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Chapter III
HEADQUARTERS ORGANIZATION

The background of the headquarters organization of United States Stra-
teglie Air Forces in Europe is to be found in the organizational history of
the Eighth Air Force and VIIT Air Force Service Command for the second
half of 1943. The achievement by Jamuary 194, in the form of United States
Strategic Alr Forces in Europe Headquarters, of an organization combining
logistical and operational functions on an equal level, was the logical cul-
mingtion of six months of organizational thinking, planning and experimenta-
tion by the American Air Forces in the United Kingdom.

Or of Combined H r

The original impetus for comnsolidation of Air Force Headquarters and
Service Command Headquarters functions in the United Kingdom came from the
Service Command, and the plans advanced during the course of 1943 all
originated in the Service Command. The concept of a logistical control
which embraced all functions short of actual operations was gaining adherents
throughout the Air Forces, and particularly in VIII AFSC. As developed by
VIII AFSC plammers during the oourse of 1943, logistics came to represent
the all-embrecing form it assumed with the establishment of USSTAF. The
belief in the equal importance of logistics with operations and the necessity
to raise it to the seme level with operations in order to insure maximum
efficiency of the logistical function were among the impelling motives in
the campaign conducted by VIII AFSC to achieve a combined headquarters.

Practical considerations were also on the side of the advocates of a
combined hesdquarters. The bellef that the Service Command was being
hampered in carrying out its functions by the operations of a duplicate and




sametimes obstructive staff at Alr Force Headquarters was a prime factor

in the move by the Service Command to consolidate the Alr Force A-4 and
Service Command Headquartera.l This consolidation, it was recognized, wonld
also ralse the Service Command indirectly to the Air Force HMrs
level, and ensble it to speak with meximm authority in the name of the
Commanding General, Eighth Air Force. The eventual achievement of this
congolidation in October 1943, the result of many months of congtant advo-
cacy by the Service Command, represented an important step toward the
establighment of a combined headquarters which organized all operational

and logistical functions under two deputy commanding generals--ome for
operations and one for administration (logistics). The achievement of such

a two deputy system in the form of USSTAF Headquarters in Jamuary 1944,
was particularly significant because of its recognition of the theoretical
and practical division of all Air Force functions into two categories—-
operations and logistics (administration).

The problem of the place of the loglstical function in the military
command structure was also faced by the Theater Headquarters during 1943
and 1944. The Theater helped point the way to the Air Force by discontimu-
ing G=4, Heaera, ETOUSA, and transferring its duties to the Commanding
General, Services of Supply, on 27 May 19&3,2 thereby ensbling the Command-
ing General, SOS, to carry out functions in the name of the highest head-
quarters in the theater. On 8 October, G=4 Section, Headguarters, ETOUSA,
was x'eenimhl.’c.shed,3 but on 1 December, the Commanding Gemeral, S0S, once

1.: Memo, Lieutenant Colonel Jerome Preston, VIII AFSC, to Brigadier
General Hugh J. Knerr, D/C, VIII AFSC, 7 Oct 1943.

2. G‘o No. 2'?’ Hq’ ETO, 27 m 1943-
3. GO No. 71, Eq' ETO, 8 Oct 1943.



more assumed the flmctionsmof G-I,, ETOUSA. Fifteen staff sections of Head-
quarters ETOUSA and SOS were consclidated and placed under the cont.rol of
the Commanding General, StB.L

The Theater approach to the problem of raising logistics to the top
level of command was made simpler by the existence of the Theater Headquar=-
ters as a purely administrative headquarters. AH Gporational functions
wwe asemed by Supreme Headquarters, Allied Expeditionary R
ary - 1941.9/" Thi wdulned British-imericen headquarters exercised mo
administrative functions except through the person of the Supreme Commander,
himgelf, General Dwight D. Eisenhower, who was also Commanding General,
ETOUSA. On 17 Jenuary 1944, SOS and EI‘GUSA Headquarters were combined, and
Major General John C. H. 1ee, Commanding Gamﬂ, S0S, was appointed Deputy
Theater Gomnndar,6 becoming, in effect, the-chief adminigtrative and
logistical officer for the theater. The actual physical consolidation of
S0S and ETOUSA Headquarters which occurred during the course of 1944
represented the culmination of the integration of all administrative and
logistical functions of the Theater. This congolidation of functions
paralleled the similar development within the Air Forces in the Theater and
indicated thgt the problem was one of basic military significance and
importance. It 1s possible that there was an interplay of influence between
Alr Force and ETOUSA Headquarters in the developments which comnsolidated

the administrative and logistical functions at the top headquarters in their

4. GO No. 90, Hg, ETO, 1 Dec 1943s '
5, A% aweil ool ik & :n.,zc..’ M‘"""‘d e 70, /OMIJ@"J“"'@J;;"“““
¥t ¢ 2, ET o, Vo, I, pp. 67 10

P

6. GO No, 5’ Hq, m, 17 Jan 1944-
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respective spheres. The additional problem of the integration of opera=
tionel and administrative (including logistics) functions in one headquarters,
was a problem the theater did not find it necessary to resolve.

Like the Theater, the Alr Force was faced with the practical problem of
achieving the most efficient and economical headquarters organization
possible., Perhaps the earliest suggestion for the consolidation of A=4 and
Service Command Headquarters was advanced by Captein Albert Lepawsky, of
the Plans Difvision, VIII AFSC, in a memorandum, on 15 May 1943, to Colonsl
David H. Baker, Chief of the PlansPivision. Captain Lepawsky, in the course
of a discussion of Service Command functions, suggested that the Service
.Command

«e.might also do all of the A.F. Headquarters Staff work involved

for the Commanding General and for this purpose, it might be

desirable to make the C General of the Service Command

act as A-4 of the 8th A.F.

There was no evidence of a reaction to this suggestion by anyone within the
Service Command.

The role of chief organizational thinker and planner in the Air Forces
in the ETO was pleyed by an officer with extensive experience in both
military and business affaira-—laj_or General Hugh J. Knerr. As Chief,
Control Division, Air Service Command, Patterson Field, in 1942 and 1943,
General Knerr (then Colonel) was the moving spirit behind the organization
of the Service Command along functional military management linea.s In
May 1943, he left his new position of Deputy, Air Service Command to become -

7. Memo, Captain Albert Lepawsky to Colmel David H. Baker, Chief, Plans

8. Memo, Colonel Hugh J. Knerr, Chief, Control Divisiom, ASC, to CG, ASC,
November 1942.




deputy to Major General Follett Bradley, Air Imspector, Army Air Forces,
on a committee designed by Gemeral Arnold to study and make recommendations
on the organizational and manpower needs of the Army Air Forces in the
United Kingdom and North Lfrica.q Thigs unique opportunity to observe and
study Air Force organization and operations in two active theaters of war,
coupled with a comprehensive knowledge of Air Service Command organization
and operations, helped to ripen General Knerr's thinking on Air Force or-
ganization, His pervices were requested by the Eighth Air Force to help
organize and adminigter VIII AFSC so that it might meet the tremendous
demands being made on it. Accordingly, on 24 July 1943, Brigadier General
Knerr became Deputy Commander, VILII AFSG,IO and on 24 October he assumed
commgnd of VIII ﬂSCou

Even before his assignment to VIII AFSC, General Knerr's ideas on Alr
Force organization had crystallized into a concrete suggestion for the
amalgamation of service and operations functions at the Alr Force level.
In his "Report on Air Service Command in Africa™, 23 June 1943, in which
he suggested, for the first time, a two deputy system, General Knerr fmd

that

...a difficult command situation exlsts as a consequence of lack

of adequate commnications that could be materially improved

through the simple device of designating two Deputy Commanders

for the Commanding General of the NAAF, one for operations and

one for maintenance, with the Commanding General and his two
deputies located at the same headquarters and using but one staff....
‘A vast amount of unnecessary staff work and consequent delay

9. 1Itr, Major General Ira C. Eaker, CG, 8 AF, to General Henry H. Arnold,
CG, AAF, 18 May 1943.

10, GO No, 20, Hg, VIII AFSC, 24 July 1943.
11. GO No. 45, Hq, VIII AFSC, 24 Oct 1943.
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could be avoided if these three men, in close personal contact

and conversant with basic policies, could make major decisioms on
the spot as the rapidly changing situation of air warfare demanded.
The orthodox ground army type of command, and staff is_not equal

to the time and space factors of this war in the air.12

General Xnerr went on to make specific recommendations for the application
of the deputy system. He recommended that: '
a. Action be initlated to authorize the function of a Deputy for .
Operations and a Deputy for Maintenance for Air Force Commanders;
such deputies to execute a primary command function within their
Jurisdiction in exwoution of the Air Force Commander's declsions
and policies.

b. Present staff functions be congolidated into one Air Force
headquarters staff,.l3

General Knerr also recommended that all Air Service Commands be redesignated
Air Maintenance Commgnds. This was the result of his belief that the term
ngervice™ carried with it a connotation of subservience and servility which
waa harmful to the morale and functioning of maintenance unita.u

Upon his aésignmsnt. as Deputy Commander, VIIL AFSC, General Knerr lost
no time in advancing his organizational prineiple of a two deputy system.
On 26 July, two days after hig appointment as Deputy Commander, he wrote to
Major General Henry J. F. Miller, Commanding General, VIII AFSC, and recom-
mended that the Eighth Air Force adopt a two deputy system, with a deputy
for maintenance and a deputy for operations. He recommended that the deputy
for ma.-intanance also be the Commanding Gemeral of the Maintenance Command.
The administrative staff was to be left under the Chief of Staff, so that,

15
in effect, there would be three depptles. This first definite proposal

12. Ltr, subj: "Report on Air Service Command in Africa," Colonel Hugh J.
Knerr, Deputy, ASC, to CG, ASC, 23 June,1943.

13. Ibid.

1. Ltr, subj: . "Revision of Steff and Maintenance Functions,"Brigadier
General Hugh J. Knerr, D/C, VIII AFSC, to CG, VIII AFSC, 26 July 1943.

s
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for an integration within the Eighth Air Force of the service and opera-
tions functions was forwarded to General Eaker by General Miller on 30 .'ﬁ.!.'l.;r.l6
There was no action by Genersl Esker in response to the proposal, although he
was probably giving some thought to organizational problems at the time.w
The rapid growth of the Eighth Air Force during the summer of 1943, and
the continued and even deepened intensity of supply and maintenance problems
and conflicts, appeared to increase the efforts of the Service Command to
arrive at a clear-cut solution of the organizational -ﬁie’lﬁr%. On 13 Sept-
~ember, Colonel Beker, Chlef, Plans and Control Division, VIII AFSC,
pregented a detalled implementation of General ‘Knsrr‘a proposal for a con~
solidation of the headquarters of the Eighth Air Force and VIII AFSC. In
accordance with General Knerr's plan, it listed all functions under the
two deputies and the Chief of Staff. " |
On 14 September, General Miller submlitted to General Esker the memo-
randum prepared by Colonmel Baker, accompanied by a proposed organization
chart. A detalled listing of functions showing the reallocation of such
functlons in the event of a consolidation of the two headquarters was also

. 19
forwarded to General Eaker. Although General Esker did nmot act on these

15. Ibid.

16. Memo, Major General Henry J. F, Miller, CG, VIII AFSC, to CG, 8 AF, 30
July 1943. : :

17. Ltr, Lieutenant General Delos Emmons, Hg, AAF, tao General Eaker, 6 Aug
1943.

18, Ltr, subj: "Dutles and Responsibilities in a Combined Headquarters,
Eighth Air Force and VIII Air Force Service Command," Colonel Baker,
Chief, Plans and Control Division, VIII AFSC, to CG and D/C, VIII AFSC,

13 Sept 1943 (inel),

19, Ltr, subj: "Revision of Staff and Maintenance Organization," Gemeral
Miller, CG, VIII AFSC to CG, 8 AF, 14 Sept 1943 (3 fncls).

-
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pointed, specific proposals, General Knerr contimed to take every oppor-

tunity to bring his views to Gemeral Eaker's a:t.tention.

As difficulties developed in connection with A-; of General Eaker's
staff, it in effect vetoed actions of the Service Commander, but

it brought a mumber of things to a head as time went on. With those
examples, I talked to General Easker, and we gradually came around
to the agreement that it would be better to consolidate A-4 and
Service Command in one person, pa.rticularly since the headquarters:
were practically in the same building,?2

General Eaker's approval of the congolidation of the functions of Commanding
General, VIII AFSC and A-4, Eighth Air Force, announced at an Eighth Air
Force Commanders Meeting on 4 Ootobor,zl appearsd to be the limit to which
he was willing to go in reorganizing Eighth Air Force headguarters in Oct-
ober 1943.

~ On 11 October, General Knerr was appointed A-4, Eighth Air Force, ol
the Special Staff Sections of the Eighth Air Force were transferred to VIII
AFSC, effective 15 October.22 The Special Staff Sections of Eighth Air
Force and VIII AFSC were merged, and contimied to function as advisors to
the Commanding General, Eighth Air Force. Although a limited approach,
this consolidation represented the first step in the objectlive of combining the
logistical function with the operational function :Ln_ one headquarters.
General Knerr carried the consclidation of A-4 and VIII AFSC a step further

when he notified the personnel of VIII AFSC on 29 November that the whole
: 23
* VIII AFSC headquarters functloned as A-4 of Eighth Air Force. By 3 Decem=

ber, General Knerr was able to notify those concerned that all A~ matters

20, Interview with Major General Hugh J. Klierr, D/CG, USSTAF, by Captain
- Alfred Goldberg, Assistant Historlan, USSTAF, 12 June 1945.

21. Mimtes, Commanders Heelt:Lng, 8 AF, 4 Oct 1943.
22. GO No. 182, Eq, 8 E, 11 Cct 1943.
23. Office Memo NO. E, Hq, VIII AFEC, E Nov 1943.
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24,
were to be sent by the AG, Eighth Air Force, to the AG, Service Command.

This repreﬁanted the final ph;y;aical abgorption of the personnel and
functions of A-4 by the Service Command, with Service Command Headquar-
ters assuming the additiongl identity of A-4, Headquarters, Eighth Air
Force, Thus, by early December 1943, VIII AFSC had completely abscrbed
A-4 of the Air Force, and had become the sole logistical agency entitled
to act in the name of the Commanding General, Eighth Air Force,

Following the consolidatlion of VIIT AFSC and A-4, Eighth Air Force,
and his appointment as Commanding General, VIII AFSC, General Knerr
reorganized his headquarters in accordance with his principles of
grouping functions in large blocks under principa.i gtaff officers,
thereby providing a greater measure of vertical control. In the reor=-
ganization of 23 November 1943, General Knerr eliminated the position
of Chief of Staff, and sdded instead, the position of Deputy Commander.
At the same time, he appointed a Chief of Administration under whom
were grouped all of the special and adminigtrative staff sectioms,
totalling fourteen.zs Thege sectlons now reported to the Chief of Ad=
ministration, who, like the Chiefs of the Maintenance, Supply, and
Pergonnel and Training Divisions, reported directly to the Commanding
General or his Deputy. Instead of spreading equal authority among twenty
or more sections in the headquarters, General Knerr centralized top

control in the hands of a few chiefs, with whom he could deal directly.

