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So long as the Army's air arm was limited to & few hundred planes
and a few thousand men, there was no apparent need for an administra-
- tive planning and control agencys The expansion of the Air Corps after
1939, however, made administrators aware of the importance of a regu~
latory and coordineting office similar to those which had spread rapidly
in the business world in the 1920's and 1930%'s, By 1940 some efforts
had been made to apply various business principles to the administration
of the Air Corps, but these beginning attempts had not received general
or strong support, Nobt until late in 1941 did the concept of administra-
tive planning and control become clearly defined, In March 1942 the
Directorate of Organizational Planning was established in Headquarters,
ALF to improve the organizational structure and administrative procedures,
to eliminate duplication of effort, and to establish neceasary controlse

This study traces the development and expansion of administrative
planning and control in the AAF, An earlier version of the study, pre-
pared by Dr n Howard and Dr._Chase ., Mooney, which deseribed

. the development to September 1944, was issued as AAF Historical Study
- Noe 28+ In this edition, Dr, Mooney has made some alberations of the
earlier history and has supplied additional material on the period from
- Septenber 1944 to the dissolution of the Office of Organizational
. Planning in the summer of 1945,

Readers familiar with the subject matter are invited %o furnish
the A\F Historicel Office with criticisms, additional facte, or inter-
pretations. For this purpose, perforated sheets have been inserted at
the back of the studye.
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Chapter I
EVOLUTTON OF ADMINISTRATIVE PLANNING, 1930-1940

Administrative planning is a relatively new function of govern-
ment in the United States. As such it has no sbtereotyped meaning, bub
is used to include a number of activities which are of & management
nature, The definition which is used here is that it "is concerned
with the development of sound organization, the methed of shaffing
ths-T organization, the procedures and practices to be followed, 2nd the
direction and coordination of opera.tion.“l

The functions of an administrative planning unit are distinguish-
able from those of an administrative control unit in only one respect.
The former, of a service nature, assists the head of an agency in
solving organizational, procedural, or operating problems. The latter
is of a supervisory character, and although responsible to the head of
an office, is "outhorized to work directly with individual division

2
chiefs in planning and organizing various parts of the agency."

1. This definition was used by Donald C. Stone, assistant director
in charge of administrative management, Bureau of the Eudget, in
an address before the Mational Conference on Planning on 12 May
1941, Civilian Perconnel Div., Office of the S/, Administrative
Planning Agencies in the Federal Government, 7.

2. Ibid., 14, Administrative control, it might be added, is only one
of several types of control to be found in government agencies.

The most common is budget and fiscal, which in the Army Air Forces
centers in the Budget and Fiscal Office, Another is statistical,
and this in the Lrmy Air Forces belongs to the Office of Stabistical
Controls
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Administrative planrning in the air branch of the War Depsrtment
had 2 nebulous beg‘inning in 1927 wken an Inspection Division was re-
greated in the Office, Chief of the Alr (:m:'ps.5 The new division was
directed not only to inspect Air Corps activities but slso to develop
and install systems "for increasing the standards of maintenance of
Air Corps equipment snd the effectiveness of Alr Corps activities, w
In order to earry out this dlrective a Development Section was
established and continued in existence until the end of 1940, Adlthough
it was not strietly &n sdministrative planning sgency, lte studles
represented ploneering efforts in the adaptatien of business methods
40 a militzry organizstion,

The Development Sectlon was glven some specific mamagement func-
tione in esrly 1932 when it was charged with responsibility for the
Wdavelopment of systems for ineremsing the stendard of maintepance of
tke Air Corps, its equipment snd installations, and for the prometioan
of nanagement throuvghout the Air Corps. ud It should be observed that
fdavelopnent” was limited to eystems of maintenance but that "prow
motion of manzgement® was not similerly circumscribed, As e matter
of fact, the work of the Development Section was forced beyond the

limite of the Ingpection Divicion's functions, It condneted 2 number

3. TFor the history of the vrevicus inspection sgency of the eir erm,

see AAP Historical Studies: Fo, 14 (rev.), Ipepection Comtrol in
the ANF, 1939-1945,

4, AC Oirenlar No, 120-1, 6 Ney 1927,
6. Ibid., 20 Feb, 1932,
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of studies 2% the request of the Executive and’ on coccaslon lent per-
zonnel to aid in the prosecution of studies by other offices,

The studies of the Development Section were not, however, actually
sdministrative planning projects. Thoy were concerned with such
patters as sceidents and flying time, Alr Corps mortslity, engine ate
trition, attrition among Alr Corpe officers, cauges and nature of
sccidents, and alrworthinees of alrplanes, From 1928 to 1940 inclusiv_a,
approximately 125 such studies were made, In general, they represented
en attempt to relate to Alr Corps probleme the monsgement methods used
by large industrial esta‘nliahmenta.e

An activity of the Ingpection Divieion of particuler signlificance
vag its responsibility for supervising the publication of sll Alr
Sorps Cireulsre., 1t woe specifically charged with the duty of thor-
ocughly coordinating sueh publications with all interested diviseions
or sec¢ctions and with responsibility for correctness of form, number-
ing, and other deteils, Iater it wes given simliler supervisien‘ over
nejor tecbnical publications, and in 1937 over Lireviar letters,
¥aturally, publications other than those relating to maintensnece and
inepection usually originated in other offices, but the supervisory
euthority glven to the lnspection sgency was an important precedent
for the larger powers thot later were to be verted in Organizational

Flanning,

6., For tke reports in which these sgtudies are mentioned, see AMG
321.9, passim.
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Of rore immediate importance in the history of adminigtrative
planning was the elevetion of the Plane Section to division status in
1930, In sddition to & number of duties pertalning speclifically to
wer plans, thegoffice vee charged with responsibllity for prepering
organizaticnel cherts, tables of orgenization (and coordinating them
with tabies of allowances), sand such War Department regulations and
orders as might be directed by the Chief of the Alr Corps, Alsc, the
ccordinstion of Air Corps building plang and the preparation of legle-
lation for submission to C;ongress were dutles of the Plens Division."
It peeme evident that administra.tﬁe planning was intended to be one
of the functiong of the Plane Divieion, tut sinee not specifiesnlly
mentioned 1t was probably not regarded as of primary lmportance,
Furthermore, the division tad no power to control organization since
it hed no executive authority, All instructions, orders, or reqguests
for studies hed to be referred to the Chief of the Alr Corpe or his
Executive, N

Ag 2 natter of faet, the opinion existed in some quarters thet
the Plons Diwision was not needed at all, It was held thati!the War
Plans Section of the Training and Operations Division cculd have been
expanded so that, 1o addltion %o the duties in wconnection with war
plans, it eould have developed ideas, prepared studles, and collected
statistical dats on Alr Corps probdlems referred to it through the

Executive or origineting witbin the division, When the detailed work

?. OCAC Memo 10-10, 7 July 1680,
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had been completed, the chiefs of the interested divisions and sections
could. then have been sssembled to function as a planning board, This
idea~-which would have kept the agency on too low an echelon for
effective functioning--was rejected in fevor of a seperate planning
agency with tke pewers listed above,

Maj. J. O, McDonnell, chief of the Personuel Divielon, after
recounting the above attitude, criticized the Plans Divisioh on the
ground‘.!that it had assumed some of the functions of the existing
Ngtaffh with & resulting duplication of effort and divigion of re-
eponsibility, He therefore recommended that the divislon be dis-
continned and that the defects iu the previous organization which kad
caused its epteblischment be corrected by strengthening whet was the
War Flans Scam:t.ion.8 Maj. W. T. Volandt, chief of the Finence Divigion,
opposed any reorganization, He admitted that there was a certain over—
iapping of functions between the Flane and Finsnce divisione, bub
thovght the',t corrective measuree should be in the form of'administra»
tive action rather than through organi zation.g Regardless of the
merite of tke argument, the Plans Divislon remained in existence wmtil
1935 with & staff of tkree to six officers.

The power to conduct organlzational studies could be derived from
the brosad ple.&ning funetione given to the Flans Divislon, and the
divieion frequently initiated or took part in such projects, In 1931.

for example, the organization of the Alr Corps wae eriticized on the

8. Memo for G/AG, 23 Oct, 1931, in AsG 321.8C, Organizstion, OCAC,
9, Memo for C/A, 7 Oct, 1931, in ibig,
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1

ground that it was not functioning effliciently, Some reasone for the

alleged inefficiency were excessive coordlnetlon; stagnoted office
procednres; inective mnd ineffective executive authority; ill-defined
executive responeibllity; unneceasary attention, in some inetances,

to detailed duties, which tended to choke consideration of importent

Alr Corps matters; improper ellocation of work end perscnnel; and duwplica-

tion of effort.lo Many of these difficuities were said to have been
ceused by the assumption by the Flana Divicion of certein duties of an
executive nature, The result was that the Executive Dlvision had
evolved into a "paper routing! rather than a &irective offlce., It was
rgeommené.ed. therefore that the OCAC be rec;rganized with the varicus
divislons grouped under three executives, The executive officers
together with tke chlefs or aseistant chlefs of the main subordinate
vnits would constitute a planning boerd with edecutive power, Thie
proposel, which wee submitted to the Chlef of the Air Corps, was
referred to the varloue divisions for comment, The reactlons were so

varied that no changes were maﬁ.e.n .

Tris propossl is of interegt, however, for seversl reasons, In
the first place, it was one of the few instances during the early yeers
of the Plene Division vhen an over-sll organizatione]l proposal was

]_mepare«i.]’3 Secondly, the 1831 propossl lllustrated planning procedure

10, Memo, Mzj. W. R, Weaver to OfAC, 22 Sep, 1931, in 322,082,
Organdzation, OCAC, 1n AFSHO files,

11, Ibid., and attached correspondence,

12, In Mzreh 1932, 46 studies and projects were being worked on 1in
the division, but fe# of the e had much, if any, relatlon to Adr
Corps organization,

— '
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throughout the 1930's, Since the plans office did not have exacutive
authority, its projects were always written up as proposals and sub-
mitted to the Chief of the Alr Coxrps, They were then usually referred
to the division chiefg for study and comment befors & decislon was
made as o whether they chould be pub into effect, Finelly, it should
be noted that, =althoughthe plannlng sgensy was given no executive
funetions, 1t tended from the outset to acquire them, This apparently
was due to o more or less genersl feelling that the sgency which pre-
pared the plans in the first ianstance should slso direct their execu~
tion, The plans office, however, did not always share this belief,
aB evidenced by the 1931 memorandum cited above, In 1937, also, the
Plans Section declared that it hed boen asked questions on matters of
an "operating nature® which should bave been referred to it only for
purposes of coordination, On most lssnes the office felt 1ts maln
sctivity should be coanfined to coordinating the werk of the other
officea.13
Aﬁather type of planning technigue was involved in the reguest
submitted by the Executive in October 1933 and again in July 1934 that
each division chief prepare a memorandum on the subject of the signing
of officlal papers. Xach was azked to indieste what papers he thought
could be sigzned by the chief of the division without submission to the

execumive.l%

1. R&R, RBL JLincolg/, Plane to Exee., OCAC, 11 March 1937, in AAG
321,90, Organization, OCAC,

14, Correspondence on this subject is in AAG 321,584, Correspondence
Resulations,

’ —
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The quéstion of the proper orgepization of the proposed GHQ Alx

Force eame before the Plans Division in 1933, A rather full Teport
was prepared in which it was recommended that headquarters of the
proposed organizetion should not be set up ab Langley Fleld, ZRather,
the Chief of the Alr Corpe should be made the Commandlng General of
the GHR Air Forco, and he should be given an additional assistant who
would be chief of staff of the GHQ orgonization, This new assistant
alao would be made chief of the Plans Dlvision, which would include the
bulk of the staff of the Commanding General, GHY Air Force.l® an
organlzation chart was prepared which set up headquarters of the GHY
Air Force as o part of the divigion, and this was submitted to The
Adjutent General on 27 December 1933, The recommendations of the Air
Oorps, however, were not followed, and the GHQ Air Forece came into
existence on 1 March 1935 se an organization entirely separate from

the Office of the Chief of the Air Gorps.ls

On 11 Marck 1935 the Chief of the Alr Corps appointed a board of
officers %o submit recommendations regarding the mission, organlzation,
and personnel of his office, The board held three meetings and heard
reports on the organization of various offices, bui in the end came %o

the conclusion that, because of the existing state of flux in the Alr

15, Memo, Lt, Col, J, E. Chaney, Chief, Plans Div. to GfAC, 17 Aug. -
1933, in 322,082, Four Aruy Plan--GHQ Alr Force, in AFSHQ files,

16, R&R, OfAC to TAG, 27 Dec, 1933, in ibid, For fuller accounts of
the ostoblishment of the GHQ Alr Force and its later history, see
AAF Historicel Studies: No, 25, Organization of MiliYory Aero-

pautics, 1907-1935 (Consressions] and Wor Department Aetion);
Fo. 10, Orgenization of the Army ALy Arm, 1935-1945,

“
|
)

THIS PAGE Declassified IAW EO12958




This Page Declassified IAW EO12958

P L :

Corps, it would be inadviszble to make eny changes in the orgenizaticn.”
This type «f :pecinl board was enother device oceaslonslly employed to
cope with the problem of oxgenizational planning during the perlod
under congideraticn, The members of such buards were appolnted by the
Chief of the Air Qorpe, and thelr conclusicne were in the nature of
reconmenistions to the same suthorlty.

GThe stztoe of flux in tke Alx Corps to which the atove bosrd referred
grew out of the astablisl:zment of the GH} Air Foree, Alr Corps uncer=
tainty wes incressed by resson of the fect that the first year of
operatlon of the ﬁew eir force wag & test period, abt the end of which
& repcrt on organization and activities was rendered by the Commanding
Genersl, 4s o matter of famet, a prelimipary report was submitied on
11 October 1985 and a finel report at the end of the first year, These
reports, together with that of the Browning :Boe:d..la wvere cireulsted
emong the divisione, and the chief of each was requested to extract
those portions which pertalned to the activitles of klp division and to
subnit his commente to the Executive Office wlitk 2 stetement of his con-
clusions and re;ommendations.

Shortly theresfier a bonrd of officere was convened to consider
the recommenations of the Brownipg Board on the questlion of integreting
the GEQ Air Foree with the 2Lir Corps. DBrlg. Gen., Oscar Westover, Chlef

of tke Air Corps, in ble opening statement to the hoard, pointed oud

17, 0CAC Persomnel Orders Ko, 18, 1l March 19385; Extract of Report, in
ALG 221,90, Organigstion, OCAC,

18, The Brownling Bosrd was & War Depsrtment board appointed on 13 Sepw
terber 1935 t¢ swrvey the personnel asituntion of the Alr Corps,
AG B20,2 (9-11-35)C, 13 Sep, 1935,
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that proper evaluation of the fundsmentel problems of the Alr Corps
recessitated Ysomé continuity of thoughkt end planning,® part of which
kad to come from outside the OCAC, He contlinued by eaying:
Ve must recognlze that the resporsibllities thet go with
conmand functions vest in the commonders concerned the
irfornation vhich is egsential for future progress and plan-
ping, The Alr Corpe General Bosrd, therefore, will be set
up a8 & flexible boord of officers which will consist of not
more than five, to bs selected by the Chief of the Alr Corps
from among a panel representinvg the mejor command and
responeglibllity interest of the Air Corpa,
Genersl Westover indicated the likelibood of the integration of the
GHQ Air Force with the Air Corps, but before the War Department made
such a declslion the Air-Corps desired to have definite plans worked
out, For these plenning purposes, the membere of the board were
limited to representetives of the mejor activities of the Air Oorps.lg
The tosrd members could not sgree smong themselves on tke method
of integration, no other zenersl toard was convened, and it wee not
until 1 Marek 1959 thet the GHQ Alr Force was brought unpder the cop-
trol of tre Chief of the Alr Corps=-and then only until 1P November
1940, General Westover'!s plen to establish sueh & boerd on a
continuing basis may have been prompted by the fact that in 1935 the
indegendence of the planning sgency hod Deen lessened by its relege-
tion to section stztus in the War Flens~Tralning Divisgion. In August
1935, however, it wes removed to the Executive Office of the Chief of

the Air Corps.

19, OCAC Personnel Orders Yo, 89, 156 April 19Z6; Board Proceedings,
in AAG 321,98, GHQ Alr Force end Recorgenization of Air Corps,
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| The adminigtrstive planning functione, although not called such,
of the newly placed section were to (1) conduct studies st the
direction of the Ckief or Assistont Chief of the Air Corps; (2) keep
informed on current anctivities and submit recommendations covering
new policies, necessary chenges, and asction tc be tzken to insure that
policies and decisions were executed to the best interest of the Air
Corps; and (8) formulate policies and doetrines effecting personnel,
coordinate Alr Corpe building plene, and prepare such legislation as
might be requirved by the Chief of the Alr Gorps.zo Iike ite prede=
ceenor, the Plans Seetion Iiad. no executive anthority but funeticned
through the Chief and Aseligtznt Chief of the Air Corps., In similer
vein, it hed no gpecial mandate vith respect to zdministrative plan-
ning but derived whatever aut{lority it might choose to exercige in
thig fleld from-the grant of lerger powers,

During the last part of 1936 and most of 1937 and 1938, the Flans
Seetion submitted to the Chlef of the Alr Corps weekly reports in which
it ligted the studies under way and the percentage of completion,

These reports indicated that the section usually esarried on concurrently
spproximately seven strdies, only a very few of which related to orgen=-
i’za.tion. At least two reporis, however, were made on the GEG Air Foree,
The first, made in Oectcber 1936, was entitled "Duties of the Chlef of the

Alr Corpe Beletive to the GHQ Alr Force, nel The second, listed on the

20. Memo, Acte. G/AC to chiefs of all dive,, 21 Aug, 1936, in AAG
321,9, Organizetion of Plansg Div, ‘

21, Memo, Actg. Chief, Flang See, to Brig. Gen, H, H, Arnold, 23 Oct.
1936, in 322,082, Orgenizatlon of the Air Corps, in AFSEQ files,

- .
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weekly report of 13 November 1937, was o study of the report which hed

been rendered by the Commanding Genersl, GEQ Alr Force on.l May 1937,

The same subject had been tke basis of comments by the various division

chiefs at a meetlng on 12 April 19387, ZEech individusl kod submitted

. hig remarks and recommendations to the Plans Section in sdvance of the
meeting, and, to these, Plans added its own commen‘ts.za The recommenda=
tions were not carried out, for the GHQ Alr Force underwent no organie
zatiopal chznges in $hat perlod,

Kot 211 the admlnistrative plamnipg of this period, however,

concerned the GHQ Air Force 2nd its relation to the Air Corps, On
3 November 1936 &ll division heads were directed to submit to the
Executive not later then 15‘ Noverber a list of the functions and dutles

e with which thelr divisions were charged and to segregate these by

e sections, The lists were then referred to tkhe Plans Section, which pre-
pered for the Chief of the Alr Corps a proposed reorganlzation chart
end s nemorandum for putting the nevw orgenizetion into effect. "In
general,” wrote Col, Bush B, Lincoln, the chief of the section,"the
functions of divisione remain the ssme, only minor ehrnges having been
made in duties to conform to those now being carried out,"2®

In 1936, also, & procedursl study was conducted by Lt, Col,

. Williem E, Lynd at the direction of Brig, Gen., H, H, Arncld, loting

Chief of the Alr Corps, Thie wze a "Study on the Method of Hendling

= Mail, Routing of Correspondence and Method of Keeping Records of

' 22, Memo, Chief, Plans Sec. to Brig, Gen, Arnold, 13 Nov, 1937, and
- attochmente, in ibig,
23, Meno for CfAC, 27 Nov., 1936, ir AAG 321,9C, Organization, OCAGC,

R
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Civilian Employees in the OCAC," For purposes of compar}son, Colonel
ke Lynd also studied these procedures in the Quertermaster Corps, the

Ordnence Depariment, tke Corps of Zngineers, and the Signal Corps, KHe
v o subnitted a 1G-page report, which wee clrcvlated among the divisions

for comment, Apparently, however, no changes resulted from the reocom-
24

mendations,
Agsin on 1 Marech 1887 division chiefs were directed to report by

10 Merch zny reecmmendsd changes to Improve office procedure and

efficlency, or to recoorend any organizaticnal changes which seemed

necaesary;.zs Since the report of the Bryden Bosrd 26 had Just been

spproved and the Supply Division was most closely concerned wiik the

chenges recommended by it, the chief of that divieion was instructed
. to have eecch of his prineipal assistents also prepere reports, The
recommendations were routed to the Plang Section, which reported to the
Chief of tke Air Corps that it had conegldered all suggestlons but
believed no major changes should be mede at that time, "Continual
reorgenizati on," the Flang Section stated, Ptends to disrupt more than
improve the functlonlng of an office such as thig, 37 Desplite tkis
opinion, Alr Corps reorganization was apparently e subject of more or

less continuing study during the period from 1937 to 1841,

24, Thie study is filed in 322,082, Organization, OCAC, in AFSHO
. files, ’

£ 25, Memo, Mej. Gen, Oscer Westover, C/AC to chiefs of all dim., in
* AAG 321,.9CG, Orgenization, OCAC,
' ' 26, A Wer Department board, under Col, William Bryden, appointed to
survey the materlel aetlvities of the Alr Corxps,
* 27, R&R, Plans Sec., to CGfAC, 29 Merch 1937, in AAG 321,90, Organi-
wr zatiﬁn’ ochi
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In 1939 the expansion rate of the Alr (orps was greatly acceler-

sted, and the planning function became of more siznificance then ever,
The number of officers on duty was increassed $o L3=-there had been
only four in 1938--znd the section wes redesignated & dlvision and
placed under a chief with the rank of brigedier gemeral, An office

mexorandun of 2 May 1940 explained the expansicn in the fcllowing

manner:ae

It is of the utmost importance thet the Alr Corps take full
adveantage of the lessons which can be drawn from the current
European war, A determined effort must De made to bring the
furtker develorment of the Alr Corps Expansion Frogrem in
line with theece lessons for tke purrose of orgspizing the
most efficlent M-dey air force, With this in mind it ds
escentlal that plans for organization, equipment, {raining,
and employment be cevefully considered to inewre thorough
coordinetion of all essential factors and to produce mexi-
mux progress, The current war has brought out the neces-
sity for inereased sirplene performance, the need for more
adequate opposition, and the need for carefully considered
strategical and tacticel plane,

At that time tke Plsns Division was divided into four sections which
rouchly corresponded to the nsual staff designatione, As in 1930 and
1926, however, the statement of dutiee contained no gpecifle mention
of administrative plannlng, though such z;,ctivity could ressonably be
implied from the enumerated recponsibiiities,

During 1939 and 1940 the Flene Division engeged in several
orgenizetion studies, At least two ptudles dealt with the relation-

thip of the Gr{ Air Foree to the Alr Corps, and other proposals were

28, OCAC Memo 10-42, 2 May 1940, gquoted in Jzmes Sundquist, "Wertime
Orgenization of the Army Alr Forces" (draft Buresu of the Budget
ptudy) 14-15, in AFSEO files,
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to establish en engineer corps in the air arm, to move the assistant
chiefs of the Air Qorps to Wasbington, to study fully the esiablisghk
ment of an adegquate intelligence system, to determine the advleaw
bility and practicability of establishing o centralized serial navi-
gation school, and to establigh a malntensnes comrand around the
nucleus of the Field Service Section of the lateriel Division, ﬁmnng
the subjects assizned to special boards for study and report were
reorganization of the latericl Divigion, the flight surgeon situation,
Aly Corps intelligence, #@nd the retura of air bases and other exempied
Alr Corps activities to corps area contrel,

The most conprehensive study of this peried, presented to the
Chief of the Aly Corps on 9 January 1940 by Col, Carl Spaatz of the
Plans Divisior, concerned the proper organization of the OCAC, the GHQ
Air Torxce, and other Alr Corps units and ageancles to "provide a suita-
ble organizatlon for the control of the larger and more numerous
activities resulting from the Alr Corps Expangion Program."ag This,
in reality, wﬁs ten studies covering virtually the entire fleld of Alr
Gorps orgenizstion: (1) organization of Air Corps base units; (2)
command and control of bnse and combat unlte; (3) orzanization of
wings; (4) orvganization of zir divisions; (B) organization of service
troops of other branches; (6) organization of aviatlion in overseas depart-
mente; (7) orgenization and control of the Materiel Divielon; (8) control of

fiying trainiug; (9) control »f technicsl training; and (10) organization

29, Hemo, Col, Corl Spantz to GfAC, 9 Jan, 1940, in AAG 321,9,
Organization,
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and control of activitles at MHaxwell Field, The study was approved by
the Ohief of the Air Corps on 12 Jemuary 1940 for Ycontinuation of
planning purposes,”

