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Chapter III 

lIEADl;.lJAIm:RS OJlGANIZ.U'ION 

The background of the headquarter. organization of United State. Stra­

tegic Air Force. in Europe i. to ba found in the organizational histcrr;y of 

the Eighth Air Force and VIII Air Force Service Command tor tbe second 

hal! of 1943. The achievement IJ7 Jam>ar7 1944, in the form of United State. 

strategic Air Forces in Europe Headquarters, of an organization comb1n1Dg 

logistioal and operational tunction. on an equal. l ...el, .... the logical oul­

llination or 8ix .onth. of organizational thinldlJg, planning and expon.enta­

t ion by the Amerioan Air Force. in the United KingdCOl. 

Qro1g:lns of Combined .Headquarters 

The or1g1nal 1Japetua for conaolldatlon of Air Force Headquarter_ aDd 

Service COIIIIIIaDd Headquarter. function. in the United Kingdom Calle trom the 

Service Ommand, and the plan. aclvanced during tbe conr.e of 1943 ell 

originated in tha Service C_d. The concept ot a logistical control 

which ..braced all tunctlons short of actual operations ••& ga1n1ng adhereate 

througbCOlt tho Air Force., and port1culorl;r in VIII AI'SC. A. developed IJ7 

• VIII AI'SC planner. during tha course or 1943, logistic. c..... to repreaent 

the all-ambracing form it a.aumed with the e.tablishment or USS1'AF. The 

bali.! in the equal aportance of logistics with operation. and the neee.aity 

to raise it to the same level with operatlo1lB in order to insure maxiDnm 

otf1ciency ot the logi.tical function were among the t.polling motive. in 

tbo campaign c<>muoted IJ7 VIII AI'SC to achieve a cOllb1nod headquarters. 

Practical considerationa were also on the aide ot the adYooatee or a 

cOlllbined headquarters. The beliot that the Service C_d ..... beiJig 

hampered in CaI'l7ing out its functions IJ7 the operation. of a duplicate and 
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aanetws obstructive starr at Air Force HeadqUarters was a prime tactor 

in the mO'Ve by the Service C_d to coneolidate the .ur Foree A-4 aDd 
1 . 

Service COIIIIlaDd Headquarters. 'l'his consolidation, it was recognized, wottl4 

also raise the Service COIIIIl&nd 1nd!rectl¥ to the Air Foree Headquarters 

level, aDd enable i t to speak with max:Imum authorit7 in the nome ' or the 

Commanding General, Eighth Air Force. The eventu"al achievement ot this 

conaolldation :In October 1943, the resalt ot aaro' 1lontha or constant advo­

COOT by the Service C_and, ropre.._ ao i:aportant step toward the 

esteblishment or a combined headquarters which organised all operational 

_ and logistical fuDcticns under two depnt7 commanding gonerals--ooe rar 

operations and one tar 'adJll1niatrat1oD (lOSiatics). The achievement ot such 

a two depnt7 qstem in the rorm or USSTAF Headquarters in JaouarT 1944, 

_. partlcular4' oignHicaI!t because or it. recognition or the theoretical 

aDd practical diTiaion or all Air Ferce fuDcticns into two catogarie.-­

operations aDd logistic. (administration). 

• 
The problsl or the place ot the logistical runcticn in the llilitarT 

ca..and structure was aleo raced by the Theator Headquarter. daring 1943 

and 1944. The Theator helped point the wq to the Air Ferce by diecontinu­

1Dg 0-4, Headquarters, ETOOSA., and tranaterriDg its duties to the Ccwnnand1ng 
. 2 

General, Service. or SuPP4', an ;n IIaT 1943, thereby enabling the Command­

ing General, sos, to 0&1"17 out functions in the name of the highest head­

quarter. in the thaetor. On 8 October, G-4 Section, Headquarter., ETOOSA, 
3 

was reestabl1shed, but on 1 Dec_ber, the C<W!I!and1ng Ge:nera.l, sos, once 

1. "0, Lieutenant Colonel Jerome Preston, VIn AFSC, to Brigadier 
General Hugh J. Knerr, Die, VIII AFSC, 7 Oct 1943. 

2. GO No. ;n, Hq, ETO, ;n IIaT 1943. 

). GO No. 71, Hq, ETO, 8 Oct 1943. 



more aSSOlIIe<! the functions ot G-4, ETOUSA. Fifteen .tatr _tiona ot Head­

quarters ETOO'SA. and SQS were consolidated and placed UDder the control ot 
4 

ths COIIIIIIaIlcililg General, SOO. 

The Theater ~pr06Ch to the problem ot rai.ing logistic. to the top 

mel ot c-.nd "".....d. simpler by the .xi.tane. of the Theater H.adquar­

tera a8 a pureq adm1n1atrative headquarters. -aH. Qperational 1"uDctiona 

wer. ae_ad by SUpreme Beadqua:l:tsre, .l.ll1ed Expoditi<>D1U7 FOrc.,~y,;bru-

• 

.~ .~~~.... 
.OZ7. . 19~Th1. cClllh'lnad British-American h.adquarters emrc1aed no 

adwinistrative fUnctions except through the person of the SUpreme CCWltender, 

,~ hi».a.lt, General Dwight D. Eisenhower, who .. also CC'D!I8Dd1 ng General, 

ETOUSA. On 17 January 1944, 500 and ETOUSA Headquarter.....,.., oOlibine<!, and 

llajor General John C. H. Los, C~ General, 500, ftS appointed DePll1i7 
6 

The.ter COIIIIIaIlder, becom1.ng, 1D etrect, the <ohie! admiDilJtrative and 

logistical otficer tor the th.atar. Th. actual pbyo1cal oonsolidation or 

500 and ETOUSA Headquarters which occurred during the courso or 1944 

represented the culm1 nation ot the integration of all adm1n1atrat1ve aDd 

logist1oal functions or the Theatar.· Thi. ooosolidaUon of functions . 

parall.led the similar d"...lopaent within the .I.ir Foroe. in the Theatar and 

1nd1catsd that the problem was ODB ot bas10 m1litar;y .1gn1.f10""". and 

importance. It i. po.sible ·that there was an intarplo;y ot 1nfl.ueDce bet...... n 

.I.ir Fores and ETOOSA H.adquarters in the dsvaloJllllent. which consolidated 

the admini.trative and logist1oal f'uncUon. at the top headquarter. in their 

4. GO No. 90, Hq, ETC, 1 Dee 1943. 

5 • ..J d-. ...~.i a. .•,~ /'J(!'..:.tc.:( ~1 # ..2 ;' T" I I'a.,...,tJr~(J)~-#,- ...~J;-•. ' A.-...{ 

.( : ..........-...4....... ,1 _'__' ~ J.:-= T OJ Vo-€.. Jr, f¥' , - 10, 

6. GO No.5, Hq, ETC, 17 Jan 1944. 
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respective 	spheres. The additional problem or the 1nt~tion or opera~ 

tional and 	administrative (i.ncludiJIg logistics) f'unctions in one headqUarters, 

was a prob+em the theater did not tind it necessary to resolve. 

Like the Theater, the Air Force was laced with the practical problem t'4 

acbi8V~ the most efficient aDd economical headquarters organization 

po.s1ble. Perhaps the earliest qgestion fer the conac1idation or A-4 and 

Service COIIIIIand Headquarter. was ad'raneed b7 Captain Albart LePS1l8k7, of: 

the Plana D1T1eioo, Vllr AFSC, in a _orandum, on 15 t.Iq 1943, to Colonel 

David H. Bal<er, Chi.r or the Plan. ~v1a!0n. Captain teps.sq, in the course 

of .& di8CU81!11on of Se:rvica Command f'uDetlcme, suggested that the Saniee 

,C_ 

•••_:ld>t alao do all or the A.F. Headquarters statr work _olved 
tor tho C"'.....d1ng General and ror th1e l'U'Po.., it might bo 
desirable to make the C..".~nd!ng ~ral or the Serrice COIIIIIand 
act as A-4 or tho !!til A.F. 

There was Do' evidence at a reaction to this suggestion ~ aoyone within the 

Service COIUIaIld. 

The role ot chief organizational th1nker and planner in the Air Forces 

in the ETO we. Ple7ed b7 aD orficor with extend.,. .~rieDCe in 'both 

• 	 IlilitaI'7 and blaines. affsirs-llajor General Hugh J. ItDerr. As Ch1er, 

Cootrcl DiTio1on, Air Service C,.""md, Patterson Field, in 1942 and 1943, 

General Knerr (then Colonel) ..... the moving spirit hohind tho orgsni....tion 
8 

or the Service Canmand along f'unctional military management lines. In 

Kay 	1943, he left his new position of Daput:r, Air Serrice C<lOlIl>OI>d to hoc"",,, ' 

7. 	 liamo, Captain Albert Lepawsq to Col <11e1 David B. Baker, Chief, Plan. 
dlvis! on, v'llr AFSC, 15 IIa:r 1943. 

8. 	 lIomo, Colonel Hugh J. Knerr, Chief" Control Diviaioo, N!£, to 00, N!£, 
November 1942. 
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dePUtT to t.lajar General Follett Bradle7, Air Inspeetor, Al'II\Y Air Foro••, 

.t 


on a cCDdttee daaignraC. by General Arnold to study and make recamoendatloJlB 

on the organisational and manpower needs of the A:nrr Air Forces in the 
9 

United IUJ>gdOlll and North Atriea. Thill unique opportun1tT to oboer... and 

study Air Force organization and operations in two active theaters ot war, 

ooap1od with a eOllJll'8henaiTe knowledge of Air 5e1'Y10. CCIIOlll8lld organization 

and operations, helped to ripen General Knerr I 8 th1nld.ng on .Air Force or­

ganization. H18 88l"'V'iC88 JMre requested by the Eighth Air Force to help 

organize and adm'nister VITI JF'WJ 80 that it might meet the tremendous 

demand. be1l>g llade on it. Aceord1l>g:Q', on 24 Ju:Q' 1943, Brigadier General 
10 

Knerr bee.... DePUtT Caomender, VIII AFSC, and on 24 October he a.""",ad 
11 

eommand of VIII AFSC. 

Even before his assignment to VITI AFSC, General Knerr's ideas on Air 

Force organisation had crystalllzed into a concrete suggesti on for the 

amalgamation or service and operations functions at the Air Force leYsl. 

In his "Report on Air Servke CCWlmand in Africa", 23 JUDe 1943, in which 

he suggested, :tor the tirst tille, a two deputy system, General Knerr round 

that 

• •• a difticult command situation exists 8S a consequence or lack 
of adequate e<llllllUl11oation. that could be ....t.r1al:Q' 1mprovod 
through the s1mp1. daviee or designating two Deput,' C""""andor. 
tor the Caarmaml1ng General of the HAAF, one tor operations and 
me tar maintenance, with the Camnand1ng General and his two 
depoti•• 100atod at the ..... headquarter. and ue1l>g but cae starr•••• 

. A vaat amount of unneceasar,y staff work and consequent dela7 

• 


9. Ltr, Major General Ira C. Eaker, 00, 8 AF, to General HuDl'f H. Arnold, 
00, J.jF, 18 !lay 1943. 

10. GO No. 20, Sq, VIII AFSC, 24 Ju:Q' 1943. 

11. GO No. 45, Sq, VIII AFSC, 24 Oct 1943. 
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could be avoided it these three man, in close personal contact 
and conversant with basic policies, could make major decisions on 
tho spot as tho raP~ changing situation or air warfare de_ed. 
Tho orthodox ground arm)' type of command! 8lId .tart is not oqual 
to the tiDe and space factors of this 11'~ in the a1r. 12 

General Knerr went on to make spec1tic rec~DdatiollB for the application 

or the deputy system. Ho roc-..nded that. 
, 

A. ActiOil be initiated to authorize the tunction or a Deputy for _ 
Operations and a Deputy fC1r lIaintenance ror Air Force Ccamanders; 
such deputies to execute a primary CClillmsnd ftmctioD. wlth1D their 
juried1ction in e:aoutioD of the Air Force ClWmander'e decisions 
and policiee. 

b. 	 Present staff tunotioos be consolidated into one Air Force 
iieadquarter. statr.13 

General Knorr also rooOllllnended that all Air Sorvice Canmand. be redesignated 

Air i!a1ntenance Camnsnds. This 'Was the result of his belief that the term 

tlaarviee" carried with it a connotation or subservience and 891"V1lity lIhich 
14 

.... harI1Itul to the moral. and tunctioniJlg 'or maintenance unite. 

Upon his assignment as Deputy Camnander, VIII AFSC, General Knerr lost 

DO time in advancing his organizational principle of a two deputy system. 

On 26 July, two days after bis appointment ae Deputy C""""",dor, be wrote to 

Uajor General Henry J. F. )liller, Ccmmanding General, VllI USC, and recCJm­

_oded that the Eighth Air Foree adopt a two deputy eyotem, with a deputy 

tor 	maintenance and a deputy tor operations. He recommended that the deputy 

tor 	maintenance also be the Commanding General at ~e Maintenance Command. 

The 	 administrative staff- was to be left under the Chief' of Staff, 80 that, 
15 

in effect, there would be three ciepp-tles. This first detinite proposal 

12a 	 Ltr, subj: "Report on Air Service COIIUII8.Od in Atrica, ft 'Colonel Hugh J. 
Knerr, Deputy, ASC, to 00, ASC, ' 23 J'me-..,1943. 

13. 	Ibid. 

14. 	Ltr, subj: . "Revision of staff and L~a1ntenanc8 FunctiODs,"Brigadier 
. General Hugh J. Knerr, D/c, VIII AFSC, to ca, VIII AFSC, 26 July 1943. 
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16 
for an integration within the Eighth Air Force or the service and opera­

tiona functions was forwarded to General Eaker by General Miller on 30 July. 

There was no action by General Esker in response to the proposal, although he 
17 

.as probab17 giving samo thought to organizational problems at the time. 

The rapid growth of the Eighth Air Force during the """"'or or 1943, and 

the continued and even deepened intensity at suppl,y and maintenance problems 

and conflicts, appeared to increase the efforts at the Service Coounand to 

arrive at a clear- cut solution ot the organizational ~~. OIl 1.3 Sept­

ember, Colonel Baker, Chief', Plans and Control Division, VIn AF~, 

presented a detailed implementation of General Knerrts proposal for a 00.0.­

solidation or the headquarters or tho Eighth Air Force and VIII AFSC. Ie 

accordance with General Knerr I s plan, it listed all tun.ctlons tmder tbe 

two deputies and the cli10r a! start. 

On 14 September, Goneral 1!U1er submitted to General Bolter the lIOlDo­

randum prepared by Colonel Bsker, &.cOODpan:1ed by a proposed organization 

chert. A detailed listing or 1'wIctions ahowiDg the reallocation of such 

f'Unctlons in the event ot a consolidation ot the two headquarters ft8 also 

• 
19 

fonrarded to General Eaker. Although GeIl8ral. Eaker did not act on these 

15. 	Ibid. 

16. 	lIemo, Major General HeDr7 J . F. Miller, CG, VIII AFSC, to 00, 8 AF, 30 
Jul,y 1943. 

17. 	Ltr, Lieutenant General Delos Emmons, Sq, AAF, ta General Eaker, 6 Aug 
1943. 

18. 	Ltr, subj: "Duties and Responsibilities in a Combined Headquarters, 
Eighth Air Force and VIU Air Force Service Canmand," Colonel Baker, 
Chie!, Plans and Control D1viej.on, 'lUI AFSC, to CG and Dlc, VIII AFSC, 
13 Sept 1943 (1ncl). 

19. 	Ltr, subj' "Revision of starr and lIa1ntonance Organization,' General 
Miller, 00, VIII AFSC to CG, 8 AF, 14 Sept 1943 (3 inclo). 
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pointed, 	specific proposals, General Jtnerr conti.mled to take every oppor­

tunity to 	bring his views to General Eaker's attention. 

As 	d1!ficulties developed in connection with A-4 of General Eaker'•• starr, it in effect vetoed actions of the Servi ce Cca.r,>.a.nder, but 
it brought a nuaber oC things to a head as time went on. With those 
eX&llples, I talked to General Eaker, and we gradua.l.lJr came around 
to 	the agr••ment that it would be b.tt.r to consolidat. A-4 and 
Service Command in one person, particularly' since the headquarters ' 
wer. practically in th. ..... building .~2(T 

General Eaker's .-pproval ot the consolidation of the f'tmctions of Commanding 

General, VIn AI'SC and A-4, E~th Air Force, announced at an E~th Air 
21 

Force Commanders Meeting on 4 Ootober, .,ppeared to be th. limt to which 

he 	"" • .wi11ing to go in reorgani.iDg .Eighth Air Force headquart.re in Oot­

ober 1943. 

On 	11 Ootober, General Knorr was appointed A-4, E~th Air Force, and 

t he Special staff Sections or the Eighth Air Fore. were tranaferrad to VIn 
22 

AI'SC, affective 15 Ootober. The Special staff Sections or Eighth Air 

Force and VIII AFSC were merged, and contim1ed to tunction 8S advisors to 

the Ccwnmend1ng General, Eighth Air Force. .uthough a 11l11ited aPPl"OAch, 

'< 	 tbls cOllsolldatlon represented the first step in the objective ot eomb~ t he 

lcgiBtical fnnction with th. operational tunction in on. h.adquarter•• 

• 	 G.n.ral Knerr carried the cCDsolidation Or A-4 and VIII AFoo a step tartber 

when ho notified tho personnel or VIII AFoo on 29 N""ellber that th. whole 
2.3 

VIII AFoo headquarters tunctioned as A-4 ot Eighth Air Fore.. B7 3 Dece..­

ber, General Xnerr was able to notif)' those concerned that all A"4 matters 

20. 	Intervie. with Io!ajor General Hugh J. x.;.rr, DleG, USSTAF, b;r Captain 
. Alfred Goldberg, A.si.tant Historian, USSTAF, 12 JWl8 1945. 

21. Minutee, COIIImenders Meeting, 8 /iF, 4 Oct 1943. 

22. GO 110. 182, Hq, 8 AF, 11 Oot 1943. 

23. Office Memo No. 'E, Hq, VIII AFoo, 29 Nov 1943. 
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24 
were to be sent by the AG" Eighth Air Force" to the AG, Service Command. 

This represented the t'inal pby'sical absorption of, the personnel and 

1"unctions of A-4 by the Service Command, with Service COIllIIIIllld Headquar­

ters assuming the additional ident1~ of A-4, Headquarters" Eighth Air 

Force. Thus, b;r earl:;r De.ember 1943, VIII APSC had cOlllp1etel:;r absorbed 

A-4 of the Air Force, and had bec~ the sole logistical age~ entitled 

to act in the name of the Commanding General, Eighth Air Force. 