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

25. Organization Chart, Hq, VIII AFSC, 23 Nov 1943.
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This esteblishment of vertical control was a principle of organization
adhered to by General Knerr in later reorganizations. The reorganized
headquarters was in strong contrast to the traditional Genmeral Staff or-
ganization which permitted lateral dispersion of responsibility and
control,

After the consolidation of VIII AFSC and A-4, Eighth Air Force,
General Knerr contimed to persist in his longer range program of combining
Alr Force and Service Command headquarters. In this persistence he was
influenced and, perhaps, alded by the course of avel_:ts. The declsion to
Place a numbered tactical Air Force in the United Kingdom made it neces-
uu.v to arrange for the establishment of some overall theater air agency
in order to prevent duplication and waste. On 1l September, General Eaker
had been designated Commanding General of all United States Army Air
Forces in the United Eipgdam.zb In October, when the Ninth Air Force was
formally activated in the United Kingdom, it was recognized that the need
for a theater air headquarters was urgent. Accordingly, on 15 October,
General Eaker officially activated Un1t§d States Army Alr Forces in the
United Kingdom and appointed as his staff the whole general and special
staff of the Eighth Air Force.z? As a result, the Eighth Air Force was
given, in effect, control over the administration a.nd operations of the
Ninth Air Force. Operational control over the Ninth Air Force m relin~-
quiaheg to Headquarters, Allied Expeditionary Air Force\,on 15 December
19&3.2

26. GO N9-62, Hq’ E‘I'O, 11 Sep 1943.

27. GO No.l, Hq, USAAFUK, 15 Oct 1943 (corrected copy).
0@, Lpy by Qi Tl oy Tackial Sonles Opsrations y CG,JAF 7 € GIE 8C it 6
= /5 ‘:f\m:*. !?‘.’"30

\,m‘-(
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The establishment of USAAFUK made General Knerr the chief air logi-
stical officer in the theater by virtue of his appointment as A-4,
USAAFUK.Zg In addition, the role of VIII AFSC in fostering IX AFSC made
it necessary for the former to act as a theater air service cm. The
pfoblama raised during the exercise of this theater-wide function toward
the end of 1943 lent added weight to General Knerr's arguments for a
combined headquarters.

The performance by VIII AFSC of adminigtrative functions for the Air
Force ns. also an additional factor in favor of integration of the two
headquarters. VIII AFSC, for lnstance, was charged with responsibility
for receiving, processing and distributing all of the casual and filler
Air Force personnel who entered the theater.30 During the latter part of
1943 this was an enormous task. In addition, all technical training for
the Air Force was the responsibility of the Service cm.?l Increas—
ingly, during the last months of 1943, the Service Commander acted for
the Commanding General, Eighth Air Force, in those matters delegated to
the Service Command., In effect, his dual role made it necessary for
General Knerr to wear two h_a.ts--ona as Commanding General, VIII AFSC and
one as A-4, Eighth Air Force. When dealing with other Eighth Air Force

Commands in the name of the Commanding General, Eighth Air Force, General

Knerr wore his A-4 hat. On other occasions, he wore hig Service c_omma.nd

hat. This wearing of two hats was accomplighed skillfully by General

29. GO No, 1, Hq,USAAFUK, 15 Oct 1943 (corrected copy).
30. Hmo’ 155-1, Hq, 8 AF’ 12 Cbt- 1943.

31. Ibid.
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Knerr, but he may well have felt that neither hat was large enough,

General Knerr continued to urge his ideas on General Eaker. After
his appointment as A-4, General Knerr urged the establishment of a com-
bined headquarters with two deputies, one for operations and one for
administration, the latter having responsibility for both maintenance
(logistical) and administretive functions. The effect of this suggestion
was to reduce the power and responsibilities of the Chief of Staff. Ac-
cording to General Knerr,

With that idea, General Chauncey was not in agreement. As Chief
of Staff he had a natural interest in retaining administrative
functions and not letting various sections split away. But all
during that fall and winter--up to the time General Spaatz came
in early 1944=-I lost no opportunity in various meetings and
personally to point ocut the manner in which various difficulties
that had arisen could have been avolded if we had wished, the
principle argument being saving in time..,.The objection to the
three deputy form of organization, especially in an Air Force

no larger than the Eighth Force was at that time, is that two
deputies can always get along well together. As you inject
three deputies, you create a situation where two perscnalities
will gang up against the third. You have three people theoreti-
cally with the same amount of authority. I don't know oszu.w
ingtance in history where triumvirates have lasted long.

General Knerr's persistent advocacy of the two deputy system did not
achieve ite aim during 1943, for General Eaker failed to go beyond his
action of consolidating VIII AFSC and A-4, Eighth Air Force.

In November 1943, General Esker appeared to lend point to the failure
to adopt a two deputy system by appointing a single Deputy Commanding
General., Major Gemeral Idwal H. Edwards, who was appointed Deputy Command-
ing General on 22 November,33 acted primarily as General Eaker's agent in

dealiﬁgs with other headquarters and agencies and assumed specific admin-

32. Interview, Gemeral Knerr by Captain Goldberg, 12 June 1945, p. 1.
33. GO No. 211, Hg, 8 AF, 22 Nov 1943.



istrative functions, 34 The appointment of a single deputy must have re-
presented to General Knerr at least a deferment of the adoption of the two
deputy system,

Organization and administration had alsc been among the mgjor problems
faced by General Spaatz almost from the begimning of operations in the
Mediterranean area, where he was the senior American air commander during .
1943. The problems raised byf-‘;'l';il.n%;;ritiah-mrican operations in the
Mediterranean had been reflected in the organizational and administrative
structure of the combined British-American headquarters and of the Ameri-
can Twelfth Air Force Headquarters. The Northwest African Air Forces,
established on 18 February 1943, was a combined British-American headquar-
ters, exercising operational jurisdiction over American and British tac-
tical units.35 The various air force headquarters of the NAAF were formed
by merging headquarters units of the American Twelfth Air Force with
British headquarters tm:lts.36 Administrative control of the American units
of NAAF, originally exercised by that headquarters, was later reserved
exclusively to the Twelfth Air Force and its conma.nda.y? Thus, the Head-
quarters assumed a duel nature in which there was a cleer distinction
between operational and administrative control, with Headquarters NAAF
becoming a purely operational headquarters, and Headquarters, Twelfth Air

Force becoming a purely sdniniat;‘ative headquarters.

34. Itr, General Eaker, CG, 8 AF, to Major General Idwal H. Edwarda, D/CG,
8 AF, 27 Nov 1943.

35. GO Nos 1, Hq, NAAF, 18 Feb 1943 (4 anmexures).

36. Mo
37. GO No. 166, Hq, NAAF, 26 Aug 1943.



The establishment on 1 November 1943, of a second Americen Air Force,

38 .
the Fifteenth, in the Mediterranean area made necessary the esteblish-

Cons oy etnn, y
ment of a, theater air headquarters, just as a similar event had made

necessary the establishment of a theater air headquarters in the United
Kingdom shortly before. In December 1943, a single theater air headquar-
ters, Mediterranean Allled Air Forces,was established in the Medlterran- |
ean, and in the same month a theater air service command was also ]
eata.bliahod.sg Thus, the experience of the Mediterranean theater in
finding necessary a theater air command and a theater air service command
paralleled the experience of the Air Forces in the European theater. By
the time of his return to the United Kingdom in December 1943, Genersl
Spntznaynllhavehadf:l:nl;rootodinhismhdthocémeptota .
divigion of Air Force functions between operations and administration
(logistics). In eddition, he was acquainted with the administrative and

logistical problems raised by the existence of two or more Air Forces in

the same theater,

The decision to get up a higher American Air Force headquarters in
the United Kingdom, and to place General Spaatz in command, raised the
organizational question again. Before going to the United Kingdom from
North Africa, Gemeral Spaatz, on 24 December 1943, discussed with his
gtaff of the Northwest African Air Forces,

esedifficulties and problems connected with his new set-up in UK
and the administrative and operational responsibilities result-.

38, GO No. 1 Hq, 15 AF, 1 Nov 1943.
39. GO No. 67, AFHQ, MTO, 20 Dec 1943.
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ing from new command. The following conclugions were reached:
l.- That staff set-up would follow American plan of C/S, A-1,
A=2, A-3, A-4, A-5, the latter 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, Statistical Control Unit, a Commmications Section and two
weather officers as advisors to General Spaatz. It was contemplated '
that control of operations would involve the issuance of "broad orders
and directives" to the Eighth and Fifteenth Air Forces, after coore
dination with the Air Ministry,. Reaerv-ad to the new headquarters
wore determinations of policies regarding combat erew tours of duty, and
movement of personnel and equipment between the Eighth and Fifteenth
Alr Forces. The headquarters assumed responsibility for strategic
planning and the development a.nd gelection of targets.l Certain
reports to be required by Operations and Statistical Control were
listed.

On 30 December 1943, immediately after his arrival in the United
Kingdom, General Spaatz met with Genersls Eaker, Chauncey, and Knerr
at Headquarters Eighth Air Force, to discuss the organization of the
new theater air headquarters. According to General Spaatz's Journal
for the day, he decided as a result of the meeting, that he would

have a

esoDeputy for Administration to coordinate 8th and 9th Alr Forces
in UK and Deputy for Operations, Anderson, to direct strategic
operations of 8 and 15 AFs.

8 AF 1s to be redesignated Strategic Air Force, and VIII Bomber
Command to be redesignated Eighth Air Force. 41

40e Notes of Conference held at 1aq. Marsa, North Africa, 24 Dec 1943,
in Spaatz Diary, Dec 1943.

41, Daily Journal, Lieutenant General Carl Spaatz, CG, USSTAF, 30 Dec
1943, )

-15-
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The decision to adopt a two deputy system and not an "i" Staff represent-
od a radical departure from the plan developed by General Spaatz prior

to hls departure from North Africa. It is possible that recognition by
General Spaatz of the need for a large operational and administrative
headquarters, and his desire to divest himself of details, helped make
acceptable to him the two deputy system of organization.

General Knerr considered thﬁ 30 December meeting, and the subsequent
one on the following day, as the authority for the headquarters organi-
zation which was estsblished. It was his opinion, expressed mich later,
that

«es the opportunity came to set up the deputies and directorates

f wiom, Thet inSg W depucbine wire supinien Al T T

General Knerr's ideas on orga.niﬁation were not the only ones con-
sidered at these meetings. At the meeting of 31 December, attended by
all Alr Force Commanders in the United Kingdom, General Doolittle, soon
to be named Commanding General of the Eighth Air Force, proposed an alter-
nate type of organization which was rejected by General Spaatz. In the
opinion of General Knmerr, General Doolittle's organization was "extremely
unwieldy and excessive of werhead.'“ On the other hand, according to

General Knerr,

At those meetings I stressed my point of view and my recollection
was that General Spaatz indicated his agreement with that point
of view, and as a result, the draft charts that I p{gaontad for
discussion were then picked up as a plan of action.

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

43. Interview, General Kmerr, by Captain Goldberg, 12 June 1945, p. l.

“q Ibida, po 2-
45. Ibid.
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General Spaatz announced that it would be necessary to have a single com-
mander for all of the American Air Forces in the theater and also to set -
up a theater air service command. In addition, he ammounced that there
would be a deputy for administration and a deputy for operations at the
Strategic Air Forces Headquarters, and that Headquarters, VIII Bomber Com-
mand would become Headquarters, Eighth Air Ft:lrn:m.l’6

On 1 Jamary 1944, Major General Walter B. Smith, soon to be Chief of
Staff, Supreme Headquarters, Allied Expeditionary Force, and representing
General Eisenhower in the United Kingdom at that time, notified General
Marshall that General Spaatz had decided on a two deputy headquarters
orgenization. '

Spaatz deputy for operations will be Maj. Gen. Fred L. Anderson

for control of strategic operations, including Pointblank opera=-

tions of 15th AF, coordination with RAF and 9th AF. Deputy for

Adminigtration Brigadier General Knerr for coordination, person=-

nel and logistic requirements between 8th and 9th Air Forces in
UK.

««s The gbove planned organization...provides a single Air head-
quarters for coordination on administrative requirements of 8th

and 9th Air Forces and provides essential elements for control

of gtrategic operations. Spaatz, Eaker and myself are convinced
that it will work and that it is the minimum organization neces~ 47
sary for general control and coordination of all elements involved.

The new organigation was discussed with AAF Headquarters in a teletype
conference between General Spaatz and Major General Barney Giles, Chief of

Air staff, on 4 Jamary.

Spaatz asked if Giles had seen messege sent by Bedell Smith to
Eisenhower and if it was agreed to by Arnold and Gilles. Giles
answered yes...Spaatz then asked if he understood that Knerr
will be Deputy for Adminigtration to coordinate 8th and 9th Air
Forces, and that Anderson will be deputy for operations for

46, Daily Journal, General Spaatz, 30 Dec 1943.

47, Cabla, Smith, Signed Devers, to AGWAR, for General Eisenhower, 1 Jan,
1944.
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control of Strategic operations of 8th and 15th, and that opera-
tions of 15th will be directed through Eakor...Gilas red
that this is understood, 1s all right and very good.

Actually, General Spaatz's administrative control over the Ninth Air Force
was vague and undefined at this date. It was not until two wesks later
that the relationship of the Ninth Air Force to the new headgquarters was

49
clarified.

Establighment of USSTAR

On 5 Jamuary, authority for the establishment of USSTAF as of 1 J’a.m-l
ary, was received from the Joint Chiefs of St;rf,so and on 6 January,
General Order No. 1 of U, S. Strateglc Air Forces in Europe was published,
appointing Generals Anderson andsinorr as Deputy 9mm:3dori fugolf:-ora'b‘iogl!
and Adminigtration respectively. Formal anthor:.zationh for the establish-
ment of Headgquarters and Headquarters Squadrons for USSTAF and ASC-USSTAF
was not forthcoming until February, and did not take place until 1 March
1944 - On 8 January, Headquarters and Headquarters Squadron, Eighth Air
Force, was removed to High Wycombe, Buckinghamshire, where the persomnel
of the disbanded VIII Bomber Command Headquarters formed the mucleus for
the new Eighth Air Force l:leal:lu:;l:l.nri‘-a:l'a.53 Most of the former Eighth Alr
Force Headquarters personnel remained at Camp Griffiss, AAF 586, Tedding=-

ton, Middlesex, new USSTAF Headquarters.

=5

48. Notes, Teletype Conference, General Spaats and Major General Barney
M. Gu’a, Chief of Ailr st.ff’ Hq, m’ 4 Jan 19“0

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

50, Cable, WAR, Joint Chiefs of Staff, to AHI&, 5246, General Spaats,
5 Jan 1944.

51. G’O HO. 1’ Hq, USSTAF, 6 Ja-n 1944.
52. - GO No. 12, Hq, USSTAF, 1 Mar 1944.
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Organization of a theater gervice command responsible for base
services was amnounced by General Knerr at an VIII AFSC Staff Meeting on
7 Jamary 1944, when he explained that the Commanding General of the
Service Command would also be the Deputy Commander for Administration of
U. S. Strateglc Alr Forces in Europe. This meant that General Knerr would
contime to wear two hats, but they wonld be larger hats than hig previ-
ous ones. Strategic Air Depot Area, (the sub-command directly servicing
Eighth Air Force stations) General Knerr announced, would become VIII
AFSC and revert to control of the Eighth Air Force.54 It was _not until
1 March that the aapa:_'a.tion of the base and strategic air depot areas
took place, and Air Service Command, USSTAF and VIII AFSC were estab-
liahed.55 Until that date, the adminlstrative side of USSTAF was still
officially known as VIII AFSC, although it was already functioning as the
theater service command and as part of Headquarters, USSTAF.

At a meeting attended by the depot area commanders and the chief
staff officers of the Service Commend on 9 January 1944, General Knerr
outlined the new organization of United States Strategic Air Forces in
Europe. He announced that

The ASC will provide technical control and Base Services for -
the 9th Service Command because they are resident in the Base Area;
pnot because they are under General Spaatz's commend or control.

The 9th AFSC will continue to be independent. _

If the Ninth Air Force comes into the picture it will only be ad-
ministratively.

