
 

 

SH3 Transformer 

 

 
INTRODUCTION 

 
This application was developed as freeware to support automated modifications to the 

data and configurations files of the “Silent Hunter III”1 simulation game software. 
 

This software can be used directly with Silent Hunter III (SH3), but was specifically 
developed for use with NYGM, GWX or other super mod enhancements to Silent Hunter 

III, and is intended for use in conjunction SH3 Commander by Jonesoft . 
 
This freeware is NOT a mod to Silent Hunter III; it is a separate executable application. 

 
This freeware is provided as is and is used at your own risk. 

 
 
 

                                                
1 “Silent Hunter III” is a trademark of Ubisoft Entertainment, Inc.; “SH3 Commander” is 
a trademark of Janesoft;  NYGM, GWX and all other trademarks are the property of their 
respective owners.  The application described in this document is freeware, but the 
software and documentation remain the copyright property of its developer, © 2009-2016 
William E. Stacy, All Rights Reserved. 
 



INSTALLATION 
 

If you still have an original version of WaW Transformer, please uninstall it before 
installing this new version {renamed “SH3 Transformer”}: 
     Menu select "START > SETTINGS > CONTROL PANEL" 
     Double click "Add or Remove Program" (Windows XP) or “Program and Features” 
     Remove "WaW Transformer" (old application name) 
 
 
STEPS TO INSTALL 
 

1. Remove the contents of the 7z archive file and place them in a temporary location. 
2. Double mouse click on the Setup.exe program 
3. Follow the instructions of the installation wizard. 

 
NOTE to Vista Users:  You may have to select the application properties (on the shortcut is fine) 
and go to the “Compatability” tab and ,,, 
          (a)  Set OS compatibility to “Windows XP” 
          (b)  Allow Administrator privileges 
 
 

PROGRAM START  
 
The first time the program is executed a splash screen will appear.  This splash screen can 
be inhibited from displaying again by selecting the checkbox on the bottom left. 
 

 
 
 
SH3 Transformer (or just “Transformer”) is a single-screen application for function 
selection and data entry.  The program interface is displayed below.  Note that this 
program will work with multiple installations of Silent Hunter III by simply changing the 

WARNING 
 

There are linkages between the data and configuration files in Silent Hunter III and 
mission SAVE files.  Remember that MODS overwrite the data and configuration files 
with new and different data.  Making changes to SH3 data and/or configuration files 
using MODS can break the linkages in your SAVE files.  Sometimes referred to as a 
"corrupted SAVE file", it is not that the SAVE files are corrupt, it is the fact that the 
linkages to the data and configurations files are now mismatched because of MOD 
implementations. 
 
THE GOLDEN RULE OF APPLYING MODS TO SH3: 
 
NEVER APPLY A MOD IN THE MIDDLE OF A PATROL.  IF YOU COMMAND 
MULTIPLE U-BOATS, MAKE SURE ALL U-BOATS ARE IN PORT BEFORE 
APPLYING ANY MODS. 



“SilentHunterIII Home Directory” path; however, you can only use Transformer for one 
captain at a time within the same SilentHunterIII version for the reasons listed above in 
the warning.  To be clear, if you are running multiple captains in the same version of 
Silent Hunter III and decide to use SH3 Transformer for “Commissioning New U-Boat” 
or “Transfer between U-Flottillen”, you should … 
 

a. Make you mods with SH3 Transformer for the captain of interest; 
b. Run that captain’s patrol to completion; and 
c. Reset your Flotilla Configuration File with SH3 Transformer 

 
… before you continue the patrol of any other captain in the same version of Silent 
Hunter III. 
 

 



PROGRAM CONSIDERATIONS 
 
1.  The program was designed to work with Silent Hunter III and SH3 Commander, and 
is a separate application intended for use before SH3 Commander is invoked. 
 
2.  Because both SH3 Transformer and SH3 Commander modify Silent Hunter III data 
files, it is strongly recommended that you turn Auto Rollback ON in SH3 Commander 
using the SH3 Commander Options screen illustrated below.  This will insure that SH3 
Commander does not overwrite modifications made by Transformer. 
 