Following the consolidation of VIII AF5C and A-4, Eighth Air Force, 

and his appo1ntmept as Cmmandillg General, VIII AFSC" General Knerr 

reorganized his headqnarters in accordaDce with his prinoiples of 

groupillg :tu.nctiODS in large blocks under principal staf':f' officers, 

thereby providing a greater lteaBUre of vertical control. In the reor­

gani.ation of 23 November 1943, General KDerr .11ainated the position 

of Chief of starr, and added instead, tile pOlition of Deput;r C""".ndor. 

At the oame time, h. appointed a Chief of Administration undsr whom 

were grouped all ot the special and administrative statf sections, 
25 

total~ ~ourteen. These sections now reported to the Chief or Ad­

• 
minIstration, who" like the Chief'a of ~a IIalntaD&DC8, SUpp~, aIld 

Personnel aDd Tra1 n1ng Divisions, reported directly to the CCIIIDI.8.lld1ng 

General or his Deputy. Instead of spreading equal authority among t""nt;r 

or more sections in the headquarters, General Knerr central1l19d top 

control in the hands ot a rew chiefs, with whom he could deal direct17. 

24. Memo, General Knerr, CG, VIII AFSC, to AG, Plans, Chief of Admin, 
VIII AF5C, 3 Dec 1943. 

25. Organ:1zat1oD. Chart, Hq, VIn AFSC, 23 Nov 1943. 



...........-. 

~. 
, 

This establishment of vertical control was a principle of organizat ion 

adhered to b:r General Knorr in later reorganizations. Tho reorganized 

headquarters was in strong contrast to the traditional General statt or­

ganisation which permitted lateral diopereion of responoibilit7 and 

control. 

Af'ter tho eODBol1dation of VIII AFSC and A-4, Eighth Air Foree, 

G6neral Knerr oontinued to persist in his longer range program ot combining 

Air Force ""d Sorvice Co_ headqUarters. In this persioto"". he ftS 

iDtlwmced and, perhapa, aided b7 the oourse ot events. The decision to 

place a numbered. tactical .Air Foree in the Un.1ted Kinedom made it naces­

Iar7 to arrange tor the establishment of a~ overall theater air ageDC7 

in order to prevent duplioation and waste. On 11 September, General Eaker 

hod been designated Commanding General ot all United State. A.rII!1 Air 
26 

Force. in the United Kil>idom. In October, .mon tho Ninth Air Force was 

fonnall;y activated in the United KingdOlll, it was recognised that tho need 

tor a theater air headquarters was urgent. Accordi.n.glJ', on :1:5 October, 

General Eaker otrioiallJ' activated Ull1ted states ArYq Air Forces in the 

United KingdOll and appointed as his staff the whole general and special 
V 

staff ot tho Eighth Air Fore•• !.e a result, the Eighth Air Force was 

given, in effect, oontrol aver the administration and operations of the 

Ninth Air Foree. Operational control over the Ninth Air Force was relin­

quished to HeadqUarters, All1ed Expeditionary Air Force\>oo 15 December 
28 

1943. 

• 


26. GO No.62, Hq, ETO, 11 Sep 1943. 

V. GO No.1, Hq, USAJ.FlJK, 15 Oct 1943 (corrected cOW). 
• . ., ~ # I"'r.;z:r, (

·28 • .!...u 1 ';"~ : "~_;~:t.. ~ /·t 7;.",t~L ler..,:.c, " F"" ...... ) CG,</Ar to C Go/]:!:. oS tI: .. ':.> _ 

Is () ~ c.. '... _,-'" . 
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The establishment of USAAFUK made Gene:t:'al Knerr the chief' air logi­

stical officer in tbe ·theater by virtue ot his appointment a8 A-4, 
~ 

U5AAFUK. In addition, the role of VIII AFSC in fostering IX AYSC iliad. 

it necessary for the former to act 8S a theater air service command. The 

problema raiB8'd during the exercise of this theater-wide f'lm.ctlon toward 

the end ot 1943 lent added weight to General Knerr 'e argument. tor a 

combined headquarters. 

The perf'o:rmanc8 by vnl ~oo ot admin1 strative fUnctions for the Air 

Force was also an additlODal factor in favor or integration ot the two 

hsadquarter.. VIII AFSC, tor !nata""e, was charged with raspons1bllit,. . 
for raceiTing, processing and distributing allot the casual and tiller 

30 
Air Force pers0DIl81 who entered the theater. During the letter part of 

1943 this was an enormous task. In addition, all ~echn1ca1 training tor 
31 

the Air Force was the responsibility at the Service COIIlltl8.Dd. . Incre8s­

ing17, during the last months of 1943, the Service Commander acted for 

the Commanding General, Eighth Air Force, in those matters delegated to 

the Serrlce Command. In 'etrect, his dual role made it DeCeBS8.l7 tor 

General Knerr to woar two hats-- cne aa C_anding General, VIII AYSC and 

one as A-4, Eighth Air Force. lIhen dealing with other Eighth Air Force 

Canmands in the name ot the CaDIIaIld1ng General, E,1ghth Air Force, General 

Knerr wore his A-4 hat. On other occasions" be wore his SerTice Command 

hat. Thi. wearing of two hats was. acccmpllahed sldlltull7 b7 General 

• 

~. GO No.1, Hq,UsAAFUK, 15 Oct 1943 (carracted cOW). 

30. Hemo, 155-1, Hq, 8 AF, 12 Oct 1943. 

31. ~. 
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Knerr, but be may well have 1'elt that neither hat was large enough .. 

General Knerr continued to urge bis ideas on General Eaker. After 

hi s appoin"tt1ent as A-4, General Knerr urged the eetabliaent 01' a COll­

b1ned headquarters with two deputIes, one tar operations and one far 

administration, the latter having responsibil1ty for both maintenance 

(logistica.l} and administrative function.. The .ffect of thi. sugge.tion 

was to reduce the power and responsibilities or the Chi ef ot statf'. Ac­

cording to General KneIT, 

With that idea, General Chauncey was not 1:0 agreement. As Chief' 
at statt he had a natural interest in retaining adainiatrat1ve 
f'unctious and not letting various aectione split awq.. But a1l 
duriIIg that fall and winter--up to the t:!ot. Genera.l Spaatz C8IIl8 

in .ar];y 1944--I leet no opportWl1t," in various ....ting. and 
personally to point aut the manner in which various d1f'1."1.culties 
that had ar1sen cQUld have -been avoided it we had wiahed, the 
principle argmoent being saviIlg in time•••• The objeoti on to the 
three deput," form of organization, espec1al];y in an Air Forc. 
no larger than the Eighth Force was at that time, is that two 
deputies can always get along well together. As you inject 
three deputi es, you create a situation where two peraonalitiee 
will gang up against the third. You hove three people th.oreti­
cally with the 88lIIe amount ot authority. I don't know O;2aIO' 
instance in history where triumvirates haTe lasted long. 

General ltnerr '8 persistent advocacy of the two deputy IVstem did not. 

achieve it. ~ duriIIg 1943, for General Eaker felled to go be:yond hi. 

action of ccnso11datiIlg VIII !rOO and .1.-4, Eighth Air Force. 

In Nov_bar 1943, Genera.l Eaker appeared to 1.lId point to the fellure 

to adopt a two d.put," system by eppointiIlg a siIlgl. Deput," Coomand1og 

General. Major General Idwal H. Edwardl!!l, wbo 1t'8S appointed Deputy CC'C!I!!aM­
33 

ing General" on 22 November, acted ~ 88 General Eaker's agent in 

dealings with other beadquarterl!!l and agencies and aa&Umed spec1tic adm1n­

32. Interview, Gen.ra.l Knerr by Captain Goldberg, 12 Jun. 1945, p. 1. 

33. GO No. 211, Hq, S AF, 22 Nov 1943. 



34 
iBtrative :f'unctlODs. The appointment of a single deputy must have re­

presented to General Knerr at least a dete~ent or the adoption of the two 

deputy system. 

Organization and administration had also b.oen among the major problema 

faced ~ General Spaatz almost from the beginning of operations in the 

Mediterranean area, where he was the senior American air CClDmander during . 
"",-...~ :. : :{ 


1943. · The problems rai.ed by ~ British-American operation. in the
, 
Mediterranean had been reflected in the organiZational aDd adm1n1atratlve 

atructure ot the combined Brit1sh-Alter1oan headquarters and of the Ameri­

oan Twel1'th Air Foree Headquarters. The Northwest Atriean Air Forces, 

established on 18 February 1943, was a c_ined British-American headqnar­

ters, 97<»l"Cisillg operational jurisdiction over American and British tac­
35 

t10al UDit.. The various air fores headquarters of the IIAAF were formed 

~ merging headquarter. UDit. ot the Aaer10an 'l'weltth Air Force witb 
36 

Britieh beadqu&t"ters units. Administrative control of the American \mite 

of NAAF, or1g:lnal~ exercised by that headquarters, was later reserved 
p 

exelu81v.~ to the 'l'1reltth li.r Force and its CCWlmands. Thus, the Head­

quarters assumed a dual nature in -.b1ch there W.8 & claar distinction 

between operational and adm1n1 atrat1'Ye control, with Headquarters RAJF 

becoming a purely operational headquarters, and Headquarters, l.'1reltth Air 

Force beccm1ng a purely administrative headquarters. 

• 

34."	Ltr, General Eaker, 00, 8 AF, to Irdjor General Idwal H. Edwards, D/OO, 

8 lIF, V Nov 1943. 

35. 	·GO No. 1, Hq, NAAF, 18 Foh 1943 (4 anne~.s) . 

36. 	Ibig. 

P. 	GO No. 166, Hq, NAAF, 26 Aug 1943. 
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The establishment 00 1 November 1943, o£ a second American Air Force, 
38 

the F1tteunth, in the Mediterranean area made necessary the 8atabl1sh­
a...., ... ("'­

meot ot ~ theater air headquarters, juet &S 8. similar eTent had made• 
nec.ssary tile ••tablishment of: a theater air headquarter. in tile United 

K1l!gdom shortly before. In December 1943, a .ilIg1e theater air headquar- / 
. 

tars, Mediterranean Allied Air Forces, was established in the Mad1terran- ./ 

usn, and in the same month a theater air ..nice CCW!JDend was also 
39 

established. Thus, the experience ot the Mediterranean theater in 

tind.1ng DeC8aaary a theater air command and a theater air service ccwmend 

PGr'GlleleCI. th. exper1enee ~ the"U..r Poree. in the European tha..ter~ By 

tile time ot hi. return to tIlo United KilIgdOl1 in December 1943, GeDeral 

Spaatz >187 ..11 haTe bad t~ rooted in hi. II1Dd til. concept or a 

division of Air Force tn:nctiOJls between operations and admin1 stratlon 

(logistics). In addition, he ..... acquainted ntll tIlo adliliiiotraUvo &DCI 

logistical problems raised by the enstence or two or more Air Forces in 

the same theater. 

• 
Planning USSIAF Headquarters Orgapis.tiOD 

The decia10n to set up a ~or AI!Ior1can Air Force headquartoro in 

the United XiDgdca, end to place General Spaatz in command, raised the 

orgonizationel question again. Borore gOillg to tIlo United KingdOlll trOll . 
North A.!r1ca, General Spaotz, on 24 December 1943, dioeu.aod with hlo 

.taft or the Northwest African Air Forces, 

• ••dif'tioultiea and problems connected with his new set- up in UI: 
and the administrative and operational responsibilities result- . 

38. GO No. 1 Hq, 15 AF, 1 Nov 1943. 

39. 	 GO No. f!7, AFIIQ, UTO, 20 Dec 1943.· 
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ing fran new ccnmend. The f"ollowing conclusions were reached I 
1. · That oWt .et-up would follow AlI1eri can plan of cis, A-I, 

1.-2, A- 3, A-4, A-5, the letter prObably to be drawn from 
sources now utilized by 8 AF. 40 

In addition, it was proposed that there be provided an AG, Air In­

spector, S~tist1ca.l Control Unit, a Communications Section and tWo 

weather of'f'icers 4S advisors to Gene,ral Spaatz. It was contemplated 

that control or operations would involve the issuance or Wbroad orders 

and directives" to the Eighth and FU'teenth Air Fore.e, after coor­

dination with the Air M1nistr:y. Reserved to the new beadquarters 

movement of' personnel and equipment between the Eighth and Fifteenth 

Air Forc'es. The headquarters assumed responsibility f"or strategic 

planning and the develo~ent and selection of' targets. Certain 

reports to be required 'by Operations and Statistical Control were 

li.ted. 

On 30 December 1943, iJaII!ediately after his arrival in the United 

Kingdom, General Spaatz met with Generals Eaker, Chaunce,.., and Knerr 

at Headquarters E1gbth Air Force, to discuss the organization of' the 

new theater air headquarters. According to General Spaatzte Journal 

for the day, he decided as a result of the lDEIeting, that be would 

have a 

•••Deputy tor Administration to coordinate 8th and 9th Air Forces 
in UK and Deputy tor Operations, Anderson, to direot strategic 
operations of 8 and 15 AFe. 

a AF is t o be rede.ignated strategic Air Force, and VllI Bomber 
Command to be redesignated Eighth Air Foree. 41 

40. Notes ot ConferenCe held at la . Marsa, North Ai"riea, 24 Dee 1943, 
in Spaat. Diary, Dec 1943. 

41. 	 Daily Journal, Lieutenant General Carl Spaatz, CG, USSTAF, 30 Dec 
1943. 
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Tbe decision to adopt a two deputy system and not an JtAJt starr represent ­

ed a radical departure frOlil the p~ developed by General Spaatz prior 

to his departure 1'1'"" North A1'rioa. It is possible that recognit:i.on by 

General Spaatz of the need for a large operational and administrative 

headquarters, and his desire to divest himself ot details, helped make 
42 

acceptable to him the two depntT ."stesu ot organiZation. 

General Knerr oonsidered the )0 December meeting, and the subsequeut 

one on the tollowing dq, as the authorit,. far the headquarters organ!" 

zation which was established . It was his opinion, expressed much later, 

that 

• • • the opportunity· c&me to set up the deputies and directorates 
-.hen Genoral Speat. arri'Yed, and with his agreemenl with my point 
or vie". That 1. wb;T two deputies were ""pointed. ) . 

General Knerr's ideas on organization were Dot the o~ ODeS con­

aidered at tho.e ""eting.. At the meeting or 31 Jlecomber, attended by 

ill 11r Force Commanders in the United Kingdom, General Doollttle, aoon 

to be named Ct'lllmaDd1ng GeDeral or the Eighth Air Force, proposed an alter­

nate type or organisation which was rejectecl by Genera]. Spaatz. In the 

opinion ot General Knerr, General Doolittle's organization DS n.extrell8l;r 
44 

unwiel.d3' and eJale8sive at overhead.· On the other band, aecord.1Dg to 

General Knerr, 

At those meetings I stressed ~ point ot vie. and ~ recollection 
was that General Spaata ind1C&ted his agreement with that point 
or vi.w, and &8 a result, the draf't charts that I ~seDt8d tar 
discussion were then picked up 88 a plan of action. 

• 


a. 	Interview, General Spaatz by Dr. Bruce Hopper, Historian, USSTAF, 
20 May 1945, pp. 8-12. 

4) . 	 Interview, General :lnerr, b)r Captain Goldberg, 12 June 1945, p.. 1. 

44. 	Ibid., p. 2. 

45. 	 Ibid. 
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General Spaatz annoUnced that i~ would be necessary to have a single com­

mander for all ot the Amerioan Air Forces in the theater and also to set . 

up a theater air service cOllmaIld. In addition, be announced that there 

would be II depnt," far administration and a dapnt," for operation. at the 

Strategic Air Forcee Headquarters, and that Headquarters, VIII BOIlber Com­
46 

mand .ould became Headquarters, Eighth Air Force. 

On 1 Jarmary 1944, llajor Geners! Walter B. Smith, soon to be Chier of 

Start, Supreme Headquarters, Allied Expeditionary Force, and repre..ntiDg 

Goners! Eisenhower in tho United KiDgdCJll at that tillie, notitied Goners! 

llarahall that General Spaat. had dooided on • two depu1;y hoadqwortera 

organi.atioo. 

Spaat. deput," for operations will be 1Iaj. Gen. Fred L. Anderson 
for control of strategic operations, inoludiDg ·Po1i1tblank opera­
tions of l~th AF, coordination with RAF and 9th AF. Deput," for 
Adm1nistratlm. Brigadier General Knerr tor coord.inatloD, person­
nel 	and lcg1atic requirements between 8th and 9th Air Forces in 
UK • 

••• 	The above planned organization•••provides a single Air head­
quarters tor coorctiDatl00 on ad"in1 atrativa requirements or 8th 
and 9th Air Forces and prOTidee essential elements for 'oontrol 
or strategio operatioDs. 8paat., Eaker and myaeU are convinced 
that it will work and that it is ths m1n1mua organization neces- 47 
&ar3 tor general oontrol and ooordination ot all elements imrolTed . 

The 	new organization wa. di80ussed with J.AF Heaciquarters in a telst,-pe 

conr.rsnoe between Goners! Spastz and IIajor Goners! Barney Giles, Chief of 

Air 	Starf, on 4 Jarmary. 

Spaatz aaked it Giles had seen me.sege .ent by Bedell Smith to 
Eisenhower and it it was agreed to by Arnold and GUes. Gile. 
answered "'••••Spastz then asked it he Wlderstood that Knerr 
will be Deputy for Administration to .coordinate 8th and 9th Air 
Forces, and that ADderaon rill be depuv tor operations far 

• 


46. Da1~ Journsl, Goners! Spaata, 30 Dec 1943. 

47. 	Cable, SI1l.th, Signed Devers, to AGlIAR, far Gensral Eisenhower, 1 Jan. 
1944. 
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I 
 control of Strategic operations or 8th and 15th, and that opera­


tion. of 15th will be direct.d through Eok.r•••GU••.. ""81I8red 
that this 1s understood, 1s all right and ..817 good.4l5 

Actually, General Spaatz 1 s ~da1n1etratlye control OVer the Ninth Air Force 

was vague . and undefined at this date. It was not until two weeks later 

that the r81atloDShip of the N1nth Air Force to the ne" head.quartars was 
49 


clarified. 


