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GENh~AL }~cYiNLEY: Gentlemen, th-s mornlng ~ e are navlng a lecture 
zn tne OrganLzatlon an@ ~d~..~.:z~,~zon oart of the course. You ~,~ill 
fm~c them d~strzbuted througkout t.~.e course mntll we come to tl~e cui- 
mlnatlon of ~h~t s~b3ect in the }{ay-June perlod. 

Cur spea~er th~s mornlng, " ~- ~ you ~{ajo~ "}eneral Otto L. :,~elson, Jr., 
probably all knov: as the "me~. ~.;ho ~ote the book." He ;s the author 
of "Natzon~l Securzty an@ ~he General Staff," ",~hlcn nes caused ~: g_~eat 
deal of favoraole comment. ~lou h~ve already reaa nls b~_ograph~_ca~ 
sketch. I merely want to say that I th!ak General !~eison's experience 
~n thls f~eld ~.s un~que~ ~n tnat~ ~,~h~ie he ",.'as engaged ~n ~ct~.ve o~era- 
tmo:~s of heiplng wzth the reorgan~_zat~on of the Art@, he was also a 
student and concerneu ~.m~h tne aca@emzc approach to orga~mzat~on. So 
navzng bad the acede.~c on one s~de and the pracZmcai on the o~ner 
certa-,niy gzves h~.m a unique bacKgrouna to speax on this subject. 

Th=s ,.~orn.~ng General Nelson emr has±zes ~he ![ct that he ~s here as 
a c~v~i±an ant tr.at h±s c!v~l-~an experience ma,/ h~ve tempered some of 
h~s vze',,s sznce he left the 'Army and :~ent ~nto active bus~nes~ ~. 
civ~l ~zfe. 

This <ern~ng he ±s ~olng to soeak to ,~ou on some o: tn~ ~" ~,f~ - ~-- 
t~_ons of the V]ar Depart.<ent between 1939 and i945. I have ~reat <;lea- 
sure ±n welcoming Geners i Nelson. 

~E_,~y, aL NELSON- General },.[cKlnley~ gentlemen: It z s  v,l~h sc:-~..e re- 
tzcence that I speak to this group because I confess that I never ~.ad 
the ocportun~ty to be a student at the Army Industrzal Co~,%e. ~ ~ -" ";~.on~ .... 
of you are no doubt as famml~ar~ zf not more faf<mlzar~ w~th the th~_ngs 
! am going to talk about than I am. I speaa, therefore, ' ztn ~ v~ry 
great d~gree of hm~blen~ss, and I hope that you ~ recezve w::sz i 
have to say ~_n a very cr~[,~c~i lash!on, i a~k thug ~m'so oeca'usc Z": ~, 
cresent ",,orK i find mcs~lf so engrossed that r ' . ~ nav,~ not b~,e,n a~;ie to 
gzve th~s talk ~ ,, ~.~ carefu± preparatzon ~vhzch a talk to .~ou sentiem~n 
deserves, I am :~o~_ng to talk extemporaneously frc:u notes, i say a<aln~ 
~_eaoe v~ew cr~t~cally what ! have to say, 

I ~ght say that i started out as a student ~n the subject of or- 
gar~zat~on and a~r~n~stratzcn v~n±ie i w~s an ~nstructor at t~e i~±!~tary 
Academy, and ~hlie ta~zng 7raduate wor~ ~t Col~mcla an~ }{~rvard. I 
obtained an ac~de~.~mc oac.'ground iorm, before I c~le fac~ to face ~,±th 
pract~cai urooieus. I confess now that I was convinced that I ~cnev; 

more at the conclusion of my academic training than at any t~n~ s±nce. 
~-+ them The ~ns~rs ar~ not nearly so cl~e~ ~n ~ract~ce ~s you c~n oe~ 

i 

L _ ~  Ut~Li 'k£J 



h 

from theor'a~s. Nev~rthuiess, i oeiaeve cne of the th~_n~:s that an Army 

ef_.ic~r con ..,ell ~-tuay as tb~ g~ner~l subject oi Organiz~taon and 

Ad~ninis ~r'e tlcn. 

~n ,.,nat i have to %ay " ~-'~ ~o ,~y i ~.:~ ~ ' ass~,'iu ~mt you nave read tk 

vcr/ c~'~c.!lent lecture cnt_tl~d, "OrF/n~zaticn 02 the bet Depar~m~nt,~' 

2r~pared bj Co~on~.l Babcock. T will not ~'~i~eat wm~t he has had to s~y 

:~o :nj ~ remcr~<s th~s ~.tornlng will oe an _~ rg~ ~ ~+ p~ ~ of : ,'_<choral neturt, 

but ~ want to group tt~¢m unc.-cr the ~'~"~.o~ "'~.a-.s"" general ntaqin~,s: 

" -,~ • nat Pzrst, I ~,oui~ iz~e to d:scuss br~_y %," v~e-~v t it zs nign!y 

important that Ar~..~ " ~" ~ ~ . ,~,, o~ic~ s unde~st:nd organization an@ ~,.n~t I -~.~c 

~c cail tecnr.i..~u~s el con~roi that amplify an indiv.:da:~i ' s c~pzcity to 

~ian ~nd to ,.m-.r~age. 

Seccnd, i vJo~d ll'..e to cover ver/~ ~r~ei'ly .,~n~t ! consldcr ~o b~ 

~i~ css~.ntlcls of effective or~anizction, snd, fro~u, ttere, I v.ant to go 

v~ry ;.es~aiy over ch~ p ..... ip.,l ~r bepsrtment or mi .... ~on_.± 

~a I saw th~ ~,.t?md~ate~-~ :,r.Lor to ,orid i;=r II, -,'rmt th~ 19L2 "~ar 

Demartment. reorganiz.-.t~on tr'_od .~o ({c in ,h~. ~ ..... , _.or, v of reme~yxn.,._ ~~- 

feats; ~nd then fan~!iy i ~ould llke to discuss ~.r _c~:¢ some defects in 

the l,~ar D-~'~-t'- -,nt ~'~ ~ .... ~ , II . .~g .......... cn an "orid ~"r ~ nd~ in the ii-<ht of 

that, discuss [ ~"~t ~'~ tLe ....... .... ,_~ or ~._~_z_~onai urobl~.~s wos('d by the n~ed for 

c~ntrallzed supp±i control versus area control cc ~_.~na ~.,nd com~at ?i~ro - 

~'taves, v,nich ,~oblems are u±~ays with us. -hen i P~A},t sej- so<:et::~n.~< 

~er the d~::~r~A ,~,.i~3tct el the Arned Forces u~:d~r unll ~'' ÷ = ~ c~, ~,..... 0 f l .  

I thlr~< the r._~ic " -~",.~ . . . .  ~c~scn why  i d-~c±ded tc s~..;:~< h~re tnzs 

.-,ornang }'~us th_t _~t giv,~s me ~n opport'mq_tty to ~.,,p-:_c~zeo~ . bh< Lm,~o_~ t~ nee 

of' _~n und~rstc.:,dang of" ,~f ..... v~ oroo, niz<<tloi] ~ <!,=,b <,O snc~.ld .~::Lect 

frCl9, it a~ tllc 7"or:.~f. of !.ecfnm,.iu<~s of control~ e.nc ,"'hal v,,e ou<rt Lo y ~ 

fron or(antz'~b~.on to ~F!~i'y the capacrty of coPa~tndurs. It ±ccL th~s 

subject t~]at ~erhaps ! an son~wnct cf a ~na,.a, , so ycu c;~ <'..,,col chat 

1 nay uv~-rst.;L,.~ ,,hat I ._m about to say. 

if you vii± stop ahd anaiysu -~ .s ....... ..~.:, 

does one rely on to p~rfor~ any job 9'' ! th±n~. ;.ou v..lih _,"lr~< th~-',~ are 

three n:~,~_n crees. '2h,-~ _.~rst ]ro~ Is that the ~o~;:~nd~r, or tnc operacc~, 

or the oo~ must have ~ne :,no,.ic~..~ the c~,o~rience , d the ju~g~:~:It 

necessary to na.~e v,:!se o=c'_slons, second, be :..lust ~,avo <:.Jib ZnQlv,_Ou~is 

i~ r[mJI l~OSltaons, COL[! o~.±± <.ha opcr~-tl.n@: <.A.~ tnard, :i~ :bust h:]vc {;!i 

_ ,.,± t<.f~ th~ or- ~ff~cnive crg~nz~o=o~, be .:axu ~h~ ~ob go. i ~ni,~k too -~" ' 

;<-.nazctlc:n~i_ _st,~ct as i:;ncr~d or t_~.~n far ,~,-~ .r.tcd, out ~'c sce~.s to <e 

nor~ , , , r ' t ,  i~, .~s v.cr. /  o ~ c e n  t h e  one t : , r t  o f  t h ~  t r i n ± % 7  "...,,hcr~ t h ~  g r e ~ ' t ~ s t  
if] [ r o v e :r.~ llt mS p . , o o i  ..... 

2 

. - -  ~ -- . . . . .  r ~ :  q 

L : '  "' hUd 'L "J  L I 



 uGm 
/ ", / 

Now I would ~i ~_ae to go bac:~ of that a little bit and raise sone ques- 

tions about tqe first part of the ~rznity, the ',,ise docislons ~n the part 
of the coi:mancer, the ooeratcr~ or the bureau chief, and I woui(~ ilke 
to assert for the purposes of arf~qent that, without effective organiza- 
tion, wise decisions are im[,t.sslbi@ arid ~ey personnel are so hand!carped 
that only mediocre perfor~nce ~s possible. I think if you will conte.n- 
plate a bit you w~ll a6ree that no cow,nan< decision was ever arrived 
at in isolation. Every able co.%~,mnaer re,~lizes the e,_tent to which his 
decisions are the products of his organizat±on .... . r~ .... r th~n el his own 

;~!ind, 

It might be of interest to quote briefly froP. the 1947 winter issue 
el the "Public AcLTinistratlon Review, :' in wh,_ch an article apfeared on 
the "An~iysls cf the Process of Declsion-making," by Ja::es L. ':cCaml, 
professor of Polltlcal Science at'the University of ",iscon~in. I ,~ucte 
fro.,u his _rticle. He says~ "Declslon-man!ng is defined here as bhe 
ccmplex of h~u associations, events, and ,~o~' ~'~s --~----o~'~~" to and ±nc!ud- 
ing any conclusion lot a program or folicy or o?eratlon. " He goes on 
to say, "In further explanation of the definition, one e~s~-hctLon should 

~o.~e ever ;ia.l~s a c6cl- be made c~ea., it is that no olng:e inaiv~ddai "~-~ 
sion in a@~mlnistratlon, he is al,,'ays influenced bg ctner persons, w~etner 
present in person or in spirit, and his conciusi~,n is .-~he result of 
advice, affection, t~.ostility, fear, env:,, acu~rat_on, contempt, or con- 
de~censlon, ant! other considerations involved In the co~npiex hmv:an re- 
latlonshlps that pervade ad.ttnlstratlon. There ~re terms used in the 
present l~nguage of ,~na~.em6nt as ~a s±ngie co~Jlnand' <,r 'unified rcspon- 
sloi~ity,' ¢,'nlch might ~/.~.~ th.~t one person c,n be given autnorlty ~..c- 
conpanzed by the aoi!ity to act on nls own, depending or~i.y on his o'.~n 
judgnent. No such condition can ex_tst in fact~ insofar as decision- 
making is concerned, because inter-personal relations are in vitable 
and, cons~'qu~ntiy~ persons will influence uach other. ~ - ~_. 
a single cor i:and and fixed responslbi!!ty contlnu,= to ce us~ful in 
ohaory and in pracr, lce, but they should od ~Anderstood o rei.'er to 
oroan.z~t=on an~. supervision, and not to the .process of ~'e~.c..n)'" , con- 
ClUsZons. " 

,.~uor~d this point but ~ do so because quite often Perhaps, I haw' ~- ~ -' -~ 
we are prone to think of decisions of co~z':onders as sor:~thln~ arrlv~d 
at in a vacuum. W±se decisions are more often the froouct of effectlv~- 
ste~ff ssslstance than the r~.~suit of individual briiilanc~ and ~nlus 
on ~,he part of tl~e co~/ua.nder. 

Able ' ~  " ina~vlaua±s ~re necessary in 'Key ccs._tlcns but re.aeraber tnat 
k~y personnol can never b~ eff~;ctlve u/'~l~s~ they undc~ stand th~Lr ru- 
spectlve roles I ' • r , ~ v ~  suen this in the ' ~' • it Ar,,jf, ~ .qe~ve s~on in ot, Dcr 
gcv~r.m~t~nt a6partn~unts~ anu ! have seen it in inaustry. So . : a n . 7  tames 
individuals co riot unc~rstand their rol,~s. .~..nlr t.~.mes th~ indivzdu:als 
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under ~.,hom ~hey work do not Landcrstand the difference netv;¢cn whether 
the itldzv!<~uai ~s ~n adv¢s~r or planner--that is,~ s~f£ man--cr wLethcr 

ne is an ooerator oi" a acct. !,low, there are fanny ]obs that entali both 
roi~.s~ .n~ It se~ms %o Pie L~AT, thls ' .:4 .. snou-~ net bca d ffzcult th~ng t~ 
understand. But it is extre~,el~r ~ort~nt to understated th~ d~ot~ictlon 
odt,~n situations where an zndlvmdua! operates as a staff zzan and wh~re 

ne operates as a co:m~nder~ ~n o#crator, or s doer. Each ~ole requires 

a vastly different ~thod ~nd a w'stlj dlff-~r~nt aLoroach. 