 
 
3.  Keep in mind that SH3 Transformer is intended as a “temporary mod” for a 
single patrol of one U-Boat within the same version of Silent Hunter III.   It is 
recommended that Transformer be run when ALL your U-Boats are in port as it does 
make modification to the configuration files of Silent Hunter III and SH3 Commander.  
However, if you DO have another U-Boat at sea with the same version of Silent Hunter 
III at the time you initiate a “Commissioning New U-Boat” or “Transfer between U-
Flottillen” with SH3 Transformer, complete the patrol for the U-Boat using SH3 
Transformer modifications and then “reset” the flotilla configuration file back to its 
original form before returning to your other U-Boat’s patrol. 
 
 
THE INTERFACE 
 
The user interface is separated into three major sections:  The root directory definitions; 
four functions for basic parameter setting; and a final section for configuring the SH3 
system for U-Boat commissioning and inter-flotilla transfer. 



FIRST SECTION:  Root Directory Definitions 
 
When the program first starts, it will look for the root SilentHunterIII and SH3 
Commander directories starting with the C: drive.  It will look in the most common 
“traditional” or default locations.  If it finds them, it will auto-populate the Directory 
paths.  It will also attempt to find the SH3 Careers folder usually maintained in your 
computer’s user documents folder.  If not found or if you have multiple instances of 
Silent Hunter III and/or SH3 Commander on your computer, these paths may be blank or 
incorrect for your situation, and you will have to select the respective "Change" button 
and tell the program where they are.  Once the root directories have been set, the program 
will remember the next time you run it until the paths are again changed by you. 
 
NOTE:   Transformer will take the first instance of the desired directory it finds.  If you 
have multiple instances of Silent Hunter III on your computer, you may have to change 
the directories found by the application during first start-up.  Transformer will remember 
your settings the next time it runs. 
 
 
 
THE SECOND SECTION:  Basic Parameter Setting 
 
All of these functions traverse the Silent Hunter III and SH3 Commander directories 
specified (including the SH3 MODS and backup directories) looking for copies of 
"Flotilla.cfg" and/or "Basic.cfg" for making the updates.  Since these functions update 
ALL copies of "Flotilla.cfg" and "Basic.cfg" in one pass, you should only have to run 
them once.  However, if you add new MODS later to your program that might include a 
new "Flotilla.cfg" or “Basic.cfg” files, you will want to run the applicable functions again 
to pick up these new files.   
 
You can run these four functions as often as you want; they will NOT hurt files that have 
already been updated in a previous run. 
 
The four functions are: 
 
Increase Starting Renown to 25,000.  This is for players who do not care about the 
awards issued by Silent Hunter III, but want to have enough renown to acquire whatever 
they want, whenever they want.  Although lots of renown is not important at the 
beginning of the war -- as the war goes on and new equipment becomes available, having 
enough renown will become more important. This function increases the starting 
renown of new players only from 500 or 1500 (SH3 academy graduation) to 25,000. 
 
Set Starting Renown Back to 1500.  Not really useful for players where renown is 
unimportant, but if for some reason you want to reset your starting renown for new 
players to the default 1500 (assumes SH3 academy graduation), you can do it by 
selecting this function. 
 



Add XXI U-Boat to 33. U-Flottille.   This is for those who plan to join the 33. Flottille at 
Flensburg toward the end of the war and allows them to select the Type XXI U-Boat at 
the 33.rd.  This update was mainly implemented for players in the Mediterranean 
{Mittelmeer} after August 1944.  This function also changes the Type XXI initial “delay 
in port” from several months to 28 days. 
 
Set August 1939 U-Boat Availability.  This button replaces the "Start NYGM in August 
1939" button in previous versions.  This function goes through the "Flotilla.cfg" and 
"Basic.cfg" files and changes the start dates of the 1.st, 2.nd, and 7.th Flotillas and U-
Boats originally scheduled for 9/1939 to 8/1939.  Other Flotillas (from different mods) 
which start in 9/1939 may also be changed to 8/1939.Will also make the Type VIIB 
available at the 1,st U-Flottille and the IXB available at the 2,nd U-Flottille in August 
1939. 
 
 
THE THIRD SECTION:  U-Boat Commissioning and Inter-Flotilla Transfer Modifier 
 
This section is mainly designed to be used later in the U-Boat war.  For “Wolves at War” 
participants, you will receive specific orders on how to set this section up.  If you play 
with this section of SH3 Transformer, recommend selecting the Reset my Flotilla 
Configuration File when you are done with your patrol.. 
 
Commissioning new U-Boat.  For those who are sent "to the factory" to pick up a new 
U-Boat.  For existing captains just picking up a new U-Boat from Germany, allows you 
to keep your existing crew. 
 