E.t.bli.hm.nt ot USSTAr 

On 5 January, author1t7 tor the 8atabllBhment o~ USS'l'AF && or 1 .18lJU­

• 
. 50 

ary, waS NOelv.ad .trOlD. the Joint Chief's at Star!, and on 6 January, 

GeD~ral Order No. 1 at rr. s. strategic Air Forces in Europe was published, 

appointlJlg General. Anderson and !Derr ao Deput7 ~O!IImander~ far Operations
51 A 

"
."., if.., 

, 
."CL. r;.., t .. . f ".L_~ 

aDd Adm1Jrl.atr.tl00 re8pectl"'8~. Formal authoi'izatlon tor the eatabllah­

....t of Headquarter. and Headquarters Squadron. for USSTAI' and .ISC-USSTAI' 

was Dot forthcooaillg until FebruaJ7, and did not tole. plae. untU 1 l!arch 
52 

1944. On 8 JanU&r7, H.adquarters and Headquarter. Squadron, Eishth Air 

Foree, was removed to High lI)'cOIlbe, Buclc1ngbalish1re, where the personnel 

• of tho disbanded Vln BClllber C-..nd Headquarter. formd the DUel.n. for 
53 

th. now Eishth Air Force h.adquarters. lIost of tho former Eishth Air 

Force Headquarters personnel remained a.t Camp Gr1ttlsa, AJ¥ 586, Tedding­

ton, Middlesex, new USSTAF Headqtla.rtera. 
> 

48. Notes, Teletype Conference, General Sputa and Major General Barney 
II. GU••, Chief or Air staff, Hq, !AI', I, Jan 1944'­

49. GO No.6, Hq, ~O, 18 Jan 1944. 

50. Cable, WAR, · Joint Chiara ot s talt, to AnA, 5246, General Spaat., 
5 Jan 1944. 

51. GO No.1, Uq, USSTAF, 6 Jan 1944. 

52• . GO No. 12, Hq, USSTAF, 1 Mar 1944. 
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Organization or a theater service cocmand responsible for base 


services W8S announced by General Knerr at an VIII AFSC staff M.eeting on 


7 Janua.r;y 1944, when he explained thot the Commanding General or the 

Sorvice C-.nd would also be the Deputy COO''''''er tor Administration ot 

u. s. strategic Air Force. 10 Europe. This meaot that G.neral Knerr would 

contion. to wear two hot., but th07 would be larg.r hot. than hi. previ­

OU. ODS.. Strategic Air Depot Ar.a, (th. sub-command directJ;y .ervicing 

Eighth Air Forca stational General Knerr announced, would become VIII 
54 

AFSC and revert to control of the Eighth Air Porce. It was nOt untU 

1 IIarch that the separation of the base and strategic air depot areas 

took placo, and Air Sorvice Command, ussrAP and VIII AFSC ....r ...tab­
55 

liahed. UntU that date, the administrative side or USSTAF was still 

officiolJ;y known as VIII APSC, although it wae alroad;1 ftmotioniog ae the 

theater service ccamand and as part of Headquarters, USSTAF. 

At a meeting attended by the depot area commanders and the chief 

ato1'f officers of the Service Cmmand on 9 JaI1U&l7 1944, General Knerr 

outlined the ne. organisation or United States strategic A.:1r Forces in 

Europe. H. annonnced that 

Th. AilC wUl provide technical control and Base Services tor 
the 9th service CCIIDl8nd because they are resident in the Base Araai 
not beoause th8)" are under General Spaatz's ccmmand or control. 

The 9th APse wUl continu. to be ind.pendent. 

It the N10th Air Force come. into the ·picture it wUl onl;y be ad­
ministrat1veJ;y. 

• 


5J. GO No.6, Hq, 8 AP, 8 Jan 1944. 

54. I!1nutee, staff Mooting No. 117, Hq, VIII APSC, 7 Jan 1944. 

55. GO No. 12, Hq, ussrAF, 1 Mar 1944. 
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General Spaatz does not eli\P8ct to concern himself with atIY details. 
Ho will dolegate all re.pon"ibility for d.tail to his two Depu.tr 
Commanders. Don't look to a higher Headquarters or staff division. 
Th.r~61s no Staff. You oannot bave an A .taft and a Depu.tr CCllm1a!l­
dar. 

It was not nntU 20 January tbat Headquarters, United state. A:nIq Air 
57 

Forees in the United KingdCIII, was closed. On the aame date, General 

Spaat. a"samad re.ponsibility tor tho ......lnlstration 'of all U. S. A:nIq Air 

y"",O" in tho Unitad. Kingdom, including Hq, USSAFE and. tho Ejghth and 
58 

lIinth Air Yore... Authority tor tho aaamption of aclDini"tr&t1vo oon­, 

trol over all American air units in the European Theater of Operations had 
. ~ 

~. boon roo01ved trCIII General Ei..nhower two cla;ys batoro. This as""",ption 

. ot 	adm1n1.stratlve control ewer the Ninth Air Force was in keeping with 

GeDBr~ Spaat.1 s avowed intention or as~adm1n1stratiTe control ~er 

all ot tho Air Yoreoa in tho Unitad Kingdao, and pono1ttad Genoral 

Knorr to plan .oro po.itivs17 tho tancti~. ot tho adainiatrative sido of 

USSI'AF and ot ASC-USSI'AF. 

GellSral Spaatz o>pla1ned his conception ot tho organizationot USSTAF 

in a letter to Robert A. LoYatt, J.se1stant Secretary of War for Air, on 

• 23 January 1944. 

It was very aPParent upon arriTal here that there IDU8t continue 
to be an ""orall air adDinl..tration ot all AJoorican Air y"",o. 

56. 	Note. on lIooting, Hq, VIII AFSC, 9 Jan 1944. 

57. 	GO No.6, Hq, 'USSTAF, 20 Jan 1944. 

58. 	l£!!!. On 4 Fob 1944, USSTAF was &ml~~ad a. tho official abbreviation 
of the name of tho Hq, in plac. ot Usprl< which bad been used original!;r. 

59. 	GO No . 6, Hq, ETO, 18 Jan 1944. 

60. 	Interview, General Spaat., ce, USSTAF, by Dr. Hopper, 20 Ma:r 1945, pp. 
e-ll . 
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in U.K., unless the Theater Cmrmander were to buUd up a .1lable 
air 	section' in his headquarters to insure adm1n1atrat1ve coordina­
tion. The pattern for. thl. coordination had been eatablished 
previou.lJ in the 8th Air Faree headquarters. In vi.... of tho 
experience had in the Ued1terransan, I b;el1eve, aDd. Eisenhower 
agrees, that tho task should be given to me in addition to fIT 
other duties. Enc100ed i. a chart which i. self- OlIplanstOl7 .s 
to the pre..nt organizational sot up wi~ tho USS.IPE. AlII sure 
that it will function and fcnction ·1I8il. . 

Tho dotailed plsnning ot the headquartero organization had devolved 

on General Knerr immodiatolJ after the decision "as made at the two Dec ­

ember conferences to oatablish a two deput7 OJ.tom. On 1 JanUOl'Y 190\4, 

in conJunction with his chlet advisor on organi""tional planning, Liout­

ena.nt Colonal Jerane Preston, Cbief, Plans and statistics Oftice, VIn 

AFSC, Cieaeral Knerr drew the charts which served as the basis tor the 
62 

organisation or ussrAF. In accordance with General !Derr's preter­

enees, the major statt sections under the deputie8 were called direc­

torates and their chi.rs were called directors. 

The 	use ot ·the terms operations and adm1nletratioo. to denote the 

two 	diatinct major camond tunctions wore characteristic of R"7al Air 

Force organisation. Students or orga.n1sation UlODg !i1gbth Air Force and 

• VIn AFSC planners during 1943 were acquainted with RAF organisation 1n 
63 

terms or "admin" and ·ops". General Knerr was nat aware of 1UF' or­

ganization until after he had alreadJ formulated his ideas on the doput7 

61. 	Ltr, General Spaats, CG, USSTAF, to 1Ir. Robert A. to.ett, A••1stant 
SecretarJ tor Air, liar Dept, 23 Jan 19~. . 

62. 	 Interview, Colonel Jerome Preston, Cbief, Statistical Control on'ice, 
USSTAF, bJ Capto1n Goldberg, Assistant Hiatorian USSTAF, 12 JIUIO 
1945. Draft, organization chart, tlSAAF ETO, 1 Jan 190\4. 

63. 	Memo, Captain Lcp.....k;y, Plan. and Control Division, VIII AFSC, to 
Colonel Baker, Chiet, Plans and Control Division, VIn AFSC, 6 Aug 
1943. 
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system independent.q. He recognised the Idmllarity at the tWo organiza­

tions and felt that the terms, ae used by' him, were bas1eall;r in agree­
64 

ment with their use by the R.&F. General Sputzta experiences with or.. 

gani zational problems in the Mediterranean bed ....1den~ ilIprinted on ' 

his mind also the cODCepts. ot administration and operations. The agree­

ment on these terms between General Spaatz 8.Dd General Knerr probabl\r 

.represented. a joint bellef, derived f'rCD independent e~rlence,in "the 

aptness ot these term. in describing the two sides ot the new headquar­

. tere organisation. 

The use at "directorft and "directorate" in place or .ch1at" and 

-section- was a development which Q3' be traced to two sources. When 

reorganidng Air Service COIIIRalld in the United stat•• in 1942, General 

Knerr drew on bis business 8l1P8r1encea or the previous three years to ". ,, . ') 
qgest that the h8&~8 be organized along business linaa ue1D.g '. \,.0"., 

buahle8s tera1nology. In addition, R01a1 Air Force organization alao .. ' 
66 

• 
used the terms d1rector and directorate. The adoption or these tams 

by Headquarters, USSTAF, IIl81' have b&en inspired by a desire to go 88 ra:r 

as possible in cOD.etruct1Dg a headquarters organization dUferent h'om. 

tho traditional m1l1t&r7 star! in II81II0 ao ...ll •• in tunoUonal .tructnro. 

A r .... i.ed organisation chart, th. 1'1D1sh.d product or tho work begun 

by General Knerr ODd Colonel Pre.ton on 1 January, w.s published .e or 
67 

21 Janua.t'7 1944, and became the guide to the merger of the sections or 

64. Interview, Geoera1 Knerr, by' Captain Go1dberg J 12 June 1945-, p. 2. 

65. Interview, Colonel Preston, b7 Captain Goldborg, 12 June 1945, p. J. 

66. Ilemo, C.ptain Lepawoky, to Colonel Baker, 6 Aug 1943. See also or­
ganisatIon charts , RAF. 

ffl. Organization chart, USSTAF, 21 Jan 1944. 
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the two headquarters which followed its appearance. The Chief of Staff, 

Brigadier General Edward P. Curtis, was given control of only ODe staff 

section, the Adjutant General Section, which was a cCZlb1nation of the 

r""".r Adjutant Gensral Sections ot: the Eighth Air Foree and YIn AFSC 

Headquarters. A wb-section of the Adjutant General, USS'l'AF, was estab­

lished to act in the dual capacity of an Adjutant Gsneral section t:or 

ASC-USSTAF, although the Adjutant General himself: acted in a dual. capa­

city far both Headquarters. Short4r atter, tho Air Inspector was also 

placed under the Chier of starr with the title or Inspector General, 8lId 
68 

1!"'1\ a separate Air Inspector for ASC-USSTAF established. 

Two d1rectoratee--Operations and Intelligence, were placed under the 

control or tho Deputy CommandiDg General far OperatiOD.8. The Operations 

Directorate, successor to A- 3 of the former ~1ghth Air Force Headquarters, 

was also respoDsible for nather services, but was shorn or its train1ng, 

organization and lI0'7ement !'unctions. Respo:neibUity for combat crew 
fR 

training wae delegated to the Bighth Air Force, and tecbnical training 

!\mot1ons were a8SU11eQ by the Director of Personnel, who also acquired 

• 
70 

the organization and .ovement fWlCt1oDS • These t raditional functions of 

A-3 invol'Yed the assignment aDd movemeot or tzD1ts, in addition to the 

planning and di.tribution or troop bases, bulle allotunte and Table. or 

Organization. Inteil18ence was the SIlCceasor to the famer A-2 of the 

.) p 7 5 1XU 
/ " 
68. Organization Chart, USSTAF, 12 Feb 1944. 


fRo VIn COilposite C,."mand retained it. combat crew training function. 


70. Organisation lIanual, ASC-USSTAF, 1 liar 1944. 
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Under the Deputy Ccsmand1 ng General tor Administration were toar 

directoratea--Supply, IIa.1ntenance, Personnel, and Administrati on and other 

J.rII.a and Services. The personnel ot these directorates, and all other 

personne l responsible to the Deputy CcwmancHng General tor AdJdniatration, 

were actually assigned to Air Service CO!!JJ)';and, U. S. Strategi c Air Forces 

in Europe, although the)' performed f'unctions as ""mber s of ussrAF head­

quarters. The Directorate. of Suppl;r and IIa1nten"""e ....re direct """eo­

ooro of the Suppl;r and MaiDtenance Division. ot the tonoar VIII AFSC. 

Tbe D1rector of Adm1n1atration and other A:rms and Services was given super­

~ rtoion of the opecial otatt oectiona and certain adlDlnistretivo agencies. 

He .a8, therefore, the succe8sor to the tormer Chief or ~dm1n1atration at 
"...e : 'iii. 

VIII "AFSC . The Directorate ot Personnel _8 a e.,.bh::cab1s& Sf the functions 

of A- l of the Eighth Air Fore. and the Peroonnel and Training Division of 

the VIII AFSC. In addition, the Directorate of Per.onnel t ook over the 

.anament and organization rwtotiona of the f'onler .1.- 3 Section. Also placed 

diroctl)' under the Deput)' C_dl,Dg General fetr Administration, alth_h 

nat acearded the status ot a direetorate, was the statistical Control 

• 
71 

Offic., tOl'llOrl;r the Plans and Statistic. Office of VIII AFSC. B7 1 March 

1944, all start a8signlll:ents had :been announced and the organiz~tion ot 
72 

the headquarter. in accordance with the chart ot 21 Januarr was cOliplote . 

Recognition by Gener al Knarr ot the probl.... raised by the dual 

atatuo ot the directorates under the Deput)' COIIII!1&Ilclillg General tor AdiliniB­

tratlon was shown in a headquarter. memorandum or 28 Janua.ry 1944. The 

tour d1reetors and the Chiet, Statisti cal Control Office, were Au:thorized 

71. Ibid. Organizatioo Charto, Hq, ussrAF, 21 Jan and 12 Feb 1944 • 
• 

72. GO No. 10, Hq, ASC-USSTAF, 1 liar 1944. 
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I 

I 	 to sign USS'l'1IF correspondence "For the Deputy C_.nrljng General tor Ad­

I 	 ministration", and to prepare correspondence of Headquarters, USSTAF -By 

C-..nd 	or Lieutenant General Spaat.", tor the signature or tho Deputy 
~ 73 

cccmand1fig", tor Adminiatration- ...cener.al Knerr. The problem ot when the 

.ldm.1niatration directorates were acting tor the Deputy Cc..umd1ng General 

tor AdId.n1.tratlon, USSTAF, and when they were acting tor the COImnam1ng 

General, ASC- USSTIIF, _s one which peroioted tbroaghrut 1944 and 1nt1uenc­

ed organizotional thlnking in the headquarters. 

Late in 	Februa.ry, authority was rae.bed trOll. the War Department 

tor the 	aotivation or Headquarters and Headquarters Squadron. tor USS'l'1IF 
74 

and ASC-USS'l'AF. On 1 llaroh, the order establlshing the•• Headquarter. 
75 

and Headquarter. Squadrons was publlshed, thereby pror1.ding the ...... 

headquarters with a solid toundation tor mseting the burdon. whioh ..ora 

to bs placed on it. 

lIr,lcll!!!!!t. or 19J.4-45' The starr section. 

The original headquarters organization ot USS'l'AF and the reorganisa­

tions which tollowed clurjng 1944 and 1945, were reflections ot the ability 

• of Air Force leaders to .lIeet the requirements of aodern e:ir warfare, a8 

well a8 specifio Theater needs, ..,.en though thelle led th8ID a1J83 trca 

traditional .,.stem. or .tart organisation. strong arguments cruld have 

been adYanced against reorganiaatlon in tiM or act,iTa ccmbat on the basis 

ot inconvenience and dela1 to operat1ons. This cODsideration proved 

73. Headquarters lIamo, nn AFSC, 28 Jan 1944. 

74. Cable, liAR No . 9746, to General Spaatz, 23 reb 1944. 

75. GO No. 12, Hq , USS'l'IIF, Mar 1944. 
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seconC.ary to a positive tendency for develo~nt according to nel'lly 

i understood principles and changing conditions. 

I The atmosphere was so receptive to organizational change, that the 

i history oC USSTAF as well as the Eighth Air Force before it, 1s almost 

I 
I bewildering in the number and rapidity of the changes which took place. 

In reviewing these events after the end oC th6 rlghting~in JUDe 19~ 
s 

Brigadier General Altrsd R. l'.axwell, Director of Operations, USSTAF, 

quo~d Doe observer he labeled a cynic &8 saying in the earlJr part of the 

war' "Every war 1s ramona tor something; I believe this war 1s going to 

be known as IThe War of staff Reorganization'". However, in General 

Maxwell's judgment and that oC other competent observers, the changes 

were tor the most part sensible and 10gical and fOllowed changing condi­

• 

76 
tions. 

The headquarters changes which did occur in U&STAF during 1944 and 

early 1945 came in some aspects in response to new needs of the war, and 

in other:!! , &s revisions o£ earlier principles caused by the difficulties 

and problems raised in their applioation. Historically the reorganizati ons 

were important, both f'or their demonstrations of the specific experiences 

"of this war, and for their eJl;pr88sioQ" at organizational principles which 

have 	been added t o the body at military theory and practice. 

The n1rectorates. 

As USSTAF responsibi lities expended and staff functions were clari ­

tied, the need tor new directorates and staff agencies developed. The 

first De" directorate to appear wa s that of Weather Services, which 1I"8S " 

76. 	 Interview with Brigadier General Alfred R. liaxw"ll, Assistant Chief 
of Steff, A- .3, U~.AF, by Dr. Bruce C. Hopper, Historian, USSTAF, 
22 Juno 1945, p. 41. 

j 



71 
separated froD the Director of Ope~~tions in February 1944. This move 

recognized the wide function of weather information in the Theater. The 

ground forces , as well as tactical and strategic Air Forces, were depend­
78 

ent on the central supervisory weather ageocyat USSTAF. The scope and 

importance of its work r equired the stronger, more free~ functioning 

.position of .an independent directorate reporting to the Deputy Cotml8Dding 

General for Operations. 

Another 	new directorate appeared under the Deputy CCXI'lIIlADding General 

for Operations, in April, in response to needs of the intensive plarming 

~ 	 activity con.!lected ",with the imminent invasion of the Continent, and 

!81ated with these, the need to prePare tor the post-hostl11tiee period. 

The .problems of oontrol of the German Air Force and equipment, Air Force 

participation in the military control of Germaqr, and redeployment were 

all natural acoompaniments of planniDg tor the iuvaslon of the Continent. 

Based on the directive which cbarged USSTAF with administrative responei­
79 

bUity Car all U. S. Air Forces in the theater~ General Spaatz requested 

aDd received rrom ETOOSA "peo1f'lc responsibility tor determ1n:Lng Air .. . 	 ~ 

Force policies on all poet-hostilities air matters. As a result, the 

Plans Directorate was cre'ated to discharge this function. tater in the 

71. GO 	No.9, Hq, USSTAF, 12 Fob 1944. 

78. 	 Office Uemo, Director of Weather Services to Director ot Personnel, 
\JssrAF, 18 Feb 1944. 

79. GO 	 No.6, Hq, ETW&, 18 JIUl 1944. 

SO. 	 Ltr, subj: "Responsibility of Conna.nding General, USSTAF, n Lieutenant 
General Carl Spaatz to 00, ETW&, 22 IIa;y 1944, and 1st Ind, 00; 
&TOOSA to 00, USSXAF. 
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7ear it. title .a. changed to Poat-Hoatilitie. PleDniDg, to conto"" witb 

tho major aspect of it. activiti... In April 1945, tbe d1rectorat. 