~o.Lid~r~ng now the w-~sentlals of an c~c~iv~ or:~anzuatzon, let mL 

'~.qhat helo +.roe ~ ~ o~ganzzat~on must b~ provided nose thu ~uestlon, ~,, 
to serve the top man?" It has ", .... ~l~o o s~emed to me that th~ first need 

of every co~uander~ ~ver bureau c'ni~f~ every opcratoc ms cd~,duate zn- 
formation, obtaln~d ~n t~ne, interpreted properly, ~-nd pre~<~ted 
efflciently. I ~._~ not talking about ge~.~rai information whicn a com...~nd- 
e r  or operator must have in or,qer to . . . .  . It h~s ,' .fl.~..-,.,~ V,,.LgL~ c ] C O _ L S L O I s S  b c ~ - , ' 1 l  , 

my expcrS-cnce that stupid dects_~ons art not the result of' an znc~zvzdual's 

lack of lnteilIgence, but so tften ~m?rop~r dec_szons hsv< ~ b.~.en tnc re- 

suit of tns ccnm.ahder, (-r th~ chief cf a bureau, or the ch:~f of a 

section not Kno~vlng wn~t the score : , , :~ s .  

if you look o e h z n c  the scen~s ~,h~rc ce::~ :~ndcz'~ ~.:d ~o erects;it ~n~.t~ 
and chang~ %h~ir ::_~nds, you find very often that t,,.+ Yzrst ~m~...~ th~ 
course of sction was deci¢]~d upon cr~y fragm~nt<~ry ]-.no~,,m~dge <,f tnc 

tot~.-i scor~ ~,vas <~t h-nd. As adazt._on,~l ~r-for~..ation has c,~,~u In~ tf-s 
inG±vzdual--of~cn v~r F pr<'i ~r±£--has changc~ h±s mind. So I ~,.o~id sa/- 
in iar<c s~rt vac.,~z~±on <,re ..,,.zaaness . s  An ,.!oc: szon-m.-~,.zng Ziow fron 

t~e fact shat tn~ ~ndlvi~u, ± ~,ho has tnc dec:sien to ~ar.c ~.~s net . ~d 
tn~ ~nfor;.mtzon at ~hc ~; I~ should h~v~ h,fl ~t. Tlzs f,.~zlu, e s~.ould 

. -~ . _~ . npd . be c~±KcU up as a o~.~=i <rror , . ~  thus ,s th~ resul9 v f  ~n;ff~ctive 
ored-r_zz<=tron. The o~cond esotntxai tn~t on~ ndcds to h:~v~ zn ~nc ' aj 

of ass_ct-:nc ~f Pe IS to do a ~ooc~ 6Db ic LZ&L [,.~ .lust %&vc' . St =.~.~ 

t nat ~.!~i orovzde .._,n~" with a fair <~nticlpstlon ol "~h~t .'--'ot-~-m° a~ 
coaling ~nd the necessary -.dv~ce for planning, i ,,.;.nt to cor,:~ .:~c:~ ~o 
theft subject lat~r an. 

Another essentlal f~ effective organlzatlon ~s ~.},,~ d~iegdtlon of 

-,~orK to subordlnat~ officers .no cobb,ands ~.~ith r~s:'ons±ozi±ty for th~ir 
sph~r~ of ,,ctzvity. Of cours~ there is a J~fln:%c i: ~zt %0 t i : , ~  : : u m ~ c r  

of subordinates v.ho c~n b~ supervised "~.ro~rly., . You .~rc .-.'.,_.L t'~,~_,~a. 
i belz:.ve, w~_tn the tn~cry of the sp~n of control, i~<gardlng sp~n of 

cc.ntrol, I w a s  interested .~n a r~c~nt zso,~c cf L:_fe magazine vz.~ch 
con%Lined ('- slot7 on .crr,.st..A ',,.her~ln h~ is ~uot~d 0% saying, "As soo~ ~ 
us ~. man trI~s to su~rvis~ the wor{. of a h,.~i do:on /.,eopl~ h , .  ~ b~.~co;.<;s 
~dilut~d by J~:tall ~. " 
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I v:ant to come D:~c!: no~; to the distinction between the staff end the 
op~r=,tors. If there is any one subo~ct which in ray opinion '~.e~r~ - strcss- 

--"~'~o -m.d restresslng, tnts is it. Th~ st~ff men is not an oo<;rr.tor. . His 

job is to enlarge the c~pacitj of the ind:vlcu-~i v~om he serves, His 
cob is not to unuers'.<<e to c~rry out o;,.ratlng det~,-~Is. That is, th= 

job ke shouio ~)ass on to co,~r~,=nds or to p~r~ons sp~clflca.h.j charged 
w i t h  th~ p~.rformance of c~rtaln t ~sks. 

r rec~li tnat .... ~ ~'- _ ~n~r~ ...... rshell vas al~.ays qu:~c opooscd ~o caving 
,_ i_rg~ s~aff because ne s~.id th~ - ~ • ota~_ ~ot "in ~riJ h~ir of peopl~." 
]~hiie this may oe so, I would come back and say thct ,.here ch~s is the 
c~se it is because th~ staff attempts to operate. During. ~:'Jorld. ..... n~:~_~ II 

c~.rtain cf our male, co.mi~Lndcrs were irritated :tt st,3ff ind-Lvldual~ be- 
cxuse ~h~v thought Lhcy ,'~rc barging in, so to speak, on their sphere 

el nct.~vifiy, ~nd yet thet should n~vcr be t~e ces~ ~f tn~ respective 
rol,~s . . . . . . .  of staff "~en end cp~r-to~s are understood nd "~p~r~c_.~,o<-a. if ~: 
n~n~_ echelon or' <~ ni~]her cor~n, nd :s to render [:ny lnt ~ i ~ m~m_...~...t ew,lua- 
tion of the work twit -s <~oing on ~n aubor~Ln~te ~chclcns, then th~ 

co,~~t~d%r must h~ve a st~:?i' :'~an to inform hL~. ~nd .<uep him posted cn 
Lhe c, e t u l l s  o i  t h e  wor.< n~ n e ~ d s  t o  k~ow t,o c v a i a < t t e  p e ~ o r m , ~ n e e  ~nd  
t o  co.r, ' ,~nd I r . t e i l l ; ~ - n t l y ,  I f  he  r e l i e s  e n t i r e l y  o a - , , h d t  Pe h = : l r s  I r o m  
h i s  l o w e r  cor.va4ncers~', he i s  s t  tnclr ~'[-~rcy n e d  -~,i_L± ruevcr  know v~neth-~r 
cr not ~h~ 2- ..re ger,.or.~.,o the Lask effectively, 

The only pclnt I v;ouid Like %o invltu to your ,~ta~ntlorl on the 
question of deleg~.tlon of ~.uthority ::.nd sp~n o~J control ~.s thaL v~ry 
oftun cur orsenlzatl.on ch~rtn~kcrs atten::t to follo,,~ span of contrcl 

without fuel±zing the consequences to which somutmmes it i~ads. I 

recall %h{~t a f~v~ ~,,cars ~.go .h. st. tu De[artmc~t h~-d some 65 division 
chi~-fs, ~.ecn of ~.he<~ thouioht h~- h':d a right to rer)ort to tnc S{cr~tery 

.... !,;.~o was~ ol course, too ~-ny, zn.< the so~uDion th-t '.'~as oro- 
vlded hj one of the r~or.[af~izatlo~ls of the St ,te D~p~,.rtm~nt by thu ~,hen 
S ~ c r c ~ r y  o f  S t ,~ t e  S t a r t i n g . u s  vc.s t o  e s t  tb~J.s.}. ~.~ ._, l e v e l  ~r~v~d_ .~e".,,l,- 
under th~ ~ . . . . . . .  + c~r-.tarjr of o , ~ t ~  eight or ten mldlviduai~ ,.',be ',ere :~'ti=cd 
D-.~c~or~ of <.f_ices. The directors ~;er'<: SUF .... o~ to c<mrdtn,~t,c :;rid su- 
nervlsc the ~ork of five or six or sev<.n of thes,~ dtVlSlC.~s. ~h~'t re- 

suited, hc?~evcr, }:as that, instead of a more orderl$- org n~_zatlon the 
S~cr<~t~ry o? State was s~p~r:~ted by ~n ~" ~ - . interm.~u~ .... Y ech, ion that could 
not give L..L~ the arlsw~-~rs from tb~ org .n~zatiori.:l l~vcl of Division Cni~fs 
~';ho w e r e  tnL;' ones. -~,;ho c o u i a  _give hz~r t h ~  ,ux,pert  i ~ f u r n ,  t ~ o r  1 .. . .  '~ ~t ..~,,~ 
neea~d. So i think ~cu should teware o f  any easy so,_utlon, ~,,h~r~, by 

~'OU h::V< suJ_vdd tn~ ,~rob:~n.~ .~ ~ of sp~n of cortrol. 

A~.othtr or tni[,.:,,icnam n< e.~senti.G to a coF~u',nder is wLat I ",~oul~ 
l~k~ %o call th~ ci4ment of ~:cn~ral st~.f? ~-t!]9<JrVlSlO[~, wn±ch inclc',ues 

th~ dlso~.~,!n~'tion cf _tr.lorm:tlon, tn,~ orlant:~ulOn of ~bo.e_n.uc 3ch~lc:ns 
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.tad t~te el,_minatlon of znternal frlctions. So often individaais v,'itn 

"~nc b~st of not_yes try to carr;~ ~hc b~il in such a ~,,,~y that ,_n~v~t--clj 
they b~mp into otn~r ina'_vid~ais who "ire trylng to carry th~ s?_L~ ~al_l. 
In such mnstances the s~If c~n be exceedingij helpful wmthout t~,~inZ 

on its shoulders the command prcrogatlves cha5 do not ~Lroperly belong 
to .~_£. Guner:~i staff sup~rvms!cn ±nclud~s ~,'CrK in a field ~,vhcre I 

c~±lev~ the Army m%de tre,nenc~ous strl.]~s darlng the war--v;h.,.t i cull 
"~valuatlon ui .'esults." In readlng ';~r Dep~rtment hzstorj ~ i r~cail 
~nat at one tl.mG there ,~ms great dlsc'tsslon over the l esrwctlve ool~s 

of fzeid cc¢~.anders ann t]~e Inspector Gener~-l. T~e fuo±d cocitan~tcrs 

felt that any ~ntru~ion m tl,.elr co:.~n~md area by th~ insl;ect~,r Oen,~ral 

w<'uJd be ~n Ir.v~.slon of thelr co~m~:r.d ~ ~ ~" +~ " ~- nc ' D-e~og.~ e~ ~ ~s SUCh w~s L<- 
proper Tn~ir attltude was theft ~.f the hl;~h~, co."-".onder ~° ~ ~ +", know 
anythzng ,'obcut thezr ,org,~mization ~_~ ~ts performance the zn; o:':=ation 

should cen.e only f~o:~ th, fi(.id co~,m'-nder. Hi<her n.'ad_,f.ar+ers could 
not send gcner-i stafi officers or inspectors there to find ~,a t, ~,,,hat 
~ , a s  g o i n g  o n .  T_ t, h i n k  ÷~= . . . . . .  .~,~ .~h~.t  a n y  ~ s  . . . . .  ~ ~'a~" s a r ~ c c  , o ~ s t , "  ~ J ~ t h c . u g n  f - ~ l d  

co.,~anders and their staff still t,ak~ a d~'~ vzew ~.t toc Prequent vzszts 
of st.:'~ff officers . nd oth~rs f~ o,n hl.;~er hcua:~,k~rt~.rs. 

Durzng war%zr.e, Chiefs ~f v~r~ous SRL~-Ly @ep~I~:,~P.%S '~id ,~d~,~kr.lstrt- 

tzve branch~s of t.ne Art~ 2 S<~rvlce Forces ~.0._e tremencous striaes in cett~-nF 

a staff organiz~-:tlon wLich would permit results be b~ ~v:{lu.%t~a. T:-i~ 

Armed Forces do n~t have +,,he benefit cf coz~frol d~vices s'~c.h .~s bu',Ig.v~-, 
wn~_ch often arc =snored _Ln tm=,: oY v,:ar. They ~ r <  no~ cu:bcd by the 

necesslt'~ of h w z n S  ': F r lit und l o s s  ~t~:te~ .... ~ ~.h~t will ~,hc.w nc,~,v th~zr 
partzcui.-_r <~ep_.rt.',ent ms op~.~r.~t±ng; they '.r,. not c_rb~d by any o,.h~r 

cost ~ccoun~in,z or book~{ceplng control s th .~t t~c ut~!zz.~d In industry. 
In tt,. absence of these t,-~chniqu~ s of ,~ontrol~ _t ~_~ nz!ihi'~ imr,ortnt 

that, Ar ,[ offlc~rs ul.dcrst" nd or<,-nlzatlcf..-':r.d c.~ntr~l techn-_....iu::s t'q,.fl 

are .~ed<d t..') .... v:~luata o~rf'or~,,ncu. Too <)]'ten ,~h~n ~ :]l~hbr <o"~.u.nd~r 
goes N.to ~,~';- ]id_d ~is pr~s~j:ce zs knew b,,for<- {~ ~ts ¢h~r.,, .n] oo 

often wn~.t he sc~s ~...d hears is not .-t ii v, hr, t <-XZST. S <.r: i_ "÷, /,:ty 

time an lnlzvzdu:i h , : s  ~ i.~rg.~ m~d co~.pl~x fluid ±or w.t_Lsn h~ :> z'~ sFon- 
sible~ it seems to ine i ,n~ t unl<.ss he develops sta!'t t~cfmlcu~s so th:t 

thero c~n be an evaiuat].on of the work th '~t }lots on ~._n hi., cn.'.~ nd, ~':<-~ 

has nacdicapp~d himself very mat~ri%lly. 