As indicated in the title of the above study, it was the expansion
progran whichwes responsible for the incroaced planning setivity, The
burden £211 principally uwpon the Plans Dlvislon vhich, as a result,
assuned & position of much greater importance in Air Corps organization,
In April 1940 General Arnold oubtlined a few of the subjects which he
thought the Plans Division should study, Those to be glven priorlty
were the ones which were predicated upon the building of a wartive
force based upon the involvement of the Ualted States in a major war.so

Ister in the same year, 25 October 1940, Generaml Arnold wroie the
chiefs of 211 divisions that (1) continued expansion of the Air Corps
wade certain chanzes in organization, functional processes, end mana-
gerial procedures necessary in order to sccomplish a balanced advance-
nent; (2) it was imperative to move from the creative to the organizing,
training, o2nd equipping stage and from there into advancing the operw
ating efficiency of the Alr Corps; and (3) with this general thought
in mind it was desired that all chiefs submit, prior to 1 November, a
general pi.an of reorganization of their divisions, This plan was to
include (1) glloeztion of officers; (2) destailed Juties to be performed;
{3) a functional organization chart; and (4) an outline of the recom- -

mended administrative and executive procedures, with speclal emphaels on

50, Memo, 0/AC to Plans Div,, 8 April 1940, in AAG 321,89, Orgonizotion
of Flanas Div,

S
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the elimination of paper work and decentralization of responsibllity so
for as ves compatible with good management, The chiefs were eautioned
that, in the preparation of their plans, all funcjsions implied by the
titles of the divisions should be controlled and that the organization
should be flexible in order to be adaptable to changing conditions.51
Veory shortly after this, 19 November, the sir arm organization was dls~
rupted by the geparatlon of the GHY Air Foreo from the 0cag, 52

Meanwhile, the Development Sectilon of the Inspectlion Division had
made several menagement studles, and the chief of that section had
pointed cut the need for an over-all management office im the Air Corps.
The main shortcomings of the existing organization, he meiniained, were
the result of the pressing ngcessity for expeditious esetlon and the
lack of en agency to study interoffice saspects of procedures and
adnministrative ections, This situstion bad brought about "duplicaw
tion of records, inflexlbility of date, incomplete consideration of
daily matters, and doubtful divislon of responsibility.“zz

In view of the above it was proposed that a research and sta-
tigtics seotion be estebliehed in the Executive Division, This new
office should {1) conduet 2 study of intrmoffice records, reports, and
facilities with a view to establishing centrali:zed records and facille

ties for compilstion of data commonly used by two or more offices;

31, Memo, G/AC to chiefs of all diws,, 25 Oct, 1940, in AAG 321.9D,
Organization, CCAC,

22, The GHJ} Alr Force had been established ca 1 March 1935 on the
same echelon of authority as the OCAC, On 1 March 1839 the GHEQ
Air Force, for purposes of administration, had been placed under
the QCAC, - -

33, Memo, E, B, Ritzert to C/AC, 29 Nov, 1939, in personsl files
of Lt, Col, E, E, Ritzert, Control Div,, AFTAIL,

" i
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(2) give centralized statistical services whersver and whenever needsd

o and prepare routing compllations, frequency data, graphs, charts, and

reports on mabi:ers periodically required by two or more offices; (3)
conduct continuous studies in office methods, records, routines, and
facilitles with a view to coordination and integration with the least
interoffice duplication; (4) conduct special studies in mansgement and
office procedure pertaining to, and requested by, individual offices;
and {56) conduct studies pertaining to managexzent, systems, records,
and reporis concerning the Alr Corps in order to reduce the clerical
work snd integrate the activities under & centralized czontz'o?;..34
No ection came immediately from this proposal, but in October
1940 1t was revived as a eriticism of the proposed revision of OCAC
Memo 10-10 prepared by the Flans Division.ss At that time it was
pointed out that more cognlzence should be taken of the important
difference between executive and administrative work and that it was
necessary to establish a functionsl organization to provide sdminie-
trative services, The propesed organlzation was for ar edminlistrative
division to be composed of four gections: chief clerk, research and
development, reproduction and distridution, and library, There was to
be a civillan assigtant in each division of the OCAC Who would be
responsible for administrative metters and who would be functionally

controlled by the head of the administrative division, Ths proposed

. 34, Ibid,
- 35, Droft by B, E, Ritzert, Cot. 1940, submitted %o Col, R, A, Dumn,
in files of 1Lt. Col, E, E, Ritzert, Control Div,, ARTAI,

* R
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divigion was established in November 1940 =28 the Miscellaneons Division,

tut the recommendetion concerning civiliasn administrators was pasced
over entirely,

The creation of the Adminlstrative Research and Statistics Sectlon
of this divislon was the first resl move inthe direction of a separate
adminisirative planning sgency, Its functions as set forth ia 00AC
Memo 10-10 (23 November 1940} were to develop "improved adminisirative
procedure systems, forms, reports and standerd practices" and to
compile Msuch statisticel matter as 1s reguired by all divisions of the
Office, Chief of the Air Corps, Jlncluding/ statistical analysis
service,” This new section was thus chorged with definite powers in
the field of administrative plannipg, Since it was not equipped to
handle such problems until April 194}, it was not necessary until
that time to define its relstionship to the Hans Division,

Administrative pianning from 1930 to the end of 1940 was not a
function of sny one sgency or office, Ths Development Section of the
Inspection Division conducted a munber of management studies, but they
vwere directed primorily toward the establishmeat of maintensnce
systems; and proceduree rather then toward the improvement of Air Corps
orgenlzation and procedures in general, The Plans Division, on the
other hand, slthourh not specifically charged with the duty of con-~
ducting adninistrative studies, elther initiated or participeted in
a namber of such projects, It bad no conbrol powers, however, so
its studles were in the nature of recommendations to the Chlef of the
Alr Corps, Of the same character were the recommendations of boards

of officers towvhich organizational gquestions occasionally were
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referred, These were referred also to division chlefs, quite freguentiy
in connection with proposals from the Flans Division, None of thess
methods represented real adminietra:tive planning. Questlons of Alr
Corps organiza.tion and procedure were handled not as a continuing
provlen in adninistration but as separate problems to be dealt with

as expedlency might require, With the creation of the Administrative
Ressarch and B4 tisglic fectlon 1in Hovenmber 1940, hovwever, definite
edrinistretive plennipg functlons were lodged in one ‘agenc:r, and the
develorments of 1941 were comparstively rspld, The grouth of admini g
tretive snd orgenlzationel plannipg in the sir srm was followlng the

rettern estsblished by similer developments in tke business world,
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Chapter 11

ESTABLISEIENT ARD GEOWTH OF ORGANIZATIONAL FLANNING

The specific delegation, in November 1940, of adqinistrative plan-
ping functione to the Rescarch and Statistics Section was the first
major step towsrd thke establiskment of a separate agency to handle sucﬁ
metters, That office, e well ag the other eir zem orgenizations, went
through many chenges im 1941, and the fravework of an over-ell organi-
retional end sdéministrative planning egency began to take shape,

On 26 February 1941 the Miscellaneous Divieion became the Adminlse
trative Division, but no chonce was mnde in the Repecrch ond Statietice
Section.l In the latier part of April 1t wes asuncunced that the new
section wae Yequipped to handle some of the administrative probvliems of
the Air Corps,! It was elplained that many eiminictrative probdlems
were of cuch & general nature that they effected all divisions, For
that reascn, the cooperetion and collaberaticn of the varlous
divisiens would be necessary in Yattacking® those problems, which were
to be terned "Administrative Flenning Projecte! to differentiate them
from Yecombat plenning activities,! Those projects were further

degerited as followa:a

Certain projects, invelving rescerch lnte specific problens
of sdministration will culminate in recomrendstions designed

1, COCAC Meme 10~10A, Z5 Feb, 194l.
2, Oifice Memo 10-48, 23 April 1941, in ALG 300,6, Office Memos,

""i

THIS PAGE Declassified IAW EO12958




This Page Declassified IAW EO12958

to icprove ond coordinate wolicler, progremr, ond monrge-
nent procilices, COthers vill be of o conbinuing or recur-
rins pobure, reowiringe tue collection, mroccsring, ornd
Fend or mochine tebuletion of dota such oo flriug time,
aceideonte, medicsd exrrinciions, mer~onnel rooords, ete.
Sueso ooy involve gtetisticsd tnclycis ond tie nreconio-
tion of siotisbicsl drde in the form of triles, crzrts,
granhs, and resortn. chey vill cerve co nidr b5 polliey
forcmlcbion, sxd £2 raides t¢ the ig~utnec of Air Corns
direcilives,

Yhe esnclusions end reconmendénsions resultins from cn afminlstretive
nlanning wrojeet vere to be wre.cred usuclly s ¢ reort to ve sub-
pitsed o the resucstin~ office by the ciicd of the Adninistroiive
Divicicom. Obvicusly, the RBeseorch rod Siobistics Seetlon was
degiimed Tron tie oubtset 0s (u adminicirotive nlonning roener. Its

activitler other tuon thoge of & £%f blisticid wrbture (ore rnerforzed

by & Developmens Unib, thulch wis the successor wo L he Develonmmentd
Section of the Insnection Divioion.

Cn 30 Aoril the Dxecutive attemmbed Lo drow o line of demeros-
ticn betioen the dutles of the Pleas Divagion end those of ihe
AMminlsbre tive Division. .khe forzer wos Girected to fetudy ~nd
enclyse the . » » orfcuicotion of tie Office, Chief of the air Corns,
together writh tie cetivities operoting thereurder, mnd submit recor-
merdobions ot bie crrlicst erceticrble dobe fox ioarovosent vhere
indic:sedl." whe lotbor, on tue oblicr Irnd, trs instructcd to provide
the Tdato escenbinl to the Plrns Tivisicn in Mlfilline its resnonci-

pilisy.® The Siministrative Divicion 1vg oleo inctructed to mrenere

& set ol orzenizasion ckorgs, Ustouin~ in Sotoll the Funchions rnd
dutics of ench Dirision, Scadion, cnd Unit.® Ereh division wee fo

premere ¢ dredh runciional elort and to smpolint o lisison represcuictlve

>
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vith vhow bihe .cdbers of tl.e fdainisirotive Iiviscion could coofer. The

chrrts were (o bo sitanderdiced by the aduinistrs vive Dlvision cnd sube :
pidbed vo the FPlons Division vien corleted. Fluwnally, the Afdminisbro-

bive Division ves imsbructeld Moo a conbinuing meticr® o Yuciantoin up-
to-dotbo orys nti‘.on cutots accoraibely nordroging the digtrivution of
fonetions vichin tle Cirlce, Chief of the dir Gcerps."z

“he Reseorch cnd Bististlcs Sectlon hed been encired zlrendy in
this proiect, Tor om tnné veory Aoy, 0 Aoril, cn M"Orpoanisoiion ond
Tunction® chart book ves issuci.® In blds volure, the nredecessor of
the loosce=lead cliart ook {is ucd from October 1948 to June 1945),
the orpenization Tunctions of geeh of the 12 divisions vere
shoun by section nod in sore insyomcez by wnib, Silunce this wes the
firvetd diae Lued detoiled crarts of the enbire OCAC hod been nrownred,
the izgportonce of the uwnderto:ing is recdily opmorent.

Pricr to tic ismuonce oF this yori:, the Plans Livicion recomnended
thot Copt. Jomes Lo Forrer, Chicd of Lhe Hescarch rmé stollstics
Section, and oxe eivillan cesiseont ve Proacferred o Plans, It ves
pointed ocul thot & groun of export rececroiers snd stotlstielens wes

5
reeded on the gsround thot {he Flane Uivigion was®

in procecs of sallng over the monitorin~ of wurycent Air Cores
nrojece.s wreviously under the suservigion of Var Derrirent
Gepersl 3%nfi apcacies, Iniflwsion of oboll studiea hes

.

3. weoo, Ool. Georpe 3. Bfroibosercry 3xec., o chiels of oll éiva,,
20 Inril 1941, in 256 221.9D0, Orgsonizovion, OCL0.

4, Copy in AFRE0 files.

5, R&E, io. 3, Flons Div, to Zwec. GCAC, 19 Anril 1941, in A8G 32l.9,
Crypenizebion of Flens Div,
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Seetion ven crested in the Plana 'I)ivision. The Renearch end Statistics
Bection of the Lfdainiatrouive Divieion 1o not discontinued but secms

to have lost ruch of its impyelliins force. FThere vrm olso in existence
ct thot tirme en Crponisabion Control end Administrative Unit in the
Fline Division. One Tunciion of this office uzme to confuet WStudien
desisnel to irmrove Air Corns oramniznation, cimindstr:iion end cosm'
trol policica end administresivwe and coubnt or~onizetlons of Alr Corms

unito.

gubmitsod the results ol o curver lmoun £o "Studies on Orpenivation
Survery.? In thisz renort he sointed out thad she "loelk: of objestive
plennine in nony of the scobions rnd divisions ic ovident. . . o

The neod For over:ll mlopniny cnd tie estndlichzent of certain
renorel plomeic: policies in lilewize woporent.® It tre suggested
thet thic chorteamin - could be nartislly overesse oy the emnloyment

of hi~hly broincd civilinn caelyste vio vouléd serve oo lpdniniatratbive

azpisbrate ond divisioncl wloonine techniciana,' fnony the Mmueh
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clso boen wele n function of tids Ddvieion and these studies
ore no lLongcer reconuendsniions to o sumerior stoff ofcley « o o
Tat ore cccomenied by coamlebe fianl cction pomercs « « o
Seripus errors in tue promosale vinich e wat into effect o
in the moniterin: ond suservision of mrojosic with which

the Chicf of the 4ir Corns ils nmov chorged will have &
dizcatrous effect unon the JAlr Corps ond moy profoundly
affeat Untional Defenee.

Yhe tronsfer of Coptrin Parrar wons soproved, zud o Stabistics

G

Tot long afber hie tronafer to the Floms Tivision, Contain Trrrar

]

0340, "Orpunirasion cod Iusetion Cherts,” 20 foril 1941, Chers 9,
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necded nrojeets” vhieh Ootoin FTorrer iLhousht should be urderta’en

as sooa ag tiae Resesrch ond Statistics Seebion secured more merroanel
vere (1) an curlysis of 011 reportin~ srotens rad forme used ?‘Joth in
the Office of Lue Chlel of tle Mir Corns rnd in the field; (2) o
survey or the stttistierl needs tnd rerairenents of the &ir Corna rs
o viole; and (Z) the developrent of ¢ stardnrd nroetice or nrocedure
mearanl.

Arother stady, mde by the Stntlstice Section of the <long
Dixiesion umon the orid reruest of L. Col. B. Z. Gnles of the Plang

-
i

ivision, vzs sdbmitted vithin the next 30 dayo. <ois s enbitled

L%

U5f{otliebicnl Anclyoic of the Jduinistredive Voriz Locd ro Related o

the Perrommel in the Ofrice, Caief of the Alr Gorps.“s

Iy agsiming
o valwe of 100 to tae wontidly cverrre of ndmindstrotive worl: rrd ner-=
sonncl for btie fisesl worr 1232, it vog round thod in 1040 tue worx
locd hod imeresscod 27 wer cz2nt ~rl tle mwercomnel ©0 ner cent. Corre-
smondin~ Ticmres for 1840-1241 (to M) were 434 cnd 247 ner ceat.

£ sin~le exmloyee wis time wound to be rewmensivle for rn aversje of
55 per conb more vorl: in 19031 thon in 1839. This cnelyols, tke study
corcluded, indiccted o need for a control to nmbicincde fresid
inerenses oi cicinistrativeo vorl® rad therchy wreveat conditions
reculiinz rrox she more rinid inmecrerse of vorli then mecronnel, A

.,
i

suitoble conbrol Yeould De cotcblished and zninbolned wiereby

7. liewwn, Comb, I L. Dorror to mxecs, Flous Div.e, 2l Uny 1001,
in Flons Dive files, ATSED.
8, In AN 721,99, Crovnicakion of Flrno Dive
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incresses in the séninistretive woris lond » . . could be cobionbed

* fexr enourh in civence to debermine the correspondings needed ineresses

™

in perconnol.”

e Dhe coowdinzte mositions of the 6-2 Alr ¥orce cnd the OCLC Lod

resulied in a éuwnlicotion of socs nelivifics and 2 fullure to secure
the fullest wtilisction of wovmover cad moberiel. In llorch of 1941
the Secrebsry of Wry directed thot the tio Army rir arms De nloced
under orc rosponsible head. Whe resmit wns the erention on 20 fune
1941 of the Jrrgs 4ir l‘crccé-—a superstructure to coordinele the
rebivities of the COAC =nd the Air Porce Combet Coricnd (formerly the

630 far Torce), Wihe rrineisd wortion of the new reency, tho Alr Btaff,

vl

rag foracd by the olev:tion off the worious sections of the Flons

’ Divigion. JAg tle &ir 3taff, the Torumcr Floms Division no lon~cr had
wriorry resmonsibilidy Jor rdaministrotive plrnnin.z-.g Some of the wor-

, sonnel of the Flensg Division, bowever, reaaired in the COAC cs (ke
¥lcns Sectlon, oberched to the Zxeceoutive Dlvigion. It urs froa tids
sechbion thot Croomiscbionedl Flonwin -, o gubordlicric unity of llnnrsement
Control, 2o to evolve,

Zae iagcrensed Treedon of cotivity sod the rrecber regnonsicility

pladied unon the cir crm by the reorrnization of 20 June 1041 Dbrought

o the frpat the necd ror move ndministrabive nlennin- activify, rnd

aritotion for the esteblishaeni of a .vmascnent eainecrins stofi cone

timed vith inereczel vigor. Whe most commlebe wlen wos nrecentel by

- 9. iR o855, 20 June 1641, uihe Striistics Section ox tie Plang
. LDivision beerze tie Strilstics Secilon of the Cifice, Chief of
Alr B5alf.
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Jemos C. Simnipen, aduinistrosive onnlyst ond congsulbint in the Oifice
of the Air Insnector, in o memorcadua of € July to Sriy. Gen. H. A
Lorgue ond cubmitbed by she latber to Ceneral Arnolé..lo

)
Sinniren ves of the opinion bhat the excension progrem, wvith ibts
phenonencl deusnds on oll exocubtive fumctions cad foeilities, would
resuit ipn confusion, mlsundcorstonding, nd deloy unlesc definite
achion vos falzen. It ves imperctive, therciore, brat there be an
imnediste ond correspondin~ majer ecdrntebion and cxmension of the
mecns for nappwezent wlomninge, the s stexm of corsumicoations, and the
venlcles of eificicncy evalu;:-,i:ion.ll He vroposed “to reinforce the
excoubive funciions vith & stalf of won- jcaent techmrcians possessing
cunlifications of o hih order.' A mancoencnt cncineerin; sechlon,
hecded by a CAP-15, ucs bo be createld in the Cifice of the Chiel of
fdr Stcfy. There vere to Do civilicn adminiatrobive anclyste s

ficlen{ in muzbher to nlace cse or more oz permencat delail in the
Office of the Alr Adjutant Tencrel and each daviuion of the COAC, and
on speclsl nscirncent in otier offices ur unids of the ALF., This
spoxf pvould (1) plom wnd execubte orgonizationcd rud nrocedural surveys
to brins cbout pore eifechive and cconomicudl sunervision, nrevent or
elininato Guplication, eixpllfy vrocodure, rrd increose wrofuciion;

{(z) nresare, cpordinste, cndé issue stendardized snd codified regule-

tions, orders, t.d vmrocefursl inotructions, ard desi;n snd control

10. Comy in L5247 files.

11, Desnite the importonce of the exsaasion mrogroz, it we the
oninion or the cuthor of the wemd thet tac "most ¢wrale force
shen o3 voris in tho air establichment vas ile inerecsed suloaoy .

_ \
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stndordiccd Coruas; (2) imvoskiysbe wronoscd metieds, onrticulorly

thoso recuirin- instrllotions ol cweclitl eruimmont or syoteus to
ingure selection or the nod saitnble rnd econouicil; acd (&) rovies
or mreuwre oll mroectares or mamucls intordel to be isyued
Civeslun, or unes bogls, Sioni en £olv it the Adoinictralive
Tivinion eonld mov sercors thoue suncilons beenuge it wor not Motreoseri-
¢ally olreed in the gir est-blichment® cnol voe neither Y"sderuntoly ror
cltopesner suibebly stcafed." He dié not shird: his vrovozcl wre o
Youre-oll DTor orgvmisitioncl ills nor o swestilute Jor execullive
effTielcac, ¥ e 4@ thiniz il vouwld nrve o “direel iarlucnce on irmrove.
LEms 01 wrrroenchy Bet.ods ! aad roudld Yemert o melidiry o tolitic

-

effcel brrourhons bae oir ectrlishueat.”

Lais sronosal vrs videly dioousced ofter Genersd Tergme, Cheel of
the Ipwmection Duvicion, recomnemles Lus vmoroval. alchou.t rrevigasly
it had ccen coorcin Ged vilh Col, lair 8, Taireiild, Zxecubive, (3.0
cnf Contnln Poyror, bhe LaSier vog cilled uoon ousnemisndly PYor Jurfher
COldse e meroally several conrorinect on fue cukieed rrere keld uvlth

[

o
Genercd e Lo sral .‘-A.rr;old..l” Bonc conzusion gocns o howe croum s

-~

it

oroucl this nropoesol inbended to avold confmsion. Urntain Frrrar

noteds "It cooears bhit Coressdl Lrpold implied ¢ osxovel o . o, Dut o
pronosed mecorsalnn for tae sisucture of the Cded of tue Alr Stall to
Coneerdl lrrold, nr-ocved vy the S=1 Diviclon, n6rtes tind e mrovosc

Yie not conriderel neecsgirs or fdesirchlel.t Oemizin Trreer ninseldf

(%

12. llewo, Coobe J. b Joxr P ko Ool. il 5. Zrirehild, 29 July L24L,
DI 3

ill .3--13' 531.9-’*, EI‘,":-’.IliE:&GiOIl . v » H(‘_o skl o
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e only Iwlzovern to tnc mwromosnl and reooampcaded bhnt suwnniyy fcebion

':“ ’ 0% Do boen, o

. swihe nlon woe not cdooted wub gecss o uave td some indlluernce

- woon Loser develomment. Avous o veck: rffer it wme nrojectel, the Chief
« +  of the fir Corss s ,<iven the porrer Muithin established molieies _[_—_Q—

study sd.dnistrriive mrocclurer, oyreiems, metiwds ound devices; ool sud-
rit recor:endobions, vacn yarosricte, for inercaning tue eificiency pr
gimplicity of Jray Adr Poree Adumlni srosion % Ine rathority %o con-
daet canirissrutive plonnin  projoctc we thus rexosved frontue Alr
St:il vo bhe (ONG, ond on LU .-lujuf.‘ﬁ; tils nover woo L6l ncd to B
Fleas Jocbion.

Whae cdminieir Live plranin : funefions pivew do the rlons Section

. . 15

- vere rubuen hrou&'

. ) 1. Direet the nressration, orrl;ze ond conceliduie reiordés

“x to $he Chicd or $he Alr Coros on the stcbus of cdzminise
trotion, operations ond nroceiure of Lm voxrlous

offices, divislions, com.ands or othor Alr Corns
aocncics,

2, Ooordincte nrd suneryise the orpanizotionsd rad mencce-
ment rlennins actbivities of offices, Givieions or otuer
ooeneies of the Jir Corns.

Z., As dircoted or vomucsbed, gonict ond :o“:vire bne vorloun
officzs end divisicns of . Jrigr iy Zoreos yur iae
purpose of irmrovien rdminisiroiive sionderds, ISnetions
ond oDeviods.

4, Plzn cnd cumervizoe ile Govelonwent ant rrlntenonce of
moaruclo of insbruciion or rwroccdure to provern cloinige

Y]

. srobive ceslvities of the Office, Chlel of lhe Air
UOTVIT

v The ‘lons Yeekion, vonder the lerfershin of L. Col, E. L. Gotes,
a

»

- wes mot lons in ~wobliz: o rwBer of rroiccss under vey. Cne of the

LJd

: 13. Inpid.