81 


returned to it. older designation of Plan•• 


In. Februar7 19~, the Air Technical Section of ETOOSA, ..... transfer­

red 	to USSTAF. The Air Teohn1cal Section dated its earliest activities 

of toebnioal liaison with the British from the da7s of the ·Special Ob.er­

verB Graup in the latter part at 1941, and was later acti't"ated .a a 
82 

88Otion under ETOUSA in Jul7 1942. The transfer to USSTAP wa. preceded 

by negotiations on the part or General Knerr, based on the understam1ns 

that this agel107 logical17 belonged with the overall Air Foree beadquar­
8) 	 . 

tara at the Theater. The Air Technical Section becalle the A.SC 

Directorate of Toebnieal Services, and wa. cbarged with the tunct10D ot 

SUpe1"'li8ing technical Jloditicatlons witb1.n Air Forces under the adminis­

trative control ot USSTAF, in addition to its origiIlal aotIvities or 
84 

coordination and l.:1a1aou on technical d8'Yelo~Dts. 

In a reorganization oecurriDg witbin ASC-USSTAP, (USST4F-Admin) in 

Septeaber, the l)j,rectorate or Adm.n1stratlve Services was abolished, 

and most ~ its alell18nta, consisting at the Special statl Sections, were 

~portloned among the other divisions. 1'he Director or .ldainistrat1ve 

Services, Brigadier General Clarence P. Kane, DOW' became the Deputy 

• 

81. 	Ltr, subj: -ortice of the Director or Plane," Yajor General Anderson 

to Brigadier General C. P. Cabell, Hq, USSTAF, 22 Apr 1944; Bq Memo 
No. 	 )2, Sq, USSTAP. 2 Apr 1945. 

82. 	GO No. I), Hq, !:rOOSA, lD Jul7 1942. 

83. 	Ltr, subj' "Air Technical Section," General Knerr to CG, ETOUSA, 
12 Jan 19~• . 

84. 	GO No. 19, Hq, ETOUSA, 21 Feb 19~; GO No. 10, Hq, ASC-USSTAP, 1 Mar 
19~. 
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85 

Commanding General, ASC- USSl'AF. 


In December 1944, the dual role of General. Knerr was eliminated, and 

General Kane bocome Commanding General, ASC- USSTAF. (ASC-USSTAF was later 
86 

red••ignated Air Technical Service Command in Europe). The thr.e 

Directorates or SUpp~, Maintenance, and Technical Services remained as­

signed to ASC -USSTAF" and were separated from the office or the Depuq­

Commanding General for Administration. General Knerr retained Personnel 

a8 a 	USSrAF directorate, 8.nd three new directorates were formed to dis­
. f!7 

charge the tunctioas of Armament, Communications, and Medical Services • 

. The COI!IIIYUJlicatlona Directorate was transt'erred to the Oper8:t~on8 aide 

in April 1945, in response to iDcrea8ing~ evident indicatioQs that its 
88 

fUnction was olose11 allied to operational activities. The move waa 

.blplified by the fact that the restricted signal supply and ....intenanc. 

fUnctions had been, earlier in September 1944, placed under the SUpply 

and .Maintenance Directorates. 

.. 
The last reorganization which affected the directorates WAS that of 15 

MQ 1945. The two depu.t,. B7stell 11'&8 el..1Jn1nated, and returning to the 

Cive sections of the nAn .8ta!'f system, the eight directorates ot the 

headquarters were absorbed into the categories or A-I Personnel.. A- 2 

Intelligence, A-3 Operations, A- 4 (serv.d by ATSCE) and A- 5 Plan•• 

85. 	 GO No. 47, Hq, AIlC- USSTAF, 1 Sap 1944. 

86. 	 GO No. 17, Hq, USSTAF, 10 Feb 1945. 

m. 	 ao No. 98, Hq, USSTAF, II Dec 1944; GO No. 100, Hq, USSTAF, 15 Dec 
1944. 

88. 	 Hq Uemo, Hq, USSTAF, 13 Apr 1945. 



." ... 

weather Servicee and Communications became sub-sections at Operations, 

Medical Services was absorbed by Personnel, and Arma.ment now operated 
89 

under A-4. The extensive consolidation at tormer directorates indioat­

ed the contrast between the complexity of combat needs and the simpllf1­
. . 

cation allowed ~ the minor operational needs of the post-hostilities 

period. One specific organiZAtiOnal pr1l>ciple associated with tho doputy 

sYstem in its earq develOlheDt was reta1ned in the new organization. 

The Commanding Geoeral, ATSCE, became A-4 of USST1F and operated BUpp~ 

and maintenance functions tor the headquarters with his own statt. This 

was an obvious and atr1ldDg turn ot the circle back to the dqe in late ,. 
194.3 when the CCWlmanding General, VIII AFSC served as the A-4 of the Air 

Force-star:f. 

The Special Statf Sections. 

The Special Stat! 5ootions pom &!l 1.mportont organizational problem 

wbicb affocted all USSTAF Headquarters reorganizations in 1944 and 1945. 

In the traditional Goneral Statt form of headquarters organizotion, tho 

Special staft hod occupied a BOCODdar,y but cli.t1l>ct position next to the 

• wA- stat! Sections. As reprea8ntat1v8S ot the ArIlS and Services servillg 

the Air Forcos in tbeir opecial1.od fields of 8IlP~, maintenance, and 

adainistratlve 88l."V1c88, they acted as separate start' agencies with direct 

accoss to ths C_ding Geaeral aDd hi. Chiof of Statt. 

Their position in U5SrAF Hesdquartors ..as affected 1>7 two dcainant 

trends in reoent Air Force histor;r. '1'he first, the trend toward an 1Ddepen­

dent 1~g1st1ca1 .,atam for the Air ForceD, olearlf contradicted &qT 

special separate position for the representatives at the ~ Service 

89. GO No. 49, Hq. U5SrAF, 15 I!q 1945. 
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Forces in the Air Force sta!~ structure. The principle of Air Farce 

auton~ pointed toward the eliminati on at distinct~ labeled links 

with the service branches of the AnI;y. 

The .econd trend arfect1ng the Special Stort .a. the development 

in headquarter. organi.ation toward tunctional eimplirication of the 

mtIlbar and type o£ agencies reporting directly" to the Commanding 

IGeneral. Thi. pr_... led toward an absorptioll of the Special Stort I 
Section. into the opocitic Air Corps .tatt ogellC1e. which parelleled 

their tunctiona. 

The developmellt ot the deputT IO"stea on tho USSTAJI' Headquarter. 

level eer.-ad, along with its other purposes, as & device to regroup 

and integrate the starf sections 80 as to elimi nate the separate, 

appended positi oll or the Special Storf in the headquarters organiza­

t i on. At the same time, the Special Starf SeotioDs, concerned as they 

were with IlUPPl;v, lll&intenanca, and adJrln1stratlve "nic8s, pre placed 

with::'in ~ho diatillCt logistical og8llC)' o~ USSTAJI', tho Air Service 

• 
Command, and thereby tuaed with the Air Force l ogist1oal system. 

To supplement the steps taken at the headquarters level , a 

f'nrther organizational development reflected the principle of 1D­

tegrat1ng the Arms and Service units on the lower operating echelons. 

The aiecellaneous field IlIlit. of the ArIIs and Service. had aainte1ned. 

..pareto stotu. on the atetion level along.ide or di.tillCt Air Corps 

. service units such a8 the sub-depot. The development of a new . I 
standard service IlIlit in 1944, the Servics Group, Special, waa a 

move to integrate the several types of service .lements into one ,
, 

completo and spocificallJ' Air Corps IlIlit whi ch could ho applied at 



- .... . .. . 
- ~ . :... . "~ 

90 

~e aotiviti•• or the Arms and Services Integration Committee or 

Headquarters J.AF. Tho cCllllmittee wa. e.tablished in November 1943, 

under the Chief ot Air start, with the lII1..ion to "facilitate 

integration 01' ASIIJ.AF units and organizatiOll. into functiOll&lized 
91 

jJF units and organizations both in the Unitdd state" and. overseaa." 

At the first meeting of the committee in November, it~ chairman, 

Brigadier General ByTon E. Gates, Chief', Management Control.. Head­

quarters AAF, presented an outline of the three deputy system in 

answer to questions on what start regrou.ping would. result trom the 

integration program far the Arms and Servicea. .All activities were 

• to be consolidated under a single commander and his deputies, apport­

ioned under the three headings or Administration and S,rv1eea, SuPPl1 
92 

and Ma1DtenaDC., and Operations and Training. 

all oporatillg levels. 

The role of this program or integration in starf reorganizations 

was eVan more clearly pronounced in the United states than 10 the 

Theater. As the story was traced by Lieutenant General Barne,. M. 

Giles, Cbief of Staff', Headquarters AA1', in correspondenca with 

.General Knerr, the new Service Group and a DeW three deputy system . 
or headquarter. organization in the United state., both arose !rca I 

I 


I 

I 


This waS a program of functional s:lmpl1tleation, tor, a8 General 

Giles put it, there were now o~ three pr1neipar a8sistants tor the 

90. 	 Ltr, Lieutenant General Barney M. Giles, Chier ot Staft, Rq, liF, 
to General KIlorr, 1 Jul;r 19440 

91. 	 Ibid. 

92. 	 lIinutes, First lIeeting of Arms and Service Integration Committae, 
Hq, J.AF, 16 Nov 1943. 

~ 
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baH or air torce __.nder, a. ""posed to th. prod... II;)'stea -... 

up to th1rt7 ott1<ier. hael d1zect ...... to tba c............ The parallel . 

. . 

:In tba I!O ft. the two ciapa.t,' 11'Itaa. 'lid... the two elepa.ti 117_, 

S_ial Start s.Gti................eeI. _ etep tr.. the ·0....""'''' 

Geaoral aDd aoe warkecI tbrouib th. eh._l at the Dopa.t;r C.......'''' 

GeDeral tor »""n..trati..... ~t the _ tiM tid. 1IGRlcI .ot haY. 

""" a _t ...f .... 1f tho YariOll8 _tiona at1ll ...PortecI ..~te17 
to the BIIp.:tt C ' ........ _ral. .!IIanof...., t:io. 8pooial Staff 

_t1caII ...... _iaecI to ~te _ the II1RoteIr at ~cImD1ftrati_ 

aDd otber Un'.o¥ SIIrdoa.... tho bali. eetabl1ohec1 ~ :In 

nIl USC :In 0010_ 1943. 

• 

The JIhoeot....te at 1b1.'.tr&tiOll aDd 0tIIer Alq ad. SIIrY1ce. 

(later ..neel tile D1rectorate of Adw1p1.tr&tift 8errice.) lIeU an 

_.l.... poa1tion :In that it ....,1_4 a o.u.oU... of f_17 

..parate _DOie., .till 1IOlidJIc :In OPICiall..eI flolcla, thooch ... 

...acIacI .,. a .:lngle 1I)NIIoo~ .... oOO1'<l1nator. It ft8 4011btt'0l _thor 

a real irtep tORft _t~ htecraU"" baA tebD plae.. The pa1D\ 

_ .....01 nc1 .,. the 8poeial stott ~t1_ 1Ihieh fo]1o,ecI 

Gr:Ing Guo ;rear. 

The plaU dnelllpecl :In .....:Ingtca proposed a OoneOl1clatiOll of 

tM nriOll8 atorap, _, aDd 10_ .earY1ce. 1Ihieh ......_ far 

th. ~ir Fore... .~ aare ciat:\nl.te .tep :In that 4ir.ction teet plao.. :In. . . 

'SSOUI' BaacIqaertero. :In 0 ...17 SIIptabar 19440 The Direct....te at 

A4a:\niatratiYa SIIr-.ic•• ft. obol1ahad, aDd tba ._eactiona at tM 

DUeet....ta uoH", :In "pp17, aa:\ntenaDca aDd teohnioal cIaY.10JlMnt 
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93 
Supp:Q-, IJaintenance and Techllioal Services. .111 of the personnel 

of the ~rmaster, Fiscal, Transportation, Engineering, and Chemical 

sections were transferred ~o SUpp~. Ordnance personnel ware splIt 

among Supp~, Maintenance, and Technical Services. The S:I.gnal Section 

unciarwent the greatest fragmentation with its persoDllel distributed 

among Maintenance, SUpply, Technical Services, PersoIDlsl, Adjutant 

General, and the Director of Operations (wh,o now controlled certain 
94 

planning and operating funct1on. in cOllll8ct10n with radio and radar). 

Yet even this type or redistribution did not succeed in e11.'nat_ 

1ng all traces of the Special Stat't concept. It became ~cesAl7 in 

this reorganization to set up an IdeDtl~ known aa the Headquarters 

statr to accCIIIDlodate such agencies &s the Surgeon, Judge Advocate, 

Countel"""Intel.J.1geDC8, and Defense Officer. More s1grdtlcant~, the 

Headquarters stafr included the senior officers of. the sectIons 1Ih1ch 

had been absorbed by the other directoratea, and in this ca~gory 

they were enabled to report d1rect~ to the Deputy Cammanding General, 

ASC-USSTAF (tormerly Diractor of Adm1n1strat1ve S.~ces). The move 

served 88 a recognition that it ..auld not be advisable to completely 

obscure the important role or the former Special ~taff' Sections whi.le 

they operated under the direotorates. In oontradiction to a program 

ot wholesale integration, it was becoming apparent that certain sections 

of tho Special Staff had developed funct1",. ot peculiar importance t.o 

the .Air Forces which transcended the category of' miscellaneous suppl¥ 

and maintenance agencies. 

93. GO No. 47, Hq, ASC-USSTAF, 1 SeP 1944. 

94. Po.r 1, SO No. 197, Hq, ASC-USSTAF, 8 Sop 1944. 



One staff officer's early discussion of this point deserves 

mention. Major Albert tepaw~, formerly of the Plans Office, VIII 

AFOC, and later a member ot the Statistical Control Office, OSSTAF, 

expressed himself .1n this connection to Lt. Col. Preston in January 

19M., .men the establishment of Special Staff Section desk. in the 

Supply and l'taintenance Directorates was first being discussed. It 

aPpeared to him that the Special Staff question was being treated 

irrationail¥ because of the persistent fllJl1il,y quarrel with SOO. 

Major Lepa.~ went so far as to suggest a reorganization of the 

existll'lg directorates which would permit the assigment of ll'ltact 

Special Statf sections rather than require that they be broken up. 

He rurther proposed that SOlIe of the Special Statf Sections, sueh 

as Ordnance, Engineer, and Signal, be raised to the position of 

directorates. He contended that the urge to wbol~ absorb the 

sections identified with the Arms and Servic8e into distinctive 

Air Force agencies, was leading to a neglect of their 1II.portance, 
95 

and, indeed, hampered their functions. 

• There were interesting prophetic implications in this analysis 

as demonstrated by subsequent events. 1'he December reorganization 

of the headquarters raised Armament, CCEJ:mUn.1cations, and Medical 

Services to the level of directorates. Although their specific supp~ 

and maintenance fUnctions remained separated under the SUppl,y and 

Maintenance Directorates, the reorganization recognized the 1lIIportant 

95. Memos, suhjl "Reorganization of the Special Staff Sections," 
~ther Reorganization Suggestions," Major Albert Lepaw~, 
Statistical Control O1'£ice, Hq, VTIl AFSC, to Lt. Colonel Preston, 
Chier, statistic~l Control Office, VIII AFSC, 4, 5, 12 Jan 1944. 



specialized problem. of pol1C7 and control with which th... .ection. 

were concerned. 

The backgroond tor the formation ot the three new directorates was 

diecu••aa :In retroapect by General Knerr :In ll~ 1945, :In letter. to the 

cCWl".... OO1Dg General, J.nI'Gr Air Forces, in which he iDd1cated some ot the 

maj or le.sons learned duriIlg the sir war :In Europe. Bo ....ntioned tho 

stress the Air Forces had alwaye placed on the planes, the crews, and the 

t~iIlg at the plsn... The war :In Europe had brooght a new stress on tho 

weapons themselves, the balbI, and also the acutely important signal 

equipment which, to a large .xtent, lIat baabiog operations rroe :tran the 

restrictions of ...ather • 

.As he stated his P9int on CCIIIIlUD.ications, 

I b.li.... that the most iJlportant le••on learned duriIlg the 
past two and a ha.l.f years in cODnectioll nth Communications 
requirements is that the CCOIIIIWlioations Section of the head­
quart.r. at an sir toree 8I1Ch as USSTAF :In Europe should be .et 

_up as a separate division under~ officer who ranks with the 
top-l:!ne start of the deputie•• 

In a separate letter on the subject of .A.rma.aent, he ea1d 

• 
It it 10 realised that cOllhat sir plsne. haTe as thoir pra..r,­
mia.ion the clamage and destruction of targets on land, on sea, 
and 1.n the sir, and that this destruction can b. &CC(IIIpl1shed 
by Air Fores• . onl,y by the proper u.. of aircraft .."...,ent 
equ1poont, then the iJlPortance of haTiIlg an adoqusta &rIIaI!snt 
organization 1s obvious.97 

In this case, be l'eCCIDlDeDded a strong armament organi.za.t1Ql which extended 

to all echelens and combined the functions and personnel of Arm_nt, 

Ordnance, and Chemical Warfare. 

96. Ltr, llUbj I 'Air S:lgnal CCOIIIIWlications in ths ETO,' General Knerr to 
CG, W', 9 v..., 1945. 

on" __"j' "Air Force Armament," General Knerr to 00, AAF, 9 l!a1,. . ... r, e~ 
1945. 

http:obvious.97


At the S8II\e time, General Knerr indicated concur,..,.,e witb conclu­

sions which evaluated the role of lIedical Services 8S overrid1J>g the limi­

tations of &qy one starf division under which it might be placed. Its 

1 ~ Nia l &qy Ah Porce organization "as 

Jnstified by its dealillgs with all swr sections and all comand eche-

Ion.. Like Camznm1cations and Armament, the :importance ot Medical Service 
98 

activities required a contrc:'l position 'cloe8 to the ClIIT!D8nd1 ng General. 

Development were .in this way Ter1t)"1ng the view that certain tarmer 

Special Stett Sections 1JOrO too aportant in their ">Pl"Oss Air Corp. 

ttmotions to r.main obecured in &qy lI18Ce~ of adllin1atrativ. statt 

agonei.s, or totall1 abaorbed in the General sterr divisions. 

