly swallow an “Operation Mothball.”


    When Morgan presented his plan and code word—Mothball—to the prime minister, Churchill went right through the roof. “Do you mean to tell me that those bloody fools want our grandchildren 50 years from now to be calling the operation that liberated Europe Operation Mothball? If they can't come up with a better code name for our landing than that, I damn will pick the code name myself.”12


    Morgan said that Churchill “glowered for a moment” and then shouted, “Overlord. We shall call it Overlord.” That is how the greatest D-Day of them all came to be known to posterity as Operation OVERLORD.13 It was Churchill's most important personal contribution to the invasion plan.


    NEVER PREVIOUSLY ATTEMPTED IN HISTORY


    In his newly titled initial report of July 15, 1943, Morgan wrote, “An operation of the magnitude of Operation Overlord has never previously been attempted in history. It is fraught with hazards, both in nature and magnitude, which do not obtain in any other theatre of the present world war.”14


    The COSSAC plan's mission was based on the directive from the Combined Chiefs of Staff: “You will enter the Continent of Europe and, in conjunction with other Allied Nations, undertake operations aimed at the heart of Germany and destruction of her Armed Forces.”15


    Throughout the spring and summer of 1943, a team of about forty British and American officers with the rank of colonel and above conducted a detailed analysis of every aspect of OVERLORD. Those continuous meetings were held at Norfolk House, the COSSAC headquarters.


    The growing mutual trust among the members of the Anglo-American planning staff was apparent during a transatlantic telephone conference call from London with US military staff in Washington, DC. A small group participated at each site. At its conclusion a senior US Army general warned, “For Christ's sake, don't tell the British,” regarding the information they had shared. Loud laughter broke out at the other end of the line. The general asked what was so funny. He learned that London group included two British generals and an admiral.16


    After Morgan and his COSSAC staff finished the OVERLORD plan, they celebrated with a high-spirited party held on the top floor of the Norfolk House. To accommodate both British and American tastes, it featured an American swing band and a British dance orchestra. Morgan recalled, “All entered wholeheartedly into the occasion.”17



    Although Field Marshal Sir Bernard Montgomery and his staff later belittled the initial COSSAC plan, its research memoranda provides solid evidence of the broad range of challenges they screened and debated, and for which they actually conducted feasibility tests. For example, they sent Royal Navy canoeists close inshore by submarine and landed them to take surface samples of the proposed landing beaches. This was to determine whether the terrain could withstand the weight of landing craft, tanks, jeeps, and other vehicles to preclude them ending up bogged down in a mire as what happened at Dieppe.18


    “The crux of the problem,” wrote Morgan, “is…likely to be our ability to drive off the German reserves rather than the initial breaking of the coastal crust.”19 In formulating this plan, Morgan had to factor in many constraints. The size and scope of the initial and follow-up landings were limited by the available number of landing craft and supply ships available. His instructions were to plan an opening assault with only three divisions.


    In order to fulfill the Combined Chiefs of Staff's prime directive, France and the Low Countries (i.e., Holland, Belgium, and Luxemburg) had to be cleared of German forces before the final drive into the heart of the Third Reich. Logistics were at the heart of the OVERLORD operation. The capture of major ports such as Antwerp, Brest, Le Havre, and Marseille were vital for mounting a successful invasion and sustaining the subsequent deployment of large numbers of troops. During the actual OVERLORD campaign, forty-eight million tons of supplies had to be delivered in order to sustain US forces in Normandy. To do this, these ports had to be quickly seized, cleared of obstructions, and opened to shipping.


    Morgan envisioned a large buildup of forces in order to begin the liberation of all of France. The coastal area of Normandy could not physically accommodate all of the necessary forces. By ninety days after the invasion, a larger lodgment area bounded by the Seine River on the north, and the Loire on the south, would be needed. This included the ports of Cherbourg and Brest. The other component in the liberation of France was Operation ANVIL that the Allied invasion mounted in southern France, which included the objectives of seizing the ports of Toulon and Marseille. ANVIL's drive northward up the Rhone River valley would link up with OVERLORD forces advancing eastward with the aim of destroying German forces or forcing their rapid retreat into Germany. (See Map 1A.)