14, AP Ren. £80-1, 18 July 1"?' 1.
15. Cwni- I.‘. :20 1@-103, ‘)9 " 1»{-10
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il

firet nroblens, however, vos voth the relotionshinm znd the lircitction
of snlheres of juricdiebion of this unit rnd the Resewrch oxd Sto~
tistics Section of the Administrotive Rdvisiom. Fhis vos solved
temmorerily by deteiling the maneseuent ensinecring wercouncl of the
Developacnt Unlv ¢f the labber scetion o the Plens Secilon, and
£ome sk '.l;atcr (10 Getolber) thc sintirticol and wrehine $obulation
activities wvere sinllrrly tronoferred. On 22 October 1941, Sinmigen,
obbacked to the Flens Sechion, submithed o vronoccl for the reorsrrd-
oobion of both the merercenend earincerioss~ end ohitisticold a‘s':encj.es:.:l'6

On 1 Toverber the mannserncat ensineerins proum subniited o Tull
reoort on the Adninictrative Division., Lhis nusor deelsred thot the
recolts proéuced by fthe Rezmecrch end Stcticties Seetion hod been
disemnointing o e 1ipht of the renbe ond proving necd for cdninis-
trcbive ond orpanisetlioncl plomine.  Yhis shorteomin: vos oblribubed
in lzrpe port o thne mlacing ol thet vorln, vhich wre breierlly execuyw
tive, vnder tne juriacietion of mn offies princinallr eng::;:e»i in

-,

roubine céministrotive services. Under ruch juricdiction the mancie=-

rent ensinecring cebivity hed

o

ccn blenleted oy cverrl echelony of
hermerial sunervicion. It wes recomumcnded, therefore, trot the trinsfer

of tre sdminietr. bive and nicbisticel worlr to the Flanz Seecticn be

by

roe peraagent and Bhod the remaining sunctions be soclgsned o & nev
17

rdpindistrotive cerviec Aivision.

|+

b
i

16. lwemo for Lib. Col. E. H, Cojes, 22 Oct. 1041, in LLG ZR1.9,
Btaticticnl Control,
17, Iz 00 3.9, Orpendencion, ORME——ldministretive.
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Lecnbiae, on 10 Senteriier, the Plemg Section wos directed to
unéerdaze o study a0 e Alr Staff, sbovirs its dnties, Tunctions,
2nd inverrcloticachins with other noneles of e £4F ond viih the
divielonsg of the Urr Deportment Cenerol B8i4ed'?, rg well s wrocedures .
md sysbeun of cammnications.le Combein Farrer of the 3tctlsties
Section, alr Staff, ves desirnckod oo coordinctor with the Turther -
tuty of rasistin~ in the wrosecubilon of tho otulr. The resuliing
studics trere o survey ox corresrondlence cnd othor moderisls frox the
filoes of A-1l, A=2, A-3, pnd -4 Tor evidences ox mollicy, Tollowed by
recomuendatiions rewrrdin~ the correctlon of the inedermacies dis-
covered.L?

Yo obtelin o nmore Gisinberenteld vieunoint Hlie Air Corar, more
gmecificelly ihe Flong Section, hod cnsr-el the services of Vallnee
Cloxz rnd Conmenyr, congultir - mononc.ent erxlnecrs of Vew Yoriz City.
e CLorlz revresentr tives, cocleobed Ty Atr Corps concultounts, survered
the L-1, A-3, &3, 2-4, ond Lir Vor Flens divicions, ond the Striistlces
cnd sudres - ecéions of the Air Stoff. Eriefor studies vore nnde of the
Fublic Ielatiors dranch snd the oftices of the Alr Ingnmector ond Air
Lo jubont Genorsd. L rewort om orponincetion, duties, and rcecommended
chonees was subndtted oo the study of ecch office 1og comnlebed.
Pinclly, o councludios repori ves nmreqercd sunaericine tlhe verisus recom-

perdo tiong and making cordein obeervetions rerexrliny the iir Stoff os

v

18. B{E, Scerobor;s of Alr Stexd %o Zmecs, CCAG, 10 Sen. 1931, in AAG
381.9, Alr Stoww, AYT.
19, Tre rtudies cre filled in ibAd.
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LTFEI-E3 g

o v}:olo.zo ke rowric did not discuse the Iunflementel relstionsiins
of the AT rné OBAC but did recoament tuct (1) the Alr Sicfi ve freed
froa opercting: Getollr rnd e confined to conniderrtion of nolicy
mntbers, (2) office uethode e storderdined, {3) civilisn nersonnel
in zémirietrocare conceitics De inerecced, (4) Air 5%y solicles be
develoncd rnd otrbilized, rnd (8) & nlen to neet tize objiectives be
rdonbed., The irzetinke resultc oi Lnic study vere nil, tub some of
ito recsmmend: lions vore reilected in tee orpraaration of the follotr-
ing smrin-.

On & Deccorper the sonorenent ensirecrine etaff submitted to

~

It. Col. 3. L. Grtes o wlon Loy concolidrtion of o1l nublicrnsiopns in
n Lester manuel of stumdord proctice. Uhie recomronintion rrer out
of the digcover, bt 4% wolicles, nrocedures, anu forms tere smeglie
fied in no lesn Tcon 24 geries of emblicnliions., Whig M“ersten¥ wom
copfusins and ncd resulicd in lowcred efficicume crd losc of tize,
even ton~ 0l cnd ommeriencel mersonnel. Tor noy and incxnerienced
nersomicl 1t ves cuch nore serious. ke situntion ves orpraroted oy
vhit the Olorl: survey cherocberized o5 £ lrelz of "nifornity in the
flov of nrrerc, o rrent vorlety of mebheds for the homdline of roubine
offico gcrvices, such og nervonnel ¢nd suvolies, rnd different wiys of

y:
monceing oxfice vork."er

£0. She Cloxdi: resorts cre Tiled in 440G 381.9, Alr Siodf Office, AT,
S‘)Ccialo

2l. l.ero rcoort, Jomes €. Sinmiven to Lb. Col. 5. . Gobes, 8 Dec.
1843, in &80 461, Dester lnmela.
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LLTHS-T — 33

In nddition ta the interncl worlmes-ee of the ALF nnd the CIAC,
there 1o ¢ more fundtmcntol Gifficnliy--the relaticashin or those
fwo zroencies wnd the relebtionshiy of the sir cra we o vhole to the
Wer Desarstuent. In late Sepbexber the Flens Section undertook =n
over-sll orpcnizabtion sufvey end reciested lhe ZEurenn of the Eudaet
$o eceict in {kis wrojech. Lhe Burerm egreed to do co, wnd thic;'study
was in progress ot the scue time oo the Vellace Clerl: curvey. Before
the Ploeng Section had completed its tosk, the United Bictec wos ln the
vor, (nd it wes decided 50 reorsonire the entire Vrr Dennrbuent along
less cunbercoue lines. >

The Wor Denariment reorsonizotion wos deloyed by the nortiéive-
tion of the committee choirmen, Sris. Gen. d. U, lleizrney, in the
investisrdion of the rtiacl on Feerl Hexvor. 4n Aeting Chief of the
Aip Corns wrs ronointed, rnd the 0CAC von thorousitly reoryanized on
24 December 1641. By this shole-tm bBhe Flong Seckion crme to #n end,
cnd its duties, clons vith some others, vere lodged in the Assistent
Ixecutive rTor Administrative Flomoins cné Coordinction, Lb. Col. 3. I
Gntes. FHe wos glven the wmovrer to "plon ond coordinate ell sdminle-

=3

trutive functions of the Office, Chief of the Jir Corps.”

Ynis wre the brosdest cutlority ~iven o any sach grene” or
individuol wo to thet tize, and in the exercisc of his funetions

Colonel Gntes coon clrshed vith the &ir JAdjutent Gerneril. Yhe

Sec AATES-10 (rev.).
COAC liemo 1C-10D, 24 Icc. 1§41, wor other furctlons ol this
executive see COhon, IV, thic study.

=
!
-

L g
=1
.
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. AATLE-06 — s

latter cozmloined on 28 Jernuexry 1942 thet he had tried to orgonive
the Torzer Afminisirotive Divigion zlong vhe lines or sn adjutont's
office bub tkeb "the nain stumbline dlock" vne tue office of the
. Asgistont Executive Tor Adsinisirelive Flomine: rnd Coordinstion. Ee
declered further tind rmproximeidly 30 “&evelopmef.it, caministrative
and clericol nersomncl! hnd been trensferred to the Acsiptent Zxecu-
tivels office vhleh 1zs Yonerching mony of the details of on Adjutont
Generalls Office.% He rccommended, thrreroré, thrt the Assistrnt
Ixecutive be siven exvlicit instructions thalt kis cctivities
24

verc linited to administrofive nloaning. Sueh instractions, hovever,
vere nover issued. Shoritly ofier ticot time the term Yorgenisstioncl
plonnin-® degon to be used in corregpoadence, Cn § Februcry the Chlef
- . of tic Alr SBervice Ooracnd vrote the Lssisbont Chier ot Vrigab Tield
- thot thcre hrd been decipnated in Hecdraorters, AR an orponizationsl
ploaning stefd vwich hed been directed to wmrenere & detclled olon of
organioation ox the &LT, 2

lleantine, the freoovork for the reorgonicotion of the Var
Demewrfuont hod wocn evtebliched, and General Jrnold wre ddrected to

orgenize bthe lrmy Alr rorecds olons shinmulosed lines. Whis tesk voe

2

. 24, leuo, Col. V. Y. Peorson to OfAC, 28 Jen, 1042, in 246 331.9D,
“ Crronicotion, COAC. If should be poinbed out {hot there was
eleo nn fopiafent Ixceutive Tor Dechnieal Plonning rnd
GSoordinniion, Dut his pocition Gid not dewelom into ony irmor-

» tence before thie abolition of the ofifice on @ lirrch 1942,
* 25. An idemtierl mezo van cont to the 00, Liddletmm Lir Dewot by

.- brig. Gon. H. J. ¥, Ldller, Losictont Execubive for Sunply ond
lrinbencnce Services, 9 Feb. 1242, (In SAG 221,93, Orgonizotion,
v R )

. -

S
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Lo THS-28 — 85
—

delesrted to Colonel Gotes or wne Fluns dection vio krd been em~caed
n en oryonizoiionsl survey for Some L g, G rl Geten -
i rondzoiionsl survey for come monthe, Colonel Gotes recon
structel hic commities to inelunde himgelf, thvee other Lir Corns
officers, sznd tvo members of ke Furecun of the hudset sbeff, This
coraittec Peconductoed detziled siudies fo sumnlement the information
vihich it hod on herd, nnelyred rost of the funcliome locrled in

- . N s s . 26
Jaohin ton, cnd eslled voarious zey oificers in for direusrione.’™

G

Yae moin Lir Corne probles erenm ond colutions vere ceb forth in 2

] O o] 27
nerorendun of 30 Janmanry 1043,

Chir cormunicrtion vas ocubritbted by
Gozerel JSrnold to the Var Dowrioent, cone elrpses vere affected, rred
the ner orgenircction vas cobteblinhed on @ lcreh 1240, The srpy Alr
Yoreces, onc of the three coemicl compnenie of the Vnr Denarirment,
unn orprnized Inbo 2 nmoliery sted?, sn onercting sieff, nrd cormands.
azxong the offices of the operstirg otudfs, or &irectorabes, ag
*

lionnsenent Control, thdch hrd oo one of ito cubordin: te divisions the

- 28
Directorcte of Orranizntionsl Flonnirg.
LAY ad o P e i e AT e L
wne perforaonece of Lrsizs cuch o the one'tidich Lrd Just been

cecorpliched by Shoe Flons Section ves rmide one of the fureiions of

the noy Crronisobioncl Flowning directornbte, vhich vos siven the povwer o

26. Sundeuist, “artire Cremnisation of the Arwy Air Forees,' 35,
Bevernl obuer zezbers of the Purecun of the Fudsed arcd the Alr
Corng ationdcd Lize mectines of tre reorpznlzetion committee.

27. In filez of the =uremu of the -udres, ZFor n fuller discuncion
of this reorgonication end Tor the role mleyred 0y other ine-
diviuvarls in tlhe develonzent of orgrnicutionsd nlraning, sec
AATES10 {rev.).

28, 12 Cirewlrr lo. 52, 2 llzren 12472,

29, Btrterent of Turctionn, B llmre’r 1942, 23, cowrr 1In AESED files.
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APHS-28 ——

conduct studies and surveys of administrative problems
relating to the organization, flow of work, procedure, and
-t management practice. o » o Develop improved plans of or=
Y - ganization and procedure. « « « Review and advise upon
21l proposed changes in organization and procedure which
. affect the operation of other than the originating sub-
S divisions. Review, coordinste, and give final approval to

all proposed adminigtrative publications relating to two

or more Army Alr Forces subdivisions, « « «

To carry out these functions Organizational Planning was divided into
four divisions: Administrative, Organization and Functions, Systems
and Frocedures, and Space Allocation.

Almost two years later, on 1 January 1944, it was divided into
five branches: Publications; Personnel, Budget, and Fiscal; Training
and Operations; Inbelligence; and Supply and Transport. (See chart,
"0rganizational Planning Division, Office of lanagement Control,"

. 1 Janvary 1944, on following page.) In the intervening period the
Directorate of Management Control had been raised to AC/AS, lanagement

.y Control in September 1942 and on 29 March 1943 had been attached to

. tho Office of the Chief of Air Staff. On 1 October 1944 the Intelligence
Branch and the Personnel, Budget, and Fiscal Branch were combined to
fornm the Administrative Branch. At the same time, a Procedures Branch
was added, which was charged with the making of analyses for the improve-
ment of administrative procedures and the development and installation
of standardized practices.so

This remained the structure of Organizational Planning until its

v end, As a parbt of the withdrawal of functions from Management Control

in July and Angust 1945, the personnel of Organizational FPlanning were

o 30, U. 8. Amy Air Forces, Crganization and Functions, 1 Oct. 1944,

Chart 3:'\ .
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ABTIS-28 — &7

transferred to soverel Beodmizrters oflices vhen its dubler beerme the

resconsibility of ecch major office "in its oun snhere of oneratisns.”

. \ s 21
Upreniroticarl Fleanin~ voo tihur effectively dinsolved.,

“he control concent rdonted by the AT in loren 1047 wos o new
idea in wilitcry adminlsbrotion. As euen it vas oiwicasly on
exmerinent, bub one viich vro destived to succeed becouse it filled
o definite need. As long oo f$he .20 vz onell, there ves no norticuler
recron for mencrcment comtrol. Jo the orgerizstlion exnanded, some kinl
of eocordinatip~ wechanisn vas necessnry ns on nlé to elficlent adminds-
tration. She momogsecacat conirol device mwperred first in Heedsuorters,
znd its cuperwision exbroced ithe vhole stoff, Subseruenily, howevcr,
Uother conirol eiencles" begen to rameny -rithin nerticulsr offices in
Hecdronrters ~rd in the comxpnde and continenttl oir forces. By
1 Septerver 1944 there were conbrol ofiices in the OfTilce of AC/4S,
lictericl oni Scrvicen, the Lir Insmector's CGilice, the four conbtinentrl

"

oir forces, and the Troinine cnd Air Tecinienl Zervice Conmonds.
(M¥aD)
Phe Control Offiece of linkeriecl, laintenonce, and Bistributio;‘/,
loter lleteriel ond Serviceg, estonlished in toreh 1043, vos commosed
b7 Decenver 1223 of the Tfollowins bronchess Anelysis cnd Renorts,
Orpcaninetion, fivereft Distribution Comitrol, linrneial, rud Frice
ddjustanest. In cddition, there wig s Special Asaistant to the Confrol

Cfficer for the Swere Frxds Progren tnd an Airveroft Distritution Cffice,

2
the lotter looited ot Patterson Iicld, {)‘nio.3 It is obvious from $he

3l. Ha. 0.1, 30-87, 6 Fuly 1945.
32, Hoo AaD, WULS. Army Alr Torcen, Crgonlzob

1 Dec. 1248, Chart TA,
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SAEEE-28 —

titlen of $he bronches licsed shove trot the Control Office hird

iy}
[Es]

povere over cnd beyond those of & mene.cmont nrterc. Fhe Oroomiccbion
Ercnch hed the wotrer vitadn 120D (16s) to (1) coninet murveys of
orroninndion, nroceliure, cnd metholo; {2) coordinnte afzinistrative
mablications; wnéd (2} exercise control over $ue olloecctisn of Doih
oiliterys cnd civilicn nersonael, In the nerformcnce of there functions
it woriced in cloce collrboration vith Urponirational Flonning,

Yne Control Division of %he Lir Ing smeetorts Office, egtrhlinhed
in Ausaed 19& une atboencd o the Office of the Dovaby, the Alr
Insnector. Its functions weore nartly of o confrol and nevtly of ¢
58

scrvies nobure. Zhe former included tho pover to revic: sad coordincie

oll prowoged forsg cxnd wadlisutions rolobing o lusmeckion, vhile the
lotter included the wrovisioen of ceabril office cervicen for the eatire
office. ke Control Division, oo in IZKD ('ZE:S), mrinteined closs

licigon ith lcar~eacat Control in the devélonmeant oX orpemizotiornsl

 and nrocefural imwrovenenta,

“ae lanrscmeat Conbrol Sectlon of the 43T Zrrinins Commond, vhich

1os enteblished on o4 Bevionber 1948, concisied of thres unitss Orgonicr-
tionnl Flopnine, lannoyery ool Stotistlcal Combrol. Wue funcilons of
Uryondzoslonndl Flonnlns oa sboted oF $he bine vere 3o hnndle, in
coordinntion With A-3, oll motters relaoting 4o rotiv tion or ipmetie-

vntion of orranicrilonn rnd obetions, the frcaster of o

[

¢ Lions, rxd

.

33, Ivuw,., Cnerd 11, Phece fumetions, Tor o chort timo wreviously,
Brd toen nersorzed by the Sdrdulzdrative Iunsmeetion Tivieion
nnd bortore ikt W the Conbrol Administreliwe Divioion, en

at{;ﬂ'owtn of an saninistrative 3icneh esfndliched in lovexber
1242, See MIEI-LL (Tev.).

£ _
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ALHEIS~E8 _ Z9

the esteblichument oX schools or courscsy to ¢liceric office sonce In

hecdguortors wod plen cnd direct office moves; $o nrinboain orpralno-

.
tionnl records ocnd sicblon lists; and o advise the Chied of Stafl on

7
Couflices in JuricGicslon. =

Faonerncn.ly, the duty of ellocating
office svace cnd welntoinlr~ records thereon uocs trinslferred to the
Uffice of the Adjubrnt Geucrnl of the Lriining Corizond,

w2ony the imordrnt sciiviities nerforncd b the Orpo dsationsl

Flonoleo Unlt cober 1t estavlichzeat wore (1) 2 »lin %0 reorponire

ingtellotions ob tle A'D lralaing Coatler Jo. 1, lliamd Booch, Fla.g
(2) o renort sobbins worbh bhe st od cocrwln ©rc.  concolicntion

-

of the Flyin treinins Coracond @nd the Loshnicel “rcining Comuizancg (2)
2 stauy of the wreclicibllisy of cduoiendiclly reducin- the rumber of
subordiacte flyin: nd becimicsdl troinins: couwi aus wnder bhe araining
vo.ssant; and {(4) disbirdmont of all civilica mechimics sclools,
modificution centern, lnstallation wolinbs, ond fecwrilsblon noisnts of
viue veriocus bechnicol freinisy comirads, Also it couw,iled o nev stetion
list, n list of surplus units vithin the vrrioms Tlyie: cxnd technical
treinin ; comonde, snd orgoniccblorsl chrrds of Toih the hecdousrierss
.q ; Z5 o o o g .
end vield insbollcotionn, “he consrol oftices of the four conbtinentsl
the
glr Torces vore orconised clons bhe ooae lines oo 4304 oi‘/;:ainin:;
Cosoond. Wne former, hovever, souernlly includeld vadset orxd fiscsl
functions, rnd in come imchomecs vere unler thoe cowivel of o doouby

chiel of stofT,

4. Iroject Bock: of Lt. fBen. 5. Y. Yount, comy in ATSED filce,
25. Ibid.

o
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Tn the lateriel Cumuond on Office for Orgovicritionsl Flemnninge vos

Lr £t
L) 3 '-30 L) . L L3 -
entabliched in June 1942, Crisincllyr it wos ceb uwp under $he direct

control of & dewuty chicf of stndd, but on 22 Pecember it vrr mleced
under the direcetion of mn Fnecubive for Orgomirciion-l Flranin~, The
office hrd the ;coercl rermonnibility of Minveoiiw tin~ ~nd annlyeirns

nroblens of orppnincsiorsl ciructure, ntilizntion of marmorver, Imcinecs

-

snf. réninistrative nrocedures, ond nmrnsgetent nrocticen,® of ree-

ommeniin: courcee of zetion Tor the solution of thewe mroblens," and

2 ,

of femmervising ie ¢ cicff epnrcity the rwalic~tior of tie recounernded

courses of achtion vhen rr-roved by nirler subhority.' In cddition to

Tevieving ond ronreving lue orooniceiiondl stiructure of the veoricus

A .

elecente of the lobericl Corsund, the CiTiece for Omrnin $lounsd

Plronins revicred ¢11 cormsed firectivon nrior to thelr igeurmee. Iie

)

a

wrofossionsl rosistenee cloe tns ryrileble Moo survey, cnslyeze,’ devolop

[
reconaendntions, cad C.G.V.L'“c on mans ericl -nroulc-.a.""?

.,

“ne root elchorcte control orgemiresion in the fleld was found in
the Air Scrvicc Commard. EHere 1% voe recornired ikot tho excention of
the wniscion of dhe comarnd ven "orioe rily o modter of Dusiners Gond toe
cent ratice born o wdlitiry omer. £1lon, %08 T4 tme for Lhir resson Bhrt
the old fime of reaeril obcdd vre renleect - ¢ fonefionrd orsornicrtion,

1ith sowly, nilntonoree, rrd —erconsed ond droiudn s drisions, It wes

fles for Lhls rocson thetd ¢ Condrol Uffies 1o ocolouliched in the cose

aond, hocdearrtirs, in the tiwee divislions noicd owotr, (d In the .

3G, Be, lnteoreel Cozg,.,- O 232, 14 June 1943,
7. lrteoricl Go..a.-.., Ficela O:Efice Lex::o Lo, M-14, LD Dec. 1843,
28, 430 .omucl 0.1, 15 lapeh 1943, 1NU.C0.

—
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heedruicbers ond divisions of Lhe Alr Dewob Control frer conmmands,
In commrnd herdcunrters tae Oontrol Cifice veg get un ot the

0 =

administretive eckelon. Oriqdnclly 1t wvae dividel inlo four vronchos:
Comwrol Roon, Stotinticel Conbrol, laochkive Services, cad Creenizntlon
Flormin . The lirchine Sexvices ond Statisticrl Control Bronches sui-
seauently were combined and fromgferred from dhe Juricdiction of bthe
Sontrol Officer. UYhe Orponisation Flenning Erench wec divicel into

Tour units: BSunply, lointencnce, Perrommel cnd Treining, ocnd Pro-

Lla]

(e 8
cedures,” Ita functiona vere o mointain lieizom with the control

sectlong of the voricus brenchen; devclon immroved orsoniretion cnd
prococurce; recosnond the cormlenents of militrry cad elwvilica vwerson~
nel for hecdousrter:, depoie, cubdesnis, rad other lnotollotione:
reviev, edit, trnd (wrrove sfministrotive nublicationo reloting to

or nnlrcrtion and nrocefnre; sunervice the internrl reroriin-~ crrtem:
ond eoordiinate o1l roouests Tor stobiablicsd informcobion.

.

Luc theory underlyings both the funetionsl orcemizotion ond the
confrol ofiice gyratenm of the Alr Service Comusnd 1irs thet of decentral-

ined operction rnd ecentrilined control. -hese fdersy vere defined elerr—

Decenlrolired omerciion merns pexisun cetiwity st 2
lover echelon vith minimum recourse o hirher cuthority: within
the cewo echelon, it merns moximamm cetivity of ecew individund
vith miniron reference to his chief, Dezentrolized omercihion
implies aelescbed cuthority.

Centrsliced control is the necegrory comnlenent of
Geccontrelischd oncrotions; 14 i r coneripeted force to Lieew

39, ILbid,
40, Ibid.