53. GO No. 6, Hq’ 8 lF, 8 Jan 1944.
54. Mimites, Staff Meeting No. 117, Hg, VIII AFSC, 7 Jan 1944.

55- GO No. 12, Hq, USSIIAF, 1l Mar 1944.
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General Spaatz does not expect to concern himself with any details.

He willl delegate all responsibility for detail to his two Deputy

Commanders. Don't lock to a higher Headquarters or staff division.

gho;::g f‘,:l.s no Staff. You cannot have an A staff and a Deputy Comman-

It was not until 20 Jamuary that Headguarters, United States Army Air
Forces in the United Kingdom, was olosad.ﬂ On the same date, General
Spaatz assumed respongibility for the administration of all U. S. Army Alr
Forceg in the United Kingdom, including Hq, USSAFE and the Eighth and
N G, GRSy O 15a SOpAS & adninistrative con-
trol over all American alr units in the European Theater of Operations had
been received from General Eisenhower two days before.w This assumption
of administrative control over the Ninth Air Force was in keeping with
General Spaatz's avowed intention of asaming'oadministrative control &ar
ell of the Alr Forces in the United Kingdom, and permitted General
Knerr to plan more positively the functions of the administrative side of
USSTAF and of ASC-USSTAF.

General Spaatz explained his conception of the organization of USSTAF
in a letter to Robert A. Lovett, Assistant Secretary of War for Air, on
23 Jemuary 1944.

It was very apparent upon arrival here that there must continue
to be an overall air administration of all Amerilcan Air Forces

56. Notes on Meeting, Hq, VIII AFSC, 9 Jan 1944.
57. G‘O Ho. 6’ Hq, USS].'.&F, 20 Jan 1944.

58. Ibid. On 4 Feb 1944, USSTAF was annqunced as the officlal abbreviation
of the name of the Hg, in place of U which had been used originally.

ﬁc Go “o- 6, Hq, ETO, 18 Jﬂn 19“.

60. Interview, General Spsatz, CG, USSTAF, by Dr. Hopper, 20 May 1945, pp.
8=11.
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in U.K., unless the Theater Commander were to build up a sizable
alr section in his headquarters to insure administrative coordina-
tion. The pattern for this coordination had been established
previcusly in the 8th Air Force headguarters. In view of the
experience had in the Mediterranean, I believe, and Eisenhower
agrees, that the task should be given to me in addition to my
other duties. Enclosed is a chart which is self-explanatory as

to the present organizational set up wi the USSAFE. Am sure

that it will function and function well. W

The detalled plamning of the headquarters organization had devolved
on General Knerr immediately after the decision was made at the two Dec~-
ember conferences to establish a two deputy system. On 1 Jenuary 1944,
in conjunction with his chief advisor on organizational planning, Lieut-
enant Colonel Jerome Preston, Chief, Plans and Statistics Office, VIII
AFSC, Gemeral Knerr drezzthe charts which served as the basis for the
organlzation of USSTAF. In accordance with General Knerr's prefer~-
ences, the major staff sections under the deputlies were called direc-
torates and their chiefs were called directors.

The use of ‘the terms operations and adminigtration to denote the
two distinct major command functions were characteristic of Royal Air
Force organization. Students of organization among Eighth Air Force and
VIII AFSC planners during 1943 were acquainted with RAF organization in

: 63
terms of "admin" and "ops". General Knerr was not aware of RAF or-

genization until after he had already formulated his ideas on the deputy

6l1. 1tr, General Spaats, CG, USSTAF, to Mr. Robert A. Lovett, Assistant
Secretary for Air, War Dept, 23 Jan 1944.

62. Interview, Colonel Jerome Preston, Chief, Statistical Control Office,
USSTAF, by Captain Goldberg, Assistant Historian USSTAF, 12 June
1945. Draft, organization chart, USAAF ETO, 1 Jan 1944.

63. Memo, Captain Iepawsky, Plans and Control Division, VIII AFSC, to
Colonel Baker, Chief, Plans and Control Divisgion, VIII AFSC, 6 Aug

1943.
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gystem independently. He recognized the similarity of the two organiza-
tions and felt that the terms, as used by him, were basically in agree-
ment with their use by the RAF. General Spaatz's experiences with or-
ganizational problems in the Mediterranean had evidently imprinted on"
his mind also the concepts of administration and operations. The agree-
ment on these terms between General Spaatz and General Knerr probably
represented a joint belief, derived from independent experience,in the
aptness of these terms in describing the two sides of the new headquar-
ters organiszation,

The uge of "director” and "directorate" in place of "chief" and
"gection" was a development which may be traced to two sources. When
reorganizing Air Service Gma.nd in the United States in 1942, General
Knerr drew on his business experiences of the previous three years to
suggest that the haaﬂz;a.rhra be organized along business lines using = .
buginess terminalogy. In addition, Royal Alr Force organization also
used the terms director and t:i:l.l‘ac1;«:!1';1:-9..66 The adoption of these terms
by Headquarters, USSTAF, may have been inspired by 'a. desire to go as far
as possible in constructing a headquarters organization different from
the traditional military staff in name as well as in functional structure.

A Tevised organization chart, the finished product of the work begun
by Generel Knerr and Colomel Preston on 1 Jemary, was published as of

67 - :
21 Jamuary 1944, and became the gulde to the merger of the sections of

6,. Interview, Genmeral Knerr, by Captain Goldberg, 12 June 1945, p. 2.
65. Interview, Colonel Preston, by Captain Goldberg, 12 June 1945, p. 3.

66. Memo, Captain Lepawsky, to Colonel Beker, 6 Aug 1943. See also or-
ganization charts, RAF.

67. 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 one staff
section, the Adjutent General Section, which was a combination of the
former Adjutant Gensral Sections of the Eighth Air Force and VIII AFSC
Headquarters. A sub-gection of the Adjutant General, USSTAF, was estab-
lished to act in the dual capacity of an Adjutant General section for
ASC-USSTAF, slthough the Adjutent Genmersl himself acted in a dual capa-
city for both Headguarters. Shortly after, the Air Inspector was also
placed under the Chief of Steff with the title of Inspector General, and
a separate Air Inspector for ASC-USSTAF est‘.abl:l.al:uac'i.68

Two directorates--Operations and Intelligence, were placed under the
control of the Deputy Commanding General for Operations. The Operations
Directorate, successor to A-3 of the former Eighth Air Force Headquarters,
was also responsible for weather services, but was shorn of its training,
organizatioﬁ and movement functions. Respongibility for combat crew
training was delegated to the Eighth Air Fcn-«:e,e'9 and technical training
functione were assumed by the Director of Personnel, who also acquired
the organization and movement fmwtiona.?o These traditional functions of
A=3 involved the assigmment and movement of units, in addition to the
planning and distribution of troop bases, bulk sllotments and Tables of

Organization. Intelligence was the successor to the former A-2 of the

Eighth Air Force Headquarters mwm

'~ 68, Organization Chart, USSTAF, 12 Feb 1944. :
€69, VIII Composite Command retained its combat crew training function.
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Under the Deputy Commanding General for Administration were four
directorates--Supply, Maintenance, Persomnel, and Administration and other
Arms and Services. The personnel of these directorates, and all other
persomnel responsible to the Deputy Commanding Gemeral for Administration,
were actually assigned to Air Service Command, U. S. Strategic Air Forces
in Burope, although they performed functions as members of USSTAF head-
quarters. The Directorates of Supply and Maintenance were direct suces-
sors of the Supply and Maintenance Divisions of the former VIII AFSC.

The Director of Administration and other Arms and Services was given super-

vision of the specigl staff sections and certain adminigtrative ag_omiea.

He was, therefore, the successor to the former Chief of Administration of
Crmdied

VIII AFSC. The Directorate of Persomnel was—a—eembimgtdSi—ST the functions

of A~1 of the Eighth Air Force and the Persommel and Training Division of

the VIII AFSC. In addition, the Directorate of Pergommel took over the

movement and organizaetion funotiong of the former A-3 Section. Also placed

directly under the Deputy Commanding Gemeral for Administration, although

' not accorded the status of a directorate, was the Statisticel Control

Office, formerly the Plans and Statistics Office of VIII AFSG.'n By 1 March

1944, ell staff assigrments had been announced and the organization of

the headguarters in accordance with the chart of 21 Jamuary was cmplete.'?z

Recognition by General Knerr of the problems raised by the dual
status of the directorates under the Deputy Commanding General for Adminis-

tration was shown in a headquarters memorandum of 28 Jamuary 1944. The
four directors and the Chief, Statistical Control Office, were authorized

72. GO No. 10, Hq, ASC-USSTAF, 1 Mar 1944.
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to sign USSTAF correspondence "For the Deputy Commanding General for Ad-
minigtration", and to prepare correspondence of Headquarters, USSTAF "By
Cammand of Lieutenant General Spaatz", for the signature of she Deputy
Ganm.undiga};ﬁ Adminigtration--General Kma:'r.?3 The problem of when the
Administration directorates were acting for the Deputy Commanding General
for Adminigtration, USSTAF, and when they were acting for the Commanding
General, ASC-USSTAF, was one which persisted throughout 1944 and influenc-
ed organizationgl thinking in the headquarters,

late in February, authority was received from the War Department
for the activation of Headquerters and Headquarters Squadrons for USSTAF
and ASG-USSTSF.74 On 1 March, the order establishing these Headquarters
and Headquarters Squadrons was ptlh]ishad,75 thereby providing the new
headquarters with a solid foundation for meeting the burdens which were

to be placed omn it.

of 1944=45% - 4 tion
The original headquarters organization of USSTAF and the reorganiza-

tions which followed during 1944 and 1945 were reflections of the ability
of Air Force leaders to meet the requirements of modern air warfare, as
woell as specific Theater needs, even though these led them away from
traditional gsystems of staff organization. Strong argumente could have
been advanced sgainst recrganization in time of active combat on the basis
of inconvenience and delsy to operations. This consideration proved

73, Headquarters Memo, VIII AFSC, 28 Jan 1944.
74. Cable, WAR No. 9746, to General Spaatz, 23 Feb 1944.
75. GO No. 12, Hg, USSTAF, Mar 1944.
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secondary to a positive tendency for development according to newly

' understood principles and changing conditiona.

The atmosphere was so receptive to organizational change, that the
history of USSTAF as well as the Eighth Air Force before it, is almost
bewildering in the mumber and rapidity of the changes which tock places
In reviswiné these events after the end of the fighting,in June 194A6:
Brigadier General Alfred R. Maxwell, Director of Operations, USSTAF,

quoted one observer he labeled a cynic as seying in the early part of the

wars "Every war is femous for something; I believe this war is going to
be Imown as !The War of Staff Reorganizationt!", However, in General
Maxwell's judgment and that of other competent observers, the changes
were for the most part sensible and logical and followed changing condi=
‘l‘.:l.ona.?6 -

The headquarters changes which did occur in USSTAF during 1944 and
early 1945 came in some aspects in response to new need; of the war, and
in others, as revisions of earlier principles caused by the difficulties
and problems raised in their application, Historically the reorganizations

were important, both for their demonstrations of the specific experiences

‘of this war, and for 1l'.'lm:Lr expression of organizational principles which

have been added to the body of military theory and practices

The Directorates.
As USSTAF responsibilities expanded and steff functions were clari-
fied, the need for new directorates and steff agencies developed. The

first new directorate to appear was that of Weather Services, which was

76, Interview with Brigadier General Alfred R. Maxwell, Assistant Chief
of Steff, A=3, USSTAF, by Dr. Bruce C. Hopper, Historian, USSTAF,
22 June 1945’ Pe lle
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separated from the Director of Operations 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~
ent on the central supervisory weather agency at USSTAJF.78 The scope and
importance of its work required the stronger, more freely functioning
position of an independent directorate reporting to the Deputy Commanding
General for Operations.

Another new directorate appeared under the Deputy Commanding General
for Operations, in April, in response to needs of the intensive planning
activity connected with the imminent invasion of the Continent, and |
;-elated with these, the need to prepare for the post-=hostilities period.
The .problems of control of the German Air Force and equipment, Air Force
participation in the military comtrol of Germany, and redeployment were
all natural accompaniments of planning for the invasion of the Continent.
Based on the directive which charged USSTAF with administrative responsi-
bility for all U. S, Air Forces in the 't.hea'l'.er,'?9 General Spaatz requested
and received from ETOUSA specific responsibility for determining Air
Force poiicias on all post=hostilities air m‘l:-tera.ao As a result, the

'Plans Directorate was created to discharge this function, Iater in the

77. GO Hop 9’ Hq, UETAF, 12 F‘b 194-4.

78, Office Memo, Director of Weather Services to Director of Personmnel,
USSTAF, 18 Feb 1944

79. GO No. 6, Hq, ETOUSA, 18 Jan 1944.

80, ILtr, subj: "Responsibility of Commanding General, USSTAF," ILieutenant
General Carl Spaatz to CG, ETOUSA, 22 May 1944, and lst Ind, CG,
ETOUSA to CG, USSTAFe




year ite title was changed to Post-Hostilities Plamning, to conform vitl;
the major aspect of its activities. In April 1945, the directorate
returned to its older designation of Plans.SI

In February 1944, the Air Technical Section of ETOUSA, was transfer-
red to USSTAF. The Air Technical Section dated its earliest activities
of technical liaison with the British from the days of the Special Obser-
vers Group in the latter part of 1941, and was later activated as a
gection under ETQUSA in July 1942.82 The transfer to USSTAF was preceded
by negotiations on the part of General Knerr, based on the understanding
that this agenoy logically belonged with the overall Air Force headguar-
ters of the Theatar.83 The Air Technical Section became the ASC
Directorate of Technical Services, and was charged with the function of
supervising technical modifications within Air Forces under the adminis-
trative control of USSTAF, in addition to its original activities of
coordination and lisison on techniecal dsvelop-ents.&

In a reorganization occurring within ASC~USSTAF, (USSTAF-Admin) in
September, the Directorate of Administrative Services was abolighed,
and most of its elements, consisting of the Special Staff Sections, were
apportioned among the other divisions. The Director of mtive

Services, Brigadier General Clarence P, Kane, now became the Deputy

81. Ltr, subj: "Office of the Director of Plans," Major General Anderson
to Brigadier General C. P. Cabell, Hq, USSTAF, 22 Apr 1944; Hq Memo
No. 32, Hq, USSTAF, 2 Apr 1945.

82. GO No. 13, Hq, mm, 10 J‘lﬂy 1942.

83. Ltr, subj: "Air Technical Section," General Knerr to CG, ETOUSA,
12 Jan 1944.

84. GO No. 19, Hq, ETOUSA, 21 Feb 1944; GO No. 10, Hq, ASC-USSTAF, 1 Mar
1944, . -
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Commanding General, ASC-USSTAF.as
In December 1944, the dual role of General Knerr was eliminsted, and

General Kane became Commanding General, ASC~USSTAF. (ASC=USSTAF was later
redesignated Air Technical Service Command in Eu:r'cu:ua).86 The three
Directorates of Supply, Maintenance, and Technical Services remained as-
signed to ASC~USSTAF, and were separated from the office of the Deputy
Commanding General for Administration. General Kmerr retained Persomnel
as a USSTAF directorate, and three new directorates were formed to dis=
charge the functions of Armament, Communications, and Medical Sarvicea.m

* The Communications Directorate was transferred to the Operations side
in April 1945, in response to increasingly evident indications that its
function was closely a.lliﬁd to operationgl activitias.ss The move was
simplified by the fact that the restricted signal supply and maintenance
functions had been, earlier in September 1944, placed under the Supply
and Maintenance Directoratese

The last reorganization which affected the directorates was that of 15

May 1945 The two deputy system was eliminated, and returning to the
five sections of't-he "A" gtaff system, the eight directorates of the
headquarters were absorbed into the categories of A~l Personnel, A=2
Intelligence, A=3 Operations, A=4 (served by ATSCE) and A=5 Plans.