Transfer between Flottillen.  For those who are keeping their existing U-Boat and crew, 
but are transferring between Flottillen.  Lets you sail to your new Flotille instead of being 
“transported” there as is done in Silent Hunter III. 
 
New Kommandant.  If you are a New Kommandant picking up your first U-Boat (with 
no prior patrols under this captain’s name, then check this box.  Otherwise, leave it 
unchecked. 
 
Date Last Patrol Ended.  Important to compute "time spent in base" for SH3 
Commander.  Not applicable for a new captain (Kommandant); field is disabled.  On this 
control, there are two inner arrows that will move the date up and down one day at a 
time; and there is an outer arrow that drops down a calendar.  The calendar has a slider at 
the bottom to quickly move between months.   
 
This date control will only accept dates between 01-Aug-1939 and 08-May-45.  When 
working with this date control, the date format displayed will be based on your local date 
setting on your computer until you change cursor focus.  When you change focus to 
another control, it will always display the date as day-month-year. 
 
Next Patrol Starts.  Dropdown to identify the Month and Year the next patrol begins. 



 
U-Boat Pickup/Starting Location.  Dropdown of available bases to tell the program 
where you are picking up your U-Boat (commissioning) or what base you are currently 
located at (for transfers). Note this lists all bases whether or not they are currently active. 
 
Destination U-Flottille.  Dropdown to select your final destination whether picking up a 
new U-Boat or transferring. 
 
The following fields are only applicable to Existing Commanders that are picking up a U-
Boat whether at your current base of operations or at a base other than your U-Flottille 
home base.  Provides a way to keep your crew and change U-Boats: 
 

U-Boat Number.  Enter the number of you new U-Boat.  This field accepts 
numbers only. 
 
U-Boat Type.  Select the new U-Boat type you are commissioning.  U-Boats 
listed are time dependent based on the end date of your last patrol return. 
 
Kaleun’s Name.  Because multiple U-Boat commanders can be defined in Silent 
Hunter III, you must tell Transformer which commander to address. 

 
Initiate Update.  With the above information entered, selecting this will actually modify 
the current "Flotilla.cfg" file (when pickup base is different from home base) and make a 
backup of the original.  This portion of the program will only allow one update of the 
"Flotilla.cfg" file at a time.  This is to minimize the potential over-modding of the file.  
So, if you come into the program and initiate another commissioning or transfer, the 
updates come from your "original" file -- any previous commissioning/transfer 
modifications to the file are eliminated. 
 
Not only does the program initiate the updates, but it will also pop open a Notepad text 
file with instructions on how to set up your SH3 Commander and SH3 for the 
commissioning or transfer -- including appropriate "time spent in base" to effect the most 
time-expensive upgrades and repairs. 
 
Reset my Flotilla Configuration File.  If for some reason, you want to remove all mods 
associated with commissioning or transfers, this will restore your "original" Flotilla.cfg 
file that existed before running this section of the program. 
 
 

SAMPLES CASES 
FOR TRANSFORMER 

COMMISSIONINGS AND TRANSFERS 
 

The following examples demonstrate the different cases you might run in to.  In general, 
we expect you to install all the latest equipment you can or want at the factory before 
departing Germany with a new U-Boat – new equipment in the field may be scarce, so 



get it while you can – and for this you will need renown – don’t forget the “Increase 
Starting Renown to 25,000” feature discussed above. 
 
 
Example 1.  New Commander, New U-Boat, Germany-based U-Flottille 
 
You are a new Kommandant told to report the 1. U-Flottille in Kiel where you will 
commission U95, and Type VIIB U-Boat. 
 
In this case, there is no need to use Transformer.  Since your commissioning is taking 
place at the same base as you U-Flottille, you can configure everything you need using 
SH3 Commander and Silent Hunter III.  Your orders will typically tell you how to set up 
these applications. 
 
 
Example 2.  New Commander, New U-Boat, Foreign-based U-Flottille 
 
You are a new Kommandant assigned to the 7. U-Flottille based in St. Nazaire, France,, 
but you must pick up and commission U100, a Type VIIC U-Boat in Flensburg, Germany, 
and then depart on patrol on September 1941. 
 