T:a~ :.z-I p~rm±t only s vury br-.f r,<~f..r{~nce to ~n<.t ! cor~sld~r the 
mrln ham Department org~,rr, z,~tlon~l d~fects prier to ].'-r14 ~,ar !I. If 
any o t  you ~r~ ~e~,cly interestca in th,t f_,e~a C h ~ ' p t ~ r  VI!~ p~gcs 31a 

" ~ . . . . . .  l ~  d ~ - t , ? l l  to #SA uf ~y ooe~ wzll ~rovia-e co. ........ L . Sus,, ~ ..rizlny wry 
b r i e f l y ,  it, s~.ms I o me ~,i',~ f~st gr~at defect w ~ s  r.n.. lmDossibl~- sfan 
,;f 3n:.trol, Tn~m~ w .  r c  so;:% el l n d l v i c . u . ' . ; s  ~,¢!:o or%..nln'~tlonnc:ily s p ~ _ ~ K -  

lag n<.d the rigp_t to g~ in .-.~d rcpo~t 50 the Chi<f cf St-.ff~ but tf-~ 

sad thing v&-s tn ~t nest of them n~vcr h ~d i.~'c -)pp('rtu_nit], to ,x% in. 
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I rec_ll ¢-s a n  kss~ste.nt Secret~ ry of the General St~ff th'~t staff 
stucles ~.,~cre pr,..s~nted ore_iiy flrst to on~ of tac thr¢~ Deputy Cn~fs 
of $t~.ff; thor. ii it w~s suff~c~cn~lj ~portant, tnc ~uestlon ~,,~s pre- 
sented ora!l~r to the Chief of Staff, end on that th. d~cislon was based. 
It ~iwajs ~c:,~ed to me that the indivldu'~i v~ho :r:a~e th~ oral p~escntctlon 
of that st~ff pa} er played a very groat ~oie in the m..King ot d~clslons 
by the manner in which he stressed or ignored cert:~in points. ~n~re 
there ware so many indivlduals who h~,~ tn~r problems F.rcsented s~ccnd- 
nand to those in authorlty through the m,.aim~ of ~ st~ff s~udy or~ !i/ 
presented one had a very grew risk. Compor~-tlvel£ jmnlor o~f_c~rs ~'er~ 
prcsentlng probl~ms for d<~clslon tn t w~r¢ not couched in t'n~ s a?ie terms 
that tne bureau chiefs an~ other ind~vldu ~is such :s tn= Ch-.-~f of Inf.<nCry 
or the Ch_~f of 0rdn=nce, ~nd so forth, would have us~. Those off,cars 
wore being dcprlved of ~,~nat they felt was very properly chance to have 

r,h~ir day ~n court. 

From a su[ply point of v=ew th~ most serious defect of' tL.~ '.'~r 
DeparCment orbenlzat~on b~fore World Uar Ii wms tn~ 5 ct that we had a 
G-4, we had general headquarters u~.uer O~.~_~l XcNa~r, ~,,c h~.a ¢h< Under 
Secretary's office and tn~ Pl~ns Div¢sion of t n~ ~i'.r Dopartmen¢ G~ncrel 
Staff all m~-~ed up in "~rhat ~,;~r~ cssent~aliy trio seme problems. As our 
involvement b~com~ mare compl~x--I think thu zest apt ~xor~sslon I have 
aver hoard to exDr~ss th~ sltu~tion th~ % existed wos th,~t it w~.s tt c~n 
of r~orms. At least thr~e or four different indlvldu"! officers or offices 
all were ~nv(,!v~d in the s~uc b~sic probl6m, ~'~_t,~ no orpcrtunt~y far 
the ~-~.±~ ~.e~ Staff to know that this .~artlc'aler co-~u nder or this rarti- 
cul'r cfflce ~.,~s rcsponslbie for ~,;hat h~pp~ned ~,,,itn r.~spcct to tb.~t fcr- 
ticul~r field. No definlu~ve .~sslg~.,,-.,~nt of responsii0iilty could be me, de. 

'brl ~ " II th~ f c t  Tn.~n, of cou~se, ?~nother defect ~r~_or to ... ~ ,~ r  w . s  

that the, re ~,: s a ho~e~ess n.~xture of st~ff ~.,~ork ,nu ,o~cr~ing uork on 
~'~,~- ~ .~- . t  of t,~'~ ~n_r~l S~aff. Tn~re w a s  r :o  g~ner. 1 rtg. rd. ' s  +o~ ~,ih t 
w~s ~ .~t ~ff ctlvlty ~nd v~h~.t ".~as "in opcrot~ng activity. },[o'~;~ I ~h-nk 
~_n f'.J_rr~ss to <he p.~ople that ~.erc Inw)iv~d th~.~y ~,¢±'~ dclng :,b<~t ihsy 
thought h~,d to be eerie, .~nd of coursc~ i)~rsor'.ai~tics ~nt~.~rc;~ , , ~,aln. I 
aon't bci±eve G~ne~cl Somervell ~'s G-4 ev'.r ~.cted ~-s a ncnoF~.r, tln..?- 
staff officer. He was a doer, ,nd h~ n~'~d to be a oo~r~ because il n~ 
w~sn't thin~o wcui ~ h~ve been in much worse shmpe th~n thoj sometimes 
wcre, 

Then, of course, th~ Air Force s.;tup v~,.s h~ghi£ ~ms'tisf¢ctory. I 
rc~..±~ t,h:~t in Dec~.~mb..r 1941 ~na J~nu~ r£ 1942, i p:-rtlclpated in some 
of the pr~l~tlnary organzzatlons of th~ Air Force. At tnut ~i;~e General 
Arnold was Chi~i of th~ Air Corps ~ nd aloe hc ~,,as De~uty Chief of 
St~±~. In , : . d ~ i t ~ o n ,  Gcn~ re] Arnold ~,.,~s also, i b~.i-~w~, t n ~  Co,~.~'~.nding 
G~n~r,~l of the Air f'orces Co~aand. General Arnold ".ay have un'ucrcto~d 
~!i of his various cap~cltlcs, but I doubt ¥,h~th~r e..cn of his st~ff~ 
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~n tnos~ thr~e c~tcgori~s ~ver unGerstood whore th~ d±vLoing lzn~ v,~-s. 

af Pnat partzcuzar tgme sh~ Air Forces h:{c so m~:r.y jobs to do th,: g it 
wrs parh,:ps fnrtunat~ th t tner~ w.rc so ~.~ny pecpie runnzng with the 

pall ewn though many of t.he~- dad b,m.p ~nto on~ -,nother. 

I maj h, v~ <. somewh:t b~: sod v~ e',~" of th~ results of t}-~ 1942 re- 

ur%.:.nzzation beck:use of '15~ p.urtlcipatzon ,n that work. Ther~fore~ you 

should be bzgbl/ crzt:c~i cf }vn~.t I n-~'c to sa~-. Tbc esteblzsf~ent of 

the three ma]or cor~-:=nds ,~,as :, very G .... .>~ ~Su stride -'orw,.rd b ~ c a u ~ e  l , ,  
-~ -- ~S~l--f.ed to com1:::nc~rs. o c r ~ m t % ~ d  v e r y  1<._ _)(. ;~re-~s o !  r~o, ,on.~_[ .1 . . .b j t " "  i ~ ,  t o  o c  , 

_. , '~en~ T c~n ~ssure 0rou t h c t  the Putbarlt:F with hich ~ "r~..,_ Scmur'v~ll snoke 

~,s Co.<~Ending O~nerol of the A r n y  S~rvic~ Porces cr, rz ~d a yore: great 

..';=~n t h ~  c h i e f s  o f  tP..~ Sup". l , ,7 a n d  A ~ : . ~ n a s ~ ;  -~t.~v~. ~ 
. . . . . .  <.C. SAid ,..S Br r c h = s  thin &,.}.thing he. h ~ver Assistant Cnlef c,f 3t~if, 

O-4. r thln/_ t,:e ~.st ~blL.~nm~.nt of t,n~ C.2,~r<.tion D!vlsi,.n (;f l,h~ ~a,,.<~r, 1 
Staff ",.as a gz'.~at ~,n~._~: '~"',u\'~. ;ont. It was rucognlzed at tl'o ~.-;,,~ T, ne 

Cpcrstion Division ,,,,,_~s tst?.biis~,cd th~,t ther~ sho~zid be : unique com- 

b±rmtzon o~ ~ staff g~ncy -nd ;n odor, t-ng agency. Thcr~ ~,' 
organ-zat:onal ~ntzty tb..t could o~ ,-~,r;ted~ ~ as th~ co.::~:~nd .post of' the 

o~-.-±. OPD ~,as l.hat inst<li<.tion. Tt.e$, op~rat~:d <nd snuy J m~w 
that sh%F v.~r~ supposed to o~'cr,-~te. In sore,, r,~rts of t':~ sect',ons tnty 

v.:~re operating ~nd issuzuj instructions in {.h,~ n"m,< of <ho Ch~_cf cf 

Staff In sr.~ f th..ir obeyer divisions t'~y r,.cozniz¢d sn~ ~, they w~r~, 

G~n~r,"~i Staf'i sections cnsr~d with par'ely pz<,.nn~:%~ ~ - ~:nd o~,nc." ~ ~t.~- ~"~ 

activities ........ . b.i ,nly ,.tf< c%:v~ or -::nzza- 
tion an tmne of '::'at. Buf, umi.;ss that d±stznction c n [,e Kb/t cl~r~r 
zt ZS :perzious to co.2bin% =n o.h~ stnff s~ctzon op~r%cing dutlcs < Zld 

stall ::ctzvztz,.s. 

"U ~'~'" :'" " t:~a o,  ; . . . .  ' t  / / 4 ~  O f ~  , . ; 1 L 2 " ~ { , l o n  :,~",S L h d  L '~r~. .  i ~ t  - 

4uc t ,  z ( n  .,n t h e  s l z ~  of" t~ :o r }en,Jr  ~± S b : - f f .  i t  s c u r , s  t o  ne  t n ~ t  no  3 . n ~ o r - - i  

S t < ~ I f  c..~n b~ v ~ r y  i ~ : r g ¢ ,  b~c.- "us~ l u s t  .~s s o o n  ~.s z t  b e c o m e s  1 , : . r g ~  ; t  

ceases to bo ~: O~n<-ral S~aff. Oener::i Staff ozf_<c~rs snou~a :.now ir;- 

tl/~ z,~u~'i.~ t[~t ]. Vle]{S~ ,.O01Zcies, and even uhe id±osjncrscles of *~. ~rz" chmuf. 

V;h~n ther~ are large ~b~rs el Gcnore± SD 4f off~.c~rs ',he < o not ~'.:',o~,. 
any more ::{hat -a'~s ~n th~ mlnd of tb,= Chief cf St~ff or ~i:~ Dcpunj C::i~f 

of Stall than the field comm~.o,nnur, t.hen t,~'o-u ~nq_,.v:.zu,~ls .mv~ !osD their 

us~fuin~os ,os G~n~r,~l Staff officers. 

]n T.,h~ 19L,2 r~organizztzon the Alr i'crco ?oo~.ion ,a'~s ~''~ ~ -' 
.... " ~ n ~-- I ..... ~ had in .fact ~ u f r ~ r o ±  A r n o l d  was  mace  oomr,~e_. . . . .  r,c ~ n'~'t) o u , . < .  (.,--~,.. : l~O,, n o  s e e n  
f o r  a i c .n , j  s z m c - - a . n d  -~..'~-~> r e l i e v e d  rs O e p u b y  C n i o t "  o f  S t , . f f ,  T h i s  e n d e d  
a -/urJ p.sc:b_ar set'~p i.i, s nuch .-~s Obnerc- Arnold's opcr~tzn~s zcspons!- 

biiit!(.s SO gr~at±y ~ub'w,_mghed h l S  gen..'r.,l ~t.o_,f duties. 

i ~'on'f supoose J.t [s any lon~'<r < s~cr_t that th. Army ~ ,~',~'-~ 

Forces sufu? ulld-.r tq~ reorgLnzz~ti.~n of 1742 ~,,'~s only '"~ 
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,t "~ "-~ °=' " ;  ' "" "] I]-%, ;'---, ' -- '  ~'~, 

as a prelim_~n, r~r organization. There was the great n.~ccsszty for scttlng 
ur, so~.~. • over-all coordinating o])er:.tzng ogency to u_qzt.~ the acT~].vi~i3s 
of th~ suyply chiefs md the a~alnistratzve chiefs ~,,nzc~ involved one 
~nothe'* zn so many responszolii~,z~s, it n eded n coordznatmnz force, 
needed sG_~om= ilk~ a co~.ml~ndzng gcncrai of the Army $~rvice Fo~ces to 
.~'ke the supply and acb.zn~stlatzve act~_vzt~s of the Army more efflc',ent. 
In that, ti~e 19'%2 r~orgzn,zatzon w-~s ~ distinct st~p fo~ward. 