85« GO No. 47, Hq, ASC~USSTAF, 1 Sep 1944e
%. GO No. 17, Hq’ USSTAF, 1'0 Feb 1945-

87. GO No. 98, Hg, USSTAF, 11 Dec 19443 GO No. 100, Hg, USSTAF, 15 Dec
1944 .

88, Hg Memo, Hq, USSTAF, 13 Apr 1945,

20



Weather Services and Communications became sub-gsections of Operationg,
Medical Services was absorbed by Persommel, and Armament now operated
under 1-4.89 The extensive consolidation of former directorates indicat-
ed the contrast between the complexity of combat needs and the simplifi-
cation allowed by the minor operational needs of the post-hostilitles
perlod. One specific organizational principle associated with the deputy
system in its early development was retained in the new organization.

The Commanding General, ATSCE, became A-4 of USSTAF and operated supply
and maintenance functions for the headquarters with his own staff. This
was an obvious and striking turn of the ecircle back to the days in late

1943 when the Commanding Gemeral, VIIT AFSC served as the A-4 of the Air

Force- staff.

The Special Staff Sectlons. )

The Special Staff Sections posed an important organizational problem
which affected all USSTAF Headquarters reorganizations in 1944 and 1945.
In the traditional General Staff form of headquarters organization, the
Special Staff had occupled a secondary but distinet pogition next to the
A" Staff Sectlons. As representatives of the Arms and Services serving
the Air Forces in their specialized fields of supply, maintenance, and
adminigtrative services, they acted as separate staff agencies with direct
accegs to the Commanding Genmeral and his Chief of Staff.

Their position in USSTAF Headguarters was affected by two dominant
trends in recent Air Force history. The firgt, the trend toward an indepen=-
dent logistical gystem for the Air Forces, clearly contradicted any

special separate position for the representatives of the Army Service

w. GO No. 49’ Hq’ USSTAF’ 15 w 1945.
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Forces in the Air Force staff structure, The principle of Air Force
autonomy pointed toward the elimination of distinctly labeled links
with the service branches of the Army,

The second trend affecting the Special Staff was the development
in headquarters organization toward functiongl gimplification of the
‘mmber and type of agencies reporting directly to the Commanding
Genera.l. This program led toward an abgorption of the Special Staff
Sections into the specific Alr Corps staff agencies which paralleled
their functions.

The development of the deputy system on the USSTAF Headquarters .
level served, along with its other purposes, as a device to regroup
and integrate the staff sections so as to eliminate the separate,
appended pogition of the Special Staff in the headquarters organiza=
tion, At the same time, the Speclal Staff Sectlons, concerned as they

were with supply, maintenance, and administrative services, were placed

with_in the distinct logistical sgency of USSTAF, the Air Service
Command, and thereby fused with the Air Force logistical system,

To supplement the steps taken at the headquarters level, a
further organizational development reflected the principle of in=
tegrating the Arms and Service units on the lower operating echelons.
The miscellanecus field units of the Arms and Services had maintained
separate status on-the gtation level alongside of distinet Air Corps
- gervice units such as the sub=depot. The development of a new .
gtandard service unit in 1944, the Service Group, Special, was a

move to integrate the several types of service elements into one

complete and specifically Air Corps unit which could be applied at

b g |
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90
all operating levels,

The role of this program of integration in staff reorganizations
was even more clearly pronounced in the United States than in the
Theater. As the story was traced by Lieutenant General Barney M,

Giles, Chief of Staff, Headquarters AAF, in correspondence with

‘General Knerr, the new Service Group and a new three deputy system

of headquarters organization in the United States, both arose from
the activities of the Arms and Services Integration Committee of
Headquarters AAF. The committee was established in November 1943,
under the Chief of Air Staff, with the missgion to "facilitate
integration of ASWAAF units and organizations into functionalized
AAF units and organizations both in the United States and overseas. '91

At the first meeting of the committee in November, its chairman,
Brigadier General Byron E. Gates, Chief, Management Control, Head=
quarters AAF, presented an outline of the three deputy system in
answer to quegtions on what staff regrouping would result from the
integration program for the Arms and Services. All activities were
to be congolidated under a single commander and his deputies, apport=
ioned under the three headings of Administration and Services, Supply
and Maintenance, and Operations and 'I‘ra:'ming.92

This was a program of functional gimplification, for, as General

Giles put it, there were now only three principal assistants for the

90, Itr, Lieutenant General Barney M. Giles, Chief of Staff, Hq, AAF,
to General Knerr, 1 July 1944e

91, Ibigde

92, Mimutes, First Meeting of Arms and Service Integration Committee,
Hg, AAF, 16 Nov 1943.
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base or alr force cma.ﬁde.r, as opposed to the previous gystem Ihara
up to thirty officers had direct access to the cm;nder. The parallel
in t.ha ETO was the two daputy gystem, Under the two deputy eystem,
Special Staff Sections were removed one ptep from the Commanding
Genoral and now worked through the chammel of the Deputy Commanding
Gemeral for Administration. At the seme time this would mot have
been a great reform if the various sections still reported separately
%0 the Deputy Commending Gemeral, Therefore, the Speclsl Steff
Sections were combined to operate under the Directer of Adminigtration
and Other Arme and Services on the basis esteblished originally in
VIII AFSC in October 1943 | _. .

 The Directorate of Adwinistration and Other Aras and Services
(later called the Directorate of Adninigtrative Services) held en
anomalous position in that it remained a collection of formerly
_ separate agencles, still 'arl'.tng in gpecialiged fislds, though now
: headad by a single spokesman and coawdina‘bor. It was doubtful whether
analttaptmﬂrnetimlinhgntimhdhhnplme. The point
was emphasized by the Special Staff roorganiutim which followed
during the yeare _

The plans developed in Washington proposed a congolidation of
the miulu. storage, maintenance, and issue services which worked feor
the Air Forces, A more definite step in that direction tock place in
BBS'I‘A? Headquarters in c&ly September 1944, The Directorate ef
A@iniﬂtrativ.e Services was ebolished, and the sub-gections of the
Directorate dealing in supply, maintenance and technical development

were functionally nmtmnoﬁg the Directorates ef
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: 93
Supply, Maintenance and Technical Services, 411 of the personnel

of the Quartermaster, Fiscal, Transportation, Engineering, and Chemical
sections were transferred to Supply. Ordnance personnel were split
among Supply, Maintenance, and Technical Services, The Signal Section
underwent the greatest fragmentation with its persomnel distributed
among Maintenance, Supply, Technical Services, Persomnel, Adjutent
General, and the Director of Opsratj.onﬁ (who now controlled certain
planning and operating functions in connection with radio and radar).%
Yet even this type of redistribution did not succeed in el:l.ninab-
ing all traces of the Special Staff concept., It became pécessary in
this reorganization to aet.up an identity known as the Headquarters
Staff to accommodate such agencioa as the Surgeon, Judge Advocate,
Counter~Intelligence, and Defense Officer. More significantly, the
Headquarters Staff included the senior officers of the sections which
had been absorbed by the other directorates, and in this category
they were enabled to report directly to the Deputy Commanding General,
ASC-USSTAF (formerly Director of Administrative Services), The move
gerved as a recognition that it would not be advisable to completely
obscure the important role of the former Special Staff Sections while
they operated under the directorates. In contradiction to a program
of wholesale integration, it was becoming apparent that certain sections
of the Special Staff had developed functions of peculiar importance to
the Air Forces which transcended the category of miscellaneous supply

and maintenance agencies.

93. GO No. 47, Hq, ASG=USSTAF, 1 Sep 1944e
94« Par 1, SO No, 197, Bq, ASC-USSTAF, & Sep 1944s
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One staff officer's early discussion of this point deserves
mention, Major Albert Lepawsky, formerly of the Plans Office, VIII
AFSC, and later a member of the Statistical Control Office, USSTAF,
expressed himgelf in this comnection to Lt. Col. Preston in Jamary
1944, when the esteblishment of Special Staff Section desks in the
Supply and Malntenance Directorates was first being discussed. It
eppeared to him that the Special Steff question was being treated
irrationally because of the persistent family quarrel with SOS, _
Major Lepawsky went so far as to suggest a reorganization of the
existing directorates which would permit the assigmment of intact
Specigl Staff sections rather than require that they be broken up.
He further proposed that some of the Special Staff Sectiovns, such
as Ordnance, Engin.eer, and Signal, be raised to the position of
directorates, He contended that the urge to wholly sbsorb the
sections identified with the Arms and Services into distinctive
Air Force agencies, was leading to a neglect of their importance,
end, indeed, hampered their functiona.%

There were interesting prophetic implications in this analysis
as demonstrated by subsequent events. rhe Mer reorgenization
of the headquarters raised Armament, Communications, and Medical
Services to the level of directorates. Although their specific supply
and mgintenance functions remained separated under the Supply and

Maintenance Directorates, the reorganization recognized the important

95 Memos, subj: "Reorganization of the Special Steff Sections,"
"Further Reorganization Suggestions,"” Major Albert Lepawsky,
Statistical Control Office, Hq, VIII AFSC, to Lt. Colonel Freston,
Chief, Statist:l.cgl Control Office, VIII AFSC, 4, 5, 12 Jan 1944
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specialized problems of policy and control with which these sections
were concerned.

The background for the formation of the three new directorates was
discussed in retrogpect by General Knerr in May 1945, in letters to the
Commanding General, Army Alr Forces, in which he indicated some of the
major lessons learmed during the sir war in Europe. He mar;tioned the
stress the Air Forces had alweys placed on the planes, the crews, and the
flying of the planes. The war in Europe had brought a new stress on the
weapons themselves, the bombs, and also the acutely importent signal
equipment which, to a large eMt, set bombing operations free from the
restrictions of weather.

As he stated his point on Communications,

I believe that the most importent lesson learned during the
past two and a half years in commection with Communications
requirements is that the Communications Section of the head-
quarters of an air force such as USSTAF in Europe should be set

up as a separate division under officer who ranks with the
top=line staff of the deputies.

In a separate letter on the subject of Armament, he said

If it is realized that combat air planes have as their primary
mission the damage and destruction of targets on land, on sea,
and in the air, and that this destruction can be accomplighed
by Air Forces. only by the proper use of aircraft armament

equipment, then the im e of having an adequate armament
organization ig obvious.

In this case, he recommended a strong armament organization which extended
to all edhelona and combined the functions and persommel of Armament,
Ordnance, and Chemicsl Warfare.

96. Ltr, subj: "Air Signal Communications in the ETO," General Knerr to
CG, MK, 9 May 1945.

97. ltr, subj: "Air Force Armament," General Knerr to CG, AAF, 9 May
1945,
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At the same time, General Knerr indicated concurrence with conclu-

sions which evaluated the role of Medical Services as overriding the limi-
tations of any one staff division under which it might be placed. Its

Ui A'A m&e%&‘a‘té any ﬂ.r Porce organization was
Justified by its dealings with all staff sections and all command eche-
lons., Like Communications and Armament, the importance of Medical Service
activities required a comtrol position close to the Gommanding Genaral.98

Development were in thig way verifying the view that certain former
Special Steff Sections were too important in their express Air Corps
functions to remain obscured in any miscellany of administrative staff
agencies, or totally absorbed in the General Staff divisions.

The requirements of the war went so far as to raise one category of
the Arms and &ﬁkea to the level of an Air Force Command. This step
was taken when the specialized field activities of the Engineers even-
tually required the centralized control which only a command status
could afford. The Ninth Air Force activated the IX Engineer Command in

March 1944, in preparation for the invasion of the Continent, when the
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flying of the planes. The war in Europe had brought a new stress on the
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As he stated his point on Communications,

I believe that the most important lesson learned during the
past two and a half years in comnection with Commnications
requirements is that the Communications Section of the head-~
quarters of an air force such ag USSTAF in Europe should be set
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top=line staff of the deputies.

In a separate letter on the subject of Armament, he said

If it is realized that combat air planes have as their primary
nission the damage and destruction of targets on land, on sea,
and in the air, and that this destruction can be accomplished
by Air Forces only by the proper use of aircraft armament
equipment, then the importance of having an adequate armament
organization is obvious.

In this case, he recommended a strong armament organization which extended
to all echelons and combined the functions and persommel of Armament,

Ordnance, and Chemical Warfare.

96, Itr, subj: "Air Signal Communications in the ETO," General Knerr to

CG, AAF, 9 May 1945.

97. ltr, subj: "Air Force Armament," General Knerr to CG, AAF, 9 May
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At the gsame _t.:l.me, General Knerr indicated concurrence with conclu-
sions which evaluated ti:e role of Medical Services as overriding the 1limi-
tations of any one staff division under which it might be placed. Its
pogition a8 a separate directorate in any Alr Force organization was
justified by its dealings with all staff sections and all command eche-
lons. Like Communications and Armament, the importance of Medical Service
activitles required a control position close to the Commanding (a‘nansaral.g’8

Development were in this way verifying the view that certain former
Special Staff Sections were too important in their express Air Corps
funotions to remain obscured in any miscellany of administrative staff
agencies, or totally absorbed in the General Staff divislons.

The requirements of the war went so far as to raise ome category of
the Armgs and Serv‘icea to the level of an Air Force Command. This step
was taken when the gpecialized field activities of the Engineers even-
tually required the centralized control which only a command status
could afford. The Ninth Air Force activated the IX Engineer Command in
March 1944, 1n prepa.rat:l.on for the ﬁvaaion of the Continent, when the
establishment of air fields would become an operational activi'l:y.gg
USSTAF set up its own Engineer Command, in October with the estsblishment
of the Engineer Command (Prov). This was later deactivated in February
1945, when the IX Engineer Command was placed directly under USSTAF as
the Engineer Commend for all of the air units in the Theater. During the
period from October 1944 to February 1945, the Staff Engineer: for ASC-

100
USSTAF served also as the commander of the Engineer Command (Prov).

98. Memo, Brigadier General M. C. Grow, Director of Medical Services, Ha,
USSTAF, to General Kmerr, 13 Apr 1945.

99. GO No. 83’ Hq, 9th AF) 30 Mar lgun
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To parallel the Engineer Command development, there were indica-
tions that planners on General Knerr's staff, in November 1944, were
thinking in terms of a Signal Command and a Medical Command. As describ-
ed by Colonel Preston, the plan for a Signal Gomnﬁ had the purpoge of
providing USSTAF-controlled Signal units which would be availlable to
support base activities or to meet the requirements of the tactical ele-
ments. The proposal envisaged the Communications Chief of USSTAF acting
as the commgnder of the units. It was pointed out that this move had
ample precedent in the Ground Forces. At the same time, it was a logical
extension of the operating principles back of the deputy system in USSTAF,
which defined the deputies and directors as sharing in the command
function. o

The planning for a Signal Command was abortive. Colonel George P.
Dixon, Communications Officer, USSTAF, clarified the difficulties of
this move and made certain distinetions which gpparently rendered it in-
advissble. In a memorandum to General Knerr he pointed out that the units
of the Engineer Command played a mobile operational role, were not
integral parts of any specific headquarters, and were practically inde-
pendent operationally in pursuing their own projects. On the other hand,
Signgl units had stable assignments with particular headquarters, and the
 gystem under which they operated created little need for direct comtrol

102
of their operational activities by a higher headquarters.

100. GO No. 81, Hq, USSTAF, 20 Oct 1944; Organization Mamal, Hq, USSTAF,
15 Dec 1944.

101, Memo, Colonel Preston to Genmeral Kmerr, 1 Nov 1944.