T ~
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theo orgponlsefion tosetler. It is exercised throu -l orgrnd-

cohion defined rg fur r£ rensonnbly wescible, wrormuleosvion of

nolicica, steadrréized nrocedure gseb Torth in debell, reder
flov of rerorts woweras nd frecuent inewections.

I% misht be ~dded thot voblh the funciionsl orpomizotlon and the
re-cdismaent of the conbtrol office Ffollowed n survey of the Alr Service
Commrnd Ly reororontobives fron Orpenizrtloned Plennins in 2&F Eeod-
muarters, In Jommery ond Februsry 1943 o steff from severnl of the

branches of Orremizsbionzl Flonnine cwerht rbout three wechs et Depton,

* ~

Ohic, revievins the orponlrablon and nal-hing recomwend: tions for ime
provezents. In the eummier of 16 the labericl arnd Alr Sorviec
Comcands vere comblined, cnd by #1 Au—ust 1844 the nrocecs of corgolide-
tion hed resched suchk o stn-e thob the officlel ~nnouncezon. of the
crocblon of the Alr Pechnienl Scrvice Commond could be medte. ™ 45 a
pert of thie interration the control offices oi the $0 comarnds vere
conbined intc the Conirol Office of the pev Gommsnd.

Althourh lhe morncoexent conbrol ides ves discorded ofter three
znd » hodf yeors, it vos not lelt without 1is cdveerwen, 1%c successes,
cad gome odoitbed foilures. Its afontion in llareh 1942 crme os the
reguld of & numbeor of otudies cnd procozels modo durin~ 1040 cnd 19841
by men vno bellevel thrt the nrinecinles of btusinecs mrrroenent counld
be successinlly owmlied in o military orpeanizntion, Uhege fen were
Zorl I, dibrert and Jraes 0. Sinniren, Dbl Col, Ipron I, Cries, Oont.
Jones 1. Forrer, seveorsl coobers of dhe Eurern of the Judect, ond

neny ochers vho nligyed si-nificond wub nemeless roles, Lhe ides seems

*

£1, 57 Rer. 20-43, 2L ime. 1844, See Chope LII, fhis studyr.
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originelly to hove becn fostered by Ritzert, vio lont hrd been ezzoci-
cbed 1ith tuc Develonment Section of the Insweetion Diviasion., It ves
chly suwycorted by Simnipon ond Comiain Ferrer, Zhe role of Coloncl
Gaben wos the mosht dynamie, since it was he vio nelired upon the idea
rnd zeturlly out it roreoes,

¥
It could never heve been odonted, Tovever, but for the faectbs the

the necd 125 so obrious snd the ~rineinle hed been sumnorted videly in
nomnilitcry eireles. The cir srnm of the Uar Desortment hed enifered
in wrovious yemre srom fronuent resrgraizations, whe veslmesces of the
0ld organizotion end gome of i%s nelhinde tere inbensified rony tines
over with the comln - Jirst of the‘e}';gcms‘.ion nericd rnd then of wrr.
Furthernore, buacre wogs the foetor of preater outoneny. 411 of these
combinel o crente the pecod. The roouli vrs on emmerinent go for as
militrr; orpcnizatlon vos conecerned, 1Tho erpericent, hovever, vos
tried Ty obher Lecfounsricrs offices snd by seversl asojor cormrnds of
the Ll Lhese moncgexendt conuvrol oifices continmued o oxizt even
efter tne one on the hishest ochelon hod boen elimirsted.

Cppesition secmn to hove devcloped to tie terzs "monrgement!
and Yecontroll; in ibis resnect, it would seem Juct the funeiions
collinn vor céslnintrotive uides or mrannmericl »ide thich affeet all
agtalf offices could heve bocn cenbrally directed tithout the uce of
terpe incomsistont with troditionsl militery lonmranme. Jhen, too, tle

funciions of Crrantzobionsl Zlanning threw it inlo close comtcet vith

«

every other stolf ofilce, ord the noture of its mission fresaently led

%0 differences of opinion vetveen Lhrt office nnd the other offices.

Hrd lonogeaent Oonbrol, or more speoificclly Cracmizrilonnd Plomning,
1

confirel itcelr rore closely to tlhe surver and wlonnda - Yunetions rred
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44

been less concoract with achtucl operséins sebivitles, it mipht botber
heve nerformed its mission ond Iongcr survived the curmlctive dige-
eoprobation of the seversl offices. ALlthough the furetionz of Orgor-
izationol Flonning were delernted t0 the secversl offices in | heir
"oun avhere of onerotions,! the eifect cowld herdly be the scne sinee

vhot wio ledt veg severtl listle grouns viihout ooy ecoordinsting acency.

o
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Ia AR I IS RAVIVS L LAEILG 1D HooDTTAns 3o w0 D II750
Whe ne.oTondun of PO Jonuery 1840 wiolch wig swomltbted $o Gencrel
Arnold Ipy the conculsont oroun on orginlrailon eauser: el weoven major
defecls in the exiotin: orpanizotioncl structure of The slr oro. Lhis
chrnter ic conccrned ith only one of ihem, namely, ihe need Jor regu-
lstin~ porticl rcorsraisctions, ond igs corollery, the plenrdng and
eatabliskaent of r more efficient orycmizntion, «he renort of I0 Jor-
uerr noinbed out tict in the wroctice of meliine infeoendent ckonzes in
oryenicotion vithin offices, divisicons, and gscetlons, nrovless wore

concidored indivieuelly, Mrithout resrerd to vertierl and korizombal

-

- relstionsidpe vuilt wo crons umibs vileh ore cxecutin. mrris of the
anume job." Euck Mpicecrmenl reconstruction of sutordinnie units' nearly
alveys irerccocl dunliestion of funcitions. Also, fhe reoryenisevions
ofkern ‘rerc corried oubt nootily and vere made Ty officers vhe could

not be objeetive oince Lhwele 0a pOWErs uere {avolvedst

RBesected chrrnes ln orreaization ore effected vithout oay
. ohuemat of & re-geflaition of funcilons, thas loyine the

B

1. Swamsry of the renort in Sundeulst study, "erdize Ororalzcotion of
she JArmy Air Forces," 04-25. ‘nllsce Olarl:, nrenident of the

- pmeme ~ocat opclpeccine Tira vhieh surveycd the Alr S¢47 in the
* frll of 1041, stotod th-4 mony deciclons on cir foree prroainge
. tion hnd beea mrde foccordins o their exmected effect eitvher for

or osreilnat the foruntion of on JLir Torce souorcie Tron the 4TET.

“ris hra becn unfortanche boeruse it hog frecuently releeted sound

.- orrouninntion to sceond nlsce.! {rallece Clexl: o Col. O, B. Lober,
7 Qct. 1943, iun AF3E0 filcs.) Jnis comazcnt s, of coursc, subject
o Aifferin~ inperarets tions rod evalurilons.

e
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ground worl for o111l further $inizerin: vlil the rlminic—
trotive seructure. Yhe Troguency with vhidch ner wlons for
nartinl reor;cairchion cro intromaced, indicibes thod the
rmbocedent nlong Love been caonted rithout sderacke otudy
o intcrrelotioschins. ‘lemns shonld be nrovided bo control
tho seono and direstlon of dlvisionzl reorjcsinntion plond,
ther oy obvictins the foalys £hot o imhereat in tie
present nlecemenl pros

Oune of the futles riven to Crpanizo jomel Firmnirc in lrrch 1942

ves thiz rosher nenctive fanetlon of nrevontine i1l-conaldered cad nn-

= .

euthorined atotlcol recesoninntions. e Tirst major boaln ras to monitor
the reos~cnizntion of lwxch 1642 cxnd in so doint to Loy mizas for sub-
cernent ormpnizrblionsdl CanIDC. Gireulsr 59, vhieh effectedl thn WET

1 -

Dencrtaoat reovrpairetion of 9 Temen 1642, sch wn & neriod of three

sordhs vithin which tue nev drmy orsonizotion s %o be service tested.

1t wea mrovided tiet the vorloas divielons of the Gonernl Stefl end

the eoxmrniine gererels of he Air Foreces, the Jround Zoraes, cnd the

Scrvices of wunnly nolio rotounen ~gisns oy 9 June 1742, In dhe AT

the chiefn of rll divislens (e girected bo submit Hhelr T eCOImen -

pions %5 the Deyuty Chiel of &lr 3tcfi veftore 7 June. .
ta o result of this dlrective, co-i.onto crme both frox Heodounarters

_osTices tnd from the field. "ae moct frecient over-zll criticism wvas

thet ecen of the buo sbefiu, inrsend of ecomfinin- iiselfl teo it ovm

itelé, wee Derforming oIl of the funcilons of the othor, Olher cOD=
menbs chressed the Frebas wwh (1) tlie frilurc to Celinente cléaxly

the resronsibllitles of the nolicy smd operchin~ ehefia hod nrevenbed
o decivable deccoirelizrtion; (2) the fir Shalt L4 mot rov vhat the

dircctorates werns dolng ond vice versas (3) there o nobt even eoOT i

peiion cwons vhe fAts,¥ much t1ean cmone the directornles ol bebreen
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the "Aits" and the directorates; and (4) the continual policy and pro-

= . cedural changes reflected poor organization and staff work.z
A1l comments-~some of which dealt with detailed difficulbies--were
. referred to Management Control which, in turn, evaluated them and sub~
nitted its own recommendationa on 9 July. These proposed a number of
changes, the chief of which was the consolidation of policy-making
{Air Staff) and operating (directorate} functions. The proposal for
the elimination of the directorates was justified as follows:3

Experience has proved conclusively that while dealing in short-
ages of both personnel and materiel . . » the organizational
need for a policy echelon and the need for an operating echelon
within the same orgenization to execute such policies is more
theoretical than practical. Under stated conditions day-to-day
policy and even long range policy cannot be formmlated with any
acceptable degree of accuracy without complebe comprehension of
operating capacity and of what effect even a slight change might
. have upon operating schedules. Therefore, it cuite obviously

.- follows that in order to achieve the most effective and effi-
cient results, the office responsible for day-to-day and future
o policy should likewise be responsible for accomplishing desired

- results from an operating standpoint. ZLny office can unquestion~
ably be so orpanized as to perform the task of policy formmlation

- and operation and yet be under the directiodoi‘ one person, The
consolidation of these two functional }evels will eliminate one
organizational layer which now requires time«consuming coordina-
tion, results in divided responsibility, and often results in
contradictory directives to lower echelons of command.

This proposal for reorganization was not approveds

On 4 August 2 conference was held upon 2 call of ¥sj. Gen. G. E.

2. All comments relative Lo the working of the organization of 9 March
1942 are in AFSHO files, For a fuller discuszion of this subject,
" see LAFHS-10 (rev.), Chap. V.
- 3, lemo, Col, B, B, QGates, AFDMC to D3/AS, 9 July 1942, in AVSHO files,

S
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Strobencrer, Chiel of Alr 54afl, to clescuns orpeniscntionnl nroblems.
Heny of %hac commenba of June vere reitersted nnd others were cdded,

et it vre decided thrd the orpomicotioncl structure vas, in the mnin,
satisa’?actory.é Sono eronges folloved, hovever, on € Somberber, the
principol one from the standnolnt of this study Leinn she trc-.n;.'.fer of
Lenpgenont Control froa dircetorcote  to policy stelf stotus. Eetweoen
thet dete and $he Tollevrine liorch there vere fer orponicationnl chonpes,
but the erseaicstlionnl froaevorik wis e subjeet of conblmuins stuly.

Cn 5 Februory 1943 the Chief of Croanlzotions] Plonnins subalibted,
throuch lsneocument Control, to the Comoanding Cenercl o wproposel for
reorg;anizaﬁion.s Uhis mlon resested the recommondstlons of the wrevious
sunmer for eliminntling the dletinction bebireon plamning znd onercbing ,
resmonsivilities in the ASP Hecdrusrbters orgonization ond nronosed o mliri

ber of othor swecifle chanses. This wromonel slone with those mrde

nrevicusly estrbliched the beogis for the reorsrmisc.ion of 29 lioarch

-

o4z, Lone modificaiions snd rdawtrxblons were wrde, ond the resulie
ing or-mninedion climincted the dirtinetlon bebueen onerctin~ amd
pelicy functions by counsolidobing tne directorntezs omad moliey obodfd
offlces inbo six orvices of Assistont Chiefs of Lir Binff. Sonme
suneiions formerly morlormed by the dircetorantes vere cosismed to

£leld zrencleg in line with the nrinciple of degeoutrclization. Hals

:fs

Brief of cormenss of officers im conference called by OfAS for
varnoses of discacsing the orespizoiion of He, A4, in ATSFO
I“j.leﬂo

5, llemo, Lt. Col. 4, 8, Clerk, Jr. o 0, AT, B I”e'b.’l‘.-"'-l-g, in

FLA]

ATHE0 files.
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crowoing Gefinisely roduced the goon of conirol in deozdounrters

and build on orsenicrsion slony Tunctionsl lines--one of the mMmiding
doctrines of o1l char~cs broushit obous Wy Cranizotionnl Plc-min;f.s
In aédition to mlonning for the reorponizoation of ioreh 1847,
rpeninosioncl Flonnins ves rosronsible for rumeorous oryunmirstiornd
studies voth in Hecdouwrrters smd in the field. Whese svudies olmost
dery clossiflcatlon. %Whey tool: nlace in the office of every acsistont
chief of Adr S%af?. Uher wero sromited by o vericty of reocsonnm, rnd

tho results were veriel. Bome stvdies srere initiatod oy Crponicationsl

Plronine, wat o lorger nacber vere remmeosted. LVhe most losical errenge-

oent 15 o cleccify thoa oo oither (1) funcbioncl, {2) jurisdictional,
or (2) »roceimrsl. thourh these clacsce overlon te o conciderchle
cxbont, the rwoin outlines of cnch nre reccow . nly cleoz.7
wae fanetionsl sbudy ng conductod mrimcrily (L) to desternine

vho ves or woo not norforning o funcbion, (2) %0 deberzine o should
peviori o ucir funchtion, oud (3) to eliminste unneceaerr; functions,
cunlications, tnd convlicls, On excarle of thie Toruer fyme of sbudy
1rg Lhe survey of the Alr Insoeztorts office mrde ofb the rewcast of
Cencrsl Joneld in 1843, Uhis of Tice b been investi-nbed mrevicusly

by a voord of orfficors, vhich hed resoried o perious breciiovn in ciiw

ministrrtive insmectlion over o concidersule peried of tlome nrd recom-

6. It 1oe b the resrsuniostion of 5% lnweh 1042 thot llsnreeaent
Control tvre citrehed 0 the ofTicc of the Cuief of Ar SErif.

7. Ib ie pot the surnose of this monosradha to cireure, rocoriiins
b9 bheoe clro-if.coiionr, cll stucies of Up,enicruioncl Elrnmine,
Rrther, some corimles of eceh 1vill be sget Torth.
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mended o rencrel overhouling, svrenvihcuing, cridl exnoncion of AAT
cetivision in $his Tield. rnrrement Uonsrol 'wvn therefore directed
s she Calef of &4ir ®Eafl o formulctc o defimite nplon for the ol
sion of exisbircs incpection fecilities %o provide o~ vell-balanced
vechniesd, toetiesl, and rdministresiive incspection cervice Dor all
unite cnd cotivisice of the £47.°
The oiudy viiich resulted from tue dircetive revievred the nisiory
of vecinicgl incnection froo its estoblishient in 1927 rmd declored
Pheot the erotes vis "coumlebe cnd wrolicleab.” Vhe stady recomnended
.t the syoton be contlmmel Tt be trimalferred Oow the Swervision
of ¢he Tirector of lecimicrl Servicen to Jhe Oisico o1 the Alr Insprotor.
Adlinistrative rod toobicesl lnwpectlon vrere found, lLiovever, %0 be under-
develoned. I wos therefore peeonacaled thnb fhey bo emncnded into
gysteas similcr to thrd in use Dor beclnicod imzmeeblon. -he study
cleo oudlined o nloen of orpoepicotion for dhe Lir Ingcnechorts office
»

cnd urged bhe areycrotion WY obhat ofdice of rorud:tlonn (xnd noracls
neces.ciry Lo vy tlhie recomnendi.long inbo ai‘i‘cca.g Z‘ile result 1w the
puclicntion oif ALY llesorandéun Zo. 120-3 on 22 dedybeadber 19432, <hich
incornorated tie cuy eations of lion- ccmonl Conviol.

Jasthicy faueclon~l Zvuyy, in vuich Orqondirotionnd Tlomnine recintad,

b

rogulied in sheo ectiLlichnent of the Alr Comgrwmlceoitions Divieion of

8. Tor o fullor Gincaucion of vhic ntudy, cee AAFES-124 (rev.).

9. 4 wlna for the Xmssnoion of LI Iummection Aetivi.ien, mrenored
T e Gifice or Jircoter of lionr remeny Controol, Crsonizoiionol
Fleasins, 20 July 1942, aornd aizieiments, in AT.OF fileco.
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Oserisionn, Oormaltmeats, ¢nd Se~uirecmenss (O%R) vith furctions wiich

included 11 nnjor eorzmanicesions resivilies im LerfounrirsS.e  wie
Qfliee of Flyip> Sclety ond the Veather Vino wore the subjest of simila.r'
sbudies, oLl of vuich resulied in reoranisctlons. SYhe celivitlen of
tho «rolnlne Al@s Diviosion vero revieved, vwith resuliing reorgonire-

-

tlone Sinilar studiug verce icde in obuer storl offices ln Herdmacrters,
Az, 10
“no scoond fioe of funetiorsd stuoy vos for {he surnode of detri-

pilnin- fue orprnizn.ion or pponcr vuich shoald nerform o nes Tunchtion.
Suen noonosols uswrdly cnme .rom cuselide lonceeaent Uonirol snd fre-
ouently verce oceomicnled vy gsudicg of the subjiect mabicr. Ao exrzile
of ihig wme of mronootl ig Lot node to the Comondins Geziero_l Foo
the Orflice of the &osigtont Chief of Adr Stoff, Personnel on &9 .7

200 on vac subjeed of the dismosition of AT officers rni culisted
Len returned frow over':em.ll Lhe nersomel stud nolniel ove trd
by st 1047 the flov ol men frorm oversens vwould reopck fnoroxinctely
B,GCO »n ponth rrd vovld core thra douwile Lich fiyvre viioin o retr.
A% thoe tvire the otud- vos rode buero reburncos rerce beoine asniqned
Girectl;” vo the comzomds vione cedivibles vere dermed rmmrojrinte to

tie mon's exmerience, 10 cerceniur wi e {done o Jeboriine e yubwe

10. &Sce Hue newo Tor Li, Ool., A, . ¥, Deichlor by tle culete
o tue verioms brenehes of Urpanicctlonsd Hlonnin-~, 4 Jon, 18I,
~ere nenefondums revice briefly the wrizeintl secommliciments
of erck bremen durim: the srevious erlendrr yerr. (Comlee in
LEE0 £ilen) Tor tu.e role of Orrenicrblerad wlownis cnd
lowir cwwcnd Gonerol in 7 ¢ oobeullsmment of the ofvies for crosran
¥lanain: azd Oonirol, oo «ArFE-10 (rev.).

11, %o foudy one rolebed mesery ere Tilcu in tle Fline cxd Linricon
civinion of 20/i8, Personncl.

.
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disrosition or utiliraefion of vle hoonidtcliced, fril-ued, incommebent,
or contoninstel. Whe study tlhierclore recormenied Hhot mn deny Adr
Yorocos ncrsonncel rediotribubion comm-nd e egbebdlishe” 4o receoive cnd
ﬂis,:osc of all wercounnel roburned fron oversens.

Lhe recommcnictlons hovin: becn orowored in wrinciple, there ‘
rcﬁainecl Tor Urmonisotionsl Plruuin~ tke Job of acttin un the nevw
orencr ood Geriring itc nisccion., ATber further chbudy :xd confcrence
vith fe CiTice of Asclatent Chier of iir Stelff, Personnsl, AT lenow
rendun Lo, Z0-7 urg igsued on 7 Avrmst 19903, t eatrivlisked the LZroy
Alr Torees Fersounel Redlstrilmbion Confer, on exsmted netiviiy under
the wirect cunervenion of £0/43, Porsomnel. A8 core mon returned fron
the coubet Zomes Lhe ipporbiuce ol Luc religiribublon cetivliid; inecrecsed,
gnd on 1 Juns 1844 tlhe Aedictribution Center woe reoiecirnnked e the
~AT rerconnel Bistrilubtion fonvsnd (nd iven brorfer :.:”u.nct'mns.l’r'3

Gther exenples of offices seb un by Orpanicrtiorel Flerrming to
nerfom. nevr functions included ohe Sncelal fsciscont Tor Anti-2direreft,
bl Sheelsd Azolotrnt for the Glider Frogrom, tae Givice of Lerislriive
Serviceos, the Air rrovesct Isrchnl, the B-29 Specirl Frojechs Of'i‘icc,

13

ond the Ground Sofety Divicion ol AS/4S, Fersonnel.

4 third trme of fucciiorel atu’y, intenied 1o eliminate unnecessory

3]

functiong, wos illustroted by $eeo surver, tnderiolien in the sunner

rnd 2cll of 1844, of the erpanirciion cad onerntlons of Stnilokicsl

#

12, A fer. 20-49, 1 June 1047,
13, leomon, bremeh ehiefo, Crornicrvionnl Flomrdns to Lb. Col. Re Z. S,
Deicnler, ¢ Jom. 1844, in ARG £iles; euo, Oulef, ST Lo
. v. e —ma .. . RSt Py ~ X
Culer, ~2T..0, 55 Zeo, 1044, Teb J,in JTLGE filec.
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Control.l“ Jue obuly wointed out bkhot mndouwwtell; the mission of e

office vro Loiuw merdorne” mnd tlob tho cehievemecats Ind Leorn oute
ooapdia: {(sLore Deine no comrracle sooben of Treb collectlon cnd
conlynls cwnvhoro eloe in tio crmed services). It tns nolnted out,

=

noverer, tlat Yovery mewns chould we eployed bo cosist §h

=
0
o)
=
=1
[
L
X
o
3

i~

te niss

|..1.

in the serformence of on, " end o $ird cnd it vio demireble

|-!-

to deberrine the cepmnicrtlon~l aad oncrating nrocedure best sulted

bo the oot efficient ond effoctive nerforzomec o the minsion of
Stotasticnl Cortrol, Fhe commiuvter feolt 1lint neither the orgrmicriion
ror tie nrocoiurcs in elfect wvere the moet erficient i1or tie cchier
oent oi hhe Cenired enda.

.

imen of 2% s conpldered ineffioimt o incsTcetive veon

attribated o0 cn "uncontrollel? rrovth of Stotistiesl Control., The
fiee hod orl 4inelly been tuilt to £i% the Healourrbers orcrnlroticn
in worue of $ihe tise of ito eotrelichncent, ond it W d rob cionmed

wlth Herdruersers rcorynirction. Bhe precourc of bucinees hnd
Iroomently Jorcedl ohe cddiiion of mer unlis vithoud much considercsion

o,

of the foet thot thcizr Jvactions cubt inbe those ol tlie old, The

goerrreit;r of broined nersomncl lierice bod esnorivuted to o heokorerd
rovt By cecrebion. <he eximiings bronelies veore ot cetablichel on
r fore{ioncl Bosigy nor win bnere inecludeld in coy one bronch oll functions

ncecesgiary 0 buc nroduciion of o F A renort of p slngle cobesnory.