    COSSAC proposed three landing beaches between Le Havre on the Seine and the base of the Cotentin Peninsula. British forces would land on the left to be supplied by Le Havre, Dunkirk, and Antwerp. The Americans would land on the right with their supplies coming through Cherbourg, Brest, and, with the success of Operation ANVIL, Marseille.


    Morgan recognized that the Cotentin Peninsula itself gave the German defenders ample opportunity to stop the Allied invasion cold. Beyond the beaches of Normandy were thick woods, hedgerows (the “bocage”), and undulating hills. This whole area, Morgan stated, was “on the whole unsuitable for the use of large armored forces” because of “the marshy river valleys…steep hills and narrow valleys.”20


    That is why the COSSAC plan gave top priority to the rapid capture of Caen, Bayeux, and the road to St. Lo, on D-Day itself or shortly thereafter. Next the Americans would capture the port of Cherbourg, and the British would open the road to Falaise. This area north, northwest, and southeast of Caen was flat and open—ideal tank country. Here the Allies could deploy their numerous armored divisions to begin the liberation of France.21 (See Map 1B.)


    Morgan realized that the three-division size of the initial invasion force in the COSSAC plan was far too small, but his directives forced him to base the plan on the available number of landing craft. However, when not faced with such constraints, his projections regarding the total number of Allied divisions needed to win France and go on to conquer Germany were far from cautious, as he called for fifteen British and eighty-five US divisions (one and a half million men). During the entire Second World War the US Army deployed a total of eighty-nine divisions. Back in early 1942 at the Arcadia Conference, Churchill estimated that this campaign would require twenty British and twenty American divisions. Marshall's original Operation ROUNDUP called for forty-eight divisions (thirty US and eighteen British).22


    The British Chiefs of Staff were not very enthusiastic when they reviewed the COSSAC plan in early August. They even refused Morgan's request to forward the plan to the American chiefs of staff.23 The Combined Chiefs of Staff was soon meeting at Quebec (Quadrant Conference) to examine Morgan's plan.


    Morgan outflanked his own chiefs by sending Major General Ray W. Barker, his American second-in-command, to brief Marshall and Roosevelt before the Quebec meeting. Subsequently at Quadrant (August 17–24, 1943), Morgan's basic OVERLORD plan was accepted by the Combined Chiefs of Staff.24


    COSSAC was only a rough draft for OVERLORD. However it did settle an important issue. Morgan's staff had formalized Normandy as the target landing area. What appears self-evident today was far from certain in 1943.


    Morgan's planning accomplishments also highlighted the bumpy road of the Allied partnership. It showed there were significant cultural and institutional differences in British and American approaches to planning grand strategy.


    In the US military planning, the senior officers would outline the objectives and provide a tentative timetable. Their staff subordinates were then charged with developing the detailed planning needed to attain the objectives.


    The British strongly objected to this approach. They preferred to secure complete agreement throughout the chain of command for every detail of an operation. This obviously was more time-consuming, but it produced a more carefully written, analytical plan.


    The Americans thought that this was a waste of time and effort. US plans often produced astounding numbers and almost impossible deadlines in the British view. They usually greatly underestimated America's production capabilities.25


    Though the American enthusiasm as beginners was often counterbalanced by the five years of British war experience, this fundamental planning and operational conflict was never resolved. As we will see, this would repeatedly jeopardize vital battlefield decisions throughout the Normandy campaign thus ultimately extending the war in Europe.


    The target date for OVERLORD of May 1, 1944, was also approved at the Quebec Conference. However, Morgan's planning dilemmas were far from over. The basic COSSAC plan was little more than an outline of a planned operation. Time was running out. A detailed plan was a necessity. A supreme commander needed to be appointed for OVERLORD. Throughout the autumn of 1943 Morgan remained frustrated in his role as COSSAC's interim commander without decision-making authority.