The requirell8nta at the war went 80 tar as to raise one category or 

the .A.nDs and Services to the level of an Air Force CCIDIalld. This step 

.... taken when the specialized field activities or the Engineers ev.n­

tuall1 required the centralized control which only 8 cOll1l!l8lld status 

conld atrord. The Ninth Air Fore. aotivated the IX Engineer Command in 

llerch 1944, in preparation for the invasion ot the Continent, when the 



specialized problems of polley and control with which these sections 

were concerned. 

The background -ror the -rormat1on of the three new directorates waa 

discussed :In retrospect by General Knerr :In 1I~ 1945, in letters to the 

Comrr pn d1ng General, ~ Air Forces, in which he indicated some of the 

major lessons learned during the air war :In Europe. Be mentioned the 

stress the Air Forces had always placed on the pl.a.nes, the crews, and the 

t~:!ng of the planes. The war :In Europe had hrought a new .tres. on the 

weapons themselT8s, the bombs, and also the acutely important signal 

equipment which, to a large extent, set bcmbiDg operations 1'ree !rom the 

restrictions at weather. 

As he stated his P9:1nt an C<mIUJlications, 

I believe that the most important le••on laarned during the 
past two and a half years in cOlDlection with Communications 
requ.ire.ments 1s that the Comru.nications Sect10n of the head­
quarters or an air force such a8 U$TAF in Europe shoul.d be set 

. up as a separate division under~ officer 'Who ranks with the 
top-line staft ot the dsputies. 

In a separate letter on the subject or ArIlaaent, he said 

It it is realized that c""bat air plane. have a. their pr1aary 
mission the damage and destruction at targets on land, on sea, 
and 	:In the air, and that this destruction can b. accomplished 
by Air Forcss . onq by the proper use of aircraft armament 
equipment, then the n,portance ot having an adequate aI'IIIaJDOnt 
organization i. obvious.97 

In this case, he recommended a strong armament organization which extended 

to all echelons and combined the t'tmctions and perso:rmel or ArmaIlent, 

Ordnance, and Chemical Warfare. 

• 


96. 	Ltr, subj I "Air Signal COIIlIIIUlll.cations :In the ETO," General Knerr to 
00, llF, 9 M~ 1945. 

97. 	Ltr, subj' nAir Force Anla.IDsllt,n General Knerr to 00, AAF, 9 lila)'" 
1945. 
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At the same time, General Knerr indicated concurrence with conclu­

sion. which evaluated the role of !.ledical Services .s overridiDg the 1bd­

tations of aD;)' ono staff division under which it Ddght be placed. Its 

position as 8 separate directorate in tmy Air Force organization was 

justified by its dealillgs with all .teff sections aDd all cOllillleJld oche-

Ions. Like Coamrunications and Armament, the importance ot Medical 	Service 
. 98 

activities required a contr~l positioo"close to the Canmending General. 

DevelDpme!lt wero in this 'flay verifying tho vi... that certain farmer 

Special staff Sections 'fIOre toe aportaDt in their npre•• Air Corp. 

tanotions to remain obecurod in aD;)' miooo11auy of adllini.tr.tive staft 

agencies, or tot~ absorbed in the General Statf divisions. 

The roquirsll8nts of the war went SO far a. to raise ODe category ot 

the A.rms a.nd Services to the level of an .Air Force CCDI'I&Jld. This step 

'fIa. taken when tho specialized field activities of the Engineers ovon­

tuall1 required the centralized control which only a c~ status 

conld afford. Ths Ninth Air Forco activated the IX Engineer CCIIlIllIIllld in 

Iiarch 1944, in preparation tor the invasion of the Continent, ..men 	the 

• 	
99 

ostabllehmont of air fiolds wonld bee""e an operational activity• 

USSTAF sat up its om Engineer C_and, in October nth the estSbliehmont 

of tho Engin..r COIIIIIIaIld (Prov). This was later deactivated in Febl'lla1'7 

1945, ""en the IX Engineer C-..nd was placed directly under USSTAF a. 

the Engineer Canmand far all ot. the air units in tbe Theater. During the 

period from October 1944 to February 1945, the StaU Engin.er" for 	AIlC ­
100 

USSTAF served also a8 the canmender of tbe Engineer COIIIII8Dd (Prov). 

98. "Memo, Brigadier General Y. C. Grow, Director of Medical "Services, Hq, 
USSTAF, to Goneral Kner r, 13 APr 1945. 

99. GO No.8), Hq, 9th AF, 30 Mar 1944. 
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To parallel the Engineer Coanand development, there were indica­

tions that planners on General Knarr's starf', in November 1944, were 

tIWlIdng in term. ot a Slpal C~ and a Medical C_.,... As de..rib­

ed by Colonel Preston, the plan tor a Signal Command had the parpo.e ct 

providing USSTAF- controlled Signal Unit. which wocld be available to 

support base activities or to meet the requirements or the tactical ele­

....nt.. The proposal e""iaaged the C_unicationo Chiet of ussrAF acting 

as the oClJlJnaMer ot the units. It was pointed out that this move had 

...,ple precedent in the Ground Foree.. At the ...... t:lJlie, it wa. a logical 

extension of the operating principle. back of the depnty !!T.tem in USgrAF, 

which defined the deputies and directors as sharing in the oommaDd 
101 

tunction. 

Tbe plenning tar a SigDal Ct)1I'Ift!8 nd DS abortive. Colonel George P. 

Dixon, Communications Officer, USSTAF, clarified the d1fficnlties ct 

this move and made certain distinotlous which a,pparentq- rendered it in­

advi.ab1e. In a memorandum to General Knarr he pointed out that tho units 

ot the Enginoor CCIImaDII played a ..01>110 operational role, yore not 

integral parts ot "'V specific headquarters, and yore practica14' inde­

pendent oporationa14' in purouing thair own projoots. On the other hand, 

Signal units had stable ..s:\gnment. with particnlar headquarters, and the 

s;yat811 under which tbq operated created little need tor direct c~trol 
102 

of' their"operational activities b7 a higher headqUarters. 

100. GO No. 81, Hq, USSfAF, 20 Oct 1944; Organiza:Uon vamia.l, "Hq, USSTAF, 
15 Doo 1944. 

101. )lIamo, Colonel Preston to General Knerr, 1 Nov 1944. 

102. Memo, Colonel George P. D1x:on; CoarnmicatloDs Officer, ASC-USSTAF, 
to General Knerr, 17 Nov 1944. 
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At ·the time of the 15 December reorganization, there were indica­

tiona froll rOlJ8h drafts or organization charta prepared by General 

Knerr, that he was also thinking or a l1edical Command. under USSTAF. 

This recommendation was forwarded to General Spaatz along with the 
. 103 

general proposal for the December reorganization. General Spaatz in­

dicated disagreement with this approach, and favored instead a ' Direc­

torate or Medical Services, which was tinally establlahed b7 the new 
. 104 

headquarters organization. 

After the fir.t attempts to who~ absorb the Special staff SectiON" 

had demonstrated the difficulties involved, the treDCl had developed 

which strengthened the po sition or the more active and effective sec­

tions (the 'sections best ass:im:l..lated in terms of Air Corps functions) 

by raising them to the directorate level even at the expense or in­

creasing the number of separate agencies on the start. It was cbaracter­

latic of ths history of the Special start that later, near the end ot 

hostilities, the organizational trend reversed itself again. Planning 

in APril 1945 .tor the post-hostilities air torce headquarters took th~ 

direction of an "A" staff organization in place of the two deputy ays,tam 

which did not leave room tor as I!WV parallel directorates &s ex:1sted 

under the deputies. General Spaatz called ror a traditional f'iva 

section General Starf in the latest reorganization oC May 1945. 

General Knerr, aD the other hand, convinced by what he believed were 

important lessons of' tbe war, proposed that there was need for 

separate Com.'""IUIlicstioIlS, Anr.ament, and Medical Services directorates on 
105 

a line with the rive "A" staft sections. However, tho decision was 

103. 	 Ltr, subj: "orfice of the Dloo Admin, USSTAF,· General Knerr to 00, 
USSTAF, 3 Dec 1944. 

104. 	 Jil.nutes, USSTAF Commanders JJeeting, 5 Dec. 1944. 

-39­



thought it advisable to point out at the first staff meeting of the 

no.. headquarters, that although the Special stafr Officers would be 

direetly responsible to the Assistant Chief' ot staft under whom they 

tunctioned, he intended that they should operata with the freedom which 

they previously had under the direotorate system, and be accorded the 
107 

titles of Deputy Aasistant Chief. of staff. 

llEVELOlWENTS <F 1944-65: The Deputy SYstem 

The lessons learned from tbe application of the deputy system to 

USSTAF Headquarters organization deserve detailed a.na.qsis. It was 

apparent to evsl70ne that the two deputy system was & sharp departure 

from traditional m111tar,y principles of organization. It was inevit­

able that argument should persist, and that anal1s1s and reiteration or 

ths principles involved be continuous throughout 19'4. Event. them­

salvas, the headquarters reorganizations or late 1944 and early' 1945, 

beoame demonstrations ~ the validity and permanence of those principles. 

On the face or developments, it 1Da1 appear that the system was found 

wanting. However, a c10s8 study 1s required f'~ an evaluation that does .. juetice to the rorm of organization that eerved the Air Farces in the 

European Theator of Oparations during the climaotic period of tho Euro­

pean war. 

An analysis of tho deputy system must necessar1l,y begin with tho 

assertions in favor of its adoption made by" the men who proposed and 

established. the headquarters organization. It was evident that two 

standpoints ~ judgment were effective in its origin. One approach, 

lW. lIimlte., 1Ie~ staff lIeeting, Hq, USSTAF, 18 IIay 1945. 
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which might be termed the view ot expedience, confined itself pr1mar1lr 

• 


to a judgment or the part:laular requir_nts of the USSTAF Headquarters 

tram the nature of its command structure and its responsibilities. In 

contrast, General Knerr's original program went beyond this view, and 

asserted that the basis of the deputy. system was in & revised military 

theO%y or organization wh:lah supplanted th. traditional General Starr 

&;Tatem meotar a8 the modemAir Forces were concerned. I t waS in the 

test or the latter view that the experiences, d1tf1cult188 and later re­

organizations ot the USSTAF beadquarters system have ch1et' interest. 

From the Itandpoint at uped18ocB, the depnty system WS8 certa1nly 

well adapted to the particular requirements ot the USS'l'AF command 

structure. Tlro distinct spheres of comnend control had arisen in the 

Theater, detiDed by the tal'me operations aDd administration, and it DB 

no ooincidence that the t"o deputy cCJlD!a&Ddillg generala were a1m11ar.q 

defined. Control over the Fifteenth Air Force was restricted to opera­

tions, and contro1 over the Ninth Air Foree was re8tr1oted to adw1n1s­

trat1on. This cODtronted General Spaat. with two dist1Dct roaponaibi­

l1t1es to b. exercised in ••parat. regions and aloQg IOparate line•• 

In General Spaatz t s mind thi. unique cir""""tanc. ......d to stand out 

&8 the primary argument far the deputy to'stem. As he atated in rm.e.... 

inK th. headquarters histor,y, he had f.lt tha need tw well d.!111od w­

gani...t10n0 to d.al with his rospon.ibUit1ee as separated in two 

theaters. Through General Knerr, his Deput,' CG for AdJI1n1etration, there 

...8 a clearcut adII1niatrative line or control aver the Eighth and Ninth 

Air Forc... Through General Andor.on, tho Doput,' CO tor Operations, 

thoro 'lB. a chann.l of operational responaibUit;y over the E:lghth and 
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Fifteenth Air Foress. To General Spaatz, the deputy system appeared to 

be the ~ form or organization possible in the complex situation in 

which he found himself, and he specifically stated that the ordinary 

General staff ~stem would have broken down in contusion under the same 
108 

circumstances. 

Further, in terms ot the specific requirements originally 1"aciDg the • 
headquarters, the top echelon position or USSTAF, imrolved it in the 

f'ieId at high pol.iq' and posed the need f'ar assistants to share the load 

ot the Commanding General. At the start, General Spaata ~id down the 

principIa that in view or hie po11q' responsibilities, he would not deal 
109 

directly with cODmlalldera of forces under his control. This principle 

was -u~ by General Knerr hasalt' in explaining the depaty system. In 

his words, 

llhen an organization that ia under cOlDplete control of' a cOlllDallder 
gets to such a leva1 that a commander must give his time to poli­
tical or other conalderatlons at a higher level, he must delegate 
his responaib1l1t18s 9tl others in order to carry on his work at 
the political levels. LlO 

Yet General ltDerr .ould be the f'1rat to assert that the deputy system 

• 
 had s1jp11ficance that extended beyond _ partioular situation or _ 


distinct echelon of Command4 It 1s evident traa Tolua1n0l.l8 correspond­

ence carried on through 1944, that as the chi.r proponent at the USS'l'AF 

headquarters organization, he considered .it a ~l'I:18Jlent development of 

108. 	Interview with General Carl A. Spaat. by Dr. Bruce C. Hopper, His­
torian, USS'l'AF, 20 May 1945, pp. 9-11. 

109. 	Da~ Journal, Lieutenant General Carl A. Spaatz, CG, USSTAF, 
12 Jan 1944. 

110. 	Interview with l!ajor General Hugh J. Knerr b)' Captain Goldberg, 
Assistant Historian, USSTAF, 12 June 1945, p. 8. 
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111 
military organizatiac applicablo, undor tlexible handliDg, to all lovel. 

of AAF ccmmand, to all theaters, to peace time as well as war tims. 

General Knerr' B viewpoint was 1nrluentlal in Washington and elsewhere. 

There can be little doubt that the principles he persistentl1 put tor­

ward were the same aa tho~ which 1ntluenced organizational changes in 

the Zone or Interior and in other theater8. 

As SWIIIIIal'ized in a lattar to Ganeral Spaatz in June 1944, whon 

active interest in his views was being expressed by WsshiIlgton planners, 

the arguments for a daput,- syat8111. were first or all based on econom;y or 

personnel and ettlclena,r ot operation. 

It is submitted that tho so-called general otart organization is 
no longer applicable to Air Forces far the following reasons f 

a. The and space factors do not permit at formal overhead co­
ordination in advance of' action to be taken without great 1088 

in ottioieno,.. 

b. Division of rooponaib1l1t,. and autborit;r inherent in a .tart 
organization Causes tatal dela;r. through the unwilliDgne•• at 
some 	to assume respoDalbll1ty when necessary, and the enthusiasm 
ot others to assume authority without responslbl11"t7. 

c. A large statt 1s a convenient lIIeans for making jobs for the 
'deserving' without COIIDI8DBUrate gain to the organization. 

d. In tho.. organizations where vertical cOllllWld author1t,. bas 
been substituted tor lateral otarr coordination, & marked 
iners..e in .tfinieno,. bas become :lmmodiatal1 apparent. 

8. EcODcmy in per80nnel is po_sible in evel'7 organization where 
verti0"hlOllllWld through deputie. is aubotltuted tor tho start 
system. 

111. 	Ltr, subjl nOrganizatioo," General Knerr to 00, USSTAF, 2 June 
1944; Intern... with General Knorr b:r Captain Goldberg, 12 June 
1945, p. 8. 

112. 	Ltr, subj. "Organization," General Knarr to CG, ussrAF, 2 JUne 
1944. 
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Vertical cC'Jllll!and through deputies was described b,. General Knerr at 

one of the atatt meetings I 

The directorates participate in the ccamand fUnctions ot the Com­
manding General, as passed down through the two deputiea. Those 
mattor . whioh fall within tho fiold of tho dirootoroto. are 
presmaed to receive initial and poaltive action, and a.c;y coordina­
tion roqu:lrod within tho hoadquarters is tho responsibility ot 
the originating dirootorate, ~ all coordinating directoratos 
to be kept informed or action. 3 

It becomes evident that the stress in General Knerr's mind was OIl a 

new staft organization with general application, which fUnctionally divi­

ded the work or the headquarters among agents who possessed combined 

authority and responsibility in their fields. lIithin their own fields, 

the deputies and directors emerged from 	the status of start advisors, and 

participated diroctlT in the oommand 1'tulCtion, relieving tho bottleneck 

which existed when d1reet action WaS torced through the coordinating 

agency of the Ohier or staft or the O_and1.ng Genoral !Umseli'. 

It i. necessary to go beyond tho statement of principles, and in 

writing the histDr)' or organizational devolopments of 1944 and 1945, to 

ana.l1'ze the problems that were raised in the application of such pr1Dcl­

ples. These problems wore not mnor and their role IIIlst be inteTpreted 

in tho tinal evonts which reorganized the headquarters syatem. At the 

..... t1loe, it IIU8t be stres.ed that in terms or afrieioney and IlUCce.aful 

appllcation to the practical needs at the TheaterJ the success or the 

doputy BYotom wes not dioputed by 8l\1 availobla testimony. Nor i. there 

_h basis for doubting the permanent value or certain organizatioll&l 

principles evol'l'ed. It was in terms of 	the wholesale value of the struc­

ture of Headquarters, USSTAF as it existed from JaD1.Ial"1 1944 to December 

1944, that thore developed considerable debate and reserved judgment which 

113. 	Ninutes, Weekly Staff Moeting, Hq, USSTAF, 20 Dec. 1944. 
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questioned the usefulness or its application in other military situations. 

The history of the USSTAF deputy syetem can be divided for purposes 

of discussion into three maj or areas in which evaluation and 8lla.lJ"a1s 

took place. Requiring.~ firet of all, were the problems emerging 

trom the demarcation between Operations and Administration, and the opera­

ting relationships between the two sides or headquarters. Another region 

of difficulty included the practical Problems arising from the dual 

Identi~ of the Administration side as ABC headquarters. As a third 

division of the subject were the problems wol ved in the controversY 

which developed in 1944 OVer the proper relationship of service and 

combat elements at the various echelons of Air Force structure, aDd which 

directly affected the role of the Air Servioe COIII!IIaDd in USSTAF Headquar­

ters. 

Finally, the problems and difficulties which faced the headquarters 

system must be interpreted in the light of the eventual re.rganizations 

of 15 Dec8llber 1944 and 15 I!s:1 1945. The.e reorganizations changed in 

principle and form two bas1c CODC8ptS ot the headquarters organization: 

that of 15 December separated ABC-USSTAF fram the office ot the Deputy 

COIIIIIaDding General tor AdJDinistration; that of 15 1107 dissolved the 

deputy system as such, substituting for it a tra.ditional tive section 

"An staff. The.s were significant ohanges of direction, and in the in­

terest of military history, require e:zplenation. 

Relations Between Operations and Adminietration 

A study of the organizational chenges which took place requires un­

derstanding of the relations between the two sides at the headquarters. 