14. whisn cwvne, setvelly condueted b & comuiuion of Jmnccscent Control,
1Af NOTLLAD Laf LO08% intearive one acde b Gt oislec wnd migfht
o ve clireificd ro o wroccfurrl ctudy. Uhe documen.s vere
1ocntc:1 et tae tine of use, in B e Lxecaslve Oiflice, ATILO;
tuely wrecens loesbion is unkwovn. or a full account of the study
and the fate of the recomendations, sce draft AAF Historicsl Study,
M3tatistical Control in the ALF.?
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s
Woe resuld vas CiMlicully in deberninlns vwiselh wroneh sbovld unfer-
S take nor vorli. Lo jendency Lo cotewlish nev brancles for ner re-

h

tivities rod continued; &md, in.come crses, dunlicction cnd on unsound

AT

n of recwonvibilid, - hod reoelbods Dicficul uien coul’, in the

£
<
$de
0
ey
[«}

. el - . P o

unin, ve corrcctcd o irroveld orgrnicobion,

wne proe-voluie obudyr Jhen dicewiscd fue sowwrete broncues, thelir

-~

funeéions, ond aroccdures, rnd acde resomendin.dons Tox elinincotin-~

or comuining erinches, tronferrin- fuscvions onu ocrromnel, znd for

- L) e e L] > 5 A L} .
the institution of more eficebive proccw.res.l Limcuoslion itz
Stotietienl Control broushd rdeotiosn of severcl ccobures of the
st.dy, fur.her considerrsgion or odlwers, ond regect:.on of gtill others.
Althouh mot cll recom.srdsiions vare necepbed, the end recultd top a
S . o . 18
- webior-or cnised nealoucrbers oxiice.
Ano gher Irind of functionsl oiudy, or oncrniion, tiet Jid mod fit
exmeetly ony ol toe weoisnnteld elosuifiorbtiona of sunc.lonad stulies
» wut hed choreeteristics of ell, concorned the trrucfer of certcoin
-, ¥, ity ™ " L] l? "
sunc.lons rrow the Sirwrd Corng to the Jal, It comermas Bnod
Cregonicccions] Flomning: wlopel on incirnilicsat role in the =reliminariss
to the decision o tremefor the funsilons, Ibs nwerd, Loverer, in
. . . " ﬂ
zonltorins the wrojcet in the rsetumel cidiltin - of funciions rand

freililics vor on imrortont one ond froun ot ulth aony condlietins de-

teils, Zhiec shif.ings involved indensive voris ower o neriod of -

- . 15. {ane recowuende.ion, videlh vould feem L0 ve lecs pouné bioon rong
0% tue ObLors, Wi ftunt All sn-lroig De done un one brench rother
o, ren oin $uo mevercl urorelc unere, noburelly, mnovledsoo or o
N norticulnr re-crt or subjcet v o aore inbimnie.
16. See draft A&7 disteriecd Stuf;rt "svotietienl Control in the JOF.H
17. ‘oz o .Lu_l cecoant of tlis wrensfer, oo SWlld-10 (rev.).

a -
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ALTERD -
*‘ﬂ-».‘ _ )

ronroxiie tely cisnat monulls sue Dod not entirely onded vhen Creopminee

tioncl Flommin ccrged Lo cxmlat rnd 1.o nersonncl vere tronclerred o
obrer oiticeg.
Jurisdictionsl sbtndles werce tiooe 1idch involvel relasicd or

- - 2 ] 3 . .

conrliesin « furelion~, or vhich delinected the juricwietlon of oxTicce
perfornins similay cebivities. ek ol chie voriz vas of o conference
roature: bhot o, 1% ves snedtlel in conference Letrest ronrogeatatives

,

of Or enizesionsd Zleoonin~ snd of $he olficos corecrne

il

~
+
3
(]

é prent de

of i% vee oo of o proccimrsl nabure, or in cooc eroen it resnlied in

or:criretionsd clwrrrer., An exooole ol wuls Lppe of zelivity ia fourd in
- *

commection wich o pronesel ur the AC/L5, OKR {hrk corsnin AT nhotow

fromhic unite be conwolids ted. 18 “nie reeommond.ion vos pnde oo A
eculi of ¢ obudy by the Reconucisscace and Fioilorprpuaic Bronch, He=
cuirencate Diviclion, COGR, vhich showed ovwerlemning resronsibilitien
on tne ward of the siwbosrrbidc Fochnicel Seacdrom (0G41), the Inrineer
Ariation Sopograsbic Company (13%), the Fhoto Intcllircnec Debnekrent
(Incellipence), nd the Ehoto Froeurcacnt Deinelment (GJ&R), 0GR

-

poinfoined $hrt I8 ner cont of vhie ofificors caod enlis

tod men (or o
tosedl of over 1,000 wersoanel) could be crved by the comsolidrtion,

«iig prowocsl tna rojiccted, hotvevor, by Ilatellifcace oad by LD,
Uhe fermer malndzined $hot Lvhe rrencies vere pomplooonbery cnd thed
there 1 2 no ouplles.lon or consliel of i‘uncu‘i&ni‘:.lg e lolier licted

-~

vhal it Polievod to uo the Tunciions oi rccormnicrmonce avlioiion and

18- 16‘1‘10, ..G/J,.ﬁ, Crcs--i- uO c/-ﬁ-‘-i, 1!.? annq 10[’,‘,:' ln -i..uC.L‘ ‘il@s.
1€, RE, 19. 3, 8153, Iavelli-esce to Cf/48, ¢ Jra, 1847, in

S s .UI.’ Tilec.
4
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declered thot "ony other furctions cx cebiviiies now corricd on or

k3 -

lw pronotcd . . . (e concildered to be encrocchments on the noairned

funchiong of ine Inbellircece Officers ond will teaxd bo result in
- . . e 20
. ! guplicction of cfiori.”
lenaresent Combrol, cfter cu extensive ~tudy of the nrovleoz,

come b0 the cornclusion vhot the recousmerdaiion of CGO&R wro "in line

with the efforts thic office hos Peen meizlng toverds develoning noTe

et
Tuncslonolised and inccoroved AT wnito ond orpralcciione rYor both

by
. thecter ond Zone or Iuterior oper;.i;:.ons.““‘l Lherefore it recomcended

ooprovel ol the recomucndasion. However, sbelf suncrvision of zost of

P

N . R . o B8
thece runctions come e rest vith COLR.SY

Lae third tyme of sbudy asde b (rgmpiscilonal Fleaning wios nmroce-

Gorel 1n curroebor. e wgce of judicious shortcuts in rrocclure oo
o pooos of exmedibin- onerctions wrs authorized by the War Pe~crinent
Circulur llos 59 vhich elfccted ke reorgopizstilon of llereh 1642, As

i

v o rosult, the Cnlef of the Air Btcdf ordered r1l dlrectorstes, divislons,

4 ]

and connonds “ho deberuine ihoce tymes of corme - saniuzd, .rilzdarly
thore betveea woshii-bon rmd sermnaeat iastell-slonc la the Tield,!

tret coul.s pe "arndled sotlosueworily sdthout tremcalcsion un ond fovn
the eliwmnels of co.mrad, owd to deberaine the sovd Mreet rmd ewwelitlous
routin: of such corresoundence.? Lues vere inciructed furtaer to ceb-

@it to Nepsgoaens Comsrol o wlan for the emmeditious hyndlin~ of the

arineloal brore of egrresncniznce ond to anie miw~estionn for other ip-

£0. B.R, To. 4, 20145, 1209, Adr Sa<incer to OfA43, 50 Jon. 1944, in
R IFOR fileo.

. 21, D&, To. 8, Colef, ATL.O o OfL3, 37 Joa. 1944, Lo AFIOP files.
i 33' Eﬁ‘_; 00 Ib 3:’—'10, l‘f. -f.:a.::o l(é—“:—-
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L FIB-23 — 57

provemcnds in sroeciurc. Loxsoestnt Sordrol in tarn wcs Lold to rovier-

tie wronosed nlons, nromil, e tusse b b vere mosrevel, nod Nresnre

P51 I . - o
Mltkousk ¢ mumoer ol recou-

perdntlons were maGe by tue veri-ms oflicors, nd 3 morbent ehonso in

porcesyondenes reruliblona were erfeeted oo vhe tine.

On 02 Aun-uaet 1052 Heodrucrters OfTice Tuotraction 0. 60-16 broushat
ander tha' Juricdiction ol lenoocueant Conbrol £ll nrocedarcd, nhHemd,
forms, ood ingtructions pffczbins two o LOTO Herdenrrdore offices.
411 proposcle dor cLrate WOre rormairel o be ecordin Sed uwith obher
ofTices 1lijely to be affccted velore sucmission bto lanr~enent Control
for fipal robion.

Alshenek Creonirotional =lamnin- wrs glven crmle norrerd 1+ resnect

B

ko A7 Eoofaarrbors ATOCEIUTCS, i1 @id pot do r~ mumeh in BBiC

1714 n3 it

[
Lad)

did in orpromizabionrl nlonndni. The weinelascd exeontlon S the devclon—
senk ord use of so-ccllod W:eher Robbite.”  Lucse ere arocoedure chorts

or onercitiong which igvolvel o mmvor of Hcodrarrgers offices., Usarlly

L]

tuey verc done ln rrirs, one nhwovia e erioline Hroceiurest ol the
other Hhc recomaonded ~rocelarcs, At o cad of sa~ach 1944 there
vere spororinately 70 sach chords eliher nrojected or in oroceln of
beiny Grefied. Cworples ore procodur et ia deaftin~ tobles of orgtaise—
tiom, t=blez of occuipment, tobles of aigbribution, cul toblen of ollor-

onces, in moving o unit to o bienber ol oneroblons, in cebivoiing rnd

derctivesine o chation, in rlloersins ond movie” cirerrit, rnd in

o5 lemo, O/A5 to €1l directore fa. sniefs, Ho. AT cad O0fo of 227
-

Oaman., Swil 1043, in LAY ms,.os, Corrers.nieace Regs.

*
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24
sattine wo or cheonrin: o Hecdeurrbern ciflce.
In sddigion o drcftin-~ Yreser Bopdvits,” Crovaiszt.ionsl Flonning
LY
oleo 1:de seversd aiseellpncons —recoawrl stulion. Cne of She mond

i—‘s
1—'-
fate
ta
g.
3
2

irmortont of these tcrlt writh the eonsolidition of rll o
end. monitorin- imsiruckions on cirerots distribution. Jn dirercTd
Digtrivution Cifice wreo seb wn in Derton, Chio, to nerfora funetions
formerly exercised by tue Ustericl, .iliv Szrvice, ond Alr Jronconord
Uopzondr, In cdfitien, o etaly of £ll tlie nmrocciures used in the
lloertion, distrivaiion, osad sonitorins of rirvernlt deliveries cnd
modifientions rag o-de, vaich reogulited in the wermnsfer Tron CR fo
1200 of recoonniility Tor tle acchonlenl traacaolscion of erders to
‘oe three couondy nro.gd goove.

B

Croonicationn) Plomnine alao rarciotced in Grevrin uz & scricn of
I 7 vrocuresont lustruetions co.prreble vo the rrocurcaent remmlntions
of the «rr Depariuent. It ihue elindanoted o rofhcr blferri-mior sye-
Sem tlhit ood exizteld in tue moed, rnd wrovidel a1l LAY contrreting
oificers wich o sinmle womael of ALY procurcnend wolieies ond pro-
cedares,

In eollaborsiion with the Tureru of the Zudnet ond the lrwy Devorb-
nont, Cromanisctionsl Flonmnine cade a thoroush sarve; of secarity
nolicigs cad nmrocedures for the Gomercd Btaff rnd ihe Tavy., This

study wre undortalion in the belief kot Guwrin » the delfensive ohsse

of tie wrex boormich nrotection Lind been recorded to relmbively

84, Bee nn~o lolloinn for o "Peter Fobbit! shovisns the mrocedure
in moviz~ o unlt to o thenter of omer:cilons.

.
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anizportomt nlonlo, cnd thabt o revizion of policies rnd wrocciures
r, oo desirgble. Jaiber visits to the Air Serviec and lateriel Cozmonds,
25 well as Bo obher ingtollsations, recom.endrtlons vore mrde reonordlns
i 1
nroner methods for securin-: planss cnd foellitics in the eondineatcl
United 3tobos.

Orpeanizetioncd Plooninz oloo sp.rve;rea. mrocedures ased in estoblich-
ing wriorities for wir rzd ucker trontoorioblon.  Lirdis survey resulbed
in the crecsion im OOLE of the Office of Cronc-ovbchion Friovitleo.
Another stuly resultod in the nroncrotion of & ruide for %hae lneeti-
vation snpd disocndmont of ALY stouions rnd orgonloctions., Heveral nro-—
cefur:l stuiles in the Tield of sersouncl also rere ande. Cue of
snese rogsulied in the estebliskment of ¢ systan Tor esnifxdny, control-

Line, ond reportin~ Heodewrriers militrry and cuivilimm wexsonsel;

25
cnother cidef 1n theo robiint wn of civilian porroll cudit nrocciures. °
¥
T e sbove exnmiles ohov thot Orpenirationnl Flrmmdns Ty no nesns
- ne~lected the nroceiures ficlé. &b the scme time, hovever, it €id nod

do =0 meh thére oo it €id in plonnip- TYor dmproved orprnlsation. Yhe
estrblishment of the rrocefures Lronei in Ocbover 1934 wes an lrdice-
tiorn shed more canbacis ucs o be given to vt whnse of achivity.
Althoavh never more thon tvo mesple verc cosiqned o this oronch, lo-
nortrat records sarvers verc wide rnd wrocolures oftiklirhel Jor such
onercilons &% tle resivabtion of soellcrd unlts comuibied for oversens

roTeaenss, convrollinc nd cllobein~ oulln mercomncl in the Zone of

. - Interior, hepélin- bills of lodiar, cud estoolishins Daslc military

re-niresentc, incladin~ triles of orprninction raf e~almzent, srecinl

25, llemns, br noh cnieiv, Cr ealretioncl Flimain -, to I, Col. R. I, 8.
Dojclder, 4 Jon, Li4d, in A5SLED filcs,
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lists of cculnment, tobles of #llovences, enft troinics gtondrrds, <Y

If the bronch ked romoined In oxdstonce ofter the terminodion of
hogtilitics, it mi-hit vell howe mnde sore vorth-wille condribations G

-

the peacetine A% structurc.
A projeet initinted by linnrrcment Condrol crd undertzlzen by o

representotive of Orgonizotional Plonniny in the lotber nmard of lnrch

1242 contoincd clenenss of oll three dyoes of cindieg--functionsl,

Jurisdictional,ond procednrel. Yhis vas a surver of records noin-

=

pelecd By the vorious Hecdeusrtors offices.”

firet office studied, ezch divieion rnd bronch chief teins conmultbed.

2G/48, Srrining wos the

Inforuation vos obsained comcerning the iymes of rceesrds wnd files end,

the sources from raich dabtz 1vere obtcrined, tho Aund of nrocoiures eni-

nloyed, virk persous nused ihe reeordsr, how frecuently {her were ponsulfed,
cnd otucr Toctors $hob vould imdieoto the wbiliuy or neccloiiy of ilie

reeorGs. It wazs digeovered thss thers vis o Gefinite duplieotion of

.

effort involved in the records in tie Oifice of the Devuty for Services
Cepdnine, Unit wroinio~ Division. Lhe murveyin~ owficer Telt thed thds
intre~nffice dunlicotion chondld ve elinincted cud 1irt a further sovin,
pdont bo cfvectbed B cddine cerdoin inlfornttion %o the exiabin-

SC-T=-01 remort vroicred vy Stntisticrl Conbrol or by rllovinn ile field
rexorts o come direetly to the Civice of the Doouty for Services Lroin-

in~. %he mroblem vee discussed vith Strbistical Gcncﬁ:.rol,“‘8 erd sfber

~

26. ligmo, Chicof, AT.O2 b0 Chicy, ATTWG, 1 Jen. 1845, Jao B, in /3R0
filec.

37. Frogrezs RBenortd on Becords Surver, memw, utj. J. B, sufoan te L.
Col, R, I, 85, Delchlcor, ln ARLY {iler,

#8. Ibif.; conversation with Lt. C. R. Jonexn, J7..00, 23 Jepn. 1944,
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serorel ponths of diseaccsion the renord vos nodified to the sctisfoetion
of AC[:S, wrrininc~ ia tho spriny of 1945,

Svrvers of record-lioenin: cpencies of severcl other stoff offices
vere nede by Senbezbor 1944 and pronosals wrore nroconted for intu-urrting
wore efficlent procedures cnd elininnitin~ duwlicciion of records, thus
effecting o nercomnel teving of aproximctely 127 wor cent, or 75 meonle.
Some reconmendatione verc ceesnbed rnd instisubed, but tle sovirg vos
congiderably less turm thet mrcileted oy Orpenicotiorel flﬁmﬂiﬁ{:‘.go

Or~onizaticnel 1lonnin- nmede gtudies not only for ALY Zechmusriers
Lut £lco for the fickd. oot of the labter stulies vere ob the rir

foree or eormayd reotdmurrioes level. Ihe follovine rre cited os

wortales of thio zetivity,

I+

g e
A oobelY

rog the seversl branches of Crpsaizetioncl rleonmic~ snent

wiiree veass 0% the herd-usrdors of Lhe Alr berviee Uonmand sealsdine

"

*

in itn rewrgrnirotion slon~ vuncticnsd lines. Ids recos.endctions
cor.ributed touvord the distrilution or il voriz of tle coracnd snong
three divicionge-Suamly, locintemaece, coad Forsonncl (o Sroinic o 0 Also
resultin froo bhe reoreanization s o stronser Control Cllice to

. o N . o R -
wonitor the tobel setivitiens of the corwond. Yhe suanly end Sroncrord
Irenen of Crpnicetionsl Flonains 6id o debailed surve, of the Lir

-
1

seenn-ord Coomond hordeucrtors.  Thic dudy cobonlel not only to the

w
22. Froprest Lenord, Survey of Decorus in AC/2S, Fersonnel, 25 lip
1908, dn oT. 07 filen; cowrerscbion vith Li. C. R Jones, JITIOF,
o8 Bep. 1040,
0. le.o, fhded, A5L07 to Chied, WDLG, 1 Jon. 1925, ¥a2b B, in
SESED 43len,
2L. .o, Chics, Juwly cnd -rops-ort Ir. to Li. Ool. 2. 2. 8. Deichler,
& Joa, 1040, in S5Wk0 Tllegs.

29
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orceninotion of $he esymond bat oloo to its emercbions ond nchnin-,
- » L3 el L4 * ] T, "
enu regonlted in bhie decltin: of cn or rxdization cnd Tunchions cuert,

the ectoblishoent of werconnel caillr -, rnd ihe cdondion of certrin

-~
7o
irmroved procciures.v”

Buwmly ond Weors, ert oloo mode ¢ gtudy of orponiza.ion ond pro-
cedures in the listeriel Comnend. Sirec the resulie shoved $10% the
rroblenr invelved could r,o‘i; be golved internrlly, the ~tudy vos
brocdencd to inecludc the externel relosions of the comunnl. Whe recult
vag o recory endntion for the erecticn of on nir lo/ickics corowrnd to
gunervice cat inkerroce the relivitics or tke Adr Sroemswort; Alr Service,
cad Lwoteriel Comnrnds. UWhils reconmcrss tion wog breed voon the theory
tkat zinec the wroblens of ithese ccumonds verc inkervrelsrfed ond rince
tueir Twnetions orerlemped to vome exbond, coordinailon of thelr zetiv—
itice vis desirnble ot a lover level of subherity tlon tket of the
Commendins CGenercl of the Arigr Alr .oreez. The prowoscl, hovéver, uang

not aodont o, 89

A ptudy of more sirmificonec in rewrd fo the lLabteriel ond Air

o2
8]
3
[
e}
L]
L)
B
™
B

=]
4]
[
o

-

-

in tue enamer of 1944, 4o treir consolidntion,
As eorly oo 16 Soabusber 1247 lansmement Control wmrowosced thed tie
Air Scevice, lrtericl, cnd Alr Srcnseord Comonods Ge crowhi under thoe
connolidetel control of o cororrrdia~ ~oxmeral of an oir logpisties

b5

cormand, vhe vrovosal uos Jogmproved by the Chied of ASir 3tefT,

82, Ibid,
23, Hewl, GfAS to .;-_G/.&S, Be-d, 7 Ceb. 1942, nnd relrtod nomers, in -

Z4. ieae, L0[.3, lenoeomernd Coatrol to 048, 16 Sew. 1048, in L7570
il
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) ! [
but on B Februrrys 1948, vhon the over-rll orponicotion of the &0 woe

=

undler d-scuscion, the consclidotion 17 e wsdvwocsted rrcin zg 7 poriion
of the so-ctlled "eomrrnd wlom, bud tra not nresented beoeemre the

Ao ~ . 2B
atelT plom yee zore fivored.

wac ided veaind these sdg‘fg:ostions nomecred 0 bove toen the crention
of a cuwnlr force for the air cru. Vigh the seme intention the Chief
of Alr S{alf nreprred o droft mewo for ihe Comurndin- Genornl, AT on
16 Decesher 118 cxaregsing the conviedion thit the time kod come for
the L& to conslder the wdventores of celchblisiizs ite ovm services of
suomiy. In comelderiry o¢lis ou-sestion the onief of loncrevent Control
128 ox tac opinion that the loteriel, Adr Scrvice, rnd air Transmort
Comarxde g@lould be put undcr cn elr lo-irties cornoirnd, Wb nothias~ wo
done ot tnod tiue.gs

Lhe prr;“nl ;::; of eonnolidesion roicined in rberence unbil she swring
of 1844, On 4 Jworil the ehief of Orypenizriionsl Plonnins wointed oub
thet eonroxiretely two nd one-nclf yerrs of omnerience tith the develom-
ment of the field orpiniz: vicn for cummly zoticre Lod brourht certein
brgic Trebs lnto relicf. lron~ trese vere (1) locr of heriorns betteen
Headanorbors, L5, the leteriel Commtnd, rnd the &ir Service Corzzrxd;
(2) lrclz of clucrly desined policics «nd exercise of tyosd controls:
{3) morctursl divicion erected b the covnrcbion of the lateriegl ard

Air Service Comomds; (4) overls svwdne rad condlictin- reoyranhiecenl

[
Lo

. Sce memo, ATINC to €6, A7, § Feb, 1943, ond rcloted éocuments,
in AFSIC {ilcs.

Z6. llemo, brig. Gen. 3. —. Goten to llaj. Gen. B, I, Giles, 272 Dec,

1848, in iN0P filez.

- ’
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boundaries of procurement, distributing, and using agencies in the AAF;
(5) lack of harmony between the supply and other commands and air forces;
and (6) lack of adequately qualified personnel, To these problems there
were two alternative solutions: either a shifting of the existing
personnel or an organizational change, The latter seemed preferable,
and it was suggested that a deputy chief of air staff for materiel and
supply be created and that the Materiel and Alr Service Commands be
merged.37

“hile this proposal was germinating, the Commanding General, Air
Service Command presented to Headguarters, AAF a plan for the creation
of an assistant chief of air staff for logistics in order to provide
better logistics service for his cormand. This was to be accomplished
by moving many functions from the AC/AS, MMED to the new office and re-
assigning the remainder to an assistent chief of air staff for research

3 In view of the proposal already under consideration

39

and materiel.
this plan received little attention,
One portion of the proposal-~the creation of another assistant
chief of air staff and the splitting of functions—was seized upon as
an opportunity for proving the greater wisdom of consolidating the two
cormands rather than dividing the Headguarters offices to correspond

to the existing commands, In a series of about 30 cleverly executed

37. Xemo, Lt. Col, R. E, 8, Deichler to Brig, Gen. E. 8. Perrin,
4 April 1944, in AFXOP files., It was suggested also that ons or
two AAF general officers be placed in the G-l Division of the
War Department General Staff,
38, Memo, laj, Gen, W, H., Frank to CG, AAF, 16 May 1944, in AFMOP files,
39. See attachment to ibid,
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charts the representatives of Organizetional Planning showed that the
creation of two assistant chiefs of air staff would "aggravate the
present unnatural separation of these functions between the Air Service
and Materiel Commands in the field."ho klso, it would be violating

the principles of functional consolidation recently approved as a basis
of organization for all commands and air forces, and would be moving

in a direction contrary to the three-deputy plan approved by General
Arnold for the postwar-air force, extending from the bases through
Headquarters, AAF. It was held that the proposed organization, therefore,
would not strengthen the supply and mainbtenance agency in Headquarters
but would confuse M"its leadership in the commandst and deprive it of
Mynified leadership in Headquarters.! This would result in duplication,
waste, and inefficiency in Headgaarters and commands, whereas the
creation of an assistan? chief of air staff for meteriel and supply and
the amalgamation of the llateriel and Air Service Commands into an air
materiel service command would bring aboubt uniformity of organization,

a logical succession of activities (for it was felt that planning and
action on supply matters should not be split), a streamlining of pro-
cedures, and a cleap-cut division of authority in Headquarters and
command.hl Such a realignment, moving the merged field organization out
of the command line, would correct the many ills surrounding the supply
field and erase the incorrect concept that “supply" is a "compand" and

2
not a “sse:rvice."l+ The immediate objective was to redesignate AG/A3,

40, Chart 3, in AFMOF files,

41, Charts 6, 7, 8, in AFMOP files.