I think it is fair to nay, nov,,~v~r, ~hat what ~-as contcmpiat~d 
crlgzn~!ly never was completed, in ~a~ f]rst znst~mce, I ti~in~--t:'~±s 

' :s con)ec~ure on my par~, I may b~ ,rong--at flrst ~h~r~ ',us a very 
argot ;,--,lizngness o~: bh~ F~.rt of th~ Under Secretary's Office to become 
a v~ry s~ii c:'fzce a.u~ zo r~iy uoon the staff of the Army Service 
Forces. La~er on, ! th~n~: ther~ w~re some m±sgzvzngs about t./-t <rrsnge- 
.<enf, so there..as a bac~:Ing up fro.~ what they in;~d c~±g=n..l~y conte~lated. 

It was contemF, latcd ~t the time the Army S~r,L..ce Forces w,~ estabi~h- 
ea trh.t ta~r~ woula be a subsequent, r~urgan~z~tzon o.f the S~rvzce Forces 
in ,-hzch some of' the sufply chiefs offzc~s ~,oula ue m~rged on .~ function- 
al basis so that we would h vea f,~-c¢_onal oresn~zatmon, such as one 
group in charge of procure<unt, one group in char£e of stor,°ge, one 
group ~.n chzrge of tr.~ns~ortatmon, -no so forth. But th, t ~,as never 
compl~ted for ~" numocr of reasons. I thl~.K trio change :.as so £reat th'~t 
it could not be m:.-~e_ '~.qd~r a period of grc~t, stress such ":s +~'~. supoly 
orgenzzatzons were h-vzn~¢ ,luring Imrid U'..r ii, th~r~..or~, i thin< ;t 
was p~operl< f.ostDoned, 

What i h,.v~, cl~ays though~--~,.g~ in this LS .om',~ly a "erson i ooinlOh---- 
th'tt with the este.blis.~n~nt of the Ar,ny S~rvic~ Forces b¢'_-~dqucrtcrs, thoy 
h,-,i a choice of tw,', things- Either tLe Heacqurrt~rs of t a t  Army S~rvzce 
Fcr cc~ could have ,hewn a v~ry ~ ~" s:~_ top or,~t'n2_zatzon, o p e r < t ,  zn{~ llk~ a 
h o l d i n g  comp,:~ny o p . r ' t t ,  e s  xn  i n d u s t r y ,  o r  t h ~  s u p p l 2  or - ' -~n~z ,_ , tz~ns  l--~oded 
b /  ~ts supply ~hi~/s could i,av,, b~en w'ry thoroughi; ~ or~..n[,:~d , na 
operated ,.-s subsioi~.ry corporations--to us~ the hr;iazn,.: cot.re. :.v op.:=rat~.ng 
org-.nLzrtion "'m<,logy. i,~stcad Army S~rvmcc FoL ce ~--~ .d. fmrt<.rs gr.-~w tc 
be v~ry ~arge and i h.. 6ffz~es of Sup.r, ly Pnd A@,utn',strat:w~ C-.~fs r~,mzn~£ 
very very l~rge. The result w:.s overl,_.p±ug functio:~s ~,:-tn g~at teas 
of ;',at between a verj larg~ Army $er~ic~ Fufccs r~ea;<uu rt~rs ~nd the 
v~ry ~ "  oupp~y Ch~Jf headq~,urters ! t,,~m~ thor'. ~,,,:re zndwid.v-ls 
;',Lo rcc,ocnlzcd on both iew~is tnat zn peac,:t,±F,e o:-- .... f those tv, o hu~) 
orj, nzzatzons ;;as going to go becJuse the country co~uLd not ~.flcrd both 
ill tlf~S of pe~-,C~. 

~,ne oz the v~ry ~'r~at d~fects, in qy of zn~n, zn t~e ",;or,'d War !I 
org~'mzz.~tzom in i,h~ ~'~r Den~rt,,~nt ,~as d~.e f<-ct tL.t tq( G-4 ArnD" Serv,_c~ 
Forces r~l'~tionsh_p w.'s n~v~r satts-uctory, T.~.crc v,<.r~ a gr¢~ t mary 
fctors ir.volv~d, but, tt s~r'",s to ;no tb .t G-4 w~s nev~r th~ stuff agency 
.it, cou±d h~ve b e e n ,  it never proviaed th~ Ch±~f of Staff with th~ • ssist- 

ancc that ~t coa'_d q '.v~ F rcvzd~d hem ;,ith h, ,! there been ,, proocr und~r- 
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~talm~_ng on the fart (:f a±l concerned as to ~,nat the role of the ~rm/ 

Servlce Forces sho"~Id be ant ~:hat the role of O-~ should be. 

1,1 ~ase ti:as as not ciear~ i w-ll :_i~ust='<te bF _n exe~:.~rle. There 

were ~L gL'e ~t m~ny t~aes "'~hcn Gcner~l Samerv~ll cm'~e in to the ~: ' 

Stafz w tth a progr,'~m oi :~ct~ ~n for t;:~ arm, f Serv_~ce Ferc~s, ,,,~here he 

was pe~'fectl< just~led mn t'y~ng to get tb.rou~h someznang that ,louid 

make st~re the ~rmy Servac~ Forces :rou-aohave wha; was neeaed at the 

proper t~me and in suffa~zent ~uamtzt~s so t,h.t ~here was ~n ~de~u~te 

factor of safety, here ti~e.~ ,.~ was a vt, ry #,ppro~,rL,~te rcie for 0-~. The 

qu~st±:-~n .... ~°~,.,.u~t be ~hether, ol not the ±~rmy S~rv:c ~ } ,~-ce c.s the (;.<,trators 

should h<tve as l~.rge ,t fact ~" of s"~fy in ~h~t ',h6j/ :..ere. p±cnnana~ to 

~o in ~,Ae~, el t~e distress-m; s.r, ortag< s exastm~-g an , t;~r -,re .'~ams, 

Un_ortun0.tt~v an~ a nt~iber <.f rd#*[or;,% I~.IS (~-~ ~.~nw-<~l ot:~ ~ i hlction 

S.q" t:l~) }:r.T,.JY oervAc8 FoFc~:3 ro].t &s OI L;-~-~tor v;tl,., p~evk~ it..<," D,{.)L!]_C?~ 

profe~-ly b~-iancod or c~ju~'t~ ~ c.ur_~,.g Lor~e bar if, 

I ;.x'ht say that the ~_,mv ,,:,r ~'o=ces--ar:~; S<.rv±ce l'orc<~s ~,~i~tm0nsn~p 

-~,as not partmcu±arly fc;rtunat.~, i th_r.i the ,~::~:; Servmce Fo~'..;s ~'tre 

m~Lav~t~;d <-t Z.L;~tS %/ a V~ "} r~.,'=i ~,~szr~ to be t.f a-~=~_,st,.-nc,~ t,o the 

Ar~,g ~o_r For<es an h<-Ifxnf tL,=m ~,'~Lth ],n~t w~s ~ ~ij._~i ._c s,~m~:): of pro- 

cu!ey,~<fi prc-,~vzm. At tl~:Lu ~ th.tre m~rt ~rtoan ~m:L%v ~±r Ytr'c..% .~!_;lcers 

who took th~ :~tt:+., ~de I'b~¢; .z< ~f Gr~_;ks b~ ,.~ an,{ :ifl,s. They ~.n't v,ant 
tc holt you; they wa,-,.t %0 o; t~o! you." 

I thlm.< th.~.t <t~,_tu!e. ~a~ b, rn of h~iE~ [t~t that tL.; ,,r#<~ :,±r }'.:~eo 

had been stravang f~ r. ye "~ ~s ., r ~ :oh tn~ ~elo.~. ,.:hire t ,, ~.~rr< ~ ~r F(~ ~.~ 

would be recc.gnized ,is ._~,~," no, ous end -s " er~ ~- [;s tb~ .t~. ~rt ,~, --~t<.t i,-.r*. ~ cs 

( 1  t h , :  , , r m t .  ~n~,.~ e t~  ; l o t  ',, t t... ~ .u t  ~ n y t n ~ i k  ha,~:~,.n ,.h.tc.'.u m.L "t~t . f r Y e  

tnluk ;.~t "~'~ ~; o-caQse (f tr-t ttxiu',~u--wh=cn ..': s ..~ n~oniy ~.~,~t.~, al mt-- 

tn.-~t ~hert ,..,~s not it:@ ..'COnO,~," .nO. CflmCL3nOJ/ an co, u<. o.[' the ~,!ip; J_j 

acbavatics th~:~ aavo~vc'l tt~c "eL~t~onsn±], -,ot',w.~n the .,~,_r .~cro:o "~:.: 

the Set ¢-ce Forces. 

it ~_~lways see;ed to mc tt~ t anointer d.~ftct a:~ .~m ~'<tl¢, .~. : ii or- 

.%:~nlz-ti.cn was a constant tendency for the O'er,'ta.'n Dlv~,.:. o.f tn~ 

~: D~part.m.nt General Staff to oecor~c too b~£~ f<'r tnt ¢p~r't_'n ~'- 

v-:saon to =~row a r i a  grow An r, unbsr .-,i o~fmcers untri :i~;ai/y th~.y Os- 

'<~; n General Stc:ff an thc:~selves, i th<nk thee tendency :'~'.~- a n:ttu~,l 

one, an< ]~rh,=.~s co~m-;endaol(~, indlva0.~<,is ~.n C[~O '.:n,' felt tit..rc :.¢as a 

job t~ d<, wznt.:~d to ~-I r£~ their o: "~ t ",~,,-~, suff u[r(.ntlv to ca. th~ 

3oh. it ai:ays s~emed to ~-e that the ro '.'r ::tt~tad .... i' t.~'~ Cn~tf of 

S~aff's Offac,. was tb., <,~D ~.h,~,;!d oc ntthar:g th.~t c',ui~ ~ , cs-;~b!~" tc 

, . .~veu t o  c n ¢  .of t h e  , -~ t~ , r  '~  n ~ r . , i  S t - ; f f  s e < t ~ < n s ~  .<,~ t,c :.~,~ <.i t r c  i,h:~;.~ 
fll.. lOf ccmDo[Lds ~ h)~O:~lSu " ~ D ' S I'es[,onl.tbalit ! %n,] " ~ 

tn<t f n ~ y  .h:~u_<~ r t t t  o t  '~s'agntd an< du~_=:-. ,~ funot=ons that c-ald f,."ss~},l~, 

be g~ven t.', orbs" .,f tn.J ,.t[,~. ~" ~:er:crai So:.ff Dvas~,ns. 
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One of the other prob±ems ~,%~ich was ~ngenderud by th~ ¢Iro',,th <,f tho 
thr<,e m~Oor co1~:tr~ds ~r'.d thu joint Cntufs of .St: ff org~n:zat~on ~,,,..~s 
t~,ndency 50 bypass the Gun~rti Staff, pract!c~ th--t was o~rh~',s h~t~m=l, 
I don'~ th~nk I hav~ any solution for it, it w,-'ts :. ter:c:cr:cj o ~ t:m Ar:ny 
S ~ . r v l c e  F o r c e s ,  t h e  Arrest A i r  F o r c e s ,  and  t o  r f a r  l e s ~ , ~ r  d e s r ~ .  ~ ..be ":rn,f  
Ground Force~, by vlrtue of tl:~zr r~prusent,~n~_on on Joint C,'..ief of Sbaff 
Co,?~llttcos, to go d~_rectly to the Joint Chiefs of Stiff ..nd, when tn~ y 
couldn't get th~ right ~nswer from tn¢ Guncr:~l St~ff it w~ ~ n." turai to 
try, what may bc cci~d ~.n ~n~ run~ to g~t the -~,ns',v~r th.~y desired tnrougn 
on~ of the Cor..tuttt~;us of th~ Jo!nt Chiefs of S~ ff. I bhlna than "_s 

one of t.~e p~ obiems th~.t ~,,,l!i be prevalent in th~ a~ys ~o come w.~h all 
tn~ new tcp co~'~itt~cs under un~f:c tlon, T(;o often the Oener. l Stnff 
~.~s only ,~ C-~n~.re! St.~ff for t:~e army Ground Forces° 

Now, w~t~- that somewh~.t sur~.ar~z~d cr~tlc~sm u~ ~hat I .Lhou~h¢ the 
d~f~cts -,w~ e of t.4c o_~'g,.mzz,~tlon of th~ ~.,~-~r De.,:artment and the Ar.~y 
befer~ l,~'orld b-r II ,mu what th~ ~ef,.~cts wcr~ ~ fter the 19L~ reor~am_za- 
Zion, ! would like to co.~s~der ur±efij sc;'~o of tn~ or o nlz t±on,~l 
problu~:~s '~,,h~(;h it seems to :nu ~re Fos~d "_,n our post "~urid }~iar !i or- 
g.~nIZ,'t, lCfl unaer uf.iflc~-~tmorl. 