102. Memo, Colonel George P. Dixon, Commnications Officer, ASC-USSTAF,
to General Knerr, 17 Nov 1944. '



At the time of the 15 December reorganization, there were indica=-
tions from rough drafts of organization charts prepared by General
Knerr, that he was also thinking of a Medicel Command under USSTAF.

This recommendation was forwa.fded to General Spaatz along with the
general proposal for the December reorga.n:l.smi'.:i.or:a.m3 General Spaatz in-
dicated disagreement with this approach, and favored instead a Direc=
torate of Medical Services, which was finally established by the new
headquarters orga.nization.ma

After the first attempts to wholly absorb the Special Staff Sections
had demonstrated the difficulties involved, the trend had developed
which gtrengthened the position of the more active and effective sec=—
tions (the sections best assimilated in terms of Air Corps functions)
by raising them to the directorate level even at the expense of in=-
creasing the number of separate agencies on the staff, It waé character-
iatié of the history of the Speclal Staff that later, near the end of
hostilities, the organizational trend reversed itself again. Planning
in April 1945 for the post-hOatilitiles air force headquarters toock the
direction of an "A" staff organization in place of the two deputy system
which did not leave room for as many parallel directorates as existed
under the deputies, General Spaatz called for a traditional five
section General Staff in the latest reorganization of May 1945.

General Knerr, on the other hand, convinced by what he believed were
important lessons of the war, proposed thé.t. there was need for
separate Communications, Armament, and Medical Services directorates on

105 -
a line with the five "A" staff sections, However, the decision was

103, Itr, subj: "Office of the D/CG Admin, USSTAF," General Knerr to CG,
U%Tﬁ’ 3 Dec 1944.

104.' Minutes, USSTAF Commanders Meeting, 5 Dec. 1944.
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thought 1t advisable to point out at the first staff meeting of the
new headquarters, that although the Special Staff Officers would be
directly responsible to the Assistant Chief of Staff under whom they
functioned, he intended that they should operate with the freedom which
they previcusly had under the directorate system, and be accorded the
titles of Deputy Assistant Chiefs of S‘ba.ff.lm
DEVELOPMENTS OF 1944-45: The Deputy System

The lessons learned from the application of the deputy system to

USSTAF Headquarters organization deserve detailed analysis. It was
apparent to everyone that the two deputy system was a aharp departure
from traditional military prineciples _of organization. It was inevit-
able that argument should persist, and that analysis and reiteration of
the principles involved be contimuous throughout 1944. Events them-
selves, the headquarters reorganizations of late 1944 and early 1945,
became demonsgtrations of tha. validity and permanence of those principles.
On the face of developments, it may appear that the system was found
wanting, However, a close study 1s required for an evaluation that does
Justice to the form of organization that served the Air Forces in the
European Theater of Operations during the climactic period of the Euro-
pean war. |

An analysis of the deputy system mst necessarily begin with the
assertions in favor of its adoption made by the men who proposed and
established the headquarters organization. It was evident that two
standpoints of judgment were effective in its orlgin. One approach,

107. Mimtes, Weekly Staff Meeting, Hq, USSTAF, 18 May 1945.
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which might be termed fhe view of expedience, confined itself primarily
to a judgment of the particular requirements of the USSTAF Headquarters
. from 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 a revised military
theory of organization which supplanted the traditional General Staff
gystem insofar as the modemAir Forces were concerned, It was in the
test of the latter view that the experiences, difficulties and later re-
organizations of the USSTAF headquarters system have chief interest.
From the standpoint of expedience, the deputy system was certainly
well adapted to the particular requirements of the USSTAF command
structure. Two distinct spheres of command control had arisen in the
Theater, defined by the terms opsrations and administration, and it was
no colncidence that the two deputy commanding generals were similarly
defined. Control over the Fifteenth Alr Force was restricted to opera-
tiona, and control over the Ninth Alr Force was restricted to adminis-
tration. This confronted General Spna:bn‘ with two distinct responsibi-
lities to be exercised in separate reglons and along separate lines.
In General Spaatz's mind this unique circumstance seemed to stand out
as 1';he primary argument for the deputy aystem. As he stated in review-
ing the headquarters history, he had felt the need for well defined or-
ganizations to deal with his responsibilities as separated in two
theaters. Through General Knerr, his Deputy CG for Administration, there
was a clearcut administrative line of control over the Eighth and Ninth
Air Forces. Through General Anderson, the Deputy CG for Operations,
there was a channel of operational responsibility over the Eighth and
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Fifteenth Air Forces. To General Spaatsz, the deputy system appeared to
be the only form of organization possible in the complex situation in
which he found himself, and he specifically stated that the ordinary

General Staff system would have broken down in éonf‘usion under the same
108
eircumstances.

Further, in terms of the specific requirements originally facing the
headquarters, the top echelon pogition of USSTAF, involved it in the _
field of high policy and posed the need for assistants to share the load
of the Commanding General. At the start, General Spaatz laid down the
principle that in view of his policy responsibilities, he would not deal
directly with commanders of forces under his control.la; This principle
was used by General Knerr himself in explaining the deputy system. In
his words,

When an organization that is under complete control of a commander

gets to such a level that a commander must give his time to poli-

tical or other considerations at a higher level, hs must delegate
his responsibilities ﬂoothera in order to carry on his work at

the politiecal levels.

| Yot General Knerr would be the first to assert that the deputy system
had aign:l.ficapoa that extended beyond any particular gltuation or any
digtinct echelon of command. It is evident from voluminous correspond-
ence carried on through 1944, that as the chief proponent of the USSTAF

headquarters organization, he considered it a permanent development of

108, Interview with General Carl A. Spaatz by Dr. Bruce C. Hopper, His-
torian, USSTAF, 20 May 1945, pp. 9-11.

109. Daily Journal, Lieutenant General Carl A. Spaatz, CG, USSTAF,
12 Jan 1944.

110, Interview with Major General Hugh J. Knerr by Captain Goldberg,
Assistant Historian, USSTAF, 12 June 1945, p. 8.
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military organization applicable, under flexible handling, to all levels

111

of AAF command, to all theaters, to peace time as well as war time,

General Knerr's viewpoint was influential in Washington and elsewhere.

There can be little doubt that the principles he persistently put for-

ward were the same as those which influenced organizational changes in

the Zone of Interior and in other theaters.

As summarized in a letter to General Spaatz in June 1944, when

active interest in his views was being expressed by Washington planners,

the arguments for a deputy system were first of all based on economy of

personnel and efficiency of operation.

It is submitted that the so=-called general staff organization is
no longer applicable to Air Forces for the following reasons:

a. Time and space factors do not permit of formal overhead co-
ordingtion in advance of action to be taken without great loss
in efficlency.

b, Divigion of responsibility and authority inherent in a staff
organization causes fatal delays through the unwillingness of
some to assume respongibility when necessary, and the enthusiasm
of others to assume suthority without responsibllity.

c. A large staff is a convenlent means for making jobs for the
'deserving' without commensurate gain to the organization.

d. In those organizations where vertical command authority has
been substituted for lateral staff coordination, a marked
increase in efficiency has become immedlately apparent.

. Economy in personnel is possible in every organization where
vertioahﬁmma.nd through deputies is substituted for the staff
system.

111.

112,

Itr, subjs "Organization," General Enerr to CG, USSTAF, 2 June
1944; Interview with Genseral Kmerr by Captain Goldberg, 12 June

1945, p. 8.

Ltr, subj: "Organization,” General Knerr to CG, USSTAF, 2 June
1944. '
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Vertical commgnd through deputies was described by General Knerr at
one of the staff meetings:

The directorates participate in the command functions of the Com-
manding General, as passed down through the two deputies. Thoge
matters which fall within the field of the directorates are
presumed to recelve initial and positive action, and any coordina-
tion required within the headquarters is the responsibility of
the originating directorate, viih all coordinating directorates
to be kept informed of action.ll3

It becomes evident that the strésa in General Knerr'!s mind was on s

. new staff organization with general application, which functionally divi-

ded the work of the headquarters among agents who possessed combined
authority and responsibility in their fields. Within their own fields,
the deputies and directors emerged from the status of staff advisors, and
participated directly in the command function, relieving the bottlensck
which existed when direct action was forced tiarough the coordinating
agency of the Chief of Staff or the Commanding General himself.

It is necessary to go beyond the statement of principles, and in
writing the history of organizational developments of 1944 and 1945, to
analyze the problems that were raised in the application of such princi-
ples. These problems wers not minor and their role mist be interpreted
in the final events which reorganized the headquarters system. At the
same time, it must be stressed that in terms of efficiency and successful
application to the practical needs of the Theater, the success of the
deputy gystem was not disputed by any available testimomy. Nor is there
much basis for doubting the permanent value of certain organizational
principles evolved. It was in terms of the wholesale value of the struc-
ture of Headquarters, USSTAF as it existed from Jamuary 1944 to December
1944, that there developed considerable debate and reserved judgment which

113. Mimutes, Weekly Staff Meeting, Hq, USSTAF, 20 Dec. 1944.
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questioned the usefulness of its application in other militery situations.

The history of the USSTAF deputy system can be divided for purposes
of discussion into three major areas in which evaluation and analysis
took place. Requiring study first of all, were the problems emerging
from the demarcation between Operations and AMmf.atration, and the opera-
ting relationships between the two sides of headquarters. Another region
of difficulty included the practical problems arising from the dual
identity of the Administration side as ASC headquarters. As a third
division of the subject were the problems involved in the conmtroversy
which developed in 1944 over the proper relationship of service and
combat elements at the various echelons of Air Force structure, and which
directly affected the role of the Air Service Commend in USSTAF Headquar-
ters. -

Finglly, the problems and difficulties which faced the headgquarters
gystem mist be interpreted in the light of the eventual reerganizations
of 15 December 1944 and 15 May 1945. These reorganizations changed in
principle and form two basic concepts of the headguarters organization:
that of 15 December peparated ASC-USSTAF from the office of the Deputy
Commanding General for Administration; that of 15 May dissolved the
deputy system as such, substituting for it a traditional five section
nA" gtaff, These were significant changes of direction, and in the in-

terest of military history, require explanation.

Relations Between Operations and Administration

A study of the organizational changes which took place requires un-
derstanding of the relations between the two sides of the headquarters.
Any speculation on the smoothness of their relationship mst first consi-
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der General Knerr's own retrospective remarks:

General Anderson and I always worked in complete harmony. ..Differ=

ences were very, very minor....There was no instance of any con=-

flict of interest, basically, because I always insisted that Opera=-

:;:::t;:ﬁ:aﬁ;e gl;:.iﬁaideration....la gave precedence to

The deputy system was predicated on the assumption that there were
two distinct spheres of control in any command situation--operations and
1ogiatica.115 (The latter was in this use a term expanded to include all
administration and services). There was evidence to believe that this
demarcation itself, backed up as it was by the dual identity of the
Administration side as the Air Service Command, held within it dangerous
implications for its own survival.

This point is supported by an evaluation of the two deputy system
which came from Brigadier Gemeral Alfred R. Maxwell, Director of Operations,
USSTAF. He polnted out the schism that was inherent in the deputy system,
and the weakness that lay in the tendency of each half of the staff to
develop around the personalities of the Deputy Commanding Generals, This
was accentuated by a physical separation in housing the two sides of head=
quarters both in the U.K. and In France. In his belief, staff operationsg
could have been improved by more attention to administration of the staff
as a whole, and he favored strengthening the position of the Chief of Staff
for the sak; of pulling the staff sections together under specific centra=
lized controls. In the absence of such cohesive control, the satisfactory
functioning of the headquarters depended. on the good=-will and ebility of
the individuals concerned. That there was no reel problem could be attributed

114. Interview with General Knerr by Captain Goldberg, 12 June 1945, P.8.
115, Itr, subj: "Organization," General Knerr to CG, USSTAF, 2 June 1944e
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to the caliber of the two deputies and the personnel involved., 4s it was,
there were slight differences of policy relating to handling of personnel,
promotions, and billeting which developed to create a smell amount of
friction, Though on the whole the deputy system worked very well at USSTAF,
it "began to wear a little thin in time" and in Genmeral Maxwells' mind it
was questionable whether it would work well in other applicationa.u6

In his om retrospective review of events, General Spaatsz agreed that
the principle which delegated combined authority and responaibili;c,y to two
deputies held dangers of division and conflict, His judgement held that the
deputy system would not work without "very good men" and "very loyal men"
at the tope The fact that the two deputies had full authority and responsi=
bility in their fields might have wrecked the system, if they had tended to

go in opposite directions, or if one of them had the narrow interests of
117

an "ambitious empire builder,"

General Knerr himself saw the divisive character of the headquarters
system and made efforts to overcome it. In his words there was a

ssstendency for Operations directors and Administration directors
to congider themselves seg two separate entities. It was a constant
endeavor of mine to make the eight directors feel as one entity,
That was the baslic reason why I inslsted on a meeting at least once
a week presided over by the Commanding General himself, in order to
impress that idea upon their minds. I feel that during the last
three or four months that was well erystallizeds It was uhfortunate
that we did not have space to put all headquarters into one building
for that tended to maintain the idea of a separate entity; but it
was very well consolidated finally, 118

116, "A Historical Review of the Functiong of the Directorate of Operations"

Part VI, "Discussion and Comments by Brigadier General Alfred Re
Maxwell," June 1945; Interview with General Maxwell by Dr. Bruce Cs
Hopper, Historian, USSTAF, 22 June 1944, pPe 34-35.

117, Interview with General Spaatz by Dr. Hopper, 27 June 1945, p.8a
118, Interview with General Knerr by Captain Goldberg, 12 June 1945, P.%.
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Significantly, from the date of the interview which produced this state-
ment, 12 June 1945, "three or four months" places the successful fusion well
after the time when ASC Headquarters was no longer identified with the whole
Administration side. The directors meetings referred to did not begin until
a few days after the 15 December reorganization, The implication here is that
the improved union was made possible or at least easier by the formal re=
legation of ASC=USSTAF to a distinct and subordinate position., The chief
factor in a divided sense of identity would therefore seem to ﬁgva been the
dual status of the Administration side as a separate command headquarterse

Since the deputies had full power in their own fields and required a
minimum of coordination in the usual staff sense, it would be obvious that
a cleer and lasting definition of their fields of activity would be mec=
espary. Any extensive overlapping of functions or .ooni'usion of authority
would be evidence to attack the general usefulness of the deputy system.

The divided nature of USSTAF responsibilities in relation to the various

Air Forces made it easier to maintain the dmatim in the headgquarters
than might have been the case otherwise. However, the developments that

did indicate a convergence of the two spheres of activity, later in 1944,
must have played some role in the withdrawal from the full deputy program
in December, 1944 and May 1945

In the first place, as was pointed out by General Maxwell at the close
of events, the work of the Operations side could itself be gefineq a®
administrative. The combat operations exercised through the agency of
USSTAF were a minor percentage of the task, and apparently, in Genersal
Maxwelle! sense, the job was necessarily one of administering control of
combat operations “through the services of intelligence, weather, and
strategic planning, Perhaps this interpretation involved a struggle
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with definitions, but it revealed the uncertainty with which the terms
administration and operations were received, and the inability of the

terms to define the functions of the two sides of headquarters without
leaving room for debate. In any case, in General Maxwells' meaning and

~ according to his statement the activities of the Operations side were

119
in large part administrative and in time became more s0.

It is mot difficult to find support for General Maxwells' view that
the Operations side was assuming more of an administrative character.
Convergence of the two spheres of activity developed most airongly in
the period in 1944 when the time came to plan and exscute policies for
such post~hostlilities problems as redeployment, and disarmament and
control of the enemy.