42. It was pointed out also that such a structure would remove vulner-
ability to public censure and investigation for waste because of
lack of coordination and integration in a "field that business
and Congress can understand.”
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LNED as AC/AS, Materiel and Supply and to create an air materiel service
command to coordinate the two existing commends. The ultimate objective
was to have the office of an assistant chief of air staff known as air
materiel services which would establish broad policies and controls, and
the air materiel services command would absorb the two other commands
and be the operating eugeru:y.\l":3

General Frank approved this plan bubt believed that the creation
by

of the additional echelon of command was not desirable, ¥aj. Gene

0. P, Echols, AC/AS, MM&D algo approved the principle of the consoli-
dation but stated that the proposal for the DC/AS, L&S, AC/AS, M&S, eic,
made him "dizzy" with "layering"-—there were too many staff layers and
t0o many command layers, the division of authority was uncertain, and

the division of responsibility not c:i.ear.l"5

The Assistant Secretary

of War for Alr, referring to several discussions which he had held
with Management Control representatives, thought that the establish-
ment of an assigtant chief of air staff for air materiel services and
a single command to operate under the jurisdiction of that Headguarters
office was "sound from an administrative point of view, more economical
in headguarters persomnel and better adapted to insure coordinated
business menagement.? The Assistant Seeretary pointed out that the

enumeration of duties could be made cleayer by the use of the business

rather than the military approach. He also emphasized a point which

43. Chart 9, in AFLOF files,

Lhi. Memo, Maj. Gen. ¥W. He Frank to AFDMC, 27 May 1944, in AFUMOP files.

L45. Memo, Maj. Gen. Oo. Pa Echols to AFDMC, 29 May 194L, in AFNCP
files,
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frequently has been a determining factor in organizational changess:
"Alrost any organization will work if it is commanded by unusually
competent individuals who are determined to make it work and who will
not insist on personal prerogatives and titles. The better the organi-
zation the easier the job is and the greater chance there is of effec~
tive results with men of average sbility." The converse--that an
excellent organization would not be effective if commanded by medioc~
rities-—was equally true, so the Assistant Secrebary felt that the
existing orgenizetion had better be retained "™unless there are avail-
able first-class men to undertake the job outlined in the proposed
new setup,.t

The work on reorganization was continued by Organizational Plan-
ning, and on 23 June the Chief, Management Control transmitted a pro-
posed AAF Regulation 20~ to the Chief of Air Staff creating the assist-
ant chief of air staff for meteriel services and the air materiel
services command. One week later Lit, Gen, William S. Knudsen, Director
of Production for the War Department, visited Wright and Patterson
fields, He wrote to General Arnocld that he believed censolidation of
the two commands should be postponed until after the European war bub
that the plans should be reaa.dq;a'.h'7 General Arnold transmitted General
Knudsent! s proposals to the Chief of Air Staff and expressed the

convietion that a directive should be issued making General Knudsen

L6. Memo, R. A, Lovett to Brig. Gen. B. E. Gates, 1 June 1944, in
AFLCP files,

47. Mewo, Lt, Gen. William 3. Knudsen to Gen. He H. Arnold, 3 July
1944, in AFLOP filese
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his representative as head of a new commend; laj. Gen. B. E.Meyers
General Knudsen!s deputy; Brig. Gen. K, B. wolfe head of the lateriel
Command; and Maj. Gen. Delmar Dunton head of the Alr Service Command.
The goal was to decentralize so far as possible all materiel efforts
so that the least possible administration would be done in Washington.
The consolidation into one command "should be a gradual growth, be not
hurried, but be consummated say by the end of six months,"

Consequently, on 1li July the Headquarters of the AAF Lateriel and
Services Command was established, Three days later the duties of that
cormand were given in grester detail and the 4C/AS, MM&D was redesignated
the AC/AS, Nateriel and Ser.'vic:es.h9 ALF Regulation 20~43 of 17 July
194}, stated that one of the regponsibilities of the director of the new
command was the ultimate merging of the Materiel and Air Service Come
mands "into a single command, based upon the policy of complete and
thorough consolidation, integration and functionalization of activities,
operations and facilities under his jurisdiction.! This regulation
was replaced by 20-43 of 27 July 1944, but the only difference was a
lessening of the expressed controls of the AC/AS, M&S over the director
of the new command.

The process of integration of the cormands seems to have been
more rapid than anticipated, and on 31 August 1944 the new command was
redesignated the Air Technical Service Command, charged with responsibility
for carrying out the operating program of the AAF in the field of materiel

L8, B&R, CG, ASF to Lbt. Gen. B. M. Giles, 7 July 194k, in AFMOP files,
L9. AG 322 (14 July 194%4) OB-I-AFAPC-¥, 14 July 194L; ALF Reg. 20-43,
17 July 194k; Hg. AAF, GO #10, 17 July 194k,
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and supply.50 Tnus, after a three-year separation into two commands,
the greater portion of all AAF materiel and supply activities again
was made the responsibility of a single command,

Practically all of the other commands and air forces in the Zone
of the Interior were at cne time or another surveyed by the Training
and Uperations Branch of Organizational Planning, The Second Air Force
was reorganized along funcbional lines. The First and Fourth Air
Forces were studied with a view to promoting the transfer of complete
control over them to the Commanding General of the Army Air Forces,

The Troop Carrier and Tralning Commands likewise were Y“pregented!

with new organizations which were zdopted and nut into operation.
Training and Operations also was responsible for the establishment

of the Flight Control Command, and later for its dissclution and the
creation in its piace of the Headguarters Cffice of Flying Safety.
Likewise it studied the exempted activities, that is, those reporting
directly to the Commanding General of the Army Air Forces, and made
reconmendations resulbing in the assignment of some of theliy activities
to the various commands and alr forces. The major study of an exempted
activity was of the School of Applied Tacties. So far as field surveys
were ccncerned, the emphasis shifted in 1943 from the air force and
cormand level to the lower echelons, For example, studies were made
of base organization, of subdepots, and of Arms and Services inte-

51
gration.

50. AG 323.3 (30 fAug. 1944) OB-I-AFRPG-I, 31 Aug. 1944; LAF Reg.
20"‘]-33 31 Augc 191111-; Ha. AAF, GO #12, 31 Augo 1944,

51 A special staff office also wus established for communications,
some phases of which had been under the jurisdiction of the Flight

Conbrol Commnand,
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The study of the AAF School of Applied Tectics (AAFSAT) in Orlando,
Fla, was initiated in June 1943 ab the request of laj. Gen. B, L. Giles,
Chief of Air Staff. Three representatives of llanagement Control, ine
cluding General Gates, visited Orlando and reviewed the organization
of the school and of the LAF Board., At that time it was decided that
AAFSAT should be reorganized to separate its training activities from
the work of demonstration, testing, and research and that this job
should be done by the Commandsnt and his ataff,

In the early part of July General Glles forwarded to Management
Control a tabulation showing that personnel requests from AAFIAT during
the past three months would, if granted, have resulted in a complement
of over 45,000 military personnel. He indicated that this number was

far in excess of what was needed to do the job, and asked that a

thorough study be made of AAFSAT's organization and manning, Accordingly,

a representative of Organizational Planning was sent 1o Orlande, He
founnd that, action already had been initiated in line with Management
Control!'s recommendations of the previous meonth, to separate training
from the other activities and to determine how many people were
needed to carry on the training program., It was decided then that a
complete organizationzl and manning survey should be made,

Using the manpower requests made by each unit as a basis upon
which to work, each activity was asnalyzed in terms of its relationship
to the mission and obther activities of AAFSAT and on the basis of the
nupber and type of personnel necessary to carry on the activity,
Teaching loads were examined o see if they could be increased and to

determine the number of instructors needed in each department. A4fter
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thorough analyses of all AAFSAT activities, tentative recommendations
of personnel requirements were drawn up for each activity, and after
discuswsion of these with the responsible officers and with the Executive,
the Chief of Staff, and the Commanding General, adjustments were made
and final recommendations for marming arrived a.t.sz

The study of MAFSAT revealed the existence of a number of problems,
The first and foremost was the lack of & clear-cut missione—a deficiency
which was attested to by responsible officers throughout the organiza-
tion. A second problem was the ineffective control which the Commanding
General exercised over the elements of his command, This situation
was found to exist because too many nersons reported directly to him,
and a functionalized organization was lacking., Another problem arose
out of the tremendous growth in personnel and facilities which had
taken place in such a brief period of tire,

Upon the basis of this analysis Organizational Flanning made a
number of recommendations regarding the organizatiod of AAFSAT and its
relationship to Headguarters, AiF. On 1 September Generals B. ll. Giles,
B. =. Cates, L. P. Yhibten, H. ¥. Harper, and Hume Peabody met in Orlando
for the purrose of discussing these recommendations. At this time the
mannineg recormendations were accepted, and it was agreed that ALFBAT
should be reorganized, 3Since General Pesbody thought that it would
be impossible to shift directly to the new functionalized organization,

it was agreed that the transition should be in two stages.5 3

52. OSee papers in AFDLIC files,
53, See papers in AFMOP files,
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The new orgenization of AAFSAT wos a modified version of the three-
directorate plan, a functionalized structure which contrasted sharply
with the long-established staff organization. The germ of this plan
had come from the Flying Training Command as early as the autumn of
191;2.51‘ It had been fostered informelly by its sponsors in Organizational
Planning and Management Control in the following months, Within a year
the eoncept had gained many adherents, and action was taken to make it
the official AAF organization.

On 24 April 194} telegrams were sent to all continental air forces
and commands instrueting them to place into effect "as rapidly as is
consistent with efficient operations! the new system involving a Director
of Operations, a Director of Aduministration, and a Director for Supply
and laintenance, the three of whom under the commanding officer would
be responsible for the operations of the agency., It was pointed out
that charts would be issued and that a conference on the plan would
be held at a later date, The messages emphasized, however, that insofar
as the mission of a command or air force did not lend itself naturally
to this pattern, the adoption of the new plan would not be required
at thet time,

The result was the adoption of this organization for all base units
and the rather gradual acceptance of it in the higher echelons, In the
conmands and air forces, however, the Air Inspector, the Budget and

Fiscal Officer, and/or some form of Control Office were placed immediately

b5h. Conversation with Lt. Col. F. V, Quigley, ARMOF, 27 Sep. 1944,
55« Copies of telegrams in AFMOP files,
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under the commanding officer, and the three-directorate scheme was

r modified to conform more closely to the mission of the agency.56 On
7 July 1944 the;Chief of Management Control sent out the functional
- charts, as guides, to the continentsl air forces and commands, asking
for review and suggestions, OComments generally were favorsble; only
the details involved some difficulties and differences of opinion.57
The transmittal of these charts to Headguarters offices on 18 July
brought more eriticism. AC/AS, Training was the most critical, express-
ing the feeling that the proposed organization was top-heavy and would
work “only where the individuals personally get slong together," snd
that the former system could "better be adjusted to keen sbreast of
changing requirements." That office did not desire to give the
impreasion of nonconcurrence, but was definitely of the conviction that
the new organization "should be given . » .« thorouéh trial by the Air
":g Forces and Commands before it is directed as f:i.ml.l.“s8 AC/AS, OC&R
, questioned the efficiency of "metering" the advice of the experts at
the bases through a director and pointed out that this type of organiza-
tion presupposed the integration of the Arms and Services, which integra=

tion had not yet taken plea.ce.s9 Other comments varied in their enthusiasm

for the plan; the undertone of many was that there should be a fourth

56, See charts in AFXOP files. Perhaps the most signal departure oc-

curred in the ATC organization, which had four directors: Personnel
- and Administrative Services, Operations (including maintensnce),
Priorities and Traffic, and Supply and Services. ATIC Reg. 20-3,
. ¥ L July 1944.
" 57. See comments in AFLIOP files,
. 58, R&R, No. 2, AC/AS, Training to AFDMC, 28 July 1944, in AFMOP files.
. 59, R&R, No., 2, AC/AS, OCER to AFDMC, 2 Aug. 194k, in AFMOP files,
See below for discussion of the Arms and Services integration.
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directorate, which should handle the field activities of that particular
. Headguarters office.6
On 22 August General Arnold informed the establishments in the
. Zone of the Interlor that the three-directorate plan was official, but
that too many commanders and subordinates were unacquainted with the
plan and the philosophy back of it. He stressed the fact that if the
new organization was to function, it must not only be official but
mist be understood on all echelons. He wrged giving "this matter of
base organization , . + careful personal attenticn., It is one of the
most important factors in giving us a hard-hitting machine now and
after the war,M 61 General Arnold inclosed a letter dated 21 Augnst
and addressed to all base commanders., This letter set forth the
iy organizational objective of the AAF and the five organizational doce
trines to be followed in achieving that objective. In pursuance of
. that end, it was noted that the subdepots had been transferred to the

62 The LAS.ALT were being integrated, and a new tactical crgani-.

. MF,
zation congolidating under the tactical commander both maintenance
and combat elements was instituted, The functionalized base organi-
zabtion would integrate units and individuals performing like functlons
into one team of three complementary elements and would Ypay off" by
{1) having only a few people reporting to the commanding officer, thus
relieving him of many duties and allowing him to spend more time in

planning and supervising responsibilities; (2) establishing clear-cut

60. See R&R!'s in AFLOP files.
61l. CG, A4F to CG, Fourth Alr Force et al., 22 Aug. 1944, in AFLOP files,
62o ALF fteg. 20"'31, 22 Dec, 19#3-
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command lines and eliminabing split jurisdiction of command and respon-
gibility; (3) eliminating overlapping operations; (4) providing effec-
tive controls; (5) utilizing manpower most effectively; (6) permitting
expansion or contraction without fundawentally disturbing the organi-~
zation; and (7) permitting standardization of base organization throughout
the AAF and corresponding standardization of each echelon above, It
was noted that the organization had been tested and approved and that
minor changes to meet local conditions were encouraged if they meant
more efficiency and fell within the broad principles of the plan. By
September the three-directorate system was in operation at all A4F
bases in the United States, the headquarters of all continental air
forces, and in all command headquarters with the exception of the
Troop Carrier and Training Comma.nds.63
The adoption of this type of base organization facilitated, and
was facilitated by, the integration of the ASIALF. The story of this
accomplishment bepan in May 1943 with a suggestion to Lt. Gen, J. T.
Metlarney, Deputy Chief of Staff, by the Army Service Forces that all
gservice troops have one insipgnia. The AAF, in turn, was advised
informally by General Mclarney's office that a similar suggestion
from it "would be favorably received and should be presented for con-
sideration in connection with the formal presentation of the Army

A

Service Forces proposal,®

63. The plan had not been put into operation in the headguarters of
the subcommands of the Training Command. Though the Training
Command was first to adopt the organization offiecially for all
its bases, there seems 1o have been some difficulty in "selling"
it to the higher echelons for their own use.

6he Yemo, L. Col, C. H. Dyson to Brig, Gen. B, i, Meyers, 6 Nov,
1943, in AAG 321B, Army Ahir Forces.
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Accordingly, Organizational Flanning prepared a proposal which

was submibtted to General McNarney about 15 June 1943, This study was

returned with some suggestions and & request that it be resubmitted.65

The proposal was revised by Orgenizstional Planning and returned to
the Office of the Chief of Staff on 7 July 1943. The following para-
graphs are quoted from this document, since they present a clear-cut
statexent of the over-all problems:66

Personnel of Service and other miscellanecus units
with the Amy Air Forces retain distinctive insignia,

This "unionization," whereby Ordnance, Cuartermaster,
Chemical Varfare, Signal, Finance, Engineer, end Trans-
portation personnel wear distinctive insignia, limits
their respective activities to tightly drawn lines,

This situation causes split chamnels and loyalties.

In many cases, reports are made to equivalent groups

of higher echelons instead of through command channels,
Vaste of manpower, duplication of effort, and unnecessary
inefficiency in matters of personnel, supply, training,
and operations resulb,

Several categories of activities now performed by
arms and services units with the AAF are functionally
similar to those of purely Air Corps persammel and units.
Glaring exanmples of this are Ordnance and Armament, Signal
and Communications, supply functions of all arms and serve
ices and Air Corps supply persomnel, The amalgarpetion and
functionalization of thege vnits and personnel would tend
0 a greater saving of manpower, In one bombardment group
when the Munionization" was eliminated, a saving of 257 of
the authorized personnel and 407 of the equipment was
accomplished. Since approximately 303 of the personnel
making up the AAF Program are and will be arms and services
personnel, the extent of the possible saving is high.

The tight categories which result from the existence of
arms and services designated personnel and units as such
within the AAF have resulted in much duplication of effort
and inefficiency. The Cuartermaster, the Ordnance, the
Engineer, the Chemical and the Sigual Units as well as

65, . Memo, Col. Otto llelson to Cole Be E. Gabes, 24 dJune 1943, in
Ii.'i:?ﬂiop fi.les.
66. emo, Chief, AFDNC to Chief of Staff, 7 July 1943, in AFNOP files.
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the Air Corps units handle motor vehicles in varying

degrees., The Ordnance and Chemieal Rarfare units both

deal in bombas, All branches have administrative work

of similar types. The Ordnance men wheel the bombs up

to the planes and the Armament men load them on the

planes., The Armament men handle the repair of gun mount,

the Ordnance men, the meintenance of guns., The Signal

men in general 1imit their interests to ground equip-

ment, the Communications men to air equipment. The

aubomotive mechanics and zirplane mechanies are seg-

regated, The supply men of all categories are seg-

regated. There are mulbtitudinous examples of the

duplication resulting from an old historieal organi-

gation being superimposed on the Army Lir Forces rather

than a functional organization being integrated into

the LAF,

This study was returned by General MceNarney's office with a re-
quest for a more detalled description of tables of organization and
types of organization which would be used under the new system. A
borbardment group in Great Britain was found "to be using a function-
alized table of organirzation.,® This group's organization and studies
prepared by the Lanpower Division of Management Conirol were used as
the basis for outlining the type of table of organization and domestic
station organization which the AAF recommended, 67

This bombardment group (the 97th) had had a remarkable record,
It had shot down or damaged z substantial number of the reported
first-line German fighter force with a loss to ibsslf of only one
airplane, In addition, in more than seven months of existence, both
in the United States and in the theater, it had never had a court-
martial, More than 80 per cent of its planes had been ready for action

all of the time., "It operated with 48.7 per cent of the equipment

67. Hemo, Lt, Col, C, H., Dyson, to Brig. Gen. B. BE. Meyers, 6 Nov,
3943, in A4G 321C, Army Air Forces,
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allotted to it, and with 653 less [men] than called for in tables of
organization ‘existing when it was organized."

This record had been accomplished in the following manner, The
Headguarters and Headgquarters Squadron was abolished and the entire
group was placed under a single commander with an air executive
{operations and tactics) and a ground execubive (personnel and supply).
In turn each sguadron commender had two executives charged with similar
functions. Brunch distincbions were eliminated and all personnel were
considered members of the AAF, Vhen the squadron moved, all its
ground persoanel moved with it, and the squadron became a self-con-
tained unit,

The record of this sguadrox and a functional manning table for a
typical basie flying school were presented t0 the Chief of Staff on
23 July 1943 with the recommendations (1) that all Arms and Services
persoanel on duty with the ALF be detailed to duty with the Air Corps,
and {2) that all Amms and Services units be reconstituted into ALF
functional organizations with appropriate ALF designations. This
study was returned about the middle of August with a request for
additional information,

Lbout the same time General lMcllarney directed the Army Ground
Forees, the Army Service Foreces, and the Army Alr Forces to submit
a joint study on the practicability of consolidating and reducing

the nurber of storage and issue services and the number of services

68. Memo, CG, AAF to Chief of Staff, 23 July 1943, Tab A, in AFMOP
files;
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responsible for third, fourth, and fifth echelon ma.i.l:xi:-¢=:r1.-;a.nce.69 The
study also was to deal with the elimination of units having special
designations if they could perfomm services for two or more of the
principal commands. Units being organized for activities which could
be considered nonessential also were to be abolished, Shortly there-
after, the AAF named & board of 11 officers under the presidency of
Yaje Gen. Delmer H. Dunton to meet at the School of Applied Tactlcs
for the purpose of making such investigations and recommendastlons as
might be necessary to comply with this directive.70

The joint report directed by General Hcllarney, entitled YReview
of Present Organizational Structure of the Army," was in reality three
reports, each separately presented but concurred inby all bx:'zauqches.?cL
The ALF section "covered primsrily the proposed functicnal streamlining
of Alr Force General Depots and Air Maintenance Groups, the latter
designed to take the place of the present service grm:.],a.'%."?2 The Serve
ice Center at the School of Applied Tactics was found by the Dunton
Board to be composed of eight different types of units, each of which
was "organized and eguipped to perform supply and maintenance functions
in connection with the equipment of a particular service,! In order
to eliminate the resulting duplication in equipment, the AAF School

of Applied Tactics set up for service testing a maintmnance group,

69, Iemo, Lt, Gen. Joseph T, LicMNarney, DC/S to CG's AGF, ALF, ASF,
17 Avg. 1943, in AAG 321B, Army Air Forces,

70, AAF Letter 210,482, 31 Aug. 1943,

71, Filed in AAG 3204, Organization of the Army.

72, Memo, It, Col, C. H. Dyson to Brig. Gen. B. E, lieyers, & Nov,
1943, in ALG 321C, Army Air Forces.
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orgenized not by service but functionally into three units. Under
this organization the headquarters sguadron became responsible for all
administration; the maintenance squadron, for all maintenance; and the
materiel sguadron, for 211 supply. A new type of general depot also
was set up at the 3choel of Applied Taectices to provide fourth echelon
supply and maintenance.

The AAF section of the joint z'ept)rt?3

therefore recommended that
all service centers and peneral depots be reorganized functionally
rather than by branch of service. In order to facilitate the accom-
plishment of this recommendation, it was further recommended "that
action be expedited on the reguest of the Comnmanding General, Army
Aiy Forces, for elimination of branch distinetion of arms and serv-
ices with the Army Air Forces and theater Air Forces." Thus, it was
Urather neatly brought to the attention of General McNarney that the
streamlining of Air llaintenance CGroups and Air Force General Depots,
which was propesed by the joint study then before him, could be imple=
mented by the Air Forces only if we were also authorized to regard
all our personnel as simply Air Corps personnel, and use their talents
in any jobs for which they were f_‘i’c.*l',ed."w'L
The office of the Deputy Chief of 3taff on 20 October 1943 ap-

proved the functional reorganization of both the general depots and

the maintenance groups, as well as the elimination of branch

73. The AAF section is Tab ¢ of the report.
Th. Memo, It. Col. C. H. Dyson to Brig. Gen, B. Z. Meyers, 6 Nov,
1943, in AAG 321C, Armmy Air Forces,
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distinctions between the Arms and services with the AAF.75 The laste

named approval was granbted without weiting for the AAF study on the
subject, which was made separately, to be completed and formally pre~
sented to him.

4 rewritten consolidation study was submitted to CGeneral lcNamey
on 20 Cctober 1943, This study pointed out that persormel savings,
improved efficlency, greater flexibility, increased morale, and abolish-
ment of unnecessary paper work would result from the eliminabion of
ASWAAF and the creation of functionalized Air Corps organization, It
therefore recommended that all ASWAAF personnel, in the United States
end overseas, both military and civilian, be transferred to the Air
Oorps.76 These recommendations were approved promptly by General
lelarney,

The principles of the integration program having been approved,
the next step was to set up a committes to facilitate and monitor the
conversion, This was done by AAF Merorandum No, 20-18 of 9 ovember
1943, which created a permanent Arm and Service Integration Commitiee
under the chairmanship of the chief of Management Control and containing
representatives of the staff offices of Management Control; Personnel;
Operations, Commitments, and Requirements; Plans; Materiel, Kaintenance,
and Distribution; Training; Budget and Fiscal; the Air Surgeon; the
ALir Judge Advocate; Air Communications; and representatives from each

of the Arms snd Services with the AAF.