    After World War II ended, Morgan wrote to British historian Liddell Hart about these and many other issues he faced during COSSAC's lifespan. One of his most unsettling comments might help us better understand some of the Normandy campaign's command dilemmas. Morgan observed that as the size of the US commitment to OVERLORD grew in manpower, aircraft, ships, etc., so did the signs that the British were developing an inferiority complex. He thought that this situation was “frightening.”26


    After OVERLORD's supreme commander was chosen, the COSSAC planners were absorbed into the Supreme Headquarters Allied Expeditionary Force (SHAEF). By January 1944 SHAEF had established itself at Norfolk House. It was headed by 489 officers, almost equally divided between the Americans and British, and included 614 staff members of lower rank, two-thirds of whom were British. Morgan was appointed as SHAEF deputy chief of staff for the war's duration. But who would be named as SHAEF's supreme commander?27
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    “His extraordinary generosity of spirit to his difficult subordinates proved his greatness as Supreme Commander.”


    —Max Hastings commenting on Dwight D. Eisenhower1


    At the Tehran Conference, less than a year before the actual Normandy invasion, Stalin asked Roosevelt and Churchill the critical invasion question: who will command Overlord? Incredibly, both responded no one would.


    They tried to sidestep the issue. But Churchill reported that the Soviet leader became insistent: “Stalin declared it essential that a man should be appointed at once to be responsible, not only for the planning, but also for the execution.”2


    Actually a supreme commander shell game had been underway for quite some time. The two top candidates were the Anglo-American chiefs of staff—Alan Brooke and George C. Marshall.


    ALAN FRANCIS BROOKE


    The seventh and youngest child of Sir Victor Brooke, a baronet from Ulster, Northern Ireland, Alan Brooke was born in 1883. Since his mother preferred warmer climes, he was raised in Pau, in the south of France, until he was sixteen. He was privately educated and spoke fluent French and German before learning English. Brooke also was a proficient hunter, fisherman, and horseman.
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    Fig. 3.1. Field Marshal Sir Alan Brooke. (© Imperial War Museums [TR 151])


    Brooke entered the Royal Military Academy in Woolwich at the age of eighteen. Upon his graduation in 1902, he was commissioned as a second lieutenant in the Royal Regiment of Artillery with which he served in France during World War I. Most of his service was as a staff officer. At the Battle of the Somme he introduced the French “creeping barrage,” a system designed to reduce casualties by covering an infantry advance with machine-gun fire. Brooke earned a reputation as an outstanding operational planner and by the end of the war was promoted to lieutenant colonel and was awarded the Distinguished Service Order.


    After the war most of his service was as a staff officer. He attended the Staff College at Camberley and in 1929 was appointed commandant of the School of Artillery. That same year, he remarried. (His first wife had been killed in an automobile accident in 1925.) This second marriage has been credited with being a calming influence on his ego-driven personality.


    Brooke was an instructor at the Imperial Defence College from 1931 to 1933 where Bertram Ramsay was his naval colleague. A close friendship developed between them. After commanding a mobile division that prefigured later armored divisions, Brooke was promoted to lieutenant general and in 1939 became commander in chief of Britain's antiaircraft command. As a result, he worked closely with Air Marshal Hugh Dowding, then commanding Fighter Command, in preparing for potential German Luftwaffe attacks.


    In August 1939 Brooke became commander in chief of the Southern Command. At the outbreak of World War II, he was placed in command of II Corps in the British Expeditionary Force. In a decisive battle (May 28, 1940) on the road to Dunkirk, his troops held the German forces back long enough to allow over 300,000 British and French troops to be evacuated to England. After Dunkirk he again was sent to France, where upon his recommendation three additional combat divisions and other army units (140,000 men) were evacuated to Britain.


    In July 1940, Brooke became commander in chief of the Home Forces, overseeing plans to defeat any potential German invasion of England after the fall of France. Due to his record as a superb field commander, Churchill appointed him chief of the imperial general staff in December 1941. Noted for his clarity of mind and unflinching realism, he became the master strategist of Britain's military effort. However, he could be highly critical and short-tempered if anyone disagreed with his decisions.