I haw~ ,-i}~.~ys bel~uv~ th. t so;ae c.rg~n-.zatlon SUCh "s %::e hr~<, 
Service Forces (or;A'zgaily , th~ Services of ~ ' S : r , p ~ y ]  v,, s ~,'c"~u.r~d, 0nd 
y e t  I r e c o g ' n i z e  t h ~  v ~ r y  p r o p e r  v i e w  o f  t a c t ± c a l  ~o,.~,~.~ r:{ u~.'s t~,r t t q u y  
m a s t  h,:.ve c o n t r o l  o f  t h ~  means  n ~ c e s s e r y  t o  a c c o m o l ! ~ h  t r , ~ u r  ; ; t tSSlOn.  
I t h i n k  ~.~ . . . .  _ p . . . .  :~.~po ~L v,:ts v-~,r~r w i s e  ! n  t h e  u n . ' ~ f x ~ t ~ . e n  c~ t n ~  Arr~, th :_ t  ~, 
c ~ n t r ~ l ~ z e d  irme~ S e r v t c e  F o r c ~  w--s n o t  c r c ~ t e d  / ' o r  " l i  t h~  ar~.od Fe_~c=s 
et this tL'q~ oec:~us~ I do not ~h~nk ~'~e can c,r.<.t~ t ~ose r.~Jatlor:sh~_ps 
by ]cglsi-~- 

It ,.,,s be~n ~j experience .~:-~t <:yon in the armj, v;hcre pr.~s,m,tcolj; 
d~sc±p lz , .~e  {j;v~_~r~.s : n d  l , < o p l e  wli_ do wh:.% t h e y  cr,~ t o l d  t o  d o ,  j,'<'u c~.n - 
.~ot ?ut ,,ver an cr}Tanz za.txonal chang<: unless $,ou h%v~ :.ctually per- 
su~ded the indiv!m'~-is who <{re concerned t.ha% that ~.s bh~ ore:~r th~n~z 
Zo do. I hav~ seen too .~ny rcorganlz~tlons ~ t~e ~r;~y, the ~,~or 
Department, .%:nd other departments of tn~ Gover~-.~.ent wh~re the org~nl- 
zat-~nr:.~l boxes were changed and wher~ -ndlvldua!s' cut ,_es wer.~ ~_'~s,~.~.,~bLy 
chcng~d, hub whert~ n;~v~rtheiess, i,:d~v~_du_!s },~;~t on co_n~, t.,~'~ ~ s~me 

in fny orgm~zatmon, no matter now ciSClp~i[>~cl ~,~i~ oi',~, n~zatmcn is, 
ti~tr~ ,h .s to be a very consld~r,.oi~ ~egrue oF _~ei_.'inr, oec;tuse, unless 
t::e lnL~vl~u~is concerned ar~ cenvlned th: L <hat ~s n~:e r~ghL ~",&2 r,o do 
i b ,  t,,h<~< ~ r~  goirk,.) Lo ~r.d up c o l n g  ~t  t h e  o l d  ~'"k" o r  ..-.,,r,e h.,-.j tnc3r F i ~ s ~ .  

I r a c y  be wrong on thi.s~ oilb un,:~r 5n~- ]tr~z.dnt o~_~. niz~:tlon c- th~ 
Dep~'rt.:~nt of tn,~ ~.r~y~ ~t -aeons to n:,. ~ t~'~t tn.~ 5~.ncr~i SLo!'f ccnc~pL, 
~os I hoe< oULll.q~d it~ ,,<S tended 5o go som~,,,'hr~t by the bo~-~ra, instated 
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of the ass~st,-nt Chiefs of Sz~ff bJ,_ng Gcn~rci Sta<f officers, t.:ezr 

tltlos aace been ch~njed ~o b:rectors, v;nzch zm@izcs that they ~.rc do~rs 
.':,r o~ ~rctors, in the T;'r Den~rt, m~nt jou .~us~ arstzngusb bet~,-~n tn~ 

o:-er'~,tors--i~.eld cor~mnas or sufply b'ar~r,~u cLzefs--~na General Stuff 
scct_ons t:,.,~t are Kabztzers, so to spean, of -,,,b.~t Lhe e~.~rators are 

duzn s. Th~ Chief of S~aff n~eds <he Gencrol Staff "<:~b~tz~rs to k<.~p 
.-rim infor':ed, to nelp n:Lm cwluate th~ work of th~ oper<.zors: e::d to 

"~ssist h~.~ in plann_ng and dzrect~.n£ the ',,'orx of the operators. In the 
Dep.'~rtment oz t,h~ Army I~ appears thet tn~ Oc~n~fc! St'Jf oi'f~c~rs ~s 

D~_~ectors are o p ~ r ~ t o r s  .no %s such so bus S , an~ so closc t,o fh~:r 
operations theft thej :.re of little value as obj~ct±ve O~n,~r~,i St:ff 

~<.b~z:rs. If th~ Ch~_ef of Stc'ff~ or th~ top man __n "~:,f ccb_lon is 
~:cm:,,< to contr£bute ,:j'es%_j- to the d ..... ~ ~ " - .'- ..... A ..... . . . . .  ~V~ o~ ~ , ~ , ,  ~± .... t,~ op , , r ' ~ t~n  S 
o r g ~ n l z : t z c n s ~  .hs .mast , .Lye -. s t a f f  o r g % n i z a t l c _ u  %o 9z £ n . ,L ,  O t h ~ r -  
,,~zsu his capaoit 2" is s( lm.~zt~d th-~t ~,~ is reduced to so,.:,cnc ;.ho S~JL~ 
"C.K." Lo neople :'{no come u~ with qllestlc,qs Iro,~ t~:u ~< ,cr ,~ch~-'_ons. 

T h e r e  zs one other pc=nt I -uLnt nent.ton h~re. bh~n I f ' _zss  saw the 
19A'~ org..n_..z'-',tzon cn,:rt of tn~ A~od Fuzc.~s~ i thought of t e r,onths ! 

nsd  spen~, ,-:~ t h e  S ~ t , e  Lt~-~-~,.,:<-nt. Tbu ,ro.',_~m t n ~ r e  ;'.,as '~2,. t to, do ..~i~h 
soqc 65 qzv~.s. '-on c n z ~ f s  to raduc~ the sp L of control. ;o te t t ,  z r ' z u s ,  ,"h~n 
n,~ was 3sc re t ,  c r y  c f  So, f ,~ ,  so !v . .o ,  tk ,±s  bjz ' . .u t tz ;~g e v e r  ~.,cm D ~ r e e t c r s  
of Offices, Yh~: ~ r "  :t,.,_ce ].n tn~ Star9 b , . p ~ r t : : e n t  ~ w h . n  : was tl.e:~ ":s 
an no, r i s e r ,  ~',Ps tr.__t th~ S ~ ; c r e t a r y  o f  S t a t e ,  oz' t . ' .e U r d : r  S,- ,cr~t , , : r : ,  of '  
81 ate, ~;hen ~:b ,,, n{~ed *o kne,; SOlT[eS[.lnc] Y,'ould bJT~? ~s t, he r"-u ~ -~ ,..,__L O ~ , ) ~  ( . , £  ,',._P. 

Office ::nc~ wo'ald go <ow::st~~zrs to t~,~ Div_s'or; C~1~i, 'I {: :k, ii ~o,,;l 

reached a polnt, ~,,n~.re~ l.i foutAr, g :~1~ss..~..us_ co.':~n { i.~', tro..T.. ~Lbro~Ci~ 9,'~V~.. 

n,=v~r sent tr-m Lo th~ Director of an Off±c~, Tn~j ,*,'{.re s~nt r:c';,,'n t.; 

tke Division Cn:efs. it, bhr~e (.r fete- c,~ses t., t ~ t,~stua the r,%,i Z 
thet ;,~ont out on ~.~,,. c<-b!v }~,s .,1ever s~en by ~nvcn,. in I..Lu oZli~o of a 
Dlr~ctc;r. 

I ;'~: not sur~ that th~ cn:,-lo~-y :~s a['prop~ "~' ,e :;:+,h r~'sT>act to :!:,u' 

oro~'-~zz .... :on of the D<iartnent of ~he Army as ~e h--re ~t no:.,:, put .,n 

the ch ~.rts you r:~ve so many ~.d~mmnistratlve and tec:~qzcai st~ii" COOLZOns 
.:rid such ~ l~.rge specl~,.l sfizff tn:,t if the ±nd Lvzdu.uls i,'~L "'.re sup}oscd 

to be dlrcctcrs directed them:, they would iosu ~ne~r ',:-ca.r~.i St~ff 

conc,~pt. %~n3y Y,;ou±d b~co:~e operators, ~'~r(:, ,.s sucrl, t~c Chz~ f ...: St.,~ff 
wo'aid be dupr'_,vtd <-f those advisers that b,.~ ne-~Cs to }.~op hA: l znJorm~,~ 

~,nd do tne anticipation for i'm so th~.t h~ ,~:i!i no~ be cnajht tl[,131"J~",r~d 

by contingerczes as now set up. Directors cf G~n~n'al St~_{f sect-ons 
s, resm~b!y are rot only opcrators bat :iso ".s '6~n~r'.! St:.ff Cfflc_rs 
t h e y  "-re t h ~  o n l y  o~-cs tb.~ Chief o f  S - : . f f  c...n l o o k  ~e zn obt~,zr ,zr .g  ~n 
evaiua~,~on cf how good t,n~zr r',erfozm'~nce "s. Th~ r<~sult zs th~.t the 
Chlef of St~ff h,:s ~'.o one on ~i~cm he c':r: d<.'~;~<~ for Gener~i S~,cff su,~,er- 

visions ox,"ept those: v:nu s oper':,tors ar~ ncc ssar.,ly bi:.~,zd. 
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In the ne'~, ch~rt of the Army Air }"orcc ,zs I see 2t, there is 2 vbry 
jr~at . na±og/ bct~','u~n what ms oo:,-'_n a.', to be the org&nlz~tzon of "~b~ army 
Air Fc, rc~ ~.nd v4mt went on in the State Depar~.ne;-.,t u_ncer the reorg~n£ra- 

~ion sponsored by St.et~inlus when ne ,'as S~cretary cf St~.te. 

One th±ng I ccme back to 2s that wh±le co:.~¢zttees arc ~xceeaz::gly 
useful instrwn~nts for ~ " Lz{~nn~ng~ I Lave never yet seen a co~£~2ttee th ,t 
wns g o o d  ~s .-~n oFer...tlng .vgencyo Unless r,o~ttees hav~ so:n~ scr~ o f  

executive secrec~ry v;hc t,:kes onto his shoulders t~ ~ prepar".tlcn ef 

:-:2n<ite.s 2na ?,no sends out clr~ctlv~s to do the things agrJed upc.n~ the 

ec,mn~ee beco~:s of n o  usefuinoss. I r~call that dur2ng t::e early 
~afs of Wuz±d r,L.r II the ~,~_ Council ._~d the ,~enur,~ Staff oi' the War 
uuo_-rm.~en,~ m~t 2nfrequentiy, and wb~n they dld n,c~t ~h~ w~s not .lng 
,of consequence th<~t ~:~s (2~scussed. 

In conclusicn, let me reiterat{; m y  very firm m~l,_ef that tn~ study 
of 0rj d~izst2on -nd AckmLiisLr~ tson is one of tP=e host useful tf'ings th<~t 

any me~2b~r of the Armu~ Forces can undertake, ~- ~nFt~,2ng that you c~n do 
to s~e that org~n!zation ~n th~ arr.y ~_s not though~ cf 2n terN.8 of 

org~=nlzat~on h~rts and p~:rlodlc r~org~nizet~on, ?,h,=re th~ t~tles ch~n.~zu, 

but the people som~:,ow go alon',; doing th~ s~.c work, anything you c~ir 
do to c.lsoel th~ notmon 1,1R~t .... . un .~u  cor-stltut~s or~/..n~_zoss.on I thlnk is 
"~ worth ~',h£lu contr£but£cn on j,our Fort, 

0r;..enlz" tlor m,~st be 8 cont±nuln~i m ..... os o 
co do ~auot Derlod_c~d±j# _..qc cor-~t-ritZy tP2nn in tar,as .f ~ r£t:]iz,~tmcn.% m 

an.'Qys~s so th-t [:e .<n..:,vs tkt he ~s g<tt~ng fron st. If-"D~n:2es, as :~2i 

as op~;rators~ th£ 2nform;-.~on that I~.¢ n{.~ds to i.'~cw, n~t -niy to P.-~'c 
s ~t±sf~-~cv~ol"j dmcAslOnS, ~_,'.t. to ~..Ke proper ~v&~u :t~un <;f rdsults, Uni..ss 
he ~nc,,vis t~],.~ %~'~s~ . . . . . . .  o ~  < r u  b~,_=~.. /'Iovld~.d for hiPl by .t st ~ff £k ' ,  

un±cs:~ nc n'naws th,~t [h~z e ~s .< st&ff w..qich car- grt :tiy enl&r ~ -'.is c.:p_~- 

cLt 5" ,d.( ?¢h.lch c~n [rOVld~ b~ttur team work, k~ ms going to f_nc~ f-'_e 

o_b~ or, u 21io, he ~,'±21 be to Bus ne 

:must acc~r,t 1.,m-t~vcr occurs and wh;_tever 18 sent up l'roi!: ~,h<' JOUV~2 <.Cr.kglO~qS. 
SO _f I h: v~ ~ny [,c)2nz to ,a.'_.l;e 2n ~,,hst i hRve hod to s<ky~ ±t .Is th-'t ] 
.hepe tf:e C-~ner%l St~ff c,uncept, tae concept c~ tnu dat-<s of th~ st.~ff~ 
an£ ~.-.e concept of ±nforn_%t~on, antlc~p;~tior., and t.q.~ job of ,.vaiu,,-:1 z<,n~ 
th t tpc~t c.'/~.c ~t w±±± get contlnulng st_~dy f_~om /uu b . , . t - ~  ~-.,. in tn~ 

,.,or,< '.,L'.,~t you ~.~vc to do 2n t~:~.s v~ry trying kerzod ,of our N'~-.or..'s 
h±st  or/. 

r'.~U~S =~ ~-m~<~±.~,: Would you c,-~re <.o co.~rter:t on your views on the <dv] s.-'-bliit~ 
or' ±r2-dvis;~ol]ltj~ Of & fourth scrvlce ncw to I.an/l~ suppl~, for Ar~/~ 
Ncvy~ ~_rlQ A i r  }(,re<? 
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GENEPJcL NELSON: Y~s, but I will say th.lt I ~on't th~r~ ::y views ~re 

worth v~ry much. I had ~lways f~it it would have b~n highly d~s~raoie 
fo~ tne armed Forces under unlfmcatlon to have had a forth a~m th,t 
would ~o k.ny of the supply ~:ctlvltle~ tn~t could be censo!~dated. Sob~r 

afterthought convinces ~.~ th t t~..e r~s~stance to ~.q~t tv certain nemb~rs 

of th~ Ara~d Forces t~a-. ~s so gr~at %n~.t it woLfLd be bctt.~r for that to 

cease ~n tc:~ future. 