75. Yemo, Col. O. L. Nelson, Asst. to DC/S, to C3, AAF et al,, 20 Oect,
1943, in AAG 321B, Arny Air Forces; memo, Brig. Gene B. B, Gates
to C/AS, 30 Cct. 1943, in AAG 321C, Lrmy Air Forces,

76. This study is filed in A4G 3214, Amms of Service and Departmentss
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The committee was given the responsibility of developing an oper-
ating plan for and making recommendations regarding the efficient and
expeditious transfer of ASVAAF personnel to the Air Corps. It was
to draw up uniform systems of procurement, ratings, and promotions,
esbablish treining procedures, prepare new funcbicnalized tables of
organization, tables of distribution, and manning tables, develop new
reporting forms and guides, strength and status reports, classifica-
ticn data, and the like, and amend all War Department and AAF publica-
tions conflicting with effective functionalization. The guiding
principles to be applied were "(a) conservation of manpower and ecuipe
ment, (b) increased efficiency by functionalization, and (¢) proper
agssignment of perscnnel according to talents and t.ra.ining.“77

In the meantime, rumors of the conversion had become widespread.
In order to allay fears on the part of the persons affected, General
Arnold on 6 November 1943 dispatched a reassuring leftter "o all
personnel of the Ay Air Forces," in which he said:

Those of you who are presently identified as "Arms

and Services with the Army Air Forces" have my personal

agsurance that the job of converting all personnel to

Adr Corps and integrabting the arms and services organiza-

tions into funetionalized Army Air Foreces organizations

will be done most carefully and thoroughly over a period

of time, that all of your special skills will be utilized

to the utmost, and that your opportunities for service

and advancement will be broadened and enhanced, limited

only by your own abilities,

The first meeting of the Arm and Service Integration Commitiee

was held on 16 November 1943. At that time General Gates, as chairman,
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declared that integration was "a real move toward the aim of a separate
air i‘orce."?S And indeed it was. Kore than 600,000 ASVAAF personnel,
including approximately 54,000 officers, were no longer to be Crdnance,
Guartermaster, Chemical wWarfare, Signal, Finance, Engineer, or Trans-
portation personnel, but were to be fully integrated into the AAF,

The A4F had grown nuaerically by approximately 30 per cent and in so
doing had taken one more step in the direction of independence,

Eleven meetings of the Arm and Service Integration Committee were
held during lovember and Decenber 1943. At the first meeting, Lt. Col,
R. T. Se Deichler, Chief of Organizational Planning, pointed out that
there were two main problems involved: (1) time for removal of branch
insignia, and (2) tables of organization and functional integra.tion.79
At later meetings subcommittees were appointed on the following subjecis:
(1) removal of insipgnia, (2) tables of organization for service units,
{3) tables of organization for tactical combat units, (4) tables of
equipment, and (5) classification,

The introduction of the new base organization and the acguiring of
additional controls by the AAYF over funds and other functions made the
process easier. On 11 September 1944 Cha:nge No. 13 to AR 170-10 was
published. By this regulation practically all functions being controlled
by the ASF on Class II1 installations were transferred to the AAF., These
functions were spelled out in detail by Viar Department Circular No. 388

of 27 September. With this action practically every control had passed

78. Kinutes of the First hieeting of Arm and Service Integration
Cornittee, in AFPSHO files,
79. Ibid.
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to the AAF base commander, there was only cne cammander left at each
base, and the functionalized orgonization promised more efficient
operatlon with no question as to the placing of responsibility and
authority.

The process of integration of the ASLAAF was not without its delays.
On 3 December 1943, before the proposed War Department circular for
integration was presented to the General 5taff, the Deputy Chief of Staff
restricted the process to tactical organizations wherein a 20 per cent
saving of persomel could be accomplished, and excluded from the integra-
tlon program the AAF medical and aviation-engineer units as well as the

continental U, 3. organizations and installations.80

The process was
carried on in some of the tactical units, but it was not until April 1945
that the restriction concerning Zone of Interior establishments was
removed. This action affected approximately 85,000 ASWAAF officers and
enlisted men, and the process was to be a gradual one, The officers
assigned to duty with the AAF could request to be detailed in accordance
with AR 605-145, while assigned enlisted men could be transferred accord-

gl

ing to AR $15~200," Though the process continued in an orderly manner,

in September 1945 there were still many ASWAAF!'s who had not been
integrated into the AAF.SE
Two other projects in which Organizational Planning played a

significant role were the establishment of the AAF Center in June 1945,

80, Meno, Chief, AFI'OP to Brig. Gen., E. 5. Perrin, 27 Jan. 1944, in
LAG 321, Integration of Arms and Services into the LAF,

8l, AAF Rege Hos 35~37, 9 April 1945; memos, Chief, AFDNC to OG, AAF,
5 April and 6 June 1945, in AFSHO files. Medical and Cheplain
persomnel were still to be reported as ASHAAF.

82, For a comprehensive account of the Arms and Services integration
program, see incl, 1 to memo, Chief, AFDNC to C/AS, 23 May 1945,

in AFSHO files.
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and the delineation of responsibilities between Headquarters, AAF and
Headquarters, Continental Air Forces. The labtter project involved
some rather intensive activity from December 1944 to June 1945.83

The above-discussed projects and achievements are indicative of
the more important activities of Organizational Planning., In addition,
however, there were a number of duties which were distinetly miscella-
neous in character., These consisted of handling routine, day-to-day
correspondencey resolving functioaal disputes; clarifying missions;
and "handling telephone and personal inguiries from people who think
we know everything,! Such tasks consumed "the better part of our time

8k

and the larger part of our energies,"

83. For a discussion of these topies, see AAFHS-10 (rev.).

84e Annual Report for 1943 by Maj. J. S5, Kaufman, Training and Cpera-
tions Branch, 3 Jan,. 1944, in AFSHO files; memo, Chief, Organiza-
tional Flanning to Chief, Management Control, 25 Feb, 1944, in
AFEOF files.
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Chapter IV
ADVTINISTRATIVE CONTROL IN HEADZUALTELRS AND FIELD

Administrative planning offices in the federal government are of
two types. One type is the service office, assisting the head of the
department or establishment in planning, organizing, and operating
the entire agency. The second type is the control office which, al-
though administratively responsible to the head, nevertheless exer-
cises some direct administrative supervision over other parts of the
agency.l Organizational Planning had some of the characteristics of
both of these types. Its organizational studies snd surveys, as seen
in the previous chapter, were primerily of a service nature, Perhaps
it is somewhat more accurate to say that they would have been of a
service nature but for the fact that the agency had certain collateral
controls which served as aids to compliance., 3uch controls had several
advantages, among which were the avoidance of duplication; the assurance
of conformance to established policies; and the insurance of coordinated
gtaff action, The controls themselves extended over publications and
over manpower. It is to these that attention is directed in the pres-

ent chapter,

1. Hqge AAF, Civilian Personnel Div., Administrative Planning Agencies
in the Federal Goverament, lk.

2. Soetimes it was maintained that the controls of Organizational
Planning could never be truly effective until it had the power of
administrative inspection. The operation of an inspectiecn agency
would have fundamentally altered the nature of the work of Crgan-
izational Plamning and probably jeopardized its effectiveness by
detracting from its good will,

86

THIS PAGE Declassified IAW EO12958




This Page Declassified IAW EO12958

HaFEs-28 o o7

The first type of control which Organizational Planning exercised
over Headguarters organization was in the publications fields Prior
to 1941 the Inspection Division supervised administrative publications.
The preparation of new publications or changes in existing cnes was
the responsibility of the division primarily interested. Before issu-
ance, however, each such publication had to be submitted to the Inspec-
tion Division for review of both form and nature of materiale

In 1941 this system was changed. By Headguarters Office Instruc-
tion Noe 5-2 {10 July 1941) the division or section normally concerned
with a particular subject was made responsible not only for the "prep-
aration, in draft form, of a new publication or the revision of an
existing" one, but also for obtaining "the coordination or concurrence
of all other interested divisions or sections.! The draft then had
to be sutmitted to the Air Adjutant General "for editing, including
check for form, adequacy, proper titling, and clarity." The Air Adju-
tant General wrote the final draft, assigned the proper number, and
returned the publication to the originating office for check as to
completeness and correctness., After further coordination, the final
draft was submitted to the Chief of the Air Staff for approval and
signature. If spproved, it was returaned to the Air Adjutent General
for publication and distribution.

A survey by James C. Sinnigen in December 1941 indicated that

no less than 20 different types of publications were being issued

3+ OCAC iiemo 10-24, 24 June 1930, See also OCAC Memos 10=24, 3 July
1932, and 10-244, 17 Feb. 1937.
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at that time. As already noted, he recommended the publication of a
naster manval Ymaking readily available to every person all official
directives and iastructions in a modernized, convenient, and complete
handbeok."h This recommendation, however, was not adopted. Instead,
the Assistant Ixecutive for Administrative Planning and Coordination
(Lisutenant Coloael Gates) was given the power to”

2, GCoordinate and edit publications of an administra-
tive nature,

b, Determine the various types of administrative
publications necessary to neet the needs of the
Alr Gorps; review, and reissue where necessary in
the new series, the existing Digest of Air Corps
Policies, the Alr Corps Circulars, air Corps
Circular Letters, and QCAC Cffice Uemoranda.

c¢. Approve all requests for issuance of new Air
Corps forms or revision of existing forms.

d. Consult with designated representatives of
various activities regarding the style and con-
tent of administrative publications issued per-
taining to their activities,

Shortly after the issuance of this directive, Colonel Gates set up a
Procedures Section in his office to exercise the powers conferred upon
him. This section promptly began to survey existing administrative
publications with a view to consolidation and reissue.

‘ The reorganization of 9 March 1942 established the Director of
Organizational Planning, who, among other duties, had control of pube
lications, AAF Regulation No, 5-1 (11 May 1942) prescribed the various
types of publications, and No, 5-2 of the same date detailed the pro-

cedure regarding the preparation, coordination, review, aunthorization,

L. Nemo report to Lt, Col. B. Z. Gates, & Dec, 1941, in AAG 461,
Haster Vanuals.

5. Aes Cu POlicy :{0. 5"'1, 19 Jan, 19"-‘-2_’ in AAG 360.01{}, Air Gorps
Policies.
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and issuance of administrative publications. The Director of Organi-
zational Planning was authorized to render assistance in thelr prepaw
ration when desired, and whenever necessary to initiate either preparation
or revision. He was to be notified when coordination was begun, and was
o exercise the power of review on "confomance with Air Force policy or
practice; duplication of or conflict with, existing War Department and
Army Air Force publications; sufficiency of authority and coordination;
and form, grammar, classification, title and publication number," Final
approval by the Director of Organizational Planning was to constitute
anthorization for issuance. Before issuance, however, administrative
publications had to be "authenticated by the signature of the Air Adjutant
General, or his duly authorized representative or by application of the
official seal," 1In fugust 1942 the provisions of the above regulation
were smended to require the submission to the Chief of the Air Staff
before issuance of all publications whose subject matber was conbroe
versial or at variance with esteblished policy or which required the
announcement of a new policy or earried the nonconcurrence of some
agencys

Organizational Plamming thus care into possession of wide powers
in the publications field., Not only did it participate in all stages
of the publication process, but it also had the power to pass on all
new sories which might be proposed by any Headquarters oi‘fice.7 The

major difficulty in connection with the exercise of its powers came

6. AAF Reg, No, 5-24, 21 Aug. 1942.
7« AAF Rege No. 5-13, L Aug. 1942,
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from the reguirement of authentication, The Air Adjutant Generel
maintained that the power to authenticate included the power to give
final approval Lo the issuance of administrative puiol:i.u:-.a.’c,j.or:zsz.8
Fortunately for Crganizational Plaming, there was a way out of the
difficulty. This was through the use of the alternative methods of
authentication presecribed in the regulation, namely, aubhentication

by the duly authorized representative of the Air Adjutant General or
by application of the official seal, Colonel Gates secured the assign-
ment to Urgenization Planning of an Assistant Air Adjutant General to
whom publications were then referred for authentication.

The Alr iAdjutant General had also been issuing an unsuthorized
series of AAF Lebters which often confliected with the provisions of
other administrative publications. Following a study by the Publica-
ticns Branch of Organizational Plamning, responsibility for this publi-
cation was transferred to Organizational Flanning on 24 September l9h3.9
It was not until December 1943, however, that the Air Adjutant General
was completely eliminated from the publications picture., AAF Rezvla-
tion o, 5-2 of 9 December, which superseded the one whose provisions
are summarized above, provided for authentication by spplication of the
official seal only.

Administrative publications of the Army Air Forces included AAF
Regulations, AAF emorandums, ZAF Letters, and Headquarters Office

Instructions. In addition, there were until late in 1943 Air Corps

8., Conversabion with Capt. Frederick Mosher, AFNCP, 11 Feb. 19kke
9. Hqe Os I, Ho. 8036, 24 Sep. 1943,
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Circulars and JAF Nemorsandums in the "1" and "L2Y series, All of the

latter, however, had been reissued in appropriate form or rescinded by

January 1944. At that time, also, only six Air Corps Circulars remained

in force, It is interesting to note that 1,065 administrative publica-

tions were issued by the Publications Branch in 1943 and 2,000 in 19&4.10
The administrative publications relating to organization were in

the "20" series; that is, they were numbered 20-, The basic one was

AAF Regulation No. 201, which was revised and reissued at regular three-

month intervals, or whenever a major reorganization was accomplished,

It was couched in broad and general language and contained "only such

detail as [was] necessary for information to the i‘ield.“ll Always in-

¢luded were a brief statement of functions of each Headquarters office

and AAF command znd air force, and a general organization charte
Responsibility for administrative publications of an organiza—

tional nature belonged to all branches of Organizational Planninge

The Publications Branch was responsibla for12
a. Receiving, reviewing, editing, and issuing all organiza-

tional publications and charts.

b, lMaintaining 2 master file of all such publications and
charta.
¢. Keeping all such publications currently up-to-date, and,

for this purpose, continuously reviewing all charts and
directives,

10. Memo, L. E, Florey, Chief, Publications Branch %o Lt. Col, R. E, S,
Deichler, 4 Jan. 1944, in AFLOP files; Chief, LFNMCF to Chief, AFDMC,
1 Jan, 1945, Tab B, in AFSHO files., Apparently some difficulties
were enccuntered with the administrative uses to which AAF Letters
were put, for on 9 Jan. 1945 it was stated that these publications
would not be issued over the signature of an assistant chief of
air staff ov a special staff officer but would be prepared for
publication as provided in AAT Reg. No. 5-2. Hq. 0, T. 80-36,
9 Jan. l9h5o

11, Organizational Planning Crder Ho. 34, 1k Aug. 1943,

12, Ibid,
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d, Xstablishing and prescribing procedures, style, end
standards for charting and promulgating organizational
re material, and advising other branches of Organizational
. Planning accordingly.
e¢. Carrying on day-to-day liaison with Organizational
Planning on organizational changes,

Each other branch was responsible, with respect to the offices and
commands in which it had primary interest, for;B

a. Developing, coordinating, and approving as to content,

organizational charts and publications,
b. Keeping the Fublications Branch currently advised as
to organizational changes.

¢+ Preparing organizational charts and publieations in
accordance with the procedures, style, and standards
established by the Publications Branch.

In addition to the publications of the "20" series, Organizational
Planning published the "Organization and Functions! bock. This publi-
cation contained in loose-leaf form detailed organization charts for
T all Headquarters offices to the branch level and similarly detailed
" statements of function, It was revised monthly. Detailed charts below

the branch level were prepared by the offices concerned and in such
detail as was "necessary for management purposes.! They were prepared
in the same size and form as the "Organization and Functions" book
charts and were submitted to the appropriate branch of Organizetional
Flanning for review prior to their reproduction by the Publications
Branche The last issue of the chart book appeared in June 1945, Organ-
izaticnal Planning also published in five volumes "The Air Force in
Theaters of Operations: Organization and Functions.?

Control over publications was an important part of the work of

Organizational Planning. Without it, control over Headouarters

13, Ibid,
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organization would have been virtually impossible. The power to deter-
mine what was published of an organizational nature was in itself an
assurance that there would be no official recognition of organizational
changes withoub proper approvala

Organizational Flanning had no authority over administrative
publications in the field. It did, however, conduct studies of them
in the Materiel and &ir Service Commands. In the former, 2L separale
categories of administrative directives were found, with considerable
duplication, no unified distribution, and no systematic method of :E.‘iling.u'
Recommendations were made which resulted in the adoption by the Materiel
Command of the system used in Headquarters, AAF, Similar recommendations
were nude for the Air Service Commend and were put into effect by May
1944, with the integration of the lateriel and Air Service Commands
into the Air Teennical Service Command on 31 Avwgust 1944, 2 revision
of these publication systems became necessary.

In January 1944 an important step in publication control was taken
with the establishment of the ALF Printing Board and a Frinting Control
Office in each of the 1l area Air Service Commands. The board was
composed of representatives of the offices of lanagement Control;
Materiel, Maintenance, and Distribution; Budget and Fiscal; and the
Yateriel and Air Service Commands, In conjunction and cooperation with
the Printing Control offices, the board was to govern the procedure and

use of reproduction snd printing equipment and materiel in the AAF and

14 Memo, L, E. Florey te Col, B. E. Gates, 8 Dec. 1942, in ALG 321.1,
Directives liscellanecus,
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to eliminate nonessential publications.l5 With the transfer of the
Publications Franch of Organizational Planning on 1 July 1945, the Air
Adjutant Ceneral scquired jurisdiction over publications the control
of which had formerly rested with Organizational Planning.l6

The second type of eontrol which Organizatienal Planning exercised
over Headquarters offices was in the manpower field., At the outset
its power was limited to making recommendations with respect to personnel
requirements. By Hovember 1942, however, it had an srrangement with
the Civilian Persomnel Division under which the latter would not estabe
lish any eivil service positions in the departmental service unless
the organization of the office concerned had received the anproval of
QOrganizational Planning.17 The approval of an organization chart ex-
tended, however, only to general staffing requirements and was in no
sense final, although relied upon as & guide by Civilian Personnel,
Substantially the same situation also existed respecting military
personnel,

The growing shortage of manpower in the latter part of 1942
caused the President on 22 December to call upon the war Department,
as well as all other departments and agencies of the federal govern-
ment, to institute an aggressive program for the efficient utilization
of civilian personnel, The AAF in turn was directed on 16 January 1943

to formulate specific plans for the fullest and best use of its clvilian

15, AAF Reg. No, 2033, 25 Jan. 1944.

16g Hq. 0, I, 20-'93, 28 June 19&5‘

17. ATMOP Orders Noa. 1k, 7 Nove 1942, This action was taken at the
recquest of the Civilian Personnel Division,
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working force and to submit them to the Chief of Staff for the personal
approval of the Secretary of %.‘Ear.ls

On 13 February 1943 Kanagement Control was directed to take such
action as might be necessary to secure the most efficient utilization
of manpower in all elements of the Army Air Forces. Specifically, it
was authorized to "substitute exact manning tables, where expedient,
for tables of organization in all elements (except tactical units),"
to establish both in Headquarters and in the commands such controls
as might be "recuired to effect economies in personnel, time and
materiel,” and to interchange military end civilian personnel whenever
new.essa.::'y'.l9 411 offices in Headguarters and in the cormands were
directed to cooperate in this undertaking, A4s a result of this directive
the Lznpower Branch of laznagement Control was established on 10 liarch
191.;320 to exercise econcerning field versonnel the powers which had been
conferred upon lanagement Control, At the same time Organizational
Planning was assigned sinilar powers over Headjuarters personnel.21

The authority of these two apgencies was not complete, however,

because of the general manpower control exercised by the war Department

18, lemo, Lt. Gen., J. T. licllarney to CG, A4F, 16 Jan. 1943, in AAG
230483, Reduction of Forcess

19, E«ft, Moj. Gen., G. E. Strztemeyer to AC/A3, lianagement Control,
in Yanpower Branch files,

20. AFLLC Orders No. 1, 10 tarch 1943. This office was renamed the
Lanpower Division on 29 Yarch 1943,

21, In lete 1943 the reconmended consolidation of the Manpower and
Orpanizational Planning divisions was justified on the grounds
that such 2 move would "inteprate® organizational and manpower
policies, activities, studies, and staff within Management Control,
thus providing a better control over manpower and manning allot—
nments, and over methods and procedures for reconciling manning
requirements in the Zene of Interior. liero, Chief, AFLOP to
Chief, AFDLC, 4 Nov. 1943, in AAG 310,1, Kanagement Control.
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over all its branches. This was exercised through the War Departament
Manpower Board (Gasser Board) which was created on 11 Xareh 1943 and
which made over-cll manpower allotments to the Army Air Forces, as well
as to the Arny Service Forces and the Army Ground Forces.22

Viithin Heazdoguarters, AAF, Organizational Planning controlled the
allotment of officers, enlisted men, Wacs, znd eivilians to the various
offices. This was done through setting up manning tebles listing the
various categories of personnel by grade, In the case of civilian
personnel , there was an additional fiseal control, Organizational
Planning prepared the ALF budget for such employees and also controlled
the funds from which they were paid.

Organizational Planning #1lso conducted the manpower conservalion
progran in Headquarters, On 6 april 1943 Hanagement Control was di-
recbed to effect by 1 June a 30 per cent reduction in both military
and civilian personnel on duty in Headgquarters on 29 }.:Ia.rch.z3 This
directive, however, was not fully carried out, Organizational Planning
conducted surveys, held conferences, and received reports, but the best
that it could do was to effect an actual reduction of 9 per cent in
officers, 13 per cend in enlisted men, and 12 per cent in civilians.

llowever, its report which was submitted on 8 June was approveds

22, On the relationship of the AAF to the Var Manpower Beard see memo,
Lt. Gen, J. T. Nclarney to CG, &AF, 25 July 1943, in AAG 334, War
Dept., Lanpower Boards and Committees.

23, Memo, C/A3 to all Assistant Chiefs of Air Staff and Chiefs of
Offices, Hg, AAF, 6 April 1943, in AFEOP files.

24 MNemo, Chief, lanagement Control to CG, AAF, 8 June 1943,in AFDNC
files,
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Efforts by Organizational Planning to keep Headguarters personnel
to as low a level as possible became a continming funetion. Its powers
in this field were not as effective as they were in comnection with
publications. There was apparently more external pressure in the
personnel field, and the number of Heacdguarters offices tended to ine
crease with the increasing tempo of the war, thus making necessary new
allotments of personnel, The result may not have been altogether
desirable, but it seems to have been more or less unavoidsble, It should
be borne in mind that the effectiveness of the actions of such an agency
as Organizational Flanning depends, in great measure, upon the amount
of support glven by higher authority,

In the field, the results of the efforts to reduce manpower were
such nore satisfactory. On 21 March 1943 the Commanding General of the
Flying Training Cormand recomuended that his allotment of personnel be
reduced by 23 per ceat--a saving of 80,331 officers, enlisted men, and

‘n s 25
civilians,

This recomsendation was the climax of extensive studies,
initiated in Cctober 1942 at the Gulf Coast Training Center, of the
application of exact manning tables to stations of the command, In
these studies, participated in by representatives of Orpanizational
Planning, not only had exact manning tables been substituted for tables
of organization, but they had been service tested to determine operat—
ing results.

The survey of the Flying Training Cormend "produced not only a

substantial saving in menpower but provided a basic technigque" for

25+ Progress Report of Manpower Saving Program of AiF, 30 larch 1943,

in AFGHD files,
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gimilar installations in other branches of the Army Air Forces.26 Other
studies by the Manpower Division followed in the Technical Training,
Troop Carrier, Air Transport, and !ateriel Commands, and in the Second
and Third 4ir Forees. By the sumrmer of 1944 such studies bhad been
undertzken in all the commands and continental air forces and bulk
allotizents of personnel made to them,

Cn 12 December 1943 a system for the allotment and control of
personnel throughout the Zone of Interior was set forth by ALF Repula-
tion Xo. 37-2. This provided that all allotments of personnel, both
military and civilian, would be made in bulk and on a quarterly basis
to the various cormands and air forces by bresking down the over-all
allotment made to the ALF by the war Department General Staff, Rach
cormand and air force would then sub-allot to stations, installations,
and other activities under its jurisdiction. This was to be done
through the use of an exact manning table for each such station or
instellation, upon the basis of which each lower echelon was to prepare

27

its own personnel strenghh table. Thig in turn was to be forwarded

to the headguarters of the commend or air force and after consolidation

26, Ibid.