-The post-hostilities planning function was assigned to a new direct-
orate on the Operations side in April, 1944. It developed that the Post-
Hostilitles Planning Directorate was forced to draw persistently on agencies
and personnel of the Administration side for help in executing its functions.
In October, Gemeral Knerr found it necessary to write a memorandum to the
Deputy Commanding General for Operations, restricting the availability of
gpervices and personnel from the Administration side in sharing the Pogt~
Hostilities responsi‘bility.m In reply, General Anderson made a distinc=-
tion between plamning and implementation of the plans, pointing out that
it would be necessary to call in all USSTAF agencies to complete the plans

121
which were the responsibility of the directoratee

119, Interview with General Maxwell by Dr. Hopper, 22 June 1944, Pe3be
120, Memo, General Knerr to D/CG, Ops, USSTAF, 28 Oct 1944




There consequently developed an interaction of lines of control
between the two sides of headquarters extending downward to lower echelons.
The implementation of disarmament plans in the field was placed in the
hands of the Ninth Air Force, and in consequence, it was found that the
only agency equipped and available to do the job was IX AFSC, normally an
agency in the adminigtrative sphere of con‘brol.w In the same sense, the
Post~Hostilities Directorate was forced to delegate to the Supply Directorate
the supply control aspect of its activities in disarming the German Air Forc:'.lef23
Redeployment activities penetrated all headquarters agencies, and seemed to
be primarily an administrative matter, yet redeployment planning was centered
in the directorate of the Operations side. Just before the implementation
of the program was to begin in April, 1945, this responsibility was trans-
ferred to the Deputy Commanding General for Administration, and specifically,
to the Director of Parsonnelom

Coincident with these developments, _confusion arose over the respon=
sibility for disposal of surplus property. In Merch 1945, Post-Hostilities
Planning presented a plan for coordination with the Foreign Economic Admine
igtration and other agencies on the diépoaal of surplus property to foreign
countries and to the Zone of Interior., It was necessary for the Administra-
tion side to point out that these functions were already, and had been for

125
months, taken care of by ASC<USSTAF and its successor, ATSCE.

121, Memo, subjs "Responsibility for Post Hostilities Plamming," Major Gensral
F. L. Anderson to D/CG, Admin, USSTAF, 28 Oct 1944.

122, Report on Air Disarmament and Disbandment Conference, Hq, USSTAF, 22=23
Mar 1945
123, Memo, General Anderson to D/CG, Admin, 7 Dec 1944e

12/, Hq Memo No. 35, Hq, USSTAF, 8 Apr 1945.
125, Office Memo, General Knerr to Brigadier General C.P. Kane and to D/CG,

Ops, USSTAF, 6 Mar 1945.
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The inference from all this seemed to be that a plans directorate with
wide responsibilities a@t a little uncomfortably in a two deputy set=up,
A further inference appeared to be that inevitably with the preperation
for a stabilized post-war situation, the two sides of headguarters were
coming together, The implication was that a sharp division between two
deputies having command control in separated spheres may have been useful
and practical in an active combat period when battle operations were a
consuming responsibility, but that the approaching end of operations tended
to throw the deputy system out of balance, and what seemed to be required
was a more integrated headquarters than the deputy system could provide,

Corroboration for the viewpoint that a dual system 1s unbalanced in a
non=combat situation by the greater stress on administrative functionms,
can be found in organizational developments in the United &t-ates during
1944« In July, Lieutenant General Barney M. Giles, Chief of Staff, Hg,
AAF, commnicated to General Knerr a program of headquarters reor_ga.niza-
tiog which certainly Paraﬁelad and was pogsibly influenced by the organ=
izational changes in the Europesn Theater of Operations. A functional
program to "eliminate the top-heavy, block-ridden staffs in the several
alr forces and commands" had been developed sefter much experimentation
and put into practice on the stations. The device used, however, was a
three deputy system, based on a concept of three rather than two major
functions at each station, and in turn at each higher echelon, The base
or gir force commanders had three principal assistants,namelys a Director
for Operations, algﬁirector for Administration, and a Director for Supply

and Maintenance.

126. Ltr, Lieutenant General Barnegy M. Giles, Chiaf of Air Staff, Hq, AAF,
to General Knerr, 1 July 1944,
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The three deputy system, though it derived considerably from organ=
izational principles similar to those established at USSTAF, was basically
different from the two deputy approach, and General Knerr in his corresponde
ence with Washington criticized it strongly, 4is expleined in a reply to
this criticism by Brigadier General Byron E. Gates, Chief, Office of
Management Control, Headquarters, AAF, it had been found that in domestic
installations the volume of adminlstrative, supply, and maintensnce activi=
ties upset the balance of a two deputy organization. The two deputies had
indeed been tried oxperiﬁenta.lly at the AAF School for Applied Tactics,
Orlando, Florida, the year before, and the plan haﬂ been abandoned on the
basls that a too heavy load was being placed on the administrative sidee.

At the same time, Washington was willing to grant the effectiveness of a
127 .

two deputy system under theater conditions,

It is important to analyze General Knerr's basis for opposing a three
deputy orga.niz@tion and his ingistence on two deputies, for in this distinc=-
tion lay a major significance of the organizational approach in the Theater.
-In replying to General Giios in July 1944, General Knerr commented as followss:

"The three director system" is undoubtedly an improvement on the old
1At Staff, but misses the point of the two deputy systemee.o(It) retains
the essential weakness of the military type staff....Necessity for coor=
dination still largely remains....Two will be apt to gang=-up on the third,
The incentive to play politices 1s increased....The Deputy Commanding
Generals are not staff officers, but share in the command functions,
permitting direct and positive action from top to bottom within the

authority of each, 128
This wes the departure that required new understanding; the deputies
were removed from the category of staff officers and defined as commenders,

127, ILtr, Brigadier General Byron E. Gates, Chief, Management Control, Hg,
AAF, to Gemeral Kmerr, 11 Aug 1944.

128, Ltr, Generel Knerr to General Giles, 27 July 1944e




This principle was established with certainty on the Administration side by the
fact that the Deputy Commanding General was at the same time the Commanding
General of ASC, and his staff agencies consisted of ASB Headquarters. Perhaps
this was needed in the first plece to bulwark the principle, in concession

to the strength of traditional ideas on staff functions. But it was in this
aspect that the chief obstacles to the survival of the system arose, as well
as the chief items of controversy.

Problems of the Dual Role of ASC-USSTAF

The problems raised by the dual existence of the Administration side
received preventative treatment before the surgical opersg¢ion of December
occurreds At first, there was danger of an overlosded Administration side
involved in specific operatlonal activities of ASC as well as its USSTAF
responslbilities. It was on this basis, perhaps, that the principle of
headquarters decentralization was outlined repeatedly and put into practice.
In the early days, in Jamuary 1944, it was stressed at ASC staff meetings
that USSTAF would be essentially a planning and policy making headquarters.
Insofar as ASC was concerned, everything pertaining to actual operations
would have to be decentralized to Hq, Base Air Depot A,rea.lzg The list of
functions thereupon assigned to BADA became imposing, and, in effect, BADA
became the operating arm of ASC-USSTAF,

There was a sound motive in this delaga:tion of functions, but it led
to some curious results. The oxpanded adminigtrative identity of ASC was
partially communicated to BADA, and its responsibilities began to extend
beyond base area supply and maintenance functions. Such secondary ommand
asgencies as the 27th Air Transport Group and the Combat Support Wing were

129, Minutes, Special Staff Meeting, Hq, ASC-USSTAF, 8 Jan 1944
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Placed under its control.130 The early planning also called for BADA
command of the R;placament Control Dapot.131 One curious case arose with
the assignment of the ASC Veterinarian to BADA as part of the decentraliz-
ing process. At one point this officer found it difficult to get approval
for travel orders for a trip to stations outside BADA's strict jurisdictione
The headquarters at BADA apparently had not been sufficiently educated to
see anything more than the original restricted role of its organization,
and did not understand that it had under its command the Veterinarian for
USSTAF i‘l‘.s«el‘fo132

These were minor difficulties in the face of the sound thesis that
USSTAF responsibilities covered a wide field and that its staff could not
~ be encumbered by operating details. Apart from the Air Service Gmm!w;d, :
USSTAF could easily maintain a policy and planning headquarters, because
‘immediately supporting it were almost selfw=sufficient Air Forfes and
Commandse In the same sense, in order to go the same road, ASC had to
raise BADA to a somewhat similar command status. In considering this
development, Colonel Preston, Chief, Statistical Control Office, pointed
out that

As a result of defining Base Functions to include all administrative

gservices rendered by this Headquarters and of our policy to decentra=-

lize all operating Base Functions to the Base Air Depot irea, we seem

to be working towards the establishment of a Headquarters immediately
below Headquarters, ASC which covers approximately the same ground. 133

130. GO Noe 5, Hq, VIII AFSC, 24 Jan 1944!
131, Minutes, Special Staff Meeting, Hq, ASC~USSTAF, 15 Jan 1944e

132, Office Memo, subj: "Request for Orders," Lieutenant Colonel B.De.
Blood, VC, to AG, BADA, ASC-USSTAF, with indorsements by Deputy
Commander, BADA, ASC-USSTAF, and Surgeon, ASC-USSTAF, 13 May 1944e

133. Memo, Colonel Jerome Preston, Chief, Statistical Control Office,
. Hg, ASC-USSTAF, to General Knerr, 28 July 1944.

6? i



- AL P
e e ——
— A

It was perhaps this status of BADA that made it possible for Colon-
el Preston to recommend later in the year, in November, the complete
absorption of Headquarters, ASC into the office of the Deputy Commanding
deneral- for Administration, thereby solving the main problems under
discussion at the time. Eliminating the saparaﬁe command status of Head-
quarters, iSC was one approach to the problem of bringing the logistical
arm more fully into the main command channel of USSTAF, and of more
closely integrating the two sides of headquart-ars.lu This approach would
seem to have found a ready made situation, since an operating headquar-
ters for ASC already existed at BADA. Yet there remained strong arguments
against the proposal to absorb ASC Headquarters into USSTAF Headquarters
and the situation which made it desirable developed only from the prob-
lems raised by the dual identity of the Adminigtration side.

The confusion inevitably caused by two titles and two identities
must be given consideration. Early in 1944, there were noted feelings of
uncertainty, confusion, and a lack of sympathetlc understanding among
staff officers in the field and in headquarters itaalf.lss Colonel
Preston, gave expression to these difficulties, and foresaw their danger
to the permanent establishment of the system as an organizational principle.
In a memorandum to General Knerr in July, he expressed criticism of the
way in which the responsibilities of the Deputy Commanding General for
Administration were couched in organization manuals and staff documents.

134. Memo, Colonel Preston to General Knerr, 18 Nov. 1944.

135, Memo, Major Albert Lepawsky, Statistical Control Office, Hq, ASC-
USSTAF, to Colonel Preston, 4 Mar 1944.
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It ﬁha organization mamal/ tends to convey the impression that
the duality of your position is an expedient rather than the
application of a sound organizational plan....All the statements

of functions of the chiefs and yourself...are couched in terms

of Air Service Command, USSTAF, and the responsibilities are

limitecJI_ 320 Service Command matters and the Base Area princi-

pally. _

The Administration side was apparently adhering too closely to its other
ldentity as ASC Headquarters. Colonel Preston urged that since it was
difficult "to envisage and understand a situation where a lower echelon
is giving orders to a higher" a program of clarification be conducted to
make everyone aware that in working through the main command channel of
USSTAF, the ASC agencies acted under the authority of the Deputy Command-
ing General for Administration. It was obvious that in matters relating
to the Eighth and Ninth Air Forces the only authority which applied was
that of General Spaatz, which pertained to the ASC only through the
medium of General Knerr as Deputy Commanding General, USSTAF.B?

As was conceded in retrospect by Colonel Preston, these difficulties,
ingofar as practical effects on operations were co_ncerned, were essenti-
ally mental hazards and not great obstacles to the business of fighting
the m.m However, when the time came to contimie the headguarters
gystem after the expedient needs for 1t had diminished, an unfriendly
psychological atmosphere based on the ambiguity of two titles and the
lower echelon connotations of ASC, as well as the novelty and strangeness
of the deputy system itself, must have played some role in the reorgani-

tions of December 1944 and May 1945. General Maxwell, in his comment on

136. Memo, Colonel Preston to General Knerr, 13 July 1944.

137- Ib; -
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 form of headguar-
ters organization that differed from that of other agencies and lower
echelons. He explained that confusion resulted from the fact that the
organization and functional divisions of Theater Headquarters, of USSTAF,
and of the major commands under USSTAF were all somewhat dirfereﬁt. An
important fundamental of staff organization required that the structure
of a staff be readily understandable to other staffs and a:'gam:m.‘l::l.oxm.139
General Knerr knew the importance of this and had cor:giatently proposed
without great success that the deputy system be extended to all echelons
below tl‘.."nS'I'!b.'!".l“'0

It is significant that when the program for the May 1945 reorganiza=-
tion which abolished the deputy system was broached, Genmeral Spaats put
forward the idea of the need to be uniform with other branches of the Army
in staff organiution.m The handicap of difficult understanding was
further implied by Genseral Spaatz in the terminology he used when stating
that after the cessation of hostilitles, USSTAF would not require the
meomplicated® operational and sdminigtrative set up meeded during the
prosecution of the m.m
The Integration Controversgy

The deputy system and the dual pogition of Headquartefu, ASC in the
Theater were part of an ambitious attempt to solve a long standing problem

139. "A Historical Review of the Functlions of the Directorate of Opera-
tions," Part VI, "Discussion and Comments by Brigadier General Alfred
R. Maxwell," June, 1945.

140, Ltr, General Knerr to Major General Walter H. Frank, CG, ASC, 24 May
1944. p

141. Interview with General Knerr by Captain Gdldberg, 12 June 1945, p. 5.
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in the relationship between service and combat elements in Air Force or-
ganization, Colonel Preston succinctly defined the problem in June 1944,
when general application to it in Europe and in Washington reached a climax.
As he stated iﬁ, there originally was a division of theory on the nature

of the relationship between service and combat elements. Those charged
with supply and maintenance functions had supported a "hotel method" of
supporting the combat units. Their point was that supply and l:a.int-on-ance
were a contimious process which had to be united under one vertical command
cutting through all echelons. The combat commander should be relieved of
all administrative responsibilities, so that he could concentrate on his
job; therefore, entire responsibility for the base should be given over to
the Service Command, with combat units present on a lodger basis.

The combat commanders themselves held an opposite point of view.
Supply and maintenance were controlling and limiting factors in the combat
commander's mission; it was intolsrable that there should be two commanders
on a station; therefore, all elements should be under the complete control
of the combat ccmamier'}‘a _

The queation of who should command the statlon was never actually an

issue in the Theater. All conceded that the man most concerned with opera-

tione would command at each echelon. Nevertheless, the two approaches

" required reconciliation and compromise from two points. First, according

to Colonsl Preston, it was necessary to maintain the vertical command
gtructure of logistics -

/2. Mimites, Weekly Staff Meeting, Hq, USSTAF, 10 Apr 1945,
1.3. Memo, Colonel Preston to General Knerr, 1l June 1944.
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ees to insure that logistical functions are integrated within

themselves; are an efficient whole; are not dispersed and compet-

itive, and particularly that their importance is properly
recognlzed... and embodied in the framework of the organization.

(To make clear that the Service Commander is something above the

category of the 'garbage collector or the garage attendant.)