Now~ the or,]y do, rigor I se~ in th t o~tunt!or: is thst , h~t will 
hsnpen when economy beco~cs a watch,'era -,nd the Arm_~d Forces arc forced 
to co these tnln~s for th~ p,~mpose cA ~cono..~v, tne~.< wl'_l :c indlv:du..is 
who will soy th_t the Arn~d I'orces ha~ to n.,ve tn<s tnmnz forced on 

theu, thet tn~y uldn't ?ave the in~ciilgcnce to co it tn~mseiw=s. I 

@oubt whether {~e c',n ever have ~ system ~;nere the fln:i ~-£c ii!ng of 
suppl~cs . . : ,d  s~rvzces can be c~rrlcd out by a s~p"ra~e sug~iy , g~ncT. 
it a~s e.l~,'avs seem~d to .~c that ~vcn ~,<,~ugh gr.~t strldcs h,'v~ c~n re. de 

in gcttlng stan,[arq soecJf~cations, and ~n g~ttlng oerhaps buj~ng by 
(nc supply ch~e! for all the -'~ ~ ~ th~ ~±t . :~ r ' , ,  s of Arr. 'y, ,  t n c r e  i s  ~ . . , . -~ : t  
o p p o r t u n _ t y  f o r  s t : . n @ - : " r d % z ' . ' . t l o n  ~:r:c'. t, h e r ~  ! s  g r ~ : ' . t  o t ~ p , - r t u n ~ t j  f o r  
c e n t r : l  n u r c t . ~ s  ..... ~ w n c r ~  sF, c c l f m c , % t l ~ n s  h<.ve ' "~" ..... " ~-en ~rtcd UPOn. TI]t 1S 
somothin~ tn&t I t.rtinK is b~di~" ne~dod and I hope some ~ oy th.~.c it wiil 
C o f a e  o 

COLONEL H c C ; . ? T h ~ :  C - ~ a c r a l  N e i s c n ,  I r e a d  i h % t  ~ , I t h  r c r c r , r n b ~  t o  t.'.'lb 
r ' ~ o r g - ~ n l z ~ t t i o n  o f  1 9 S 2  t h e  G e n , ~ r s l  S t a f f  'm~s c u t  dova~ t o o  ~:~uch, t h a t  t h e  
Gen~r:,_l Staff was cut down in m~.bcrs so gl~-~.~t!y t.~ct %}u.re v;e~e n,:t 

enough officers in sc:,~c .;] t.ne <ivls~ons to d ~n~_ t!:e infcrm_ttcn tn~t 
~,s~S n~cess.,ry to r'dvise the Chief of $t,<i! on oec=slcns. Wou~d jou care 
tc c o _ ' m e : - t  o n  ch~t~ pleas{? 

Gs2")~fL NELSON: i th~.k that is a dust,_fleo!e cr;~tlcis/<. Tr, O~n~ra! 
S - ÷~ ~f it could h~ve b~n c~t c~.{~: ,.~ r~.-t ~n~: t t vJry c ,all .)tr~ncth, t~tf~ 

I think v:cu2_a l~avc b(.~n ~ lore el'f~ctiv~ Oen~r&% St~ff, but fr<m fii.~(, to 
tL..e i:!Cl-e_ 5~s wer(.~ re&de oo thot there w~rc m:r'j O~n~r. i Staff c f " ~ _ c e r s  
who wcr~ nct, I o~ileve, inti:~tely in t o u c h  wroth ,.,hat ocrha:,s the hlgn 
co~and thought on a subject. Tnet being the ease, i thin~ tinere was 

son~e 3ustiflcatlon for the criticism that there should h~tve oeen ;ddttlon- 
al G~ne~al St~fL officers. 

I ~(~cali that, ~nece were -or~ v~.ry b: ~,utlfui staff studlus ,~-.d prc- 
s ~ n t e t l o n s  p r e l ; - r ~ d  o y  t < , t L  t h e  , , i t  F ~ , r c e s  ,.~n. ~, < h e  , c ' .<y  S ~ r v l c ~ . :  f " , a " c e : ,  i n  th~ 

prey,oration o f  these stusles th.~ services , f ~ l'rge r~mb~r cf of floors 
w~re r~qulred by th~ major cor:'~ .ads, occau~e of the i.ck ~.f personnel 
the Gen~-ral Staff was ~re~ttiy handlcarm%d in ......... -~ s . . . . .  l .  ~ the G~ner:~i 
Staff vis~.olnt zn a simmi~ r striking and attr'~ctlv~ n%nner, lu th~.ory 
st, at'._stical -m~lysis and ~_ .phlc~] present~tlon ehould be ob[isct.!¢e. 
At t_.~cs, ~'owever, .li thu ~.,ients of ,{r~ _%d~crtlslmg : .ency co~.£~in~d 
~ith all the .%biiit ~o cf , n excell~r,.t st'-.'tistlcal an~.~l),s:~ wer,~ emp!oy~ 
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st than the end ozoduct "~.es {alto a work of ,it. To iJroper±y criticize 

and froperly evalu<te such brochu_-es th~ G~ner.'i Staff needed to e,.~pioy 
equival~nt talent both ~_n nm~bers ...rid zn qu.-~!ity. On ~n-s h(,w~v~r the 
Gener':l Staff could never ,'.aLch the l&VlSb~iess ,.~f p~rson:~el usual b F t~.e 
iP.~.]OF COE6q.,-f.C!S, 

GENf~'~.L "fcKI'-LSY: You rcm, zr,ed s ::.t the relationship of the s<rvlces 
snd the C-4 was not so good .=s at ~m{lit k':~v~ been. ',,L,s tbsre dno~Ler 
forc~ besides th~ fact that the Arr,y Service Fc.rcus we.re stro.lgly 
co=L'mmded that militated against C--4, end thst ~as tn_~t CFD had such .'= 
strong supply section thor@ w._s ~l~'~,<ys so:m doubt _s to ,,'~'o ",'~s con- 
~rolli:nZ, wh'etrer -twcs the Supply Section O-4 or OSD ° 

GZ}.[ZC~L ,LTLI~OiI: I think th.ot, is true, ! think wztL:n the Gen~rr-,i 
stars, ,~ith the dlvislcn between C--4 and the Logistlcs S..ctzon of OPD 
und.~r General T, cls/~ <here ;,Ins a wry natuzal tcnq:~nc S for both Azr 
Forces <nd Service Fcrces to play OPD a%; anst G-4, I:" <ddzLzon it },,'<~s 

~ener<l Som..rvell w=.s so bi~J:lj r~>.~rdod b~r th~ 
Cn±ef of Staff tLat he -¢,':s glven ~.lm<st .. frbe :~,~r,.d. Go,nero,.1 !i~shrli 

must, have bden onl$ toc gi~'~ , ft~r the de!als -~nd co."-fus±or: of the 194i 
~, ~ ~o find a supply :nan who ~ o u l ~  re.'..iZy r , .m  "~,~tn the ball. 

GgD[E~L.L !k.'KIbLEY: I nave =motn<r quest.tun ~.,h:cn ! ;;'uuia like to, 
g~t your vi~',,'," on. Do ~'~,,~ rec.t ~nzz~= aL advisor,~ c .o~cit'; bet',oe~., t'.e. 
C_:i~. , o r Stuff and t.~~ C.),~,~r:der, shall ;:e say, ¢.,hzch zs v~iu,~ci~., only 
bec<,zse of tr:e ]...ti,~r's fa,~mii~r±ty with (.ner'otuons ;". ther tn~:rl p). ,rL~in£O 
! ~n try.~ng fie get ev~r an ,~Lv ov,.n mind z~o~,~ " to brzd,:.',c the gap wh.icn w.s 
cre:'.t, ed b L, the S~.rv_,c~ ~orces, wh±ch kept t .~u  ~<.cnni.c<] Ser',,zces .{n far 

f rc.n t he  v e t 7  people t h . t  wanted4~b,:~.r l ~ , i o r n a t l c n ,  The T,;~h,~zc:,l 
Serfs:as r~.lly h'~c w.d.u, h i~. inforr.et,±on ca li~k~t tzc, ns cue t. i-ok . ' ,f  

8 zl'" i~..s, Tc jet tc ti.c Chief <~f St,'-'/'i' tb"y h.d co ~c b ~]l'C'l Uj; ~ t~]e ;~rCy 

Servic~ f',.,~'c<..~ Y, ea,~L{ULrb!.q 3 ynd its e=,b~r=te stiff, &nd ;,r~shtmbi/ -~bmough 
the Oenercl St.zff cefor'e it coaid ~et fie .~hc Oh_of of S".ff, 

Gr],";I3PAL .:ELSON: I th".nk your inquiry poses ~ very cro',d tcesuion: 
wh=ch, os I understand i t ,  zs this: These ,'.re many cper~tors ~,b~ soy 
that "i :-mow r<ore abr, ut this sub,]cct than "znybody also. I lave ,,'.~tn it 
-,,°~ J . o u r s  "- d a y .  I f  t h e y  w a n t  "~ny a d v i c e  u p o n  h o w  t n : . s  ~, . . . . .  ~,~ ~ ,~,~h~"~ t o  b , -  

"~ , 7h~,;re  ..~ .~ J . n d _ v ]  u u ~ - l s  ,,'.he d'ont, I ,~._~_ll be or:l-i too ~,_~.J to tell bhe~.," = 
feel th.-ut very honestly .nd very strongly, who resent :~ny s~t~ft czzticlsm 
frcr.~ sc, meor.e -,,,no, th<;,y feel, is only on ~.lm-cn':~ c.[,eratcr ant /¢.h,o doesn't 
z ~.'~_iI¥ mz~ w the:mr rrot.',le:,[s. 

There ±s co::sii~/.bi< truth in thst ..it±rude, but ',;hat I wuuld cone 
b c.k be s..jr on th,'b is, "Wn~t happens ~'| TLe purp.-se c,f havln,] .~. o%'.]f 
is to fr<~.e oper<:tors so that they ce.n operote. ].',~hen a sect.t.~n ~s both 
st:.ff ..r.d o~er:,Ll,-n,~l tbe=r desks become so fLli~d w±th %hxngs thou h..d 

. ,_: , ' ,_:  L.' } '  ~ U u 
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to be opera,ted, w~th things that h~d to be done that they have never 'tad 
the opptrtun~t,~ ~e s:t back and ~h~ak .rod rlan ~nd ev~lu_~te wh.~ch ~s the 

s t a f f  f u n c t . ~ o n .  

One great contribution that ~:taff ~ff~cers ou",~ ' . t  b o  be J b ] . ~  t~ :", : ' . 'e 

"..~ to antlc~.r.te the thin, is th:~t are _:o~n~'~ to h-lppen~ recluse bfey ."re 

removed from operations they can look at th~_ngs mn o much more tb,lecLlve 
f~s~-ron~ they ought so be aa±e tc .sr.y, f<~r e:'.-mpie ~ w~ich ef the s~r-~=l 

sdbordlnote cor~uands thct are c±m_?.)rJL; far -.dd~ti,'~n~.£ ~eraorln~i ]k, ve 
tot ~ m n y  p~ople or h, wen't eno,i~h people. If ti.< fi~dlvl~ual co"tm.n~ 
concerned co~..t's up .hi saSs ~ 'ti need 9ore people," '.r "I .b[~ve t, o .mnj 

people. " it 1 ~, i - [ ] l ] /  l]aLur%l for h~_.3her head luzrters tr~ re.lu~re sc: : .e  

a~d-~t!onal inf~rm~*,.,_on, some st~.ff ew~lu;-.ti(n te :ss±st the c _ ? , : q a e r  t o  

decLde th:,t par~!culer qu~'~t~on. 