    In March 1942, Churchill gave Brooke the additional post of chairman of the Joint Chiefs of Staff, thus making him his chief military advisor. As chief of staff he played a critical role throughout the war in effectively quelling Churchill's frequent—often last-minute—meddling in military decisions. In one episode after Brooke voiced his strong oppositions to one of the prime minister's pet projects, an outraged Churchill told his personal chief of staff, General Sir Hastings Ismay, that Brooke hated him and had to go. Ismay, who intervened to soothe Churchill's stressed ego, reported this to Brooke. Brooke replied, “I don't hate him, I love him, but when the day comes that I tell him he is right when I believe him to be wrong, it will be time for him to get rid of me.”3


    Under his chairmanship the chiefs of staff became a most efficient military machine shaping global strategy. Many military experts believe Alan Brooke was the most capable British general of World War II. General Douglas MacArthur wrote that Alan Brooke “is undoubtedly the greatest soldier that England has produced since Wellington.”4



    Through most of 1943, it had been assumed that OVERLORD's supreme commander would be British. It would provide a balance to Eisenhower's appointment in 1942 as TORCH's commander in the Mediterranean theater. Also Britain would be the launching point for OVERLORD. At least in its beginning phase, British and Commonwealth forces were to dominate on the ground. Churchill repeatedly assured Brooke that he had the cross-channel invasion command, and on June 15, he offered Brooke this appointment.


    Then sometime during 1943, Churchill began to alter his perspectives on this issue. He appears to have realized that as OVERLORD advanced, the preponderance of troops would be American. Shortly before the Quebec Conference in August 1943, Churchill visited Roosevelt at this home in Hyde Park, New York. Historian Carlo D'Este suggests that Churchill proposed agreeing to an American as supreme commander for OVERLORD if he could appoint Lord Louis Mountbatten, his longtime protégé, as the new supreme commander in Southeast Asia.5


    As a result of this meeting, after the end of the Quebec Conference Churchill broke the news to Brooke (August 15) that he would not be named the Allied supreme commander, claiming that Roosevelt and his chief adviser, Harry Hopkins, had strong-armed him into accepting an American to command OVERLORD. Brooke was acquiescent but crushed. Churchill presented it “as if it were one of minor importance!” Brooke later wrote, “It took me several months to recover from [it].”6


    At that time both Churchill and Roosevelt had agreed on George C. Marshall's appointment to the supreme command of OVERLORD. Brooke clearly resented their choice, since he believed that Marshall lacked his in-depth command experience in the field and was an amateur in strategic planning.7


    GEORGE C. MARSHALL


    Initially, President Roosevelt desired to reward George C. Marshall with OVERLORD's supreme command. At the time of Pearl Harbor Marshall was in a strong leadership position. Though he had never commanded a division during America's participation in World War I (1917–1918), he had been chief of operations for the First Infantry Division. As such he worked under his mentor, General John J. Pershing, commander of the American Expeditionary Forces. Marshall had been a key planner of American operations, including the Meuse-Argonne Offensive. After the war he was Pershing's aide-de-camp for five years before his appointment as assistant commandant of the US Army Infantry School at Fort Benning, Georgia. He was appointed as the army chief of staff on the same day (September 1, 1939) that Adolf Hitler began World War II by invading Poland.
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    Fig. 3.2. General George C. Marshall. (Wikimedia Creative Commons, source: Dutch National Archives; licensed under CC BY-SA 3.0 NL)



    The US Army and US Air Force in the summer of 1939 had a combined strength of less than 200,000 men. That grew to over eight million by 1945. As the new chief of staff, Marshall was pivotal in ensuring that this gigantic force was well armed, equipped, and trained. He carefully selected able commanders whom he had often mentored at Fort Benning during the preceding decades. As Time stated, he “had armed the Republic.”8


    Marshall was often criticized for being aloof and overly rigid. But he exercised his leadership with discipline and tact. Churchill, who often crossed swords with him during the OVERLORD operation, called him “the noblest Roman of them all.” At the war's end in 1945, Churchill also astutely titled him the “Architect of Victory.”9


    At the time of the Quebec Conference everyone in the British-American command circles assumed that Roosevelt would name Marshall as OVERLORD's commander in chief. Roosevelt thought that the general had earned his spurs as U.S. Army Chief of Staff and a member of the Combined Chiefs of Staff. In Roosevelt's estimation he merited this great opportunity to be remembered as “the Pershing of the Second World War.” The US secretary of war Henry Stimson supported this general consensus when he wrote to Roosevelt, “General Marshall already has a towering eminence of reputation as a tried soldier and as a broad-minded and skillful administrator.”10 Even though no one had officially offered Marshall the appointment, he began to close his stateside home anticipating a move to England.