Secondly, it was necessary to reconcile logistical control with operational
control, to integrate them at each echelon, and give the commander at each
echelon control over bot.h.m |

General Knerr had addressed himself to the problem of meeting these
two requirements. At the USSTAF level, the solution was attempted in es-
tablishing the principia of uniting the office of the Service Commander with
that of the Deputy Commanding General for Administration. Logistical func-
tions were expanded to include all administration, thereby raising the
 broad logistical function to a level equal to that of the operational func-
tion, At the same time, the Service Command channel was brought into the
main c ommand channel and integrated within it by the deputy device. Ome
‘o'rerall commander united both deputies and within his control the deputy
commanders had vertical command authority in their spheres, thereby main-
taining the contimity of their activities.

Similarly, the problem on the lowest echelons was met with the device
of the sub-depot, wherein the sub-depot remained a service unit assigned to
the Air Depots of the Eighth Air Force Service Command, while under the
immediate command control of the station or combat commander to which 1t
was attached. |

However the problem of uniting service and combat elements, especially

in respect to the lower echelons, had evidently not reached a stable and

144. Ibid.
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complete solution and a further progra;n developed in Washington in 1944,
which was proposed for application to the ETO and other theaters. As
reported by General Giles in correspondence with General Knerr in July,
the program developed in the United States concentrated on the problem
at the station level, but was extended to provide integration at =11
levels. Plans were made for a new service unit called the Service Group,
Special, which was to replace the sub-depot on the station. This was to
serve as a device to combine sub-depot urits with the various Arms and
Services units on the station such as Quartermaster, Ordnance and Signal
companies and detachments. However, whereas the sub=depot had remained
assigned to the Air Force Service Commands while attached to the station,
the Arms and Service units had been directly assigned to the combat ele-
ments. In contrast to the status-of the @b—depot, the new Service
Group which combined all service units, was to pass under the direct
control and full assignment of the air bases and tactical organizations.
As stated by General Giles,

The combat and service elements would be under a single commander

at each succeeding echelon thus eliminating the neceseity, as at

present, to adjudicate service group or depot group and combat

unit differences at Theater Air Force level. This plan provides

a uniform pattern under uh:lchlz%l the air forces in the several
theaters should be organized.

In extension to other echelons, the plan called for an absorption of not
only the sub=depots but also the air depots into the combat organizations
they served and apparently eliminated the command structure of the Air

Force Service Commands entirely. _
The program as thus developed agein raised to an issue the two ap-

145. Ltr, General Giles to General Knerr, 1 July 1944.
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parently opposing standpoints and military needs previously described,

It renewed the argument raised by the original contradictory premises, by
judgirgin effect that the need for a strong Air Service Command with
elevated power and prestige .ms outwelghed by the need for unreserved
unification of service and combat elements at all echelons.

In this sense the approach made in Washingt;m varied sharply from
that of the Theater. Although it was proposed to serve the commander in
hig new integrated command with a deputy system rather than the tradition-
al staff organization, as mentioned previously, Washington proposed three
deputies rather than two. Here the difference appeared in that the logi-
gtical function was not extended as it was in the Theater, end Mﬂra-
tion (including personnel, medical, legal functions, etc.) was separated
from supply and maintenance. This came into conflict with a fundamental
element of the Theater'!s approach. As communicated to Waahingt-on by -
Colonel Preston, General Knerr'!s chief assistant in organizational plan-
ning, (in a letter signed by Brigadier Generel C. P. Kane, Director of
Administrative Services) the plan to split the service side of headquar-
ters into two parts, sdministration and materiel, would destroy the equa-
lity with operations and the consolidated strength which the logistical
or gervice functions had achieved in the Thoa‘t-e:‘.m It was in part due
to this inoreased emphasis on the role of logistics in the air war, that
the deputy system had arigen in the first place.

The main item of contention in the new program concerned the future

146, Ltr, Brigadier General C. P. Kane, Director of Administrative
Services, Hq, ASC-USSTAF, to Brigadier General Byron E. Gates,
Chief, Management Control, Hq, AAF, 18 Aug 1944.
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of the Service Command as such. Integration in the ETO had brought the
Service Commander into the top headquarters, as deputy to the Commanding
General, but had maintained his identity as Service Commander at the same
time by the "two hat" device. The outline presented by General Giles
mentioned no such reservation. Rather, as General Knerr pointed out in
replying to General G:lles',

It appears that the Air Service Commands, as such, disappear.

A necessary condition of such a change is that the organiza-

tion chart shall meke crystal clear the fact that all logi-

stical functlons are united into an integrated whole under an

administrative officer of rank and authority, _

/[In the gengrel approach to unionizetion at all levels

there was danger/... in the desire tg marry the service and

combat elements ... /of losing sight/ of the necessity for opers-

ting all our logistical facilities as one organization, as other=

wise there will be waste of effort, materiel, and effectiveness..4’

In a buckslip note to Colonel Preston, commenting on General Giles'
plan to assign service units to the same command agencies as combat units,
General Knerr was even more direct and conclusive. He viewed the scheme
as basically unsound because of the disappearance of technical and command
control by the Service Command, and pointed out the duplication of stocks
&nd confusion in supply activities which would reaulil:érom the absence
of a central control which éxtended to all echelons.

Earlier, in writing to Brigadier General Iyman P, Whitten, Chief,
Air Services Division, Heedgquarters, AAF, General Knerr emphaslzed that
in his meening of the "marriagem of service and combat elements, he

emphatically had no intention that the identity of the Service Command

147. Ltr, General Knerr to General Giles, 27 July 1944.

148, Office Memo, General Knerr to Colonel Preston, 20 July 1944.
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should be lost in any integration plan. The Deputy Commending General for
Administration was necessarily and concurrently a member of the Service
Command, and belonged to that command channel, though at the same time
brought into the closesl possible ralaﬁon with the combat commander through
the deputy ays‘bam.u9

It .1’ of some significance that at this point, Colonel Preston, who
had worked closely with General Knerr in the early organizational planning,
diverged from General Knerr's views. In a memorandum in November 1944, he
expressed the view that the Air Service Command could indeed be elimin-
ated in the new integrated structure, as the Hawm plans for over-
seas Alr Forces indicated., He believed this to be consistent with Genar.nl
Knerr's organizational thinking as well as with developments in the United
States. One advantage, he thought, would be the eliminstion of the cumber-
gsome device of one man holding two apparently separate titles and offices.

Some people fail to appreciate the reasons why this was necessary

and others did not understand how it worked. Actually this in-

termediate step was absolutely necessary and served a very useful

purpose. That it can be eliminated now is due solely to the wide-

spread acceptance of your idea of the functions a,gg opoaition of

the Deputy Commanding General for Administration.
Colonel Preston was keeping in mind a fundamental reservation that if the
vertical authority of the Service Command were thus eliminated, its sub-
gtitute would be assured in a deputy system established 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 system could be

1/9. Ltr, General Enerr to Brigadier General L. P. Whitten, Chief, Alr
Services Division, Office of Assistant Chief of Air Staff, Material,
Maintenance, and Distribution, Hg, A4F, 29 May 1944.

150, Memo, Colonel Preston to General Knerr, 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=
tical unity of logistics. Nl

In actua.l fact, the reception of an integration program on those
terms in the Theater levels below USSTAF, was not promising. The Eighth
and Ninth Air Forces maintained A-4 staff sections parallel with their
omn Alr Service Commands, although General Knerr constantly proposed a
wedding of the two agencles similar to that at U..'-".ST‘tll".l52 When the Eighth
Alr Force did finally adopt a modified deputy system, in August: 1944, it
took the form of three deputies, Operations, Adminigtration, and Materiel,
without drawing VIIT AFSC into the headguarters picture.153

Headquarters, Eighth Air Force, particularly, represented the think=-
ing of the ge-called "combat school", which was sensitive to any implica=
tions of a gplit command on the combat station and at other echelons. |
They objected to the status of the sub-depot on the station, and their
program, as it finally developed, called for a complete absorption of air
depots and service groups into the combat elements and a consequent hor.i-
zontal slicing of't.he gervice atmcture.154 When the plan for a Service
Group, Special was first presented in detail from Washington by General

Whitten in May 1944, the Eighth Air Force objected to the concept of a

151. Memo, Colonel Pregton to General Knerr, 4 Dec 1944.

152, Ltr, subjs "Consolidation of Functions," General Knerr to CG, 9th AF,
10 l!a.y 1944; Ltr, General Knerr to Major General Walter H. Frank, CG,

2/ May 1944.

153. Roster of Key Personnel, Hg, 8th AF, 15 Aug 1944 (Prepared by Stati-
stical Control Section, Hg, ETOUSA).

154. Memo, subj): "Reference Comment on Plan of Operation, Hq, 8th AF, and
Hq, VIII AFSC," General Knerr to CG, USSTAF, 13 Nov 1944.
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separate Service Group. at all, and desired the absorption of the group
155

elements into the combat group on the station.
General Knerr, on the other hand, could not share this concern over a
"split command” on the station.

The great value of the sub-depot on the station lies in the open
. channel created between the combat unit and the full resources
of the Service Command, with the Service Commander thereby ig&n—
ing in the responsibility for tomorrow's combat operations.

He strongly opposed a situation where the commander was given not only
command control of the service units (while the units remained assigned to
the Service Command, as in the case of the sub-depots) but also absorbed
the persomnel. |

Supply and maintenance is just as specialized as medical services

and must be controlled as a unit., If such be not done a tempta=

tion to remove outstanding individuals from the service echelons

and place them in another activity where a dire exists for

ability, cannot be resisted by station commanders.

It was apparent in General Knerr's thinking that insofar as lower
echelons were concerned, he held a fundamental mistrust of the ability of
leaders occupied with combat to handle administrative matters at the same
time.

A1l will concede the glamor of combat to the youngsters but some

dey, with luck and some intelligence, these same youngsters will

be content to ride in the back seat of a transport, Then they,

too, will be mature enough to handle the qgand problems connec~
ted with keeping airplanes off the gr .

155, 4th Ind, CG, 8th AF to CG, USSTAF, 15 June 1944, (to Ltr, subj: "Tables
of Organization and Equipment for the Service Group, Special," Briga-
dier General L., P, Whitten, Chief, Air Services Division, Office of
A/CS, Material, Maintenance, and Distribution, Hg, AAF to CG VIII AFSC,
through CG, USSTAF, 25 May 1944).

156, Ltr, General Knerr to General Giles, 2 June 1944.

157. Ltr, General Knmerr to CG, USSTAF, 13 Nov 1944.
158, Litr, General Knerr to General Glles, 2 June 1944.
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In this sense he did not want to entrust the lower echelon commanders with
complete power over service personnel. With these considerations, his
theory of integration proposed sections of the Service Command residing on
stations and at all other echelons, as units umder the commander's control,
but handling all administrative and service matters for the preoccupied

combat commander.

The Recrganization of 15 December 1944

The climax of the controversy came in November 1944, when General
Spaatz called together all of the leading Air Force Commanders of the ETO
and MTO to discuss certain major problems facing the Air Forces at the
time. The Conference of Commanders held 25 Navaﬁber at Cennes, France,
forced a decision on the issue which was now clear-cut; whether the Air
Force Service Commands or the Air Force Combat Divisions could contain in
assignment the new Service Group, Special. Against General Knerr's opposi-
tion it was decided that the Service Groups would be assigned directly to
the combat elements. General EKnerr succeeded in making his points strong-
ly enough to obtain a declared prcrv_iao from General Spaatz against the
unwarranted trensfer and migapplicetion of technical personnel. by the
station ct:llnmamie:t'.159 Yet there was no evidence that this reservation
was substantiated by directive or formal principle or really modified the
implications of the éha.nge.

It .a.ppnrently became necessery to reconsider the whole approach to
the integration problem in the Theater. In General Knerr's mind, the Cannes
decigion extended in its implications to the highest echelon of USSTAF.

159, Mimutes, Air Force Commanders Meeting, Cannes, France, 25 Nov 1944.
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In consequence, General Knerr addressed himself to Generel Spaatz shortly -
after the Cannes conference, and while stating his satisfaction with the
deputy system as such, recommended that the Air Service Command be separat-
_ 160
ed in identity from the Deputy Commanding General for Administration.
The separation was officlally confirmed on 15 December, and Brigadier
General Kane, formerly Deputy Commanding General, ASC-USSTAF, became the
Commanding General. General Knerr remained as Deputy Commanding General
for Administration, USSTAF, retaining with him all of the purely adminis-
trative staff sections, such as the Personnel Directorate, plus three new
161

directorates for Armament, Commnications, and Medical Services.

As stated by General Knerr, the December reorganization was in con-
formity with the spirit as well as the letter of the Cannes decision.

At the conference during the discussions, a number of people
present indicated that they thoughtI had too much to do. They
didn't think that one man could carry the load without cracking
up because of the amount of detail involved. While I didn't
personally feel I was cracking up, I felt compelled to carry
General Spaatz's decision out, not only in letter but in spirit,
all the way through; and with the changed point of view it
gseemed to me better to have a fresh mind to grab hold of the
gituation as it changed rather than have a previous mind th,ig
was firm in its belief that the previous system was better.-02
It was evident that a defeat of the principle of Service Command

residence on the combat stations was Interpreted as a defeat of the con-
cept of a dual role for the Service Command at the top. The Cannes deci-
sion appeared as a decision sgainst the extended function end suthority

of ASC, based on the objection to a "eplit command". No one, it would

160, Ltr, subj: "Office of the D/CG Admin, USSTAF," General Knmerr to CG,
USSTAF, 3 Dec 1944. )

161, GO No., 98, Hq, USSTAF, 11 Dec 1944; GO No. 100 Hg, USSTAF, 15 Dec.
1944.

162, Interview with General Knerr by Captain Goldberg, 12 June 1945, P.b.
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seem, offered a program of integration which called for a complete absor-

ption of the Air Service Command at all levels, with a deputy system sub-
stituted to maintain a strong logistical structure. In any case, it was
not likely that Gemeral Knerr would have accepted such a solution, since
he had previously indicated its undes:l.rabi.}ity.' The program that was
developing seemed rather to call for the absorption of the lower echelons
of the Service Command without offering any substitute form whatever. A
 decision had been made against that type of unionization of service and
combat elements which maintained a semi~independent status for Service
Command units such as the sub-depot. The decision had been extended to
USSTAF headquarters where the Service Commander had maintained his identity
while acting as deputy to the Commanding General. However, in conformity
with nei.ther the principle of total abaorpt.ian nor the method of inte-
gration embodied in the dual role of ASC, the Air Service Command was

now simply relegated to a distinct and subordinate position in the USSTAF
command structure. Instead of diaappearing entirely, the Air Service
Command stepped down among the parallel commands and Air Forces. Rather
than a solution of the problem of integration this was a retreat from it.
It is possible to infer that it was perhaps better in General Knerr's mind
to withdraw from a program of integration and define more sharply the
i.danti‘t.y of ASC by separating it at the USSTAF level, than to encourage
the kind of integration he could not welcome. A consistent application of
the Camnes decision eliminated the possibility of the Air Service Command
gharing direct command functions in the headquarters at all echelons, as
the sub-depot and deputy system provided. 'Thereby the choice was forced
in USSTAF Headquarters between that method of integration which proposed

e -69-
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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 down from its previous dominant position where it shared
command functlons on a level with the Operations side of headquarters, and
placed it on the level of a subordinate USSTAF echelon. It seemed obvious
that General Knerr preferred the latter alternative.