27. in exact menning table is "a table for an installation showing,
by specific section, department, or division, and by grades and
ratings and military occupational specialties, the positions
necessary to the operation of the installation.® A personnel
strengbh table, on the other hand, is "a sumpary table of an Exe-
act Manning Table or Tables, showing the distribution of grades
and ratings, of military occupational specialties by S. S. N.
[Specification Serial Nuuber], and of civilian strength for which
en allotment has been or is propesed to be made by a higher echelon,
when a Personnel Strength Table is approved and authorized, it is
issued as a Table of Distribution." AAF Reg, 37-2, 18 Dec, 1943,
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sent to Headguarhers, AAF (Lanpower Division of kanagement Control).
Here, in collaboration with the appropriste &ssistant cniefs of Air

stare,®

the total requested personnel would be reconciled with the
sllotment to the ALF, and personnel strength tables adjusted accordingly.
ifter clearence with the Assistant Chief of Air Steff, Persomnel and the
Budzet and Fiseal Office the tables were to be sent to Operations,
Commitments, and Kequirenents where they would be duplicated and dis
tributed. Finally, each command and air force would be notified by
lanagement Control of its allotments, and this would be confirmed by

an Adjubant Genersl letter,

This system of control was far simpler than the old plan of issu-
ing tables of orgenization for each separate station or installation.
Furthermore, it was much nore flexible and resulted in a greater de-
centralization of authority in the utilization of personnel by the
various commands and air forces, It alsc resulted in considerable
savings of manpower throughout the Zone of Interior,

The manpower conservation program of the Aruy Air Forces had two
general objectives: (1) "efficient utilization of all personnel" and
(2) "release of general service personnel on duty in this country for
assignment to theaters of combat," The first objective involved:

(1) Elimination of unnecessary and/or duplicating reports.

(2) Tlimination of non-essential and curtailment of over-

expanded activities.
(3) Simplification of administrative practices and procedures.

28, See Hae 0. I, Mo, 37=2, 16 Dec, 1943
29, Army Air Force lianpower Conservation Frogram, prepared by Lanpower
Dive. of Lanagerent Conkrol, 1 July 1943, in AFSHO files,
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(4) Job analyses to determine the rinirmum nuxber of
persons required to perform efficiently the functions
essential to the mission of a command and of each
fixed installstion corprising that command and,
where practicable, establishment of a single Exact
Vanning Table in place of unit Tables of Organization
(troop basis of allotbting personnel), Adoption of
an Sxzct Yanning Iable entails a complete and objec—
tive survey of an installation to determine the
exact number of personnel, by types, both military
and civiliaa, reguired rather than the allotment
of personnel by squadrons or cbher group wnits.

(5) Consolidetion under fewer persons of functions or
responsibilities which are part time in character
and conversely, broadening of supervisory powers
of subordinates in order to decrease the number
reporting to a common commsnder.

The second objective, release of general service personnel for
combat assipnment, involved:so
(1) Substitution of WAlts or civilian wonmen in duties not
requiring physical strengthe.
(2) uidespread use of limited service men in positions

from which their physical or menbtal limitations do
not bar them.

{(3) Use of over-age or permanently deferred male civilians
where they are available,
This was 2 laudable program, but one extremely diffieult to carry out
without rigid controls rigidly enforced,

Cn 1 July 1945 the Manpower Division was transferred, with its
functions intaet, to AC/LS, Personnel.gl By the reorganization
effective on 23 sugust it became one of the three units in the office
of the Deputy AC/A3-1 for Personnel Folicy and Management, where it
probably belonged as a control ageneye.

In sumury, the administrative controls exercised by Organizational

Planning in Headguarters were of two types: publications and manpower.

30, Ibid.
31. Ho, 0. I. 20"95, 28 June 1945,
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Of these the former was more satisfactory, perhaps because it was older.

AAFHS28

In addition, it was not the target of so much pressure, and conseguently
came nearer to being automatic in its operation. In the fiéld, Organiza=-
tional Planning had no control over publications, though it did conduct
studies in some of the commands, Actual control of this function in

the field was vested in similar agencies in the commands and air forces.
Theoretically it had no conbrol over field personnel, this power being
vested in the Manpower Division of Management Control. Actually, how-
ever, it did conduct several manpower studies in connection with organiza-
tional surveys outside Washinaton. Relations between these two branches
of Management Control were close, and as a result any strict separation
of their functions was subject to a number of exceptions for each office,
Organizational Planning could certainly claim credit for developing the
manning table technique and applying it during the early months of the

manpower conservabion program,
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Chapter V

CONCIUSIONS

Cne of the most striking administrative characteristics of the
air arm of the ar Department has been the fregquency with which organ-
izational changes have occurred, FPrior to 1941 there was no office
endowed with the authority to control organization, The Plans Division
made & number of studies in this field but could only recommend the
acbion which it regarded as desirable, The heads of divisions acting
either as individuals or in a body sometimes initiated or passed upon
proposals, DBoards of officers alse were used otcasionally to investi-
gate and make recommendations. Hone of these can be truly called
administrative planning agencies, however, because they were either
temporary bodies or because administrative planning was only ineci-
dental to the performance of obher duties,

aring the period from 1930 to 1940 the management idea took
rooct in the Inspection Division, where it developed along scomewhatb
the same lines as in industry, It was perhaps only natural that the
first proposal for a real administretive planning agency should come
from this source, WNothing might have come out of either this proposal
or obhers which followed if the terrific strains first of the sxpan-
sicn period and then of war had not revealed the administrative and

procedural weakness of the existing organization,

102
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Vanazement Control was established in March 1942 and charged,
. smong obher things, with preventing unauthorized reorganization, with
the development of more efficient organization, and with the institution
. of better operating procedures, These were the responsibilities of the
‘organizational planning office, to which was added control authority
in the field of publications and manpower. Under the continuous
leadership of Cenerzl Gates all of these powers were vigorously exercised,
Neither Organizational Planning nor ansgement Control, of which
it was a part, prevented reorganization--nor was that the intention.
Yore changes in organizaéion undoubtedly occurred during 1942 and
1943 than in sny preceding period of cqual length.l lany of these
were made necessary by the rapid developument of the AAF and the
N temporary demsnds. Changing conditions and functions, as well as a
change in the nature of serial warfare, dictated either the creation
. or discontinuance of an office, and/or a redistribution of functions.
These reorganizations did not cccour, however, without authorization
and consideration of the effects which any shift would have on the
entire organizational structure, In the process of initiating or
approving changes in organizstion, certain sowcalled "organizational
doctrines" were developed. The most imnortant ones were that (1)
. all organizations must be funetionalized, (2) teamwork and high morale
rmust be developed, (3} manpower must be effectively utilized,

(4) command authority must be commensurate with responsibility, and

= 1, Hanagement Control has been defined facetiously as "that outfit
. which has made chanpes seem monoctonous,!
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(5) ineffective administrative practices must be oal:i.\:iaina,t.o.=.c1.2 Although
it is impossible to trace the development of each of these doctrines
through the day~-to-day operations of Orgsnizational Planning, there is
strong evidence to support the claim that considerable progresa was
made in applying them to the problems of organization and operationse

I¢ should be borne in mind, however, that these doctrines might
have been sacrificed, at times, to the organizational objective of the
44F, It is perhaps not too much to say that if the adopbion of a sound
organizational change ran counter to the ultimate aim of an independent
air force, the change would not have been approved, However, the
greabest conbribubion which Crganizational Planning could make to the
movement for independence was to set up and maintain a sound organj-
zational strueture, The long-range objective of an independent mir
force was not, therefore, a serious handicap to effective organizational
planning,

On the other hand, Organizational Planning could not be effective
without the existence of well-established controls, These existed in
the field of publications and manpower. Control in these fields was
more important in and of itself, however, than as an adjunct of the
planning fuaction. Oreganizational Planning d&id good work in simpli-
flying and standardizing AAF administrative publications. It also did
good work in connection with the substitution of mamning tables for

tables of organization. These were important accomplishments in

2. Uemo, Chief, iFuOP to Chief, AFDNC, 25 Feb. 1944, Tab G, in AFNOFP
fileSQ
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themselves-—perhaps &s important as anything else undertaken by Organi-
zaticnal Planninge

The field in which the least was accomplished was that of adminise
trative and opersating procedures, Increased emphasis was given to this
phase of activity after Cectober 1944, and substantial beginnings were
made in needed reforms. It should be borne in mind, however; that
procedural changes are difficult to meke because they usually involve
& number of offices, and they may be almost useless unless the organi-
zation of those offices is sound,

Some of the analyses given in the above pages indlcate that the
elimination of duplication of effort and the establishment of more
efficient procedures presented the greatest cbstacle to the work of
Organizational Plamnming. The attainment of those objectives would have
resulted in the diminution of the prestige of the individual offices

concerned, and conseqnently "political! pressure sometimes outweighed

the merits of the case. A4is a matber of fact, it seems that the cumulative

effect of these pressures was a decisive factor in the dissolution of
Organizationel Flamning,

The pareeling of the functions of Crganizational Flanning among the
various offices in their own spheres of jurisdishion deprived the LAF of
& central apency to review and recoxmend improved methods of administra=—
tive planning and conbrol, +hile this action placed a greater respensi-
bility on each office, the personnel who accouired the duties formerly
lodged in Organizabilonal Flanaing could not have the same detached
attitude and were subject to even more pressure than were the personnel

of the central office,
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The question sometimes is raised as to whether the work of such an

office as Organizational Planning can ever be entirely effective unless

it also hag the power of administrative inspection., If such were the case,

offices discovered not to be operating in conformance with established
organization or specified funections covld be forced to comply. The
conclusion is not being drawn, however, that Organizational Flanning
should either have developed or taken over an inspection system. It
seems that it should have operated on a service basis and in the realm
of good will and persuasion; but, failing in these methods, it should
have been backed by the highest administrative authority and thus would
have been able to exercise control powers to bring about the desired
results, The work was useful though the personnel involved were few
in number, but it was the military incongruity of such an office
coupled with lack of higher~echelon support which brought about its

dissolution.
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paris-as S
PR
. GLOSSARY
-’ AAFSAT School of Applied Tacbies
LAG Air Adjutant General
L AC/A3 Assistant Chief of Air Staff
LFDLC Management Control
AFUOP Crganizational Planning
AFSEO AAF Histordical Office
AFTAL Air Inspector
AG Adjutant General
530 Alir Service Command
ATC Air Transport Command
ASVAAF Arms and Services with the Army Air Forces
C/AC Chief of the Air Corps
C/A3 Chief of Air Staff
DC/AS Deputy Chief of Air Staff
/s Depuby Chief of Staff
::. GHY General Headguarters
- Hoe 04 I. Headguarters O0ffice Instruction
- 148 Lliateriel and Services
. MI&D lateriel, Maintenance, and Distribution
OCAC Office, Chief of the &ir Corps
ODA3 Office, Deputy [Chief] of Air staff
OCE&LL OUperations, Commitments, and Requirements
R&R Routing and Record Sheet
S/® Seeretary of Var
b1
*®
-
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zation and the background of the reorganization that took place

on 29 March 1943,
Plans Division files

These files have much information on the organizational funce
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This book was of importance for the present study for informae
ticn on the Control Office of the Training Command,

Yanagement Control

Manpower Division

Crganizational Planning Division
These files are fundamential to a study of organizational planning.
The Organizational Planning Division files were the more beneficial

for this study, 2nd most of the materials used were located in the
files of the various branches of that division.

Special Studies
Office of the Seeretary of Tar

Civilian Personnel Division, fdministrative Planning Agencies in
ithe Federal Government, 1941.

This study was of only incidental significance for the present
work,

LAY Historical Office

AAF Historieal 5Studies:
No. 10 (rev.), Organization of bhe Army Air Arm, 1935-1945.
July 1946,
No. 14 (rev,), Inspection Control in the 4AF, 1939-~1945, Lay 1946,
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He. 25, Crpanization of Military Aeronauties, 1907-1935 (Congres-
sional and Var Department icbtion). December 1944

These three monographs discuss more fully many of the points
dealt with in this study and set the framework for research
and writing on organizational planning,

AAF llisvoricel Study (draft): "Statisbical Conirol in the AAF.Y
Bureau of the Budget

Sundquist, James, "iartime Crganization of the Army Air Forces®
(draft}e Copy in LF3EO files.

This study, by an individual who attended many of the meetings
prior to the reorgenization of ¢ Larch 1942, is a good inter-

pretation of the changes and concepts involved in that funde-

mental administrative move,

Conversations

Conversation with Lt, Ce K. Jones, AFHOP, 23 September 194k
Conversation with Capt. Frederick Mosher, AFNCP, 11 February 1944
Jonversaflon with Lbt, Col. F, V. Guigley, AFLOP, 27 September 1944

These conversations were held with key men in Management
Control and the various branches of Organizational Planning,
3uch conbacts were very fruitful in that they provided many
viewpoints, opinions, facts, and attitudes which could not
be secured from documents,
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INDEX

A~l, 31

A=2, 31

A-3, 31

A=h, 31

AAF Board, 70

ALF Center, 84

AALF letbters, 90-91

AAF YMegorandums, 53, 90

No, 20-7, 52
No. 20-18, 81
ALY and 42" series, 91

AAF Printing Boeard, 93

L4F Regulations, 90
Hoe 5"1, 88
No. 5-2, 88, 90, 91 (n 10)
Hoe 20, 67

o, 20-1, 91
No, 20~43, 68
Roe 37-2, 98

AAF Training Center Noe 1,
Miami Beach, 39

AC/AS-1, Deputy for Personnel
Policy and Management, 100

Adjutant General, The, 8, 99

Administration, Director of, 72

Administrative Br., 36, 38 (a 33)

Administrative Div., 21-23, 30,
34, 36

Administrative Inspection Div,,
38 (n 33)

Administrative Planning &
Coordination, Asst, Exec, for,
3334, 88

Administrabive Planning Projects,
21

Administrative Research &
Statistics See., 19-20

Alr Adjutant General, 31, 33,
87, 89-90, 94
Asst., 90

Air Communications Div., OC&R,
50~51, 81

Air Corps Circular Letiers, 3, 88

Air Corps Circulars, 3, &8
ddministrative series, 90-$1

Air Corps Expansion Program,
L=15

Alr Corps General Board, 10

Airceraft Distributicen Control Br.,
1N&D, 37

Aireraft Distribution Office,
Patterson Fld., 37, 58

Alr Depot Control Area Commands,

;B

Air Force Combat Comd., 26

Air Force General Depots, 80

BAir Force in Theaters of Opera-
tions: Organization and Functions,!
92

Air Inspector, Office of, 27, 37-38,
49-50
Deputy, 38

Air Judge .idvocate, &1

Alir Maintenance Gps., 80

Alr Provost Marshal, 52

Air Service Comd., 40=42, 5859,
61-65, 68, 93
Asst, Chief, 34
cG, 64
Chief, 34

Air Staff, 26, 32, 47. BSee zlso
Chief; Assistant Chiefs,

Air Surgeon, 81

Air Technical Service Comd., 37,
2, 68, 93

Air Transport Comd,, 61-63, 73
(n 56), 98

Air Viar Plans Div., 31

Analysis & Heports Br., MM&D, 37

Anti=-Aireraft, Special Asst. for,
52

Armament activities, 76-77
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Arm & Service Integration
Committee, 81-83
Arms & Services with the AAF
(ASUAAR), 69, 7375, 78,
8184
Arm:g Ground Forces, 46, 78,
9
Arm%' Service Forces, 75, 78,
9
Army Regulations,
170-10, Change lo. 13, 83
605145, 8k
615-200, 84
Am()ld’ Gen. H. Ho, 12, 16’
28, 34h=35, 49, 65, 67, Th
Asst. Secrebtary of Var for
Air, 66«67

B

B-29 Special Frojects Office, 52

Browning Board, 9
Bryden Board, 13

Budget, Bureau of, 33, 35, 42, 58
Budget and Fiscal Office, 1 (n 2),

8l, 93, 99
Budget and Fiscal Officer, 72
Budget Sec., Air Staff, 3L

c

Central Administrative Div.,
38 (n 33)

Chaplain personnel, 84 {n 81}

Chemical varfare, 76-77, 83

Chief of Air Corps, 11, 13, 16,
i9
Leting Chief, 33
See also OCAC,

Chief of Air Staff, 48, 50, 56,
62-63, 67, 70-71, 87-89
Deputy, 46
0ffice of (0CAS), 27, 36

Chief of Staff, 78, 95
Deputy, 75-81, 84
Office of, 76

Civilian Personnel Div., 94

Clark, Wallace, survey, 31=33,
45 (n 1)

v BTN EPIN 113
) ! ! &\ tL/}’%Lﬁ ol .i? i_’i‘..«l)

Commanding General, AAF, 62-63, 69

Communications personnel, AAF, 76

Continental Air Forces, Ha., 85

Control Div., Air Inspector's

Office, 38

Control Office, ASC, 40=4L
Control. Officer, 41

Conbrol Office, M&D, 37-38
Control Officer, 37

D

Dargue, Brig. Gen. H. A., 27=28

Deyton, Chio, 58

Deichler, Lt, Cols. H. E. S., 83

Development Jec., Inspection Div,.,
23, 17, 19, 22, U3

Development Unit, 22, 30

Digest of Air Corps Policies, 88

D'lmton, ]'x'laj. Gen., De]mr, 68, 79

Dunton Board, 79

¥

EChOls’ Maje Gen. Cs P 66

Engineer Aivn. Topographic Co., M&D,
55

Engineers, Corps of, 13, 76-77, 83

Exact Hanning Table, 98 (n 27), 100

Executive Div., 6, 17, 26

F

1st Air Foree, 69

Lth Air Force, 69

Fairchild, Col. M, S., 28

Farrar, Capb. J. M., 23-25, 28, 31,
42-43

Field Service Sec,, Materiel Div,,
15

Finance Div., 5, 83

Finance Office, D, 76

Finencial Br., M&D, 37

Flight Control Comd., 69

Flying Safety, Office of, 51, 69

Flying Training Comd., 39, 72, 97
0G, 97

Frank, General, 66
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G

G-4 Div,., WDGS, 64 (n 37)

Gasser Board, 96

Gates, Brige Gen. B. E., 25, 29,
32«33, 35, h2-43, T70-71, 82,
88, 103

General Staff, 31, 46, 58, 8k,
98s See also Chief,

GH&.éAi.r Force, 8-12, 1lh15, 17,
2

CG, 89, 12

Gileﬂ, Majo Geno B- HJ, 70-71

Glider Program, Special Asst,
for, 52

Ground Safety Div., AC/AS
Personnel, 52

Gulf Coast Training Center, 97

H

Harper, Brig. Gen. K. We, 7l
Headoguarters, AAF, 34, 51, 61,
63, 68, 85’ 92, 95‘97, 99-100
Headquarters Office Instruetions,
90
No, 5-2, 87
Ho. 80-16, 57

I

Inspection Div,, 2-3, 87, 102
Intelligence Br., 36

K
kKnudsen, Lt, Gen. W. S., 67-68
L
Legislative Services, Office of,
Ligioln, Cols R Bs, 12
Iynd, Lt. Col. W. E., 12-13
H
McDormell, Yaj, Je Coy 5

¥eNarney, Li. Gen. deo To, 33,
75-81

CLASSIFLD

Machine Services Br., Control
Office, 41

Maintenance Div., ASC, 61

Maintenance Unit, 41

Eanagement Control, 26, 35-~36, 38,
43, L7-51, 56-57, 62~63, T0,
72—73’ 81’ 93, 95-96, 99, 101,
103
Chief, 67
Directorate of, 36

Management Control Sec., Training
Comd., 38, 57

Manpower Board, WD, 96

Manpower Br., 95

Manpower Div., 77, 95 (n 231),
98=-101

Manpower Unit, Training Comd., 38

Materiel Comd., 40, 42, 58-59,
62-65, 62, 93, 98

Materiel Dive, 15

Materiel, Vaintenance, & Distribu-
tion (IX&D), AC/AS, 37-38, 55,
58, b4~-66, 68, 81, 93

Wateriel & Services Comd,, 68

Materiel & Services (&S}, AC/AS,
37-38, 66, 68

Moxwell Field, 16

Medical personnel, 84 (n 81)

Meyers, Liaj. Gens Be E., 68

¥iscellaneous Div., 19, 2L

N

97th Bomb Gp., 77-78
Navy Dept., 58

0

OCAC Office Memoranda, 18, &8
Office of Chief of Air Corps (OCAG),
6, 10, 15, 17, 19, 22-23, 26, 28,

3233
Operations, ATC, 73 (n 56)
Operations, Commitments, and
Requirements (OC&R), AC/AS, 51,
55=-56, 58=59, 73, 81, 99
Operations, Director of, 72
Crdnance Dept., 13, 76«77, 83

THIS PAGE Declassified IAW EO12958




This Page Declassified IAW EO12958

Organizational Planning, 3, 26,
36-385 h—z"}*li-, ll-ég 11'9’ 52’ 55,
58, 61, 63, 65, 67, 70-72, 76,

al,a7, 9097, 100-01
Chief, 83
Director of, 88-89
Directorate of, 35
Organizational Flanning, Offic
for, Lateriel Comd., 4O
Organizational Planning Unit,
Training Cond., 38-39
Organization Br., X&D, 37-38
Organization and Functions
book, 92
Organization & Functions Div.,
36

Organization Planning Br., ASC

i
Orlando, Fla., 70-71

P

Patterson Field, Ohio, 37, 67

Peabody, Brig. Gen. Hume, 71

Persomnel, AC/AS, 51-52, 81,
99=100

Personnel and Administrative
Services, ATC, 73 (n 56)

Personnel, Budget and Fiscal Er.,

36

Persomel Distribution Comde, 52

Personnel Div., 5

Personnel Redistribution Center,

52
Personnel Strength Table, 98
(n 27)

Fersonnel and Training Div., 43C,

61

Persgonnel and Training Unit, ASC,

41
"Peter Rabbit," 57-58

Photographic Technical Sq., OC&R,

55

Photo Intelligence Det., Intel=

ligence, 55
Fhoto Procurement Det., OC&H,

55
Plans, AG/4S, 81

22~23, 26, 102

O cCSEED s

Plans SBCQ, I-I-’ 7, .1-1""'13’ 23, 26,
29-31, 33, 35

President, the, 94

Price Adjustment Br., 1:&D, 37

Printing Control Office, 93

Priorities and Traffic, ATC, 73
(n 56)

e Procedures Bre, 36, 59

Procedures Unit, 41

Publications Br., 36, 90-92, 9

Public Relations Br,, 31

Q
Quartermaster Corps, 13, 76-77, 83
’ R

Teconnaissance and Photographic br.,
OC&R, 55

Research and Statistics Sec., 2L,
2y 30

Ritzert, E. B., 42

8

2d Lir Force, 69, 98

School of Applied Tactics (AATFSAT),
69-71, 79-80
Commandant, 70-71

5C0-T-51 report, 60

Secretary of iar, 26, 95

Services of Supply, h4b. See also
ASF.

Services Training, Deputy for, 60

Signel Corps, 13, 5k, 76=77, 83

Sinnigen, J. C., 27-28, 30, L2-43,
8788

Spaatz, Lt. Gen, Carl, 15, 28

Space Allocation Div., 36

Spare Parts Program, Special Asst.
for, 37

Statistical Control, 52-5k4, 60

Statistical Control Br., ASC, 41

Statistical Control Uanit, Training
Caﬂd., 38

Statistics Seec., Air Staff, 31

Statistics Sec,, Plans Div., 25

Stone, Do Coy 1 (n 1)

Stratemeyer, laj. Gen. G. Bo, 47=48

‘ R
! - - £
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Supply and mintenance, Director
for, 72

Supply and 3ervices, ATC, 73
{n 56)

Supply and Transport Br., 36,
61=62

Supply Div., 13, 61

Supply Unit, 41

Systems and Procedures Div., 36

T

3d Alir Force, 98
Table of Distribution, 98 (n 27)
Table of Organization, 100
Technical Planning and Coordina-
tion, Asst. Exec. for, 34
(n 24)
Technical Services, Director
of, 50
Technical Training Comd., 39, 98
Training, AC/AS, 60-61, 73, 81
Training Alds Div., 51
Training Comd., 37-39, 69, 75
A‘Ba 38
Adjutant General of, 39
Chief of Staff, 39
Training and Operations Br.,
36, 69
Training and Cperations Div,.,
LI"‘S’ 69
Trensportation Corps, 76, 83
Transportation Priorities, Cifice
of, 59
Troop Carrier Comd., 69, 75, 98

v
Volandt, Maj. e Fuy 5

Wacs, 96, 100
var Dept, Circulars
No, 59, 56
No, 388, 83
far Plans Sec,, Training and
Operations Div., 4
Jar Plans-Training Div., 10
weather VWing, 51
westover, Brig. Gen. Oscar, 9=10
Jdhitten, Brig. Gene Le Pey, T1
\iolfe, Brig. Gen. K. B., 68
Wright Field, 34, 67
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