
INTRODUCTION

This book is not about the courageous or heroic or even the
routine daily-flying exploits of the Royal Australian Air Force during
the Pacific War.  It is about the organization which made all that
flying possible and effective.

In 1943 a set of standard lectures on RAAF organization and
activities which was RAAF given to trainee officers began with the
statement:
Under the modern conditions in which fighting services are called
upon to operate, victory inclines to the force which is most
thoroughly and efficiently organized

The aim of the organization of any fighting service is to enable
each unit to function with the utmost efficiency, and each
individual member to apply with courage, foresight and
commonsense the material resources at his command to defeat
the enemy.1

This book grows from that simple concept; that it was through
organization that each unit and each member of the Royal Australian
Air Force was able to use 'courage, foresight and commonsense ... to
defeat the enemy' during the course of the Pacific War.  This is not
a common approach to the history of the Air Force because most
histories concentrate on its operational achievements.  But while
those operational activities were important mainly as the outward
measure of how successful the RAAF was, they give little real
indication of how those results were made possible.  It seems to me
that if history is to have any purpose outside chronicling the
achievements of the past it must ask the kinds of questions about the
past which might have some effect on the present and future. 
Consequently I have tried to ask the kinds of questions which make

it possible to draw deeper meaning from the events of the Pacific
War, so that the experiences of men and women in those events
might have a greater meaning and be of some use in thinking about
our country and its organizations as they are today.

This work started as an enquiry into the ways in which aircrew
on strike missions in the South West Pacific Area were trained and
otherwise prepared for the experience of war so that they would
better survive it.  As I worked on this topic I began to suspect that
this process was only a small part of the overall RAAF effort to
protect the lives of its personnel, to ensure that they had effective
equipment which they could use properly and that they knew what
was going on around them so that they could react more effectively
to their environment.  This led to a slowly developing understanding
that what was really important was the entire structure of the Air
Force because it was that which dictated how people within it were
treated, the training they received and what they were able to
achieve.  As a result the initial direction of the work has been
transformed into an examination of the organization of the RAAF so
that it barely mentions flying.  This is because this work sees flying
as only a small part of what the Air Force did during the Pacific War
and, although it was the reason for its existence, it was not what most
people in the Service did and was not its major activity.

The major activity of the Air Force was administration and
organization.  In an effort to put a large number of squadrons in to
the field the Air Force also had to provide an infrastructure to
support them, and the more squadrons there were the larger the
infrastructure had to be.  That administrative and supply structure
also needed its own administration.  The end result was a large
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organization of over 100,000 people in the South West Pacific Area
in which no more than five per cent were actually involved in
operational flying against the Japanese at one time.  What did the
other ninety-five per cent do, particularly since it was they who made
the activities of the other five per cent a success or a failure.

The nine chapters of this book fall into four rough categories. 
The first two, 'The Bigger Picture' and 'Limits to Growth' set the
RAAF during the Pacific War into the larger context and show how
the Air Force could do little to control the most important influences
over what happened to it because they were the result of global
politics, Allied problems in producing armaments and the limits of
Australia's own resources.  The next three chapters, 'Structure of the
Air Force', 'Winning Forms' and 'Information Flows' concentrate on
the internal structure and organization of the RAAF, dealing with the
structure and composition of the Air Force, its administration and
supply organization and the communications networks, operational
organization and intelligence systems which it created and used.  The
following two chapters, 'Services on the Ground' and 'Training for
Service' deal with the important place which ground facilities,
servicing and maintenance had in the successful operations of the Air
Force and the various aspects of training which were important to the
success of all its activities.  The final two chapters, 'Cogs in the
System' and 'Friction and Dissension' consider the human aspect of

the Air Force, the first in the daily and every day lives of its
personnel and the second by analyzing some of the conflict which
erupted in the RAAF during the Pacific War.  This final chapter
reminds us that such things as the Bostok and Jones difficulty cannot
be viewed as an isolated disagreement between two men but as part
of a much broader process involving traditions and external
pressures.  In a way the end returns to the beginning of the book.

My main hope with this book is that it will remind people that
there is more to any large organization than just its end product. 
There was certainly a great deal more to the RAAF during the Pacific
War than aeroplanes going out every day and attacking the enemy. 
By emphasizing only that point we fail to understand how and why
such large and powerful organizations work and miss the point that
the men in their aeroplanes at the battle front could not exist in
isolation from their supporting organization.  What they did was not
the result of random or uncoordinated events or a sudden impulse for
action isolated from larger realities, what the men in their aeroplanes
did was controlled by many other men in other places who guided,
aided and provided for them.  I do not think that a study of our
military history is complete until we are able to understand that point
and I hope that I have done something to shed some light on it.

.NOTES
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