    Back in Africa, Eisenhower (or “Ike”) also heard after the Quebec Conference that he would trade commands with Marshall. He would chair the Joint Chiefs of Staff while Marshall would command OVERLORD. Ike had always thought that Marshall would lead the cross-channel attack, but he loathed the idea of again being stuck behind a desk in the Pentagon.11


    Sometime between Quebec and the conferences held in Cairo and Tehran (November 22– December 1, 1943), the president began to hesitate. How good a substitute was Eisenhower for Marshall? Could anyone really replace him? Who could continue running the entire Pacific-European war while Marshall ran OVERLORD? How could Eisenhower as chief of staff become Marshall's theoretical superior? Could Eisenhower handle the personalities and issues already mastered by Marshall, including General MacArthur, Admiral King, Congress, the Pacific War, and all of the ramifications surrounding appropriations, war production, and the draft?



    Members of the Joint Chiefs of Staff also objected, saying Marshall was essential in Washington. Some even suggested that the OVERLORD command was a demotion from chief of staff. Others were perhaps jealous of the supreme command appointment. However most of his contemporaries considered Marshall as the essential commanding personality whose direct and honest approach could successfully manage a politically influenced president. His role in this respect was similar to that of General Alan Brooke, who was adept at reining in his mercurial, often overly interfering prime minister.12


    While Roosevelt vacillated over the supreme command appointment, on October 1, 1943, Eisenhower was told personally by Frank Knox, secretary of the navy, that Marshall had officially been named to command OVERLORD. Roosevelt's personal advisor, Harry Hopkins, also gave Ike the same news and said that he was to become the chief of staff. With these assurances, Eisenhower sent Major General Walter Bedell Smith, who was his own chief of staff in North Africa, to brief Marshall in Washington.13


    It was not until December 5 in Tehran that the president, hating confrontation, finally talked to Marshall about the possibility of staying in Washington. Only the day before, Marshall had told Hopkins that he would “wholeheartedly” accept whatever decision Roosevelt made. A greatly relieved president finally told Marshall, “Well I didn't feel I could sleep at ease with you out of Washington.”14


    DWIGHT D. EISENHOWER


    With both Marshall and Brooke out of the running as supreme commander, there was little doubt about who would be appointed. The British high command was impressed with Eisenhower's likable personality and dedication to the Allied cause. Churchill had developed both respect and a genuine liking for this collaborative American, first as commander of US forces in England, then during his command of the Mediterranean campaigns. Churchill was impressed by Eisenhower's ability to smooth relationships between the British and American commands.15


    Brooke thought along the same lines, seeing Eisenhower as a far better choice than Marshall. Although he saw Eisenhower grow in command abilities during the Mediterranean campaigns, Brooke still had reservations about his strategic abilities. What particularly impressed Brooke were Eisenhower's abilities to develop the alliance structure into a day-to-day workable, successful operations command.


    On December 7, 1943, the second anniversary of Pearl Harbor, Roosevelt's plane stopped in Tunisia to refuel before flying on to Oran, where the battleship Iowa would take him home. Eisenhower met the president's party at the airport and walked alongside Roosevelt as the secret service escort wheeled him into Ike's waiting limousine. Without any prior warning a smiling president stunned Eisenhower by announcing, “Well, Ike, you are going to command OVERLORD!”16


    Background


    Although Eisenhower's parents were pacifists, he had accepted an appointment to West Point in 1911. When the United States entered World War I in 1917, Eisenhower was promoted to captain. Though he saw no action in Europe, Eisenhower was recognized by his superiors as an officer possessing excellent organizational abilities.


    After the war Eisenhower helped organize America's first tank units. At Camp Meade in Maryland Ike was assigned to tanks. There he met Colonel George S. Patton. They became lifelong friends. In 1922 Eisenhower, now a major, was sent to the Panama Canal Zone to serve as executive officer of the Twentieth Infantry Brigade under the command of Brigadier General Fox Conner, one of the US Army's leading thinkers and an expert on strategy and tactics. Impressed with Eisenhower's abilities, he organized an advanced course for Ike on military history and its lessons from the great past campaigns. In 1925 Conner helped Eisenhower gain admission to the Command and General Staff College at Fort Leavenworth, Kansas. He graduated first in his class in June 1928.