AIrr speculation on the smoothness ot their relationship must tirst consl.. . 
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der General Knerr ' s own retrospective remarks t 

General Anclerson and I all1ays worked in canplete hartlony • • • Dif1"er ­
ences were very, very minor••• •There was no instance 01" allY con­
flict or interest, basically, becauQa I always insisted. that Opera­
tions was the number one iQ~sideration•• • • We gave precedence to 
operational requirements. ~ 

The deputy system was predicated on the assumption that there were 

two distinct spheres 01" control in aqy command situation--operations and 
115 

logistica. (The latter was in this use a term eXP4l1ded to include all 

administration and services) . ~here was evidence to believe that this 

demarcation itself, backed up a8 it was by the dual identity of the 

41) 	 Administration side as. the J.ir Service Command, held ,..ithin it dangerell!! 


implicatiolls tor its own survival. 


This point is 'supported by an evaluation of the two deputy system 

which came from Brigadier Gener al Alfred R. Maxwel l, Director of Operations, 

USSTAF. Be pointed oat the schism that was inherent in the deputy system, 

and the ,.,aIene•• that lay in the tendenq of oach half of the .tarf to 

develop around the person&lities of the Deputy Commanding Generals. Th1.a 

was accentuated by a pbfslcal seParatior:' in housing the two sides or head­

• 	 quarters both in the U.K. and in France. In his belie1", ataf'f operations 

could have been improved by more attention to administration of the starf 

as a whole, and he favored strengthen.i.ng the position of the Chief o£ statr 

tor the sake o£ pu l ling the stat! seotions together UDder spec1f'ic centrv 

lized control. In the absence of such cohesive cont!'ol, the satisfactory 

functioning of the headquarters depended .on the "good- will and ability of 

the individuals conctL"'1led. That there "es no reel problem could be attributed 

ll4. Interv~e. with General Knerr by Captain Go1dberg , 12 June 1945, P.S. 

115. Ltr, subj: "Organization," General KnelT to ca, USS'l'AF, 2 June 1944. 
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to the caliber of the two deputies and the personnel involved. As it was, 

there were slight differences of policy relating to handling of personnel, 

promotions, and bUletiDg which developed to create a small amount of' 

f'rlctlon. Though on the wbole the deputy system worked very well at USSTAF, 

.it "began to wear a little thin in time" and in General _11.' mind it 
116 

wae questionable whether it would work well 10 other aPPlications. 

In his om retrospective review of' event", General Spaatz agreed that 

the principle which delegated combined authority and responsibility to two 

deputies holp, dangers of division and conflict. His jwige.lDe!nt held that the 

deputy system would not work ' without "very good menU and ttvs17 loyal aen.n 

at the top. The taot that the two deputies had f'ull authority and responsi­

bility in their fields might have wrecked the system, l£ the,. hod tended to 

go in opposite directions, or if ODe of them had the narrow interests Of 
117 

&11 "ambitious empire builder." 1 
General Knerr himself saw the divisive character of the headquarters 1 

system and made efforts to OVercame ft. In his words there was a 

• 
•••tendenc,y for Operations d1r.~tors and Administration directors 
to consider themselves as two separate entities. It was a constant 
endeavor of mine to make the eight directors teel as one entit;,._ 
That was the basic reason why I insisted on a meeting at least ODCe 
a week presided over by ~e Cc.:mIaJld.ing Gener al himselt, in order to 
impress that idea upon their minds. I feel that during the last 
three or foUr months that was well crystallized. It was ubtortunate 
that we did not have apace to put all headquarters into one build.1Dg 
for that tended to maintam the idea of a separate entity; but it 
was very ....11 consnlidated finall;r. 118 

-116. 	 "A Historical Review of the Fu»ctiona or the Directorate of Operationsft 
Part VI, ftDiecussion and Commeuts by Brigadier General Al1"red R. 
1laxwell," June 1945; Interview with General Maxwell by Dr. Bruce C. 
Hopper, Hi"stor1an, UBSTAF, 22 June 1944, Pp. 34- 35. 

117. Interview with General Spaatz b;r Dr. Hopper, V June 1945, p.8. 

118. Interview with General Knerr by Captain Gol dberg, 12 June 1945, p.9. 
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SlgnH'lcantly, tram the date of the interview wbich produced this state­

ment, 12 JUDe 1945, "three or four months" places the successful fusion well 

after the time when ASC Headquarters was no l onger identified with the Whole 

Administration side. The directors meetings referred to did not begin until 

a few days atter the 15 December reorganization. The implication here is that 

the improved onion was made poeslble or at least easier by the formal re­

legation of ASC-USSTAF to a distinct and subord1nete position. The cbiot 

:factor in a divided sense of identity would therefore seem to have been the 

dual status of the Administration side as a seParate command headquarters. 

Since the deputies bad !'ull pow~r in their own fields and required a 

m.iniJm.un ot coordination in the usual stafr sense, it would be obYious that 

a clear and lasting definition of their fields of activit,r .ould be Dec­

8SB8l"Y. Any extensIve overlapping of l.'unctions or oonfusion of authority" 

would be evidence to attack the general usefulness of the deputy system. 

The divided nature of ussrAF respooeiql11t1as in relation to the various 

Air Forces made it easier to maintain the demarcation in the headquarters 

than might have been the caee otherwise. However, the developments that 

• 	 did indicate a convergence at the two spheres of activity, later in 1944, 

wst have played some role in the withdrawal from the £ull deputy program 

in December, 1944 and May 1945. 

In the first place, as 'Was pointed aut by General Maxwell at the close 

of events, the "ork of the Operations side could itsel!' be defined as 

adI1.1n1strative. The combat operations exercised through the agency of 

USSTAF were a minor percentage of the ~, and apparently, in General 

Maxwells! sense, the job was necessarily one of atministering control of 

combat operations "through the services or intelligence, lIBathar, and 

strategic planning. Perhaps this interpretation involved a struggle 
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I 
I with daf'inltions, bUt it revealed the uncertainty with which the terms 

administration and operations were received, and the inab~t,. of the 

terms to define the fUnctions of the two sides of headquarters without 

leaving room for debate. In aJ:IY case, in General Maxwells' meaning and 

according to his statement the activities of the Operations side were 
ll9 

in large part adm.i.nistratlv8 and in time became more 80 .. 

It 1s not d1f'ticult to: tind support for General Maxwells' view that 

the Operations side waa assuming more ot an administrative character. 

COINergence ot the two spheres of activity developed .oat 8trOng~ in 

A> 	 the Period in 1944 ""en the time C8II1e to plnn and e""cute policie. for 

such poat-hostilities problems 88 redepla,ment, and'disarmament and 

control of the ene~. 

·The post-hostilities planning function was assigned to a new direct­

orate on the Operations side in April, 1944. It developed that the Post-

Hostilities Planning Directorate was forced to draw persistent~ on agencies 

and personnel ot the Administration side tar help in execut~ its functions. 

In October, General Knerr found it neceeear)" to write a I!!8morandum to the 

• 	 Deputy Cccanandjng General tor Operations, restricting the availability or 


eerrlca8 and personnel trOll. the Administration aide in 8 haring the Poat­
l20 

Hostilities respoDsibility. In repl1', General Anderson made a distinc­

tion between plnnning and implementation of the plene, pointing ..,t thet 

it would be necsssar,.- to call in all USSl'AF agencies to complete the plans 
121 

'l'hich nre the l'Gsponaibll.1t.y or the directorate. 

ll9. Interview with Generalllaxwell 111 Dr. Hopper, 22 June 1944, p.340 

120. lIemo, General Knerr to D/CG, Ope, USSTAF, 28 Oct 19J,4. 
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There consequently developed an interaction of linea at control 

between the two sides of headquarters extending downward to lower echelons. 

The implement.tion of dlsormement plons in the field ..... pleced in the 

hands or the Ninth Air Farce, and in cODsequence, it Was found that the 

only ageDcy equipped end ava11ebl. to do the job "as II AFSC, D~ an 
122 

agency in the administrative sphere ot control. In the same sense, the 

Post-fIostil1tles Directorate was forced to delegate to the SUpp~ Directorate 
123 

the supply control aspect or its activities in disarming the German Air Force. 
• 

Redeployment activities penetrated all headquarters agencies, and Beemed to 

be primarily an a~tn18tratlve matter, yet redeployment planning Was centered 

in the directorate ot the Operations sida. Just be£ore the implementation 

o£ the program was to begin in A.pril, 1945, this responfdb1llty was trans­

terred to the DePUty COIIIIlIaDding General for Administration, and specifically. 
124 

to ' the Director or Fersonnel. 

Coincident with these developments, conf'uslon arose OVer the respon­

sibility for disposal or surplus property. In March 1945, Post-Hostilities 

• 
planning presented a plan rar coordination with the Fore:lgn Econoadc Admin­

lstration and other agencies on the disposal at surpl.us property to foreign 

countries and to the Zone of Interior. It was necessar.T tor the Administra­

tion sida to point out that these functions were alre~, and had been for 
125 

months, tak:en care of by ASC-USSTAF and its successor, ATSCE. 

121. Memo, subjs "Respon8ibility for Post Hostilities Plemdng,tt Major GeDeral 
F. L. Ander.on to D/CG, Admin, USSTAF, 28 Oct 1944. 
Report on Air Disarmament and D1sbandment Conf'erence, Hq, USSTAF, 22- 23 
1Iar1945. 

123. Memo, General AJlderson to D/OO, Admin, 7 Dec 1944. 

l.2I,. 

125. 

Hq lIomo No. 35, Hq, USSTAF, 8 Apr 1945. 

Oftice Memo, General Knerr to Brigadier General C.P. Kane and to D/oo, 
Ops, USSTAF. 6 liar 1945. 
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The inference trom all ~18 Beemed to be that a plans directorate with 

wide responsibilities sat a little uncomtortab~ in a two deputy set-up. 

A fw:1;her Werence appeared to he that iDevitebl,y with the preparation 

for a 	stabilized post-war situation, the t.o sides of headquarters were 

coming together. The implication 'a8 that a sharp division between two 

depaties having C()I!'!I!Iand control 1D separated spheres may have been use1'u.1 

aDd practical in an active combat period .,men battle operations were a 

consuming responsibility, b,J.t that the approaching end of operations tended 

to thrOW' the dep!ty B1stem out of balance, and what seemed to be required 

~ n.s a more integrated headquarters than the deput," B1'ste. cOllld provide• . 

Corroboration for the viewpoint that a dual qstem 1s unbalanced in a 

non-combat situation by the greater stress on administrative !Unctiona, 

can be fwnd in organizational developments in the United $tates duriDg 

1944- In Jul,y, Lieutenant GellBral Barney II. Gile., ·Chief of Staff, Sq, 

AAF, communicated to General KDerr a program or h8a~rs reorganiza­

tion which certainly paralleled and was possiblY influenced ~ the organ­

izational chaDges in the Euro~an Theater or Operations. .A :l"unctional. 

• program to "eliminate the top-haa....,., bloek-ridden stat!"s in the several 

air forces and commands" had been d69'eloped atter much aper.imentation 

and put into practice on tha stations. The device used, however, was a 

three deputy system, baaed on a ooncept of three ,rather than two major 

functions at each station, and in turn at each higher echelon. The base 

or air farce camnanders had three prinoipal assletants,ramalyr a Director 

for Operations, a Director tor Admjnistration, and a Director tor Supply 
126 

and ~a1ntenance. 

126. 	 Ltr, Lieutenant General Barney 14. Giles, Chief of Air staff, Hq, W, 
to General Knerr, 1 Jul,y 1944­
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The three deputy system, though it derived considerably !'rom organ­

izational principles sjmjlar to those established at USSTAF, was ba8ic~ 

different i'l'om the two deputy approach, and General Knerr in his correspond­

ence with W:ashington criticized it strongly. As explained in a reply to 

this critlciam by Brigadier General B)'r0ll E. Gates, Chie.r,. Ot.riee ot 

Management Control, Headquarters, AAF, it had been found that in doaestie 

installations, the volume of administrative, supp:Q', and mainteJl£&Jlce activl­

ties upset the b~e or a two deputy organization. The two deputies had 

indeed been tried experimentally at the AAF School for Applied Ta~tic8. 

- Orlando, Florida, the yeR%' bei'ore, and the plan had been abandoned on the 


basis that a too heavy load was being placed on the administrative side. 


At the same time, WaShington was willing to grant the effectiveness of a 

127 

two deputy system UDder theater conditions. 

It i9 important to analyze General Knerr1 a basis for opposing a three 

depu~ organization and his insistence on two deputies, for in this distinc­

tion lay • major significance of the organizational approach in the Theater. 

In replying to General Giles in J~ 19.44, General Knerr cotllDented as f'o11on. 

• liThe three director aystemlt is \Dldoubtedly an improvement on the old
'A' stat!, but misses the point of the two deputy qstem•••• (It) retains 
the essential weakness of the military ~ statt••••Necessit,y for coar­
dinatiOll still J.arge~ remains....Two will be ~t to gang-up on the third. 
The incentive t o play politics is increased••••The Depat,y Commanding 
Generals are not staff otf'icers, but share in the coonnand functions, 
permitt1llg direct and positive action i'l'om top to bottom within the 
authority of each. 128 

This W2.8 the deParture that required new understanding; the deputies 

were removed trom the categor,y ot staff otticers and derined as commanders. 

w. 	Ltr, Brigadier Gener~ Byron E. Gates, Chief, Alanagement Contro1, Hq, 
A.AF, to General Knerr, 11 Aug 1944­

128. 	 Ltr, General Knerr to General Giles, Z7 J~ 19440 

' . ~ ~ 
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This principle was established with certainty on the Administration side by the 

fact that tho Deputy Camanding General ""s at the ..... time the Commanding 

General of ASC, and his staf'f agencies consieted of ASS Headquarters . Perhaps 

thia "as needed in the first place to bulwark the priDciple, in concession 

to the strength ot traditional ideas on start functions. But it "as in this 

aspect that t he chief obstacles to the survival of the system arose, 8S wall 

as the chief' items or controversy. 

Problem. of the Dual Role of ASC- USSTAF 

The problems raised b,y the dual existence of the Administration side 

~r 	 received preventative trea~nt before the surgical- operetion ot December 

occurred. At first, there waa danger of an overloaded Administration side 

involved in specific operational activities of ASC as well as its USSTAF 

responsibilities. It was on this basis, perhaps, that t.~e principle of 

headquarters decentralization was outlined repeatedly and put into practice. 

In the eal'~ days, in Janu.ary 1944, it Was stressed at ASC statf meetings 

that UssTAF wcu.1d be 8sseti.ti.a1lJ' 8. pl.anning 3lld polic,y making headquarters. 

Insofar as ABC was concerned, everything pertaining to actual operations 
129 

w~14 have to be decentralized to Hq, B~8e Air Depot Area. The list ot 

functions thereupon assigned to BADA became imposing, and, in e.ffect, BADA 

beoame the operating arm of ASC-lISSTAF. 

Ther e was a sound motive in this delegation of functions, but it led . 	 . 
to some curious results. The expanded administrative identity of As; was 

po.rtiallJ' cOlDFIUIlicated to BADA, and its responsibilities began to extend 

beyond base area suPPl3' and maintenance tunctions. Such secondary command 

agencies as the 27th Air Transport Group and the Ccxnbat Support iiing were 

129. Minut••, Speoial Staff Meeting, Hq, ASC-USSIAF, 8 Jan 1944. 
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130 
placed under its control. The early plaMing also called for BAM 

131 
command of the RePlacement Control Depot. One curious case arose with 

the assignment of the ASC Veterinarian to BADA as part of the decentraliz­

ing proce~s. At one point this officer found it difficult to get approval 

for travel orders for a trip to stations outside BADA18 strict Jurisdiction. 

The he.cUjuarters at BAllA spparentq had not boen suf!icientq educated to 

see anything more than the original restricted role of ita organization, 

and did not understand that it had undor its command the Veterinarian tor 
132 

USSTAF itself. 

These ·were minor difficulties in the face of the sound the~d~.s that 

USSTAF responsibilities covered a wide field and that its starf could not 

be encumbered by operating detaUs. Apart !'rom the Air Service Command, . 

USSTAF could ossiq maintain s policy and pl.an;ling headquarters, because 

"immediately 'supporting it ware alJnost sel!~su.f'C1clent Air Forese and 

Commands. In the S!U!l8 sense, in order to go the same road, ASC.had to 

raise BADA to a somewhat similar command status. In eOll8idering this 

development, Colonel Preston, Chief, Statistical Control Office, pointed 

• rut that 

As a result of defining Base Functions to include all administrative 
services rendered by this Headquarters and DC our polley to decentra­
lize all operating Base Functions to the Base Air Depot Area, we seem 
to be working towards the establishment of a Headquarters immediate~ 
below Headquarters, A.SC which covers 8.l?prox1mately the same ground. IJJ 

130. GO No.5, Hq, VIII AFSC, 24 . Jan 1944. 
131. Minutes, Special statr Meeting, lIq, ASC-USSTAF, 15 Jan 19440 

132. Office Memo, subjs "Reques~ for Ordera," Lieutenant Colonel B.D. 
Bl ood, VC, to AG, BADA, ASC- USSTAF, with indorsements by Deputy 
Camnander, BADA, ASC-USSTAF, and SUrgeon, ASC- USSTAF. 13 I!q 1944. 

133. Memo, Colonel Jerome Preston, Chief, Statistical control Office, 
Hq, ASC- USSTAF, to Genorsl Knerr, 28 July 1944. 
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It was perhaps this status of BADA that made it possible for Colon­

.1 Preston to recCIilmeDd later in tbe year, in November, the cauplete 

absorption ot Headquarters, ABC into the ofrice of the Deputy Commanding 

Genara1 t-or AdJD.1n1stratlon, thereby solving the main probleJo:ls under 

discussion at the time. El1m.1..nating the separate cormnand status of Head­

quarters, ..\so was one approach to the problem of bringing the logistical 

arm more tully into the main cOII.mand channel or USSTAF, and of more 
134 

cl088ly integrating the two sides or headquarters. This approach wou.ld 

seem to hayS round a r eady made situation, since an operating beadquar­

ters tar ASC already existed at BADA.. Yet there rema:1ned strong arguments 

against the proposal to absorb ABO Headquarters into USSTAF Headquarters 

and the situation which made it desirable developed o~ trom the prob­

lems' raised b1 the dual identity ot the Administration side. 

The confusion inevitably caused ~ two titl es and two identities 

mu.st be given consideration. EarlJ' in 1944, there were noted feelings of 

uncertainty, confUsion, and a lack of' sympathetic understanding among 
135 

.tatr officers in the rield and in beadquarters itself'.. Colonal 

• Preston, gave 8xPl"8ssion to these ditt1cultiss, and foresaw their danger 

to the permanent establishment ot the ~stem 8S an organisational principle. 

In a memorandum to General KJ:1err in July, he expressed crltlci8111 or the 

way in which the responslb1J.1t18a or tbe .Deput)' CDllmand1ng Genera1 for 

Administration were couched in organiZation ma.nuals and statt documents. 