You should first check in with your new Flottillenchef so he can assign you a Patrol Zone 
(PZ) for the upcoming patrol.  Your orders will typically tell you how to set up 
Transformer.  Here is a sample …  
 

 
 
Note that the “New Commander” box is checked, and the Date Last Patrol Ended, U-
Boat Number, U-Boat Type and Kaleun’s Name fields are not enabled as these are not 
required in this case.  Selecting “Initiate Update” will modify the appropriate files and 
you will receive instruction on how to further set up SH3 Commander and Silent Hunter 
III that will look something like this: 
 



================ 
  INSTRUCTIONS 
================ 
 
New Kommandant's Checklist -- Starting a new career  with U-Boat commissioning  
                              on 01-Jun-1941 and be ginning Combat Patrol on or 
                              about 01-Sep-1941... 
 
   Exit SH3 Transformer 
   Start SH3 Commander 
   In the main SH3 Commander application window, se lect 'New Career' 
      Enter your Kommandant's Name 
      For 'Year', enter '1941' 
      For 'Month', enter '9' 
      For 'Flotilla' select '7th/13th Flotilla' 
      For 'Type' enter the U-Boat Type assigned in your orders 
      For 'Number', enter the U-Boat number assigne d in your orders 
      For 'Grid', enter the grid assigned by your n ew Flottillenchef, 
         or a grid near your destination if no PZ a ssigned 
   From SH3 Commander, start the simulation. 
 
   In SH3, select 'CAREER' 
   Select your Kaleun name if not already selected,  and press 'Accept' 
   Select 'New Career' 
   In the careers window ... 
      Select the year '1941' 
      Select the Flotilla '7th/13th Flotilla' regar dless of what is displayed  
         above it. 
      Select 'Start' 
   This should take you to the Briefing Room 
   Make sure the U-Boat Type is as assigned in your  orders 
   Add the latest equipment available for your U-Bo at Type 
   Assign additional crew to your U-Boat, if necess ary 
   Once configuration of your U-Boat is complete, s tart your patrol 
 
   Your patrol should start from Flensburg 
   The date should be on or about 01-Sep-1941 depen ding on equipment upgrades 
   Remain at sea at least until 01-Oct-1941 
   You should receive a message on 01-Oct-1941 that  your base has changed to 
      St. Nazaire 
   Whether you receive this message or not, you can  enter St. Nazaire on or 
      after 01-Oct-1941 

 
Follow the instructions and be on your way.  Because base location dates have a 
granularity of one month, new commanders must stay at sea until the beginning of the 
next month after departure.  Sorry, no way around this. 
 

 
Example 3.  Existing Commander, New U-Boat, Foreign-based U-Flottille 
 
You are an existing VIIB U-Boat Kommandant (Wolfgang von Toffler) assigned to the 7. 
U-Flottille based in St. Nazaire, France.  You just completed a patrol on July 1, 1940.  
You and your crew have been directed to proceed to Kiel, Germany, to pick up and 
commission U201, a Type VIIC U-Boat, and then depart Kiel on your next patrol in 
September 1940. 
 
Note you can always get the “Date Last Patrol Ended” from line 5 of SH3 Commander … 
 



 
 

Here is the sample Transformer setup for this situation …  
 

 
 
Selecting “Initiate Update” will modify the appropriate files and you will receive 
instruction on how to further set up SH3 Commander and Silent Hunter III that will look 
something like this: 
 
 
 



================ 
  INSTRUCTIONS 
================ 
 
Experienced Kommandant's Checklist -- Commissioning  a new U-Boat on 08-Jul-1940 
... 
 
   Exit SH3 Transformer 
   Start SH3 Commander 
   Select 'SH3 Options' 
   Select 'Career Settings' 
   In 'Set Number of days spent in base to:', set t he value to 62 
   Press the 'Apply' button 
   Press the 'OK' button 
 
   On the SH3 Commander main form ... 
      Select your Kaleun's name from the list -- Wg . von Töffler 
      The 'Number' entry should say U-201 
      The 'Type' entry should say Type VIIB 
      For 'Grid', enter the patrol grid assigned by  your Flottillenchef, 
         or a grid near your destination if no PZ a ssigned 
   From SH3 Commander, start the simulation. 
 