    While serving as executive officer to the assistant secretary of war, General George V. Moseley, Eisenhower became known as an excellent staff officer in Washington, DC, military circles. This led to his appointment in 1932 as aide to General Douglas MacArthur, US Army chief of staff.


    In 1935, Roosevelt sent MacArthur to reorganize the military forces in the Philippine Islands. Ike followed him as his chief of staff. There Eisenhower began questioning MacArthur's policy decisions, and a lifetime rift between the two men began that never closed. This precipitated Ike's return to the United States in December 1939. He first served at Fort Lewis where he was promoted to colonel and made chief of staff under Major General Kenyon Joyce. In June 1941 he was assigned to Fort Sam Houston in San Antonio, the Third Army headquarters, where he was chief of staff under Lieutenant General Walter Krueger.


    As we have already noted, with his appointment as chief of staff in 1939, General Marshall began revolutionizing the army's structure in preparation to fight and win a global war. Among his many innovations was the creation of a board of retired generals, what he called the plucking committee. During the war's duration they put over seven hundred officers out to pasture. This gave Marshall the leverage to appoint to the upper ranks men he saw who had great command potential, with Eisenhower, George S. Patton, and Omar Bradley at the top of his list.17


    Eisenhower and Marshall had only met twice. But Ike's army-wide reputation and his planning role in the defense of the Philippines brought him to Marshall's attention.


    Five days after Pearl Harbor, Major General Walter Bedell Smith, Marshall's assistant, telephoned Eisenhower. “The chief,” he said, “says for you to hop a plane and get up here right away.”18 Because of Eisenhower's knowledge of the Philippines, Marshall immediately appointed him head of the Far Eastern desk at the army's War Plan Division. Marshall increased his responsibilities rapidly, in March 1942 making him head of the newly formed Operations Division, which dealt with military plans and operations throughout the world.


    By mid-1942 Eisenhower was promoted to major general and placed in charge of the US Army's European buildup in England. As we have seen, he then went on to command the Allied invasions of North Africa, Sicily, and Italy.


    SHAEF Commander in Chief


    On January 17, 1944, Eisenhower arrived in London to assume command of the Supreme Headquarters Allied Expeditionary Force (SHAEF). COSSAC ceased to exist.



    When Eisenhower began his duties most of the other OVERLORD top appointments to ground, air, and naval commands were already in place. By previous agreement these were not Ike's to make. The British had backhandedly agreed to a 1944 cross-channel invasion. They had done most of its planning and would supply the majority of initial assault divisions. Though the British agreed to make Ike SHAEF supreme Allied commander in chief, they had insisted that most of the other crucial OVERLORD command appointments would be British.19


    General Bernard Law Montgomery had been named the overall ground commander of what was labeled the Twenty-First Army Group composed of all American, British, and Canadian forces. The air forces were placed under the command of Air Chief Marshal Sir Trafford Leigh-Mallory. Admiral Sir Bertram Ramsay was given the naval command for OVERLORD, code-named Operation NEPTUNE.


    Aside from these senior appointments, Eisenhower had a free hand in selecting the other members of the SHAEF staff. As the top US general in Europe, he also appointed or vetoed all American army corps or division commanders, contingent on Marshall's approval.


    Eisenhower selected British air marshal Sir Arthur Tedder as his deputy commander. Major General Walter Bedell Smith became chief of staff. Eisenhower made COSSAC's former chief general Morgan a deputy to Smith, managing SHAEF's large staff.


    For US field commands, Eisenhower chose General Omar Bradley to head the US First Army. Later Bradley led the US Army group once it was activated. General Courtney Hodges then took over the First Army, and General George S. Patton was named the commander of the Third Army.20


    In three short years, Eisenhower, now fifty-four, had risen from colonel to the general commanding OVERLORD. While still noted for his charm and diplomatic skills, the years had taken their toll. He was a chronic workaholic and chain-smoker, and late-night conferences, inspection trips, and endless meetings with truculent allies had etched deep worry lines into his face. The weight of supreme invasion commands had transformed Ike into a more restless, abrupt, far less approachable personality.