134. 	Memo, Colonel Preston to General Knerr, 18 Nov .. 1944. 

135. 	Uemo, Major Albert Lapswsky, Statisti cal Control Office, Hq, A$C­
USSTAF, to Colonel .Preston, 4 l1ar 1944. 
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I
It fihe organization manua.V tende to cODVey the iJaprBspion that 
the duali~ of your position is an expedient rather than the 
applicat10n of a eound organizational plan.•.•All the statements 
of fUnctions of the chief's and yourself' • •. are oouehed in terms 
of Air Service Cc:umand, US8rAF, and the responsibilities are 
lim1ted~O Service CO!iI!jJa,nd matters and the Base Area princi­
pally.l . 

The AdD.1nistratlon side was appar8nt~ adhering too c l osely to its other 

identity as ASC Headquarters . Colonel Freston urged that since it was 

difficult ~to envisage and understand a situation where a l ower echelon 

i. giving ordere to a higher" a program of clarification be conducted to 

u.ke 8Vezyone aware that in .orlc.ing through the main CllI!!mll,od channel of 

UBSTAi', the ASC age.llCies acted under the authority ot the Deput;y Command­

ing General tor Adrain1etration. It was obvious that in matters relating 

As was conceded in retrospect by Colonel Preston, these d1tflcultiee, 

insofar as practical effects OD operations were co.neerued, were . essenti­

ally mentel hazard. and not great obstacla. to tho businea. or righting .. 138 
the war. How-ever, when the time CaDle t o cont1Due the headquarters 

system after tho .:q>ediont need. ror it had d1m1n1ahed, all llI11'riondly 

ps,ychological atmosphere based on the ambiguity at two titles and the 

lower eChelon cormotatiODs of ASC, as nil as the Dewal t,. and strangeness 

or the deptlty system. itself, 1II\1at have p~ed' SOlDe role in the reorgani­

tiona or December 1944 and May 1945. GellOral II&xwell, in his c""".nt on 

136. Memo, Colouel Preaton to General Knerr, 13 July 1944. 

137. llU,g. 

138. Interview with Colonel Preston by Captain Goldberg, 12 June 1945. 
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the deputy system, pointed out the problems raised by a rona of headquar­

ters organization that differed from that at other agencies and lower 

echelons. He explained that confusion resulted frca the tact that the 

organization and functional divisions of' Theater Headquarters, ot USSTAF, 

and of the major commands under ussrAF were all somewhat d1rferent. An 

important !Undamental ot staff' organization required that the structure 
139 

of a statt be readily understandable to other starfs and organizations. 

GeIter&! Knerr knew the 1laportance ot this and had con~18tently propoBsd 

"ithout great INcases that the deputy system be extended to all echelons
140 0 

..... ) below ussrA!'. 

It is .ign1ficant that wben the program for the May 1945 reorganiza­

tion wh1eh abolished the deputy sy.tem was broached, General Spaat. put 

Conard the idea of the used to be unitorm with ·other branches or the J.rrrr:J" 
141 

in atatt organization. The handicap ot dit"tlcu1t understa.nding was 

f\U"ther implied b)" General Spaatz in the termino10E1Y be used when stating 

that a!'ter the cessation of hostilities, USSTAF would not require the 

"complioated" operatiQD&l and administrative set up needed during the 
o 142 

prosecution ot the war. 

The Integration Controversy 

The deputy system and. the dual position or Headquarters, Aro in the 

Theater were part or an ambitious attempt to Bolve a long standing problem 

139. 	nA Historical Ravie" at the Functions of the Direetora't:e or Opera­
tions," Part VI, "Discussion and Coa.ments by Brigadier General Al:f'red 
R. Maxwell, rt June, 1945. 

140. 	Ltr, Genoral Knorr to Major Generall'Jalter H. Frank, CG. AflC, 24 May 
1944. 

141. 	Intervie. with General Knerr by Captain GoJ.dberg, 12 June 1945, p. 5. 
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in the relationship between service and combat elements in Air Force or­

ganizatioo. Colonel "Preston succinctly defiDed the problem in June 1944, 

when general application to it 10 Europa and in Washington reached a cl1ma:x:. 

As he stated i t, there or1g1..nal1y was a division of theory 00 the nature 

or the relatlansh1p between service and combat . elements. Those charged 

with supp~ and maiJItOll&llCO function. had supported a "hotel "othod" of 

supporting tho combat unit.. Their point was that supp~ aDd llainteaance 

were a contiDuous process which had to be united under one vertical command 

cutting tilroogh all ech.lon.. The cOO1bat commander should be relieved of 

all administrative responsibilities, 80 that be could concentrate on his 

job; 'therefore, entire responsibility for the base eho.ll.d be given OVer to 

the Service Ccmrmand, with combat units present on a lodger baais. 

The cm..hat ooamanders themselves held an opposite point of view. 

SUpp~ and maintenance were controlling and 1i.nd.ting f'actors in the combat 

cnmmlnder's 1Il1se.ionj it was intolerable that there should be two commanders 

on a stationj there£ore 7 all elements should be under the complete control 
. 143 

or the combat cOlllDaDder. 

'l'he question of wbo should command the station was neVer actua.1lJ" an 

issue in the Theater. All conceded that the man most ooncerned with opera­

tiona would. cOlml18Jld at each echelOD. Nevertheless, the two approaches 

required reconciliation and compromise f'rQII two points. Firat, according 

to Colonel Preston, it was necessary to maintain the vertical camaand 

structure or logistics ­

• 


142. lIinute., W••kl;y starr II••thlg, Sq, USSTAF, 10 Apr 1945. 

143. Memo, Colonel Preston to General Knerr, 11 JUl1& 1944. 
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••• to 1Dsure that logistical funotion. are integrated within 
themselves; are an erficient Whole; are not dispersed and comPet­
itive, and particularl;y that their :iJIIporteJice is proporl;y 
recognized•.. and embodied in the f'loal!ework of the organization. 
(To make clear that the Service CClIIlJlIaDder is something above the 
category or the 'garbage collector or the garage attendant:) 

Secon~, it 1I'as .necessary to reconcile logistical control with operational 

control, to integrate them at each echelon, and give the commander at each 
l44 

echelon control OVer both. 

General Knerr had addressed h1mseU to the problem or meeting these 

two requirements. At the ussrAF level, the solution was attempted in es­

tebllabUg the principle ot uniting the orrice ot the Service COIIII1IO.Dder with 

that or the Deput,y Command1ng General for Administration. Logistical func ­

tions were expaDded to iDcluda all administration, thereby raising the 

broad logistical !unction to a level equal to that of the operational func ­

tion. At the same time, the Service Command channel was brought into the 

main command channel end integrated within it b;r the daput;r device. One 

overall commender united both deputies and wit.b.1.n his control. the deputy 

cCJ!!I1rulnders had vertical command authority in their spheres, thereby main.. 

ta1n1ng the oontinuit,y or their activities• 

S1m1larly, the problem OIl the lowest. echelons was met .ith the device 

of the suhoodepot, wherein the sub...ciepot remained a service unit assigned to 

the Air Depot. of tho Eighth Air Force Service Caomand, whlle under the 

tmmadiate command control of the station or combat commander to which it 

was attached. 

"However the problem or uniting service and combat elements, e8pec~ 

in respect to the lower echelons, had evidentlT not reached a stable and 

144. ill!:!. 
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complete solution and a further program developed in WashiQgton in 1944, 

which was proposed for application to the ETC and other theaters. As 

reported by General Giles in correepolldence with General Knerr in Ju1¥, 

the program developed in the United states concentrated on the problem 

at the station level, but was extended to provide 1ntegration at all 

levels. Plans were made tar a new service unit called the Service Group, 

Speoial, whioh was to replace the sub- depot on the statiolJ. This was to 

serve 8& 8 device to combine sub-depot W!its with the various Arms and 

Services, units on the station such as ~rmaster, Ordnance and Signal 

companies and detaChments. However, whereas the sub-depot had remained 

assigned to the Air Force Service Commands while attached to t he statiolJ, 

the Ann. and Service units had boen diroctlo' assigned to tho oombat 818­

ment s. In contrast to the status ' o£ the sub-depot, the ne" Service 

Group ..bieb combined all serTic. units, was to pa~8 under the direct 

control and :f"ull ass~nt of the air bases and tactical organizations. 

A. 	stoted b7 General Gil.s, 

The combat and. service elements l7ruld be under a single commander 
at each succeeding echelon thus eliminating the naces8it,y, as at 
present, to adjudicate service group ar depot group and combat 
un1t d1£ferences at Theater Air Force level. This plan provides 
a uniform pattern under wbich_ all the air £orees in the several 
theaters should be organized. 245 

In extension to other echeloDs, the plan called tor an absorpti on of not 

onlr the sub~depots but also the air depots into the combat organizations 

they served and e,pparently eliminated the command structure of the Air 

Force Service Commands entirely. 

The program as thus developed again raised to an issue the two aP­

145. Ltr, GeDeral Giles t o General Knerr, 1 J~ 1944. 
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parently opposing standpoints aIld milit8l"l~ needs previouslJ- described . 

It renewed the argument raised by the original contradictOl"')" premises, by 

judg~in e1'f'oct that the need tor a strong Air Service C<lIZlIIIaIId with 

e~evated power and prestige was outweighed by the need tor unreserved 

unification of service and combat elements at all echeloDs. 

In this seJ:18e the approach made in Washington varied sharply han 

that or the Theater. Although it was proposed to serve the commander in 

his new integrated caamand with a deputy system rather than the tradition­

al staff' organization, a8 mentioned prevlousq, Washington proposed three 

depnties r ather than two. Here the difference appeared in that the logi­

s~ical function was not extended as it was in the Theater, and edministra­

tion (including personnel, mecU.cal, legal functions, .te.) was separated 

1'1'oc supply and maintenance. This cGa into conflict with a fundamental 

element ot the Theater's approach. As communicated to Washington by 

Colonel Preston, General Knerr's · chief assistant in organizational plan­

ni..ng, (in a letter signed by Brigadier General C. P. Kane, Director ot 

Administrative Services) the plan to split the service side of beadquar­

tara into two parte, administr ation and materiel , would d~etroy the equa­

lit,. with operatiO!18 and the consolidated strength which the log1et1cal 
146 

or sel"9'ice functions had achieved in the Theater. It was in part due 

to this inoreaead emphasis on the role of logistics in the air wart that 

the deput,' sye"tet:l had arieen in the :first place. 

The main item o:f oonteDtion in the DeW program concerned the :future 

• 


146. 	Ltr, Brigadier General C. P. Kane, Director of Administrative 
Services, Hq, ASC-USSTAF, to Br igadier General Byron E. Gates, 
Chie:f, Management Control, Hq, AAF, 18 Aug 1944. 
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of the Service Command as eucha Integration in the ETO had brought the 

Service Commander into the top headquarters, as deputy to the Comr.anding 

General, but had maintained his identity as Service Commander at the same 

time by the "two hat" device The outline presented by General Gilesa 

mentioned no such reservation. Rather, as General Knerr pointed out in 

repl1ing to General Giles, 

It appears that the Air Service COII1JtIaJlds, as such, disappear a 

A necessary condition of euch a change is that the organiza­
tion chart shall make cr,ystal clear the faot that all logi­
stical functions are united into an integrated whole under an 
administrative ofticer of rank and authorit,y. 

Lin the genaral approach to unionization at all levels 
there was dange.t••• in the desire tR marr,y the servioe and 
combat elements ••• ["or losing sight/ of the necessity for opera­
ting all our logistical facilities as one organization, as otheri47 
wise there will be waste of effort, materiel, and effectiveness. 

In a :rockslip note to Colonel Preston, cOlllllenting on ~neral Giles I 

plan to assign service units to the same command agencies as combat \mits, 

General Knerr was even more direct and conclusive. He viewed the scheme 

as basica.1ly tm.80LDld because of the disappearance of technical and command 

control by the Service CDImI:aIld, and pointed out the duplication of stocks 

8.hd contusion in tnlPPl,y activities wh1cb woald result from. the absence 
l.48 

of a central control which extended to all echelons. 

Earlier, in writing to Brigadier General lQma.n P. lIhitten, Chief, 

Air Services Division, Headquarters, AAF, General Knerr. emphasized that 

in his meaning of the "marriage" of service and combat elements, he 

emphatically" had nO intention that the identity or the Service Command 

• 


147. Lt!", General Knerr to General Giles, 'Z7 Jul,y 1944a 

148. Offioe MenD, General Knerr to Colonel Preston, 20 Jul,y 1944. 
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should be lo.t in a11Y integration plan. The Deputy CCIlIIIIandiDg General for 

Administration wes necessarily and cODCurr8nt~ a member of the Service 

Command, and belonged to that cOlllJl1aJld channel, though at the same time 

brought into the c10.e.tpo••ib1e relotion with the combat commonder through 

the deputy .,.etem.149 

It ia of sOIDe s1gn1.tlcance that at this point, Colonel Preston, who 

had worked clo8e~ with General Knerr in the early organizational planning, 

diverged fro. General Knerr'. viewse In a memora.ndum in November 1944, he 

Olqlre.oed the vin that the Air Senice CCIlIIIIand oould indeed be e11Jdn­

.ted in the ne" integrated .tnacture, a8 the Jiaah1Dgton plans tar OYer­

seas Air Forces indicated . He belieVed this to be consistent with General 

Knerrls organizational tb1nk1ng as well 88 with developments in the United 

states. One advantage, he thought, would be the elimination of the cuober­

some device of ODa man holding two apparently 8a~ate titles and offices. 

Some people fail to aPpreciate the reasons ~ this was necessary 
and othors did not understand how it worked. Actually this in­
termediate step w.s absolutely nece8s~ and served a ver,y useful 
parpoee. That it can be el1w1nsted now i8 due solely to the wide­
spread accept&nco of your ide. of the functions aygcrositiOD of 
the Deputy Commanding General for Administration• 

Colonel Preston was keeping in mind a fundamental reservation that it the 

vertical authority or the Service Command were thus el.1m:1nated, its sub­

stitute would be assured. in a deputy system ~stablished at Air Force, Wing, 

and Group levels, with all service elements under the direct control of a 

deputy at each level. He believed that the logistical ~8tem could be 

• 


149. Ltr, General Knerr to Brigadier General L. P. 19h.1tten, Chief', Air 
Sarv.ices Division, otfice of Assistant Chief of Air Staff, I4a.terial, 
Maintenance, and Distribut1on, 1Iq, AAF, '}!J lIe7 1944. 

150. Uemo, Colonel Preston to ~neral herr, 1 Nov 1944 . 
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preserved without dispersion, through fUrther education and instilled 

principles which would train the combat commanders to understand the ver­
151 


ti<:al unity of logistio•• 


In actual tact, the reception of an integration· program on those 

terms in the Theater levels below USSTAF, was not prc:xDis1ng. The Eighth 

and Ninth Air Forces llaintailled A- 4 staff sections parallel with their 

ann .ur Service COI1maDdB, althoagh General Knerr constantly proposed a 
152 

waddiDg of the two agenci.s similar to that at USS'I'AF. When the Eighth 

Air Farce did f1nall;r adopt a modified dePltT 8,Ystem, in August· 1944, it 

toot. 	the torm of three deputies, Operations, AdI:dn.1stration, and Materiel, 
153 

without drawiJJg VIII AFSC into the headquarters picture. 

Headquarters, Eighth Air Foree, partieu1arly, represented the thiDk~ 

1.ng of the a&-called "cc.mat school", which was sensitive to 8II1 implica­

tions .or a split cOllD'lalld on the combat station and at other echelons. 

The)'" objected to the status of the sub-depot on the station, and their 

program, as it f1Dal.l;r developed, oalled tor a complete absorption ot air 

depots and sarTice groups into the combat elements aDd a consequent hori­
154 

zontal slicing ot the service stnlcture. When the plan tor a Service 

Group, Special was first presented in detail frOlll Washington by GeJlera1 

Whitten in MOl' 1944, the Eighth Air Force .objected to the concept of a 
• 


151. 	ilOilO, Colonel Prest"" to General Knerr, 4 Dec 1944. 

152. 	Ltr I sub), "Consolidation of Fwwtlons," General Knerr to CG, 9th AF, 
10 May 1944; Ltr, General Knerr to Major General Walter H. Frank, 00, 
24 May 1944. 

153. 	Roster or K"" Personnel, Hq, 8th AF, 15 Aug 1944 (Prepared by Stati­
stical Control Section, Hq, ETOOSA) . 

154. 	 Memo, subj ~ uRe£erence Comment on Plan ot Operation, Hq, 8th AF, and 
Hq, VIn AFSC 1 

11 General Knerr to 00, USST.£F, 1) Nov 1944. 
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separate Service Group. at all, and desired the absorption of the group 
155 

elements into the oombat group on the station. 

General Knerr, on the other hand, could not share th1& concern over a 

"split command" on the station. 

The great value or the sub-depot on the station 11ea in the open 
. channel created between the combat unit and the 1"ull resources 

or the Servioe Ccmnand, with the Servioe Commander thereby i~" 
1.n,g in the reaPons1b~l1t,.. for tomorrow' 8 combat operations. 

He .trongl1 opposed a situation where ·the oommander was given not o~ 

coaaand control ot tho .ernee unit. (while tho unit. remained a.oigned to 

the Service C<IIlII&Dd, a8 in the case ot the sub-depots) but also absorbed 

the persozme.1. 

SUPPl1 and maintenance i. just a8 specialized as med.loal services 
and muat be controlled ao a unit. If oueh be nOt dono a tempta­
tiOn to remove autstanding 1ndividoals trom the service eChelons 
and place them in another activity where a dire n~7ex18t8 tOr 
abUity, cannot be resisted by station caJm!anders. 

It waS apparent 1n General Knerr1s th1nking that meotar 88 lower 

echelons were concerned, he held a !'undameotal mistrust at the ability ot 

leaders occupied with combat to handle administrative matters at the same 

t:lae• 

All will concede the glaJaor of oombat to the 70ungsters but sCIlla 
ciq, with luck and soma intelligence, these same YOWlg5ters will 
be content t o ride 10 the back seat ot a transport. Then they, 
too, will be ""ture enough to handle tho "!3ead problems eonnoc- · 
ted with keeping airplane. ort the grOWld. 

• 

155. 	4th Ind. CG, 8th AF to CG, ussrAF, 15 June 1944, (to Ltr, subj: "Table. 

or Organiaation and Equipment tor the Servico Group, Special," Briga" 
dier General L. P. Whitten, Cbiett Air Serv1C8& Division, attice ot 
Ales, Material, Maintenance, and Distribution, Hq, AJJ' to CG VIII AFSC, 
through CG, ussr!!" 25 Ya;y 1944). 