The comments of Colonel Preston on the December reorganization ex-
pressed the sentiments of one who had been very anxious to see the program
of integration succeed, and was willing to see it succeed in iéma of an
elimingtion of the Air Service Command in the belief that in 11'.5- place
a deputy system exteanding to all echelons could maintain the strength and
vertical unity of the logistical systeme '

The Air Service Command has been weakened, and the concept

of service very much narrowed. We have abendoned the idea that

gervice embraces the supply of all things necessary to enable the

aireraft to perform its mission, and yet by retaining the Ser-

vice Command with its separate chammel we have failed to establish

the concept that all logistical control moves down the main

command chammel....In this nekconi‘usod compromige we appear to

have retreated on all fronts.103

Tt is evident that to General Knerr, "retaining the Service Command
with itg separate chamnel," was so fundamental in any effective logilsti-
cal structure, that to maintain it he was ready to sacrifice the original
ambitious purposes of the deputy system which expanded the definition of
logistics to include all services and administration, and which brought
the logistical commander, as deputy, into close unity with the main command
chammel. .

In the final analysis, it was obvioug after the 15 December reorgani=

163. Memo, Colonel Preston to General Knerr, 4 Dec 1944.
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zation that General Knerr's personal control over a combined logistical
and administrative function remained much the same. In practical effect,
the same staff agencles contimued to perform the same functions. The new
diptinctions were distinctions in directive, form, and title.  However, in
this aspect, the retreat in principle was real. .

In effect, the Air Service Command, soon to be redesignated the Lir
Technical Service Command in Europe, served as the A=/ staff section of
USSTAF, turning back to the 1943 days when VIII AFSC held the same posi-
tion. ATSCE now included the former ASC-USSTAF directorates of Supply,
Maintenance, and Technical Services, plus a Persomnel Directorate of its
own to take the place of the Persomnel Directorate which had cast off its
ASC identity and remained with the Deputy Commanding General for Adminis-
tration. The term logistics resumed its restricted meaning.

ATSCE is the logistical arm of USSTAF. Its mission is to

procure, service, and deliver the aircraft, equipment, and

supplieg for all of the AAF combat units in the European Theater.

Its three major tions are therefore supply, maintenance, and

transportation,l

The USSTAF orga.nization chart uh.tc.h' appeared after the reorganization
did not list any staff sgencies of supply and maintenance, and did not
formally identify ATSCE as the equivalent of an A-4 for USSTAF, but simply
listed it as a subordinate command alament.ms The USSTAF organization
mamal of 15 December more specifically listed the supply and maintenance
functions as the responsibility of the Deputy Commanding General fotrl Ad-

ministration, and added a final persgraph which simply stated that he had

164. Itr, subj: "Highlights of ATSCE," Brigadier General Clarence P. Kane,
CG, ATSCE, to Mead Senatorial Investigating Committee, 23 May 1945,




delegated certain of his responsibilities to the Commanding Geﬁara.l,

. ATSCE. Certain staff officers (such as the Surgeon, Ordnance Officer,
Commmications Officer, and Chaplain) who had originally carried out over- .
all functions for USSTAF while remaining elements of ASC-USSTAF, contimmed
to perform dual functions. However, they now had their status dignified
and elevated by virtue of their assignment to Headquarters, USSTAF,‘ rather
than to ATSCE, while they contimued to carry out the same functions for
Headquarters, ATSCE. Emphasglzing the aspect of an expedient union, the
organization mammal stated that the purpose of this duality was simply to
avold duplication while Headquarters, USSTAF, and Headguarters, ATSCE,
were located on the same post.166 Certainly, this statement could not
serve in support of any principle that the Service Command Headquarters
should be or always ought to be assimilated with the A-4 functions of an

Air Force Headquarters.

The Reorganization of 15 May 1945

The culminating development in headquarters reor-ga.niution came im- ‘
mediately after the emd of hostilities, though it had been planned a
month earlier. The reorganization of 15 May replaced the deputy and
directorate system with a traditional five section "A" staff, topﬁed by
one Deputy Commanding General and a Chief of Staff. All of the former
divisions were absorbed under the five headings of Personnel, Intelli=-
gence, Operations, Supply and Maintenance, and Plans. ATSCE was to con-

. 167
timue to function as the equivalent of A-4 in the new headquarters.

167. GO No. 49, Hq, USSTAF, 15 May 1945.
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The impetus for a return to a traditional form of organization ap-
peared to come from General Spaatz himself. In explaining the desirabi-
lity of this type of organization, he pointed out that it was directed
toward post-hostilities needs as distinet from the requirements of active
combat, which supported the deputy system. He was considering that the
operational responsgibility for the Fifteenth Aﬁ Force would soon be
defunct, that the operational arm itself would soon lose its combat res-
pongibility, and that the main problems remaining were administrative in
terms of redeployment, training, the disarmament and intelligence programs,
and Air Force participation in the control of Germ.le’s In an even more
simple explanation of the change, the effective date of the reorganiza-
tion was get for the date when with the cessation of hostilities, one of
the deputies, General Anderson, would move to another aaéigmont.le;

The May roorga.nimﬁion was admittedly an adjustment to post-war
conditions, and as such did not reflect strongly on the efficacy of the
deputy system during the strain of war itself. But it did seem to answer
the question whether the deputy system could be preserved intact in appli-
cation to less complicated peace time situations as well as particular
war time emergencies. In this sense it contradicted the original theory
which proposed the two Deputy system for widespread use as a permanent
contribution to air force organization.

The factors which go further to explain the disappearance of the
USSTAF deputy system are implicit in the story of previous developments.
The impasse reached in the general problem of integration and the contro=

168. Interview with General Spaatz by Dr. Hopper, 20 May 1945, p. 12.
160, Mimtes, Weekly Staff Meeting, Hg, USSTAF, 23 Apr 1945.
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versy which it involved, without .doubt weakened the structure of the
deputy system. The 15 December reorganization removed what was perhaps

the strongest support of the device. The emphasis and prestige of the _
deputy title was no longer needed to represent the position of the Air Ser-
vice Commander in ths headquarters. The concept of logistics which expand-
ed supply and maintenance to include all administration and services had
lost acceptance, and it was no longer necessary to insist on a dual divi-
sion of headquarters functions in terms of operations and administration.
The ambiguity of a distinct command status for one of the deputies had been
removed, and it was easier to consider the deputies as closer to the cate-
gories of staff officers than the deputy system originally intended. |

The demarcation between two sides of headquarters had been as time
went on increasingly blurred by an over-lapping and similarity of functions.

.At the end of hostilities, the predominant administrative character of the
Hsadquarters seemed to end entirely the usefulness of the division between
operations and adm:l.nistration. The judgment of those who earlier believed
a duality to be unbalanced in a non-combat situation seemed to have been
borne out.

The deputy system had operated in an atmosphere of hybrid strangeness
within and outside of headquarters. Though its influence ng gtrong, its
principles had not receivel uniform and widespread acceptance in other
headquarters and lower echelons. The involvements of the dual role of the
Deputy Commanding General for Administration and the new terminology had
made orientation difficult in the field. It may be inferred that in the
end when the great factors for the existence of the deputy system had dis-

appeared (namely, the dual role of the Air Service Command and USSTAF's

am -



active operational control of the 15th Air Force) it became easy and natur-
al to return to a normal, more widely accepted and understood form of
headquarters organization than the deputy system ever became.

General Knerr who was closest to the deputy system and believed in it
most firmly, in consistency opposed its elimination. As he summarized the
story of the May 15 reorganization:

With the termination of the war, the necessity for two deputies
disappeared as far as General Spaatz thought it went. The time
had come to dispose of the top key personnel, and General Spaatz
eliminated the Deputy for Operations and just retained one Deputy
Cozmanding General....The two deputy system with subordinate
directors was firmly established before D=Day, and demonstrated
its soundness throughout the invasion perlod, the early part of
1944, and 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 for occupational
uses, General Spaatz had many discussions with a number of us

and indicated the advisability of going to the standard War Depart=-
ment five section staff organization for the reason that the rest
of the Army was accustomed to that method of operation and had
never understood our method. With the factor of time disappearing
as an objective, we could afford the luxury of a more dispersed
type of organization. I argued against this....However, after
General Spaatz clearly indicated that he wanted this other type
of orgenization, I went ahead to devise the best one that could
be oatabliagas and stil)l retain the basic plan of ocur former or-
gﬂnizationo

General Spaatz and -General Knerr agreed that certain basic principles
of a functional mansgement type of organization should be salveged. In a
memorandum to the Deputy Commanding General for Operations whose Plans
Directorate was drawing up the new organization, General Knerr made propos-
als that were meant to safeguard these principles and maintain the progress
achieved in military organization. He proposed that restrictions be made
to prevent the office of the Chief of Staff again becoming a bottleneck in

170. Interview with General Knerr by Captain Goldberg, 12 June 1945, P. 5.
171. lleho, subj: "Staff Orgenization," General Knerr to D/CG, Ops, 13 Apr.

1945.
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staff operations. He urged that it be made clear that the staff heads were )
to be endowed with vertical command suthority as distinguished from the
lateral staff responsibility of the normal General Staff. If that were
es‘bsbliahed it would make little difference whether the staff heads were
called assistant chiefs of "A" gtaff or directora.ln

It is not cleer by what method these principles were to be safeguarded,
except perhaps by writing them into steff directives. The role of termin-
ology and form would seem to be important in that the bresk from tradi-
tional staff organization in 1943 and 1944 was made in terms of new labels
as well as clarified operating principles. To assume that this was an
educative device, and that terminology was no longer of any concern, dis-
counted the possibility that an outmoded body of principles, not long
dead, but long associated with the lsbels of the Genersl Staff, could be

revived easily in the case of personalities and situations removed from the

experience of the Theater.
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CHRONOLOGY

2 May = Ge} ETQUSA and Hq, SOS combined,
10 June = ®A® Staff eliminated from Hq, VIII AFSC,

m:m-mnmmmmmmcmduarnn- submitted
to CG, ASC,

2}, July = Brigadier General Fugh J, Knerr eppointed Deputy Commander,
VIII AFSC,

26 July = Gensral Tnerr reccamended t to ;
a3 0o, B 4F. wo deputy system GG, VIII AFSC

11 Sep -kjwwmc.zahr-ppohudmofmu.s.wm
Forces in UK,

8 Oct = G=4, ETOUSA and Hg, SOS separated,
15 Oot = Hq, USAAFUK sotivated and staff appointed,

. CG, VIII AFSC gppointed A=4, 8 AF,

9 AF organized in UK,

24 Oot = General Enerr appointed CG, VIII AFSC,

1 Nov = 15 AP established in Italy,

A

22 Nov =« Major General Ival H, Edwards appoimted D/CG, 8 AP,

23 Nov = Speoisl Staff Sectiens of VIII AFSC grouped imder Chief of
Adminigtration,

29 Nov = General Knerr designated whole VIII AFSC Hq, to act as A=, 8 AP,
1Dec = Ge4, ETOUSA and Hg, 508, combined again,

15 Dec = Operational cantrol of 9 AF assumed by AEAF,

24 Dec = Gemeral Eisenhowsr eppointed Supreme Commander, AEF,

30 Do = Meetings at Hg, 8 AP to decide m organization of USSTAF,
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gtaff operations. He urged that it be made clear that the staff heads ;eré_
to be endowed with vertical command authority as distinguished from the
lateral staff responsibility of the normal General Staff. If that were
established it would make little difference whether the staff heads were
called assistant chiefs of "A" gtaff or directors.17l

It is not clear by what method these principles were to be safeguarded,
except perhaps by writing them into staff directives. The role of termin-
oioa' and form would seem to be important in that the breask from tradi-
tional gtaff organiZafion in 1943 and 194/ was made in terms of new labels
as well as clarified operating principles. To assume that this was an
educative device, and that terminology was no longer of any concern, dis=-
counted the possibility that an outmoded body of principles, not long
dead, but long assoclated with the lsbels of the General Staff, could be
revived easily in the case of personalities and situations rﬁmoved from.ths

experience of tha Theater.
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SHRONOLOGY

22 May = G ETOUSA and Hq, SOS combined,
10 June = "A" Staff eliminated from Hg, VIIT APSC,

23 June = Xnerr "Repart on Air Service Command in Africa™ submitted
to CG, ASC,

24 July = Brigadier General Hugh J, Knerr appointsd Deputy Commander,
VIII AFPSC,

26 July = General Knerr recommended two deputy system to CG, VIII AFSC
deG, Bﬂ.

11 Sep = NMajor Genmeral Ira C, Eaker appointed CG of all U.S, Army Air
Forces in UK,

8 Oct = G=j, ETOUSA and Hq, SOS separated,
15 Ooct = Hq, USAAFUK ectivated and staff appointed,

: CG, VIII AFSC sppointed A=4, 8 AF,

9 AF organized in UK,

24 Oot = General Enerr appointed CG, VIII AFSC,

1 Nov = 15 AF established in Italy,

A

22 Nov = Major General Iwal H, Edwards appointed D/CG, 8 AF,

23 Nov = Special Staff Sectliens of VILI AFSC grouped umder Chief of
Administration,

29 Nov = General Knmerr designated whols VIII AFSC Hy, to act as A=4, 8 AF,
1 Doc = Gei, ETOUSA and Hq, S0S, combined again,

15 Dec = Operational cantrol of 9 AF assumed by AEAF,

24, Dec -GmrdniunhmroppohtodSupm Commander, AEF,

20 Do = Neotings at Hq, 8 AF to declde on organization of USSTAF,

2244
1 Jan = Cable of Joint Chiefs of Staff authorized establishment of USSTAF,

6 Jan = Lieutenant General Carl Spaats assumed Command of USSTAF, Two
deputy system institutad and Air Force Commanders appointed,

=]




4944 Cont'd
16 Jan
X7 Jan

20 Jan

12 Feb
13 Fed
22 Feb

1 Mar
19 apr

e General Eisenhower assumed command of ETOUSA,

= Hq, SO0S and Hq, ETOUSA combined, Major General Jobn C.H,
1ee, 0G, SOS, appointed Deputy Theater Commander,

« Genoral Spaats sssumed sdministrative control of all Army
Air Forcve mits in UK,

= Directorate of Weather Services established,
e Supreme Hesdquarters, AEF, established in UK,

@ Technical Services Section, Hq, ETOUSA transferred teo Ha,
ASC=USSTAF and becams Directorate of Technical Services,

= Hg, and Hg, Squarden of USSTAF and ASC~USSTAF activated,
@« Directorate of FPlans established,

7 June = SOS redesignated as Commmnisations Zone.

1 Sep

25 Sep
15 Oot
20 Oct

26!01

1 Dec

10 Dec
15 Dec

10 Feb
20 Fed

5 Apr
13 dpr
15 May

® Hg, ASC-USSTAF reorganized, Directorate of Administrative
Services eliminated, Special Staff Sections grouped wmder
Supply and Maintenmance, Brigadieér Generzl Claremce P, Kane
appointed D/CG, ASC=USSTAF,

e Bq, USSTAF (Main) established at St, Germain, France,
- h’ ABAF mt.d Air M’ SHAEF

= Engineer Command (Prov), USSTAF, established at St, Germain,
First Tactical Air Force (Prov) esteblished at Vittel, France,

= Conference of Air Commandsrs held at Camnes, France,

= Suh-dnpota and service grm:pi removed from control of Service
Conmands and placed under administrative control of Alr Force
Commanders, : ]

= Continental Air Depot Area established at Compiegne, France,

= Hq, USSTAF reorganised, ASC-USSTAF separated from Administratiom
side of USSTAF, General Kane appointed CG, ASC-USSTAF,

= ASC-USSTAF redesignated Air th Service Command in Europe,

ineer Command transferred to USSTAF and redesignated
- ear Command, USSTAF,

@ IEngi.nmar- Command (Prov) disbanded,
= Commmications Directorate transferred from Adwin to Ops,

e Reorganisation of Hq, USSTAF, Two deputy and directerate gystem
eliminated, Singls D/C and ®"A" Staff appointed,
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