    As supreme commander Ike learned that despite a lofty title his power was far from absolute. In reality he directly commanded very few people. In early 1943 Ike already understood that the British always considered the impact on their empire when making military decisions.21 Eisenhower mastered how to best cooperate and compromise with outside forces, be they political, logistical, Allied, or members of his own army command.
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    Fig. 3.3. Meeting of the Supreme Command. Allied Expeditionary Force in London. February 1, 1944. Left to right (front row): Air Chief Marshal Sir Arthur W. Tedder, deputy supreme commander, Expeditionary Force; General Dwight D. Eisenhower, supreme commander, Expeditionary Force; General Sir Bernard Montgomery, commander in chief, Twenty-First Army Group. Back row: Lieutenant General Omar Bradley, commander in chief, US First Army; Admiral Sir Bertram Ramsay, Allied naval commander in chief, Expeditionary Force; Air Chief Marshal Sir Trafford Leigh-Mallory, Allied air commander in chief, Expeditionary Force; Lieutenant General Walter Bedell Smith, chief of staff to Eisenhower. (Collection of the Imperial War Museums)


    Eisenhower's primary job was to keep the Allied OVERLORD ship afloat and on course to its final destination. He did not take sides. Bradley, Patton, and other Americans often complained that Ike was too pro-British.


    After the landings, Eisenhower spent much of his time in Normandy. But he took no active command role. Part of Ike's personality and style of command was to delegate responsibility and scrupulously keep his hands off. Even after moving his headquarters to France, Eisenhower believed that he lacked the intelligence-gathering staff needed to direct events. Instead he visited commands, listened, encouraged, but refrained from issuing orders. As our subsequent analysis will illustrate, by electing to use such a very detached command style, Eisenhower ran the grave risk of failing to intervene effectively at critical moments during the Normandy campaign.22


    His lack of battlefield experience and personal success inevitably aroused the jealousies of many other capable commanders. “Just a coordinator, a good mixer, a champion of inter-Allied co-operation, and in those respects few can hold a candle to him,” wrote Brooke. “But is that enough? Or can we not find all the qualities of a Commander in one man?”23 After the war Brooke offered his final judgment on Eisenhower: “My opinion, however, never changed much as regards to his tactical ability or his powers of command…. As Supreme Commander, what he may have lacked in military ability he greatly made up for by the charm of his personality.”24


    Eisenhower was very sensitive to his shortcomings as a general in the field. This might in part explain his command style. But for all the players available in 1944, he was unmatchable as a supreme commander. Historian Max Hastings comments that “he revealed a greatness of spirit that escaped Montgomery, perhaps every British general of the Second World War with the exception of [First Viscount General William] Slim [hero of the Burma campaign].”25 Even his fellow American commanders often proved difficult. They were irked that all of the principal OVERLORD commanders were British. Eisenhower's extraordinary generosity of spirit during many moments of Anglo-American tension proved his greatness as supreme SHAEF commander.


    BERNARD LAW MONTGOMERY


    Eisenhower first met Montgomery in late spring 1942 while in England to kick some urgency into the US contingent organizing the buildup of American forces in England. While there, he also met with Brooke and Mountbatten. Overall Ike found the English to be helpful, pleasant, and warm allies. Then he met Montgomery.



    Ike and General Mark Clark motored to a British army training center in Sussex commanded by General Montgomery. “Monty” and his staff were briefing a group of American officers about lessons learned while fighting the Germans.


    Clark recounted that Montgomery set the meeting's tone with this opening announcement. “I have been directed to take time from my busy life to brief you gentlemen.” Montgomery then began a patronizing lecture, since he and Brooke both believed the Americans were inexperienced, a bunch of reckless newcomers, and, if not guided by a veteran British hand, might bring disaster to the Allies. Soon into the program Ike began to unobtrusively smoke a cigarette. Montgomery, wrinkling his dachshund-like nose, stopped speaking abruptly and demanded, “Who is smoking?” A startled Eisenhower responded, “I am, sir.” “Stop it,” Montgomery snapped. “I don't permit it.”26 Ike turned crimson and meekly snuffed out his smoke.


    On the trip back to London his driver Kay Summersby recalled that Eisenhower was “furious—really steaming mad,” overhearing the words, “Montgomery” and “son-of-a-bitch” as Ike's temper flared.27 He hoped never to encounter this arrogant general again. Unfortunately their association was to be long and filled with many troubling encounters throughout the war.