156. 	Ltr, General Knerr to General Giles, 2 June 1944. 

157. 	Ltr, General Knerr tc CG, USSTAF, 13 NOY 1944. 

158. 	Ltr, General Knerr to General Gl1es, 2 June 1944. 



In this sense he did not want to entrust the lower echslon cOMmanders with 

complete power ov~r service personnel. With these considerations', hie 

theory of integration proposed sections ot the Service Command residing on 

statioos and at all other echelons, &8 units Under the commander's control, 

but handl1 ng all administrative and service matters far the preoccupied 

combat comJllaDder • 

. The lie organization or 15 Dec8lllber 1944 

The climax at the controverq came in November 1944, when General 

spaatz called together all or the leading Air Forc. C_anders or the ETO 

",.,., 	 and JITO t o d18CU88 certa1n major pr.oblems facing the Air Forces at the 

time. The Conference of COIIIDWlders held 25 Nov8llber at Cannes, Fr8JlC8, 

torced a decision on the issue 1dlich was now clear-cut; whether the Air 

Foree Service CODEaDds or the Air Force Combat Divisions could contain in 

assignment the new Se~ice Group, Special. Against General Knerrls opposi­

tion it was decided that the Service Groups would be assigned directly' to 

the combat elements. General Knerr suoceeded in maldng his pointlS strong­

~ encqh to obtain a declared proviso !'rom Ceneral Bpaatz against the 

• unwarranted transfer and misapplication or technical personnel , by the 
159 

stat10n commander. Yet there was no evidence that this reservation 

was substantiated by directive or formal principle or real~ mod1ried the 

implications of the change. 

It apparent~ became necessary to reconsider the whole approach to 

the integration problem in the Tbeater. In General Knerrls mind, the Cannes 

decision extended in its implications to thB .highe8t echelon of USSTAF . 

159. Minute8, Air Force Commanders Meeting, Cannes, France, 25 Nov 1944. 
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In consequence, General Knerr addressed bimself to General Spaatz short4 

after the Cannes conference, and while statirlg his satisfaction with the 

deputy system as such, recommended that the Air Service COImIIaDd be separat... 
160 

ed in idontity from tho Deputy Commanding Goneral far I.dmin1.tration. 

The separation was officially confirmed on 15 December, and Brigadier 

General Kane, formerly Deputy Commanding General, ASC-OSSTAF, became the 

Commanding General. General Knerr remained a8 Dep.lty Commanding General 

tar A~stra.tion, USSTAF, retaining with him all of the purely adlllinis­

trative stat!' sectioDs, sucb 8S the Personnel Directorate, plus three new 
161 

directorates for .Armament, Communications, and Medical Servic9s. 

As stated by General Knerr, the December reorganization "88 in con­

formity with the spirit as well as the letter or the Cannes decision. 

At the conf'ere~e during the discussions, a number or people 
present indica"tod that they thought I had toe much to do. They 
didn l t th.1nlc' that one man could carry the load without cracking 
up because of the amount of detail involved. While I didn't 
personally feol I waS cracking up, I felt compelled to carry 
General Spaatz's decision out, not only in letter but in spirit, 
ell tho way through; and with tho chaDged point of vie.. it 
seemed to me better to have a tresh mind to grab bold or the 
situation as it changed rather than have a previous mind ~~ 
was firm ~ its belief that the previOU9 system was bottor. 2 

It was evident that a deCeat of the principle of Service Command 

residence on the combat stations was interpreted &8 a deteat ot the cOn­

cept 	of a dual role for .t he service Command at the top. The Cannes deci­

sion 	appeared a 9 a decision against the extended function and authority 

of ASC, based on the objection t o a "split ccmmand". No one, it would 

. 
160. 	Ltr, oubj' "orfico of tho olea Admin, USST.IF," Goneral Knorr to CG, 

USSTAF, 3 Doc 1944. 

161. 	GO 110. 98, Hq, USSTAF, 11 Dec 1944; GO 110. 100 Hq, USSTAF, 15 Doc. 
1944. 

162. 	Interview with General Knerr by Captain Goldberg, 12 June 1945, p.6. 
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8eem, o£fered a progrd of integration which called for a complete absor­

ption of the Air Service Command at all levels, with a de~ty system sub­

stituted to maintain a strong logist1cal structure. In aqy cass, it was 

not likely that General . Knerr would have accepted suoh a solution, since 

he had prev1ous:!o' indicated its undesirability; The program that ..... 

developing 88eMed rather to call for the absorption or the lower echelons 

of the Service Ctwnand witbrut ~rering aDiY substitute torm whatever. A 

decision had been llade against that type of unionization or service and 

oombat elements whicb maintained a semi"independent status tor Service 

Command units such as the sub- depot. The decision had been extended to 

USSTAF headquarters where the service Commander had maintained bis identity 

whUe acting as deputy to the Commanding General. However, 10 cont01'll1t,. 

with neither the pr1nciple of total absorption nor the method ot lote­
. 

gration embodied in the dUo.l role of ASC, tho Air Service Command was 

now s1mpl3' relegated to a distinct and subordinate position in the ussrAF 

ccamand structure. Instead of disappearing entirel;r, the A.:lr service 

COIIIIIIODd stepped down among the parallel oOllllllaIlda and Air Forces. Rather 

than a solution of the problem of integration this was a retreat from it• 

n is pos.iblo to infer that it 1I'ao perhaps better 10 General Knerr'. mind 

to withdraft' !'rom a program of integration and define more aharp~ "the 

identity of ASC by separating it at the USSTAF level, than to encourage 

the kind of integration he could Dot welcome.- A cOll8istent application or 

the Cannes decision e11m1nated the possibility or the Air Service Command 

aharing direct command tunctlons in the headquarters at all echelons, as 

the sub-depot and doputy BYstem provided • . Thereb,. the choice wa. forced 

in USSTAF Headquarters between that method of integration whioh pr~sed 
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the total absorption of ASC Headquarters into the office of the Deputy 

Commanding General for Administration, or a retreat from integration 

which brought ASC dam .trom its previous daninent pos1tlou where it shared 

command functions on a level with the Operations aide of headquarters, and 

placed it on the level of a subordinate USSTAF echelon. It seemed obvious 

that General Knerr preferred the latter alternative. 

The caaments of Colonel Preaton on the December reorganization ex­

pressed the sentiments or one ..ho had been very anxious to see the program 
-. 

ot integrat10n succeed, and was willing to 8ee it succeed in terms ot an 

,""' ellJllination ot the .ur Service C_d in the belief that in it. place 

a deputy system exteQding to all echelons could maintain the strength and 

vertical unity of the logistical system. 

The Air Service COCIl',1&Ild ha5 been weakened, and the conoept 
or service very much nan"owad. We have abandoned the idea that 
service embraces the supply of all things necessary to enable the 
aircraft to perform its mis.ion, and yet by retaining the Ser­
vice Command with it. separata chamol we havo tailed to ostablish 
the concept that all logistical control m.oves down the main 
command chaDnel•••• In this DeY6ClOntused compromise 'We aPPear to 
have retreated on all t'ronts. J 

It 1s evident that to Ge~ral Knerr, "retaining the ~rvice Command

• with its separate channel,n was so fUndamental in &q1 .frective logisti­

cal stnlcture, that to Dainta1n it he waa ready to ..critice the original 

ambitious purpose. or tho deputy system which expanded tho def1n1Uon of 

logistics to include all 8erY1c8a and administration, and "which brought 

the logistical cCXlll:1aDder, as depu.ty, into close unity with the main cocmand 

channel. 

In the f1nal analysis, it was obvious atter the 15 December reorgani­

163. lIomo, Colonol Preston to aonoral Knerr, 4 Doc 1944. 
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zatioo that General Knerr l s personal oontrol over a combined logistical 

and adndniatratlve f'unction r~ned much the same. In practical effect, 

the Salle staff agencies contimled to perf'orm the same functions. The new 

distinctions were distinctions in directive, form, and title. However, in 

this 	aspect, the retreat in pr1Dclp~e 1I'a8 real. 

In effect, the Air ~rvice COIlI!:laDd, soon to be red••ignated the Air 

Technical Service COI!I'j'Iend in Europe, served as the A- 4 statt section or 

USSTAF, turning back to the 1943 ~s "".n VIII AFSC held the same posi­

tion. ATSCE now included the former ASC-USSTAF directorateB ot SUpplr, 

IIa1ntenance, and '~echn1cal Services, plus a Personnel Directorate of its 

own to take the place of the Personnel DU-ectorate which bad cut ott ita 

ABC identity aDd rema1ned with tho DePUty C_andlng General for Adminis­

tration. The term logistics reS1lllled its restricted meaning. 

ATSCE 18 the logistical arm of USSTAF. Its mission is to 
procure, service, and deliver the airaratt, eqUipment, and 
lIl1ppllss far all o£ the AJF combat units in the European Theater. 
Its three maj or .tunctions are therefore supply, maintenance, and 
traneportation.164 

Tb~ USSTAF organizat1on chart which appeared atter the reorganization 

• did not U.t __ .tarf agencios of supply and ....int.IWlC., and did not 

fonoally id.ntUy ATSCE ao the equivalent of an -'- 4 for USSTAI', but .imply 
165 

listed it as a subordinate cOllllDaDll element. . The USSTAF organization 

manual of 15 December more apocifica1ly Usted t he supply. and maint.""""e 

fIII1ctiona as tho reepon81biUty of the Deputy Commanding General far Ad­

a1niatraUoc, and added a final paragraph which simply stated that he had 

164. 	Ltr, subj: 'Hig~ht8 of ATSCE,' Brigadier General ClarenceP. Kane, 
eG. ATSCE, to Mead Senatorial Investigating COIiIIIdttee, 23 May 1945. 

165. 	Organisation chart, Hq, ussrAF, .15 Dee 1944. 

~-'l1-



delegat&d certain of his responaibilities to the Commanding Generu, 

.lTSCE. Certain sta.tf officers (such :18 the StU"geon, Ordnance ,arfIcer, 

COIlUJ1Wlications Of£1cer, and Chaplain) who had or1g1nal.Q' carried out over­

all functions tor USSTAF while remaining elements ot ASC-USSTLF, contiDned 

to perform dual tunotlons. However, they nOW had their status dignified 

and elevated by virtue ot their assignment to Headquarters, ussrAF, rather 

than to ATSCE, ..h1l.e they contimled to carry out the same !'unctions tar 

Headquarters, USCE . Emphasla1Dg the aspect or an expedient union, the 

organization mamie' stated that the purpose ot this duality was simply to 

avoid duplication lihUe Headquarters, USSTAF, and Headquarters, USCE, 
166 

were located on the same post• 	 Certainly, this statement c auld not 

• 8rve in support o£ any pr1Dclple that the Servioe Command Headquarters 

Should b. or always ought to be ass1m1lated with the A- 4 functions or an 

Air Foroe Headquarters. 

The Reorganization or 15 May 1945 

The culminating development in headquarters reorganization came 1Ju.­

lIediatol;y a1'tor the end or hostilities, though it had heen planned a 

aonth earlier. The reorganisation of 15 IIe3 r eplaced the deputy and 

directorate system with a traditional tive Hotion "A" starf, topped by 

one Deputy Camuand1ng General and a 	Chief ot start. All or tho former 

divisions were absorbed under t he five headings of Personnel, Intelli­

gence, Operations, Supply and Maintenance, and Plans. ATSCE waS to con-
Un 

t1uue to tunc:tlon a& the equivalent 	or A- 4 in the new headquarters. 

• 


166. Organization Manual, Hq, USS'l'AF, 15 Dec 1944. 

167. 	GO No. 49, Hq, USSTAF, 15 May 1945. 
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The impetus tor a return to a traditional fom ot organization ap­

peared to COrDe from General Spaatz himself . In explaining the desirabi ­

lity at this type of organization, he pointed out that it was directed 

toward post-hostilities needs as distinct frca the requirements of active 

combat, which supported the deputy system. He "Was considering that the 

operational responsibility tor the Fifteenth Air Force ~ould soon ·be 

detunct, that the operational ana itself would soon lose its combat res­

ponsibillty, and that the main problems remaining were administrative in 

terms ot redeployment, training, the diaarmament and illtelligence pr ograms, 
168 

and Air Foree participation in the oontrol ot Gental\Y. In an even Ilore 

simple explanation ot the ohange, the effective date at the reorganiza­

tion was set tar the date when with the cessation or hostilities, one of 
. . 169 

the deputies, General Anderson, .ould move to another assignment. 

The May reorganization was admitte~ an adjustment to post-war 

conditions, and a8 sucb did not reflect strongly on the efficacy ot the 

deputy system during the strain or war itselt. But it did Be8111 to answer 

the question whether the deputy ~8tam could be pr8served intact in appli ­

oation to le88 complicated peace time situations a8 well &s particular 

war time emergencies. In t~s sense it oontradicted the or1g:f.nal theory 

whioh proposed the two Deputy system tar widespread use as a permanent 

contribution to air torce organization. 

The factors whioh go ·f'urther to e~la1n the diSAPpearance ot the 

USSTAF deputy system are implicit in the story of previOUS developments. 

The ilap8sse reached in the general problem or integration £lld the cootro­

168. Interview wi.th General Spaat. 	by Dr. Hopper, 20 May 1945, p. 12. 

169. 	Mizmte., lIeek~ starr lleating, Hq, USSl'AF, 23 Apr 1945. 
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vergy which it involved, without doubt weakened the structure of the 

deputy system. The l~ December reorganization removed what ..as perhaps 

the strongest support ot the device. The emphasis and prestige of the 

deput::r title was no longer needed to represent the position ot the Air Ser­

vice Commander in the headquarters. The concept of logistics which expand'" 

ed supply and maintenance to include all administration and services bad 

lost acceptance, and it was no loager necessar,y to ineist on a dual divi­

sian of headquarters 1'wlctions ill terms of operations and administration. 

The ambiguity at a diat1Dct camsnd status tor one ot the deputies had been 

removed, and it was easier to consider the deputies 8S closer to the cate­

gori•• of .tarf orfieer. than the deputy S7.tem originally inten:led• 
. 

The demarcation between two sides of headquarters had been 88 time 

went on incre8s1Dg~ blurred by an over-lapping and similarity or tunctlona• 

. At the end of hostilities, the predaalnant administrative character ot tbe 

iI"adqUarters seemed to end e.nt1rely the usef'ulness of the division between 

operations and adminil!ftratlon. The judgment of those who earlier believed 

a duallt,. to be unba.lanced in a Don-oombat situation seeme4 to have been 

borne OIlt. 

The deputy IO"stem bad operated in an atmosphere or bJbrld str8llieness 

within and outside or headqUarters. Though its intluencl!l was strong, its 

principles had not receiv_unitarm and widespread acceptance in other 

headqu.arters and lower echelons. Tbe involvements of t.l)e dual role ot the 

Deputy CODIlII&lldiDg General tor Administration aDd the new terminology had 

made orientation difficult in the field. It may be interred that in the 

end when the great factors :tor the existence of the deputy system had dis­

appeared (name~, the dual role or the Air Service 00_ and USSTAF'. 
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active operational control of the 15th Air Force) it becaJQe easy and natur­

al to return to a normal, more wide~ accepted and understood form of 

headquarters organization than the deputy Sj'"8tem ever became. 

General Knerr lIbo was closest to the deputy system and believed in it 

Imost 	f1rm:Q-, in consirleocy opposed its elimiDation. As be 8UJ11ma.rized the I 

story or the May 15 reorganizations 	 I 
~ith the termination of the war, the necessity tor two deputies 
disappeared as tar as General Spaatz thought it went . The time 
had come to dispose or the top key personnel, and General. Spaatz 
eliminated the Deputy far Operation. and just r etained one Deputy 
Ccanand.:1ng Genera1~ •••The two deputy system with subordinate 
directors was t~ established before D-OeJ', aDd demonstrated 
its soundness thrrughout the invSI!lion ])er1od, tbe early part o~ 
1944, 0J>d early into 1945. Along in April of this year, in pre­
paration for the end of the war and the transition from war- time 
organization to the organization best adapted tor occuPational 
uses, General Spaatz had lI18lO" discussions with a DUIIlbsr ot Us 
and indicated the advisability ot: gOing to the standard War Depart­
ment five section staff organization for the reason that the rest 
of the .Arm:Y ",aa accuatomed to that method of operation and had 
never understood our method . With the factor of time disappearing 
a8 an objective, we could afford the lUXU1"Y of a more dispersed 
type ot organization. I argued against this •• • • However, atter 
General Spaatz clsarly inctlcated thst he wanted this other t;n>e 
of organization, I went ahead to devise the best one that could 
be establi~'8 and still r etain the ba.ic plan ~ our f'onner or­
ganization. 

• 	 General Spaatz and General Knerr agreed that certain basic principles 

of a functional manegement type of' organization shoul d be salvaged. In a 

memorandum to the Deputy Comma.nd1ng General for OperatiODs whose Plans 

Directorate w&s drawing up the new organization, General Knerr tnade propos" 

a1s that were meant to safeguard these principles and maintain the progress 

achieved in military organization. He proposed that restrictions be made 

to pr event the office of the Chief of statr again becoming a bottl eneck in 

170. Interview with General Knerr by Captain Goldberg, 12 June 1945, p. 5. 
, 

171. 	11...0, subj' "staff Organization," Gensral Knerr to D/OO, Ops, 13 Apr. 
1945. 
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staff operations.. He urged that it be l<Iade clear that the staff heads were-

to be endowed with vertical c-..nd authority .s distiDguished from the 

lateral staff respoosibWty of the normal General Staff. If that wero 

established it would -make little d:lf!'erence whether the star! heads were 
. 171 

called assistant chief's of nA" statt or directors .. 

It 1s not clear by what method these principles- were to be safeguarded, 

exce~t perhaps by writing them into start directives. The role ot termin­

ol0@7 and form wou.ld S8em to be important in that the break from tradi­

tional start organizat100 in 1943 and 1944 was made in term. ot ne. label. 

a8 well as clarl£led operat1Dg principlee.. To assume that this 1I'as an 

educative device, and that terminology was no longer of any concern, dis­

counted the pos.1b1l1ty that an outmoded bod;y or principle., not long 

dead, but long aS9oclat9d with the labels of the General stat! J could be 

revived easily in the case of personalities and situations removed from the 

uperience of the Theater• 

• 
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staff operations a He urged that it be made clear that the starf heads were" 

to be endowed with vertical command authority as distinguished f rom the 

lateral staff rsspoDsibUity of the normal General Staff. IT that were 

established it would make little difference whether the staff heads wero 
. 171 

called assistant ohiefs of "A" staff or directors. 

It is Dot clear by what method these pr1nciples. were to be safeguarded, 

exc8Jl:t perhaps by writing them into staff directives. The role of termin­

olO@:1 and form would seem to be important in that the break from tradi­

tional statr organization in 1943 and 1944 was made in terms of ne. labels 


~ as well .s clarified operating pr1noiples. To assume that this "a8 an 


educative device, a.nd that terminology was no longer of aoy concern, dis'" 

counted the possibility that an outmoded body of principl••, not long 

dead, but long associated with the labels ot the General Staff, could be 

revived easily in the ease ot personalities and situations removed from the 

experience of the Theater . 

• 
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