GEN~:L ;:cKit~,~CY: i uaven't asy ;uar=el w.~th theft staff ' ~ncb~on~ 

whmch :~s perfectly c,,rreet. ,h .t i a:~ th~n~:~n S ef ~.s this" Let .~s 

D~!'e the S~een C-~n~ral. Durl:',t'. Lhe ;.,a~ to.ere vvsre ~i~t~t~_,~nc., n what 
he oould ok,, !f st, e '.~a-,~, <.p~r ~t'._oi'. ~_o b~n~ ~,icn~.ed~ sh kid .-.~.::.e 

lleutena.ut cc2onel o[ tt,.' csv~l~y r<pres~,nt f n e  $ur,zcon Qen-~r~]~s case 

iF. the pL~nn~n.g? The Sur,~:-cn ,,~.t.~ knm-;s f !  om h~s curr~nt 
oper?t.:o.qs wh, t h.! s ims~t,.ti< ns ar~,, if $ci .t( ~]~ i$ ~{o rn b ~. .... < ,-i~- o n 

hin~ for furt:.er ,.ctic.~:~ .%c s]]ould :]tb be ~o ~ <r r~,icv~d i~'om 5"~c C.De.I~£L%O~I 
that he d<,esn't b ' , v c  f l o e  ~nfcr~n--tlcn, 

<r~:'..i'at~.S i.L,~-oLJf,: I : } . i n } :  th%t t h t  ~v:.s o p t  " ' ?  %a-, ; r , , : c ~  ~,~ % 

the Army Service 1 crees u l  .d_mt< LtioP.----iflRt if:dlV.-qbiIS ill %~ 6 Off_co cf 

th~ Cn_ef or" Supl'2y Br~nch ,or ,.m ~dm'.nistratlv~" b~:~.notl ,',,..re ao !<.r ,'iov,n 
t t : u  (,rc_r.l.t~:~on,-R ech<-l<,n L~ t t r . , t y  never i~a~, :ul ~pF.cPt~I-Ly t,o ~ ; r : ~ s e n t  

the f~cts -s they ~,~ them, I kn,_,w that w:,b true. i r<.c~l_. ~.n o General 

D~:~,'t f,~/t wry stzongl:/ ~-b'.,ut the nec~ss.rty _,or ~:~ttLng it: , "lets for 
t'~.uter c~ctn~ng, but oec~ us,~. bnat h'.-.tt :lev~! been pzesentsJ f:.r~bl,y unuu8h 

OPD o2 tn.~. %_,.r Department <r at tim, cow,mind l~vei ~r, ETC.'. thu ~:~,%;.tr 
declS-~cn "v:,..~s :\eL m'_de iF t2~.le for fib<: citth.~s to D : . ,  :q<~re'J s ,  t'i_,t de- 

]iverles could be made "~hun needcd, I don~t <.low how t . ;  .~ut ~r'oar,.l tht. 

Th~ o~'eblcn was complicated, in :if huz,~blt oo:Lnlun, uoen'..ist' !,n:' ~l .: <kiu~rl ~rs 
cf the Ar<y Service Forces wgs ovcr-erg~rl~ed. 

GEZ~i }cKINLLY: There can be ~ staf.[ w'lue .~_n '< i  cper,-->~ who c'n 
teL1 5R}u currently h_s l~m~t0tlcns <._,.,~'~ has pc. s - ~ ] . b : i ; , _ t ~ . e s - - t ~ c t  :s vmzt 
I ,-,m bettl..o at--aria t.q~.t the opurat< r curt be tot. f'l removed fr,J:u can 
a cO±re C,'<S~T.L~ri'~r. 

know whzt t}-~ ;r<./.,tr 3el.-] v is mhontv~r there o r ]  two echeicr: ];t~v~r 

tn,~ oper%tln t, ,,.~ct2,-ns =nd t~ic or,<.ntz ,t2cn:l ._cv<] "~¢~u],-. b.Rszo ,i-c2s_ ns 
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QUESTION- ~e .... r~,l f,~Ison, th~ questlun of s~npl±clty in ~n crg'ml- 
zoo±on is, I tnin~, paramount, in t h e  qldst of an emergency simpJiclty 
becomes ev~n ~ol~ l~portunt, it is not plcln to me that the organization, 

' n , - , , "  ~ ~ ,+~ c o u i ' f f  n o t  h o v e  b e e n  - t c i , ~ e v ~ d  i n  1 9 4 2  b y  s ~ ' : F l v  
g~v±nj the c, pcrctiomal functlons to G-4 ~nd t'n~ supply functions to 0-3. 

GENEPJ,L NELSON: ~!e~l, i th±n:< thcr~, ~f you w~re golng to glve C~-4 
or @-3 op~rat±onai fu~:cslcns, ~,Jly continue to i.~oel them as st.~.ff people? 
~Yr,y net glve them co~r~na prerog'tlw, o wi~ch ,~_ii m,'_K~ ' - '  

gu, o easler Then ~_f " • Jcu do that, ,,gore on t~ic Chief of St~ff organ±zatlon- 
"i level can yv, u get an,/ infor~.at~on iF. ~t w~li FUC t c e m  -'" ~,f St" 

~, .  ~ , ~ s  tv{~ry cLh~r ~uestlon ~)cs._t~cn to ew.iu~t~ perform_nc~, ~.~ts, <:m 
c , . e t  w l i ±  co~ ,e  Lo n i a  f r o m  t h e  o p e r a - t o t s  ~-no. =,:h~ch h e  : . s  ~ n  no. t ' . o s ~ t i o n  
~< . . m s v e r  b e c c u s =  f.,¢ d o e s n ' ¢  n , , v e  ~.n < : d e q u a t e  s t a f f ?  T h ? t  ~ s  t h ~  o n l y  
qu ~rr~l I nave on tnr~t. 

u=o.~:~: Tn4t w'_s answered perhaps in th~ ~nds of some by the control 

GSNER~,L N~o0~I: ~ X c e F t  ~i~4t ~h~ Control D~vA~on w.~s the oontrcl 
Divmsmon of tn~ A'm~y Service F(-rces. There ~.,~ s ~-~ Control D~v~slon for 

~.n~ of St~ff. "Control Div±slcn' h, ,~, I . . . .  m,~Jt " c r t u n . ' t . o  
connotetion. ; w o , ~ i a  never usu the terp "Centre! Dlvlslorl. u 

~UzS~!O} : I ,md,-rst, r,o in 19L2 one of the. rursona ~',~ ess~:b!~s;:in 
Servlc~ Co'=-,an;s ~.,ds to relieve fie~d ~.-H,~ of " ~ i ~-~ ~ . L . 1  . . . .  o ~ . . . t t % 0  q c - ,  _ ~  

of ":.qb~,iizatlc:,. In the o_eser.t c.rg"ni=.~t._or!, f2el; cr "r~rt,:ndors ]~r=,'e 
n o t  c n ± j  i,~-r'g~r ~ r ~ , s  t~. c..rf~rm t t -~  , c . . . " ~ n . s t r r & L V . ~  d o t  .i~ ~-~ out t ' r . , . : /  
h~ve the ~=po.~olb±~,~ty c ±~rmy c~r:~,nd~rs. Is th't ~ ref]ectlc;n un thd 
S u r v i o ~  C(:,.~.4,.,~,,I p ~ - . f  =. . . . . . .  ..,...~,,-n.,.. ~ o f  .kit . ;"  c r  .~_'~ t h e r e  so ,~c  c n  .oNe  - a  *~.., u . o n c , . p t  
c f r . e r a ~ r _ < :  n c ~  a n  m o b ± l l  .... t i e r :  ~.r, t h e  f u t ' . ~ e ?  

..... ~,,n,u:~, %S~3C'k: }fret iecm,= s ~5" L n ' . t  I tb~_nk t~<-- S~rvl(',~ ~ ' ~ n "  "n0s 
rendcr<,d., v t ~ ' y  s3.gn~.i servlce, Frog the cespcnst~ ..f t.be t r c {  = cgs~.nders 
tt;at i have ta!n~d to a~:c, ~_art±culcrly, ~oq om Gro'.md Forces, ti~ey 
a~ .ve  , , iwoy ,~  ~'eg~'~rde.1 t h e  h o u s e k e e p i n g  d u t ' _ e s  ~ ,~ . r J , . r f z e d  b j r  t h e  S - r v ± c e  

~.~:un~s ~ ' as a very /.rest h~ip t.o thor, ~_~,zn o'' ~.ff their six, u3.dars cuties 
that ~,ould be unercus and wh±ch thuy d~.on't ~i_ve t±:'=e t< und~:ttke, i 
don't r.hlnk the S e r v i c e  Col w;:.nds t, o f e  d~sccnb~n,u~d boo<use t n e . 7  wc;~ 

n,'t r l~[~l~ S,-'tlSfdCt=ry. I think they were,, s~L.tsf'~ct',ry, i 'cu~z~vc the 
S,~rvlce Co:  ~n¢[s w ~ r e  d l ~ c ~  r~ t Jn~l~d  as S~rvlc< C<."~'q.rPs b:cause t h e y  d2.d 
not have, or: the W~r DtL_rt.~c~,t level, -ny Cc.r='~, nc-~r <g bh~, fief'vices of 

' 4 .  L . ~  ,~r S u p p l y  :or , , ,~.  .Y S e r ' ~ i * . e  F o r c e s  

%~A~, .~.<,N" Go-herr ,  l ,  i z.'c,:'..der i f  .}'eLl WO'l~.(i - l : : b ( ; r ~ . b e  "- b l t ,  ' ,r:  . ; .r ; ; trg~.-_zng 
the Supp!'r. ~::i c Tt.ChIllC..l St;rviccs or. ., f~unccjc.:~ _=' u os~.s _.,:~ ',,hecn~-,r Zou 
,.h~.~K th.:~t in p~c,~r,i ~e it would be [ ,z ox~'i~ ~ ~u='~ } :" ! k : r  LIS to exta.~re the 
possio!mlti~s of suc.~ ~.n org,.nizatlcn? 
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GENER.J~ NELSON" bell~ t!~at is ~ tJii order, ~,md ! ,-'-.'< not sure th-'t 
I "-~m ccp~ble cf ~ nswering it offhand, i an ~fr, zd i wou!c have te r~- 
frost :~.-f .~e.nory. i ~. not trjing tc ~vaae the question but tner~ are 
~' ~sre'-t. many ~fficers xmch ~.~.i"e Nu~,lif-ed than i u~,.l to describ~ to y~u 
~.,he i'~42 o!an of reorg,~,ni~in~ "~he supply servlccs .~n a f,m~ctiun.'-i b'ois. 
T~re -._~e officers ilke C-~n.~r:.l Styer ~'no, I woaid s;:y~ "~,;eul/ be ~xcued- 
±n~iy como~t~nt to tell you ~hat phas~ cf it. ! think i had bett,_r beg 
oil th<~t cn~ becaus~ I reall- don't ~:~ow enough no.cut it offhand. 

~Uz$:=Cn. Would you care :.-~ c.o,u<P..ut on the aesir~bility of e:.pl~.r- 
lag such .-~n org-niz<.tlon in p~ace~ime? 

GENi~,~L :.LLgbi{: "bil, i think m-~ couLents wo'~Ld r,~u 6<m~thin~ l~n~ 
~his: _,h~ ucfices ~f t:le supply cf,.iel's here ;.<ro~,~n i~.~e Torsos. T.~r~.- is 
_not -nj rual r ~ r , s c n  v;hv th~ 0fflco of the Cn'_ef of E , k ' Z ; : ' , ~ i b  or<:cures 
contain things, .;:< the Of!ic~ <'i the Chief uf %r~,n. nce rrocur.~s sort=in 
ether ~h~r,gs. There ,~re so'no great ~cv,'ntn~.s, it ~'<ul@ se<-m tu me, 
in perbar.s n['vi.~g .: f~u'~ctl.on< _, or/,-'[iaLt.tlofl ~,here .:.r<,u .Light h--~ve ccordl- 
l:t':,~d ressarcn r:nd C~velcpment~ ,4here tn¢ y,~c.Di~ mno.. t eu ,_l! c<_<,rdlnc_t£d 
rescPrch :zi~ de\'eiurm~.r.t w~.uld be closely t:< tune "~u.th the o~.er,~tln 6 ash.s. 
There i s  "mch to ue S,J.G ]or gettln& supplj/ :-tan~crdl:,~tion, in h--vln S 
scm~ functional t.rg...niz .ti<,f, for procurunent. The=re ._.s much t,. b~ 
.gained In havzn:,) some s~r~rr.,,liz',ticn t n  ~t,,,r--'-gc, ~ i'd i tl,ink in cdrt<,ln 
p l a c e s  a c t u a l l y  s<.:.c ->f L..'i~, s u p ~ , i /  c h i e f s  d i ~  :v-/v~ c.~'r l :~n ~,::_ze",ous~b. 
!.e do h~we cert,.Ir, of the sup21 J orgnnizat_,cns, sach ",s tr:~nar..,rt %i.,r., 
(.rgu.~-zed cn a fcnci,"._onal b=,sls. There ~s much tc ae sa:d :n tne,')~ ,f 
for tn,,t }~ln(1 of oIg~nization. 