    Background


    General Sir Bernard Law “Monty” Montgomery, the hero of El Alamein, was the son of an Anglican Church of Ireland (Northern Ireland) missionary bishop. Although he was born in England, he spent most of his unruly and difficult childhood in Tasmania. Monty's many adult eccentricities were apparent earlier. He freely admitted, “I was the bad boy of the family.”28


    In 1902, the family returned to England. Bernard was enrolled as a day student at St. Paul's School in London. His last report described him as “rather backward for his age.”29 At home he was moody and silent.


    Monty was nineteen when he entered the Sandhurst Royal Military College in 1907. Slightly older than his Sandhurst colleagues, he was outwardly less mature. His undisciplined behavior almost caused him to be expelled from Sandhurst.



    When World War I began, Montgomery was a twenty-six-year-old platoon leader. In its opening days he was severely wounded. For his gallantry he received the Distinguished Service Order. Montgomery did not return to France until 1916 as a brigade staff officer. By 1918 Monty had risen to a lieutenant colonel and the chief of staff of the Forty-Seventh Division.30


    After the war, Montgomery applied for the course at the Staff College at Camberley, regarded as an essential step for reaching the highest army ranks. After he was turned down in 1919, Montgomery, a good tennis player, got himself invited to play tennis at the house of Sir William Robertson, his commander in chief. There he pled his case so well that shortly afterward he was ordered to report to the Staff College. In spite of his arrogant attitude that he knew more than his instructors, Montgomery must have distinguished himself, as in January 1926 he received a three-year appointment to the Staff College faculty.


    In the 1930s Monty was also a senior instructor at the army Command and Staff College in Quetta, India, with the rank of full colonel. In the summer of 1937 he returned to England and was promoted to the rank of brigadier, commanding the Ninth Infantry Brigade, Portsmouth. It became the star brigade of the British army. It was selected for special exercises in 1937 and 1938. At their conclusion, General Wavell, commander in chief of the Southern Command, commented, “Brigadier Montgomery is one of the cleverest brains we have in the higher ranks, an excellent trainer of troops and an enthusiast in all he does.”31


    When his wife, Betty, died in October 1937 from blood poisoning, David, his then nine-year-old son, was away at preparatory school. Monty never allowed his son to visit her. Nor was her son at the funeral. Only after it was over did he tell David. The impact must have been crushing, because David was very close to his mother. Monty then compounded this highly questionable treatment of his son by refusing his own sister's offer to let David live with her family. Instead the boy was consigned to some of Montgomery's friends in Portsmouth. He saw little of his son during the next ten years.32


    Needless to say, David did not follow in his father's footsteps. He attended schools at Winchester and Trinity College, Cambridge. Montgomery disapproved of David's career in international commerce, regarding it as bizarre and even fairly disreputable.33



    In October 1938, Montgomery was selected to command the Eighth Division in Palestine and was promoted to the rank of major general. The following May, Montgomery became seriously ill from suspected tuberculosis. After his arrival in England that summer, he was found to have an infection from a World War I bullet wound.


    Montgomery had arrived home at a very opportune moment. On August 28, 1939, he was appointed to command the Third Division. Less than a week later, Britain was at war with Germany.


    Montgomery seemed to be well educated and positioned for higher command at the opening of World War II. However, he had been denied a virtual component of a British senior officer's higher education—attending the Imperial Defence College in London. Opening in 1927, a group of twenty to thirty-six select army/navy officers attended a year-long course. Other officers eventually came from the Royal Air Force (RAF), the British Territorial Army, the United States, and even industry and government. From 1931 to 1933 Admiral Bertram Ramsay and General Alan Brooke had helped direct the staff. They stressed its importance as an arena for learning the value of networking with all branches of the armed services. Many of Monty's contemporaries were selected. Among them were General Claude Auchinleck (1927), Air Marshal Arthur Tedder (1928), Admiral Andrew Cunningham (1929), General Harold Alexander (1930), Air Chief Trafford Leigh-Mallory (1934), General Henry Crerar of the Canadian army (1934), General Richard O’Connor (1935), and General Bill Slim (1937).
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