   In SH3, select 'CAREER' 
   Select your Kaleun name if not already selected,  and press 'Accept' 
   Select 'Saved Career' 
   Load last saved game.  This should take you to t he Briefing Room 
 
   You should receive a message that your base has changed to Kiel 
 
   Make sure the U-Boat Type is as assigned in your  orders 
   Add the latest equipment available for your U-Bo at Type 
   Assign additional crew to your U-Boat, if necess ary 
   Once configuration of your U-Boat is complete, s tart your patrol 
 
   Your patrol should start from Kiel 
   The date should be on or about 01-Sep-1940 depen ding on equipment upgrades 
   You should receive a message that your base has changed to St. Nazaire 
   Whether you receive this message or not, you can  enter St. Nazaire on or 
      after 01-Sep-1940 

 
Follow the instructions and be on your way.   
 
 
Example 4.  Existing Commander, New U-Boat, Current Base of Operations 
 
You are an existing U-Boat Kaleun commanding U-53, a Type VIIB U-Boat out of 
Lorient, France, and just returned from patrol on 2-October-1940.  Your command (2. U-
Flottille) has directed you to commission U-108, a Type IXB U-Boat available at you 
current command location (Lorient) in preparation for a patrol starting December 1940. 
 
Procedures are exactly the same as Example 3 above.  Your Transformer setup should 
look like this: 
 



 
 
And you instructions should look like this 
 
================ 
  INSTRUCTIONS 
================ 
 
Kommandant's Checklist -- Commissioning new U-Boat at home port of Lorient ... 
 
   Exit SH3 Transformer 
 
   Start SH3 Commander 
      Select your Kaleun's name 
      Select 'SH3 Options' 
      Select 'Career Settings' 
      In 'Set Number of days spent in base to:', se t the value to 60 
      Press the 'Apply' button 
      Press the 'OK' button 
 
   On the SH3 Commander main form 
      U-Boat Number should already be set to 108 
      U-Boat Type should already be set to IXB 
 
   Start SH3 
      Make sure the U-Boat Type is as assigned in y our orders 
      Add the latest equipment available for your U -Boat Type 
      Assign additional crew to your U-Boat, if nec essary 
   Start your patrol. 

 
 
Example 5.  Existing Commander, Existing U-Boat, Transfer U-Flottille 
 
You are a existing VIIB U-Boat Kommandant assigned to the 2. U-Flottille based in 
Lorient, France.  You just completed a patrol on October 4, 1941.  You and your crew 
have requested transfer to the 23. U-Flottille in Salamis, Greece, and will depart from 
Lorient at the beginning of your next patrol in December 1941. 
 
Note you can always get the return date of your late patrol from line 5 of SH3 
Commander.  Here is the sample Transformer setup for this situation …  



 

 
 
Note that the U-Boat Number, U-Boat Type and Kaleun’s Name fields are not enabled as 
these are not required in this case.  Selecting “Initiate Update” will modify the 
appropriate files and you will receive instruction on how to further set up SH3 
Commander and Silent Hunter III that will look something like this: 
 
================ 
  INSTRUCTIONS 
================ 
 
Kommandant's Checklist -- Inter-Flottille Transfer ... 
 
   Start SH3 Commander 
   Select your Kaleun's name 
   Select 'SH3 Options' 
   Select 'Career Settings' 
   In 'Set Number of days spent in base to:', set t he value to 58 
   Press the 'Apply' button 
   Press the 'OK' button 
 
   On the SH3 Commander main form, enter the patrol  grid assigned by your 
      Flottillenchef, or a grid near your destinati on if no PZ assigned. 
   From SH3 Commander, start the simulation. 
 
   In SH3, select 'CAREER' 
   Select your Kaleun name if not already selected,  and press 'Accept' 
   Select 'Saved Career' 
   Load last saved game.  This should take you to t he Briefing Room 
   Select the phone on the desk 
   Request transfer to the '23rd/29th Flotilla' 
 
   Once the transfer is complete, start your patrol  
 
   Your patrol should start from Lorient 
   The date should be on or about 01-Dec-1941 depen ding on equipment upgrades 
   You should receive a message that your base has changed to Salamis 
   Whether you receive this message or not, you can  enter Salamis on or after 
01-Dec-1941 
 



Follow the instructions and be on your way.  Don’t forget to request the transfer once in 
the Briefing Room. 
 
 
 

REVERTING TO ORIGINAL FLOTILLA FILE 
 

After completing a patrol configured with SH3 Transformer, you can always go back to 
Transformer and recover your original “flotilla.cfg” by selecting “Reset My Flotilla 
Configuration File” button located at the bottom next to the Exit button. 
 
 