T..'.e g_~attst "ei(;ct ti.ot f C~L t;~ <.i ,offn_~:d ~s tn,':t if ~'cu co 
tha£~ then bhe feiio~,~ 01". top c..~n never quit~ pdt ~ls i'ir'yez" o:~ ',,nero 
t::<: b~<.k ilnk is, because if you b-ve on< ~na <ro'.~act tnaL JT<u ~,ar:L ~.e 
hc±d the chi<.l cf crck'~ance respunslble ioz, y,::a c 'n hcid hl~1 t'<.l' Luut end 
/.ruduct in ~i! iZs st~]us~ wrlereas if y<,h< CiVldt. tZ]U t;iinAZ So i .... b jTd:U 
have ore ~:er0ttlng n~d v:ho as in ch;'rge of, s~.y~ kr._ou.~mtPt, on~ 
o~.~r,=tin o h~.~d in charge of stc~age, a:-d one oferatzng menu i.n c..'Y_'.rge 
of, s,~y,  transpurtation~ if--to use slang--tnan~ss a~eL sort .~ f tied up, 
it as pretty hard to put y'..ur finger on just v~hc the c~]?rit LS, 

i ~ght say in cc.~.ing b(~ck to th~ qu,~stiun ".,fcr ],°niz<{tion'~i slm- 
21].cztj', I a!~'~Ss ,~s~.~ to oeliuve that i.h~r.~ was <uch tc b~ se.~d in an 
ti'z<~t te strive f.-r <:rg"niz'~tlon.,' sin,pi~city~ und jet i l:ave never seen 
an urK~.nztati,~n~l [,robl~m ,~f say c,)~p<(=x~t y that d:dn't involve c~rt:~in 
compronis..s, it ~,'cs act that the crganlze.tiun w:~s rulncd by c.:..~pronis~. 
The thing tn~t is necessary is t..~ have ~,n u_-~.ocrst :_d~n~, on tnd p%~t ..,f 
tnb p,~<..-, le ;~n(, are conc~;rned as to ,'~h-~t ti]at co;;!DP(..iqis~ ~.s C.R(' ~'h"t "rrur 
<,perat_~:g ~',-,].iospny ~s. It, is the. lack <;f un.de.'~t, noing, she lack cf 
F, ncwing th~ slg:~a~s~ sc:. to', spenK, t,h:,t caus~,s 6.kfficu/t~us mh~n y, u .]<,t 
c~m?rur,is,-.s in <,r<:,r-izaticn Lr±ncipids, 
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~.s ~n exa~pie, mn the State Department there are certain bas~_c 
ozganlzatzon~l ccnfllc~s. Th~ State Lepartmant ~s o~ganized~ in ,.he 
instance, on a functlon~l has~s with econon~c off~ces an@. a~nmstratlve 
effaces ~ - • ~hc~e off~ces ~re orgsnized cn the basis o[' geograph~-c areas; 
~hey ar~ organized ega~n on o ne.t_,on to n~.t~_on uaszs ~,n~ch ~.s ~n coufilc~ 
w~_th the necesslt Z of having a gen~rai~zed ~ pproacn through the Unlted 

LTat!ons, where over-all general policies ~.ave to ~e followed. Thus, 

~here are at ie:,st .three conflicting oas~s ~f or :anlz~tmon in the Depa~t- 
m<~nt of State. I doubt very much that that orgsn~z%tion can be slmpi~- 
fled. Ab<,ut the best th~.t c'~n b~ @one ~s to obtain com,0=et~ u~-cerst~nd- 

ing of these organ_~zat~onsl contrad~ctlons s~ that the ind~vi~u~,is 

ccncerned . < n o w  w h a ~  the co:notecases are and b.o~. ,, to function ~n sp~.tc of 

COLCNLL BaBCOCk[: You sugg~st~ tn~t under the ;'rese~t "rganlzat~on 
~he a~r~ctors ~y oecome pr~cccup~d with op~r'~tion cue to sp"n ~f 
control. Shoulu ~t~e.t cb~amn, then, where wou_,d this ~nform~t±on 

organization, wh±ch ms th~ nor..mEk function ~" the C-sneral StafY~ r~st? 
~'~oui! ~t b~ in en ~dv~_sory grou~ or in the secrct-r~a~, c , r  t , h ~  General 
StafF, or wh~re o }{ave you ~ny susg~.st~ons along that line? 

C-E~%~L ~A<LSON: Cf course my point ms taut ,.vb~t ~l:l hapT~cn to it 
is that it ','J.il dzsapo~ar, if the Chief of S~.'ff ssks tnc Director cf 
Personnel, "How are you getting a!cng w~th ~.ersonn~l?" H~ says "Fine. " 
':B.o~',' are you ' ' '~ " ~ ~, - ~9,, , ~ • ~.~ nan@-_n s p~=s,,r~n~.~. Hu s.-"oy~ "Swuil." =r::~ C:Ii61 oi" St, s ~ 
may haw~ some r~al d,0ubt,~ ant iu(.stlc~ns ~n his mind, ",.',here is ~:e cs2ng 
to find the ~ns~:er? 

~.'%'at on, shoule~ ocar in rmnc is :h~t c:~:,., cf t:k. cre~'t h~nd.~c..~ s of 
very high ran.h, such as Cnlef cf Stof1'~ ~.s [.hu in--.tii]tj to corn<:, to 
grips ~_t~ thm su[)a~ct in a ~ay that on~ ne<.ds t<) ccm~', to: ,]r<~-,s ~'mt~] it 

in el,let to ~':~K{. Anbeilze',ent c'~czsio~:s ,.nd to, ~va2 u{te th< inf, r ~ t~_on, 

=nut ~.s ,'ny I f~ul that ~ <,cneral St~'~ crg<,nlzaticn ms sc im[c.,rtant on 
high cc':z u: nd i~-v<:is. 

r,,:~.-('.m~n:T.~j~_, ~. .T would like to bJiabor yo~r point cn c~r~,an~z" tl.~J~.-~,i 
s~-mplic~_ty one st<.p fL~rther, it alw~tys seems to m~ th.~t tn~r.: ms 
grc:up of ~.eeple who ~:re ~.~!v,,a,,s ~a~tlng for an op~ortunlty to r~rgan~zc 
m:~st ~,nythzng. always i, ~.. America zn times c,f ~.~÷~~eoo~- ~n" a <~e~r~ssion 

or in a war~ the./ come along ,:~nd g~=t t.h~ir ~_,qe~s ('n re( rgan~_z.t_'on ecross, 
,hich w<u!d se~m t ~ oe the very poorest tJm~. t~ ~o the ue'o. It woul! 
se~.-m th:.t the o.~an~zeti~n of an :,utfit sh,.ul,' ~e so .es±gned that 
certainly ~t woui not re ulr~ recr~.nlsatm(n ~b  the t ~ , ' , e  ~t Is ' ~= 
ir.~ growing pains or is ~.~!n&~ '~smant~e ~, 7~ ",,~,n~er if s( .:m p-~(.~',"~'"~ c'~n 

be ;na,~e along +~nat i±n~ in tn<~ new Def~.rDment of N~tion~i D~f~n~,~. 
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I - ~  - - . ~  - " "~ ~ "  ' -  i . -" I ~ [., i, , c ;  

q-'-,~71,ZR~L "LELSL<N: You_~ quest~or. -'~mses so,:etr.lng on ....... n I LAve v<~ry 

f',_rm l'~,!~ngs, I trin~ t~,'t drer, te:~t r:.mnace to the zoner< i ~±el'. of or- 

#S<.LlZ~slor. ~[!. -_~ mln~strat~w~ ana±Jszs are L~.ese zn,..iv~,.u~.ls who think 

i r, t..~.5 c.}i' p6rlottlc fecr'~..~p.iZaLlOll bil&t ..... ~ ttil~qS r= h~use up.sz.< own 
If a~nzstr-stzoP an~lysls or or~nlz~tlona± an i<fs~s ±s ~o b~ ~fI~CT, ZV'~, 

:,Uo~ be ~ contlnuel ,~roc~sa. ~e ,<llf_cu~t;~ of tact ±n t, lmo of p,_.ac~ 

~.s ~,hat "~'le hdvc Feh.>ral itg~siatzon },h~ch ~,,~:;ts !t imQosslbi. ~- to chany-e~ 

sc ~,hat con citrons r',:rszst m~tll tn~y get so bray that t,n~ only th-,ng to 

,~c ±s to a<~v~ ~ big raor-j<m]'~at±on, 

~ .... ~-: r).'-!ft to ~@narsncc of For sem~ tea.son or othor, I thmnK ue ±n ~_~.~ 

the pr±nompi..s of ~rr(=.r:/L,<~tl(;n <'n ~ a ,mmnlstr~tlon, ../)vt~rf~o.~c~tJ1 o!~af~lz~- - 

t]c.qs navt tcn,-',S to gst t h~raselv~s into a mcslt~on ,<her<. Lnc" I arc. s~ 
' -~ _ . << .n  t s~  ~" t h z t  nt~xed u.y <,n~y b.av~ ~ to ~e.',~ g~nlz~:~< f~or: head %0 it, or. m i 

tu c <st ~[;y sco_~i oil tho LroV~.FZ~',~eE.t Of c.,P. tD,= x~..~] Foroes~ ~,..o<_ i~] 

my !ira-t,b_{ ex~)el"l<.nce <.:]<l from ;.ly contacts ,r th others~i flhlL}[ th:t, if 

r.nythrng~ tnc Ariel F'~,rc~s have a ~'to.-~ttr ,n~r<~clc.t~on ~ff" org-'_n;_z.~tltn{,~i 

[ul,] ~Lb<Inlstr-&tlve ['rl~o;~.Ic>s ~nc :.. (, :m ~t~F~o tua.n co ."_r.~=r o;_,~.t,~ry, arts 

in the czv~!.ran arm-% of the Oc,verr,'-.ent or %,~clr c o r . J [ r ~ r < . s  in [,-'lw~te 

bUSltlOs s. 

"~" T'4~ qm-r(]~ '~ . . . . . . . .  z~ .~ .  ~#r ,~ '~c ,s .  ";f" t h : : . t  ± ~ s t  ~ ~'~,.. d b . . , u t  c -  ~ , ~ t ~ . r = , - r ' t ,  o f  t h ~  ~ C-o\a r n -  

m e a t  a n t i  i r t C l < ~ S t F y ~  I b.[-v.~ s e t h  ;[~-,.$v ?,-~,~ s s  Y ' 3 i c { L ~ - ~ s  ~ " < < - ~ . L l J f  }"Ab;_oh se , ]T .  

t( ,'e to want, Lo Dustily , rg-n~za-tior.<-i chAr.g~s ~n t~ ,~:r Fc.r',.o ,,r<]<.xtm- 
~ ÷" 

fiatlOn ~c._u.:~.~" ..... Lt ','tOcr~.o itsclf< ] b~r ll],hlsl]ry. I ,:<~v~ sew'rl .... r'<'> 

or thrte times, cn ,~, it L,;.vc r~s< in lqy m2.~.,\ t,<, th, .... "~.r 

• '~rm<- [ Fc,rc~s los]:<> L)~.b±r 0!" 7F-ILZ ~blOf[Cm i<..,ersh_F in o lm .,~ycs ,,1" tLe 
c(,usltrDr~ an'.l must t.h~y just±f/ ~h<~t they .to b~.~(; use lr:~tlst~-" 2. (-~a it? ,v 

,,:. . . . . .  L .~,;~mou.i: I tn~rL~ that ~.s ,~- n-t.t~i <.ev,.±<p.~nt <.f <~n <.<_t~.- 

. . . . . .  ~h~_~.k - - -  ,. '~.y b e  s Z % j ~ D Z F  h - . z o ~ - - - b u t  ~ t h i n - ,  bh,~ ,~rm<.~ ~,,(Lr p < . ~ - ' o . t ~  b ! i t  I 4-  "1 " - I  ~ . . . l  - " .  ' 

Forces h<.zv ~ ncthL'ij. ~<). -;e~.o~o~D±z,~ ..... f,'.,~ ±r. ol~..n'" .... ' ' t~on in co']~ .. rlomcr: ~,'~%h 

the organ~z'_~tion el civilian mnr~ustr y. 

Nc%~ civilian ~n [u~t~y ±:as a gr~<-t u'.v<.nta~<- cvdr %h~ .'-~r~.~.~ i Forc<;s, 

in that industry n<~s <~ o,f.>tu._ of cost accounting -~n, n r o f l t  n' loss st_te- 

mr~nts ~',hich are lf~.~loato_rs of p<+~for-~T&f<co hi.at '<,,c ca~'.'~t h,~t. n + 

frcF: ~..h~t. in ~:I ~z~.-lustry where ±n~zvzda~_~is n.'Jc bc~;~ ,i.~,<rt ~ent he~ ts 

for 15 or 20 years, <ln, J they ar~. ~ K i n g s  in tnelr own im~,o.'.~ sp~.~res~ ~.~op!e 

" c , r ' ~ L  ~rc to < , r ~ w  c'r~[,r.lz,~tl©n chzr'ts of the eat_re operation oeu:usc 

cf the person<llty F~robiems that wou± ar±s~. 

So I wcuic say that :,h_ :~r;m~d Fc, ro,~s nav<~ n'bLhln a, tc~ <s~ol, ;lie f o r  

±.q t@PfAS Of crz"~.[zatronal <if< .... iv ..... :s ].n co-,..+-',~rlsi~:n ],It.n tb, ~ OlVlil0~rl 

~, ~n~s of ~'<'-  ~o~errm~.nt or v~th private ~n ustry. ! thzrJ< the 

• ~-~ h o v e  " ~rr~.~; .~ r...r,~c)a oo< n c:.t~ ..< [,ho !c<'- ~.~I s in i..iv-~ I~'.~ _,Ltentl :,n Oo orE~nl.a- 

t i o r K - i  ~ r < . ; o ± e - . . s j  o t l t  m t ' l l S l K  y O U  rr~t~oL o-.' oL-~ <>f t i re .  <~" " -  ~- D~>c . a s o  
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you do mot nave a proflt ancl loss ~tate,n~nt, the ~J~L!~nct sheet, or c~st 
~.ccoumtlng t~,chnlqu~,s at your s~rvlc(~ ~nd you c~n n~v,~" have them. ~ny 
I endency tc try t,c have th,J,n wi-'l i~ ~d to :~ b'anch of f±gur~s that don't 

,r,ean an$~hln~ in .my oplnlon. 

OE[~LR±L ![cKIWL/Y: ~ener~l, ~ hav~ ~u~ ~sel upon you a lot !ons-r 
t h±s moaning than ~̂ ~e mntcn~eu to bee{use w~ are ~ii very much int-or~stc ' 
in the subject :no you ~,~avo ha~ such broa(t cont~,ct$ v;!th it. ]{e very 
much appr~c~_ate your t~i~:. 

(4 November 19L,7--LSO)S. 
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