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PREFACE TO VOL. IX 

The vast and rapid changes in our modem world forcefully accen- 
tuate the increasing need for the best possible management of our 
Armed Forces. One method employed by the U. S. Army Manage- 
ment School to promote an increase in knowledge and a broadening 
of experience on the part of course participants is to present a highly 
diversified guest-speaker program. 

Senior military leaders, prominent educators, and eminently suc- 
cessful business executives have presented a wide range of concepts 
and experiences. All of these presentations have been invaluable in 
achieving the objectives of this School, namely, to motivate partici- 
pants to broaden their knowledge, to re-examine their attitudes and 
habits, and to improve their skills and techniques. 

Publication and distribution of these volumes is made in order to 
assist military and government officials to keep abreast of the latest 
trends and current thinking in management. 

They also serve as a token of appreciation to those speakers 
whose ideas and experience are reflected in Management Views. They 
have given most generously of their time and made significant con- 
tributions to the United States Army and the success of this School. 

1 Sept. 1964 
C. C. COYNE 
Colonel, Artillery 
Commandant 
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through the unified commands in the Joint Chiefs of Staff, the dissat- 
isfaction with the handling of problems of materiel and manpower, 
and the insistence upon the Army Air Corps withdrawing from the 
Army and become a separate establishment, it was felt in 1947 that 
we had to take a good look at our defense posture and at our defense 
organization. 

There were two schools of thought at that time. There was the 
school of thought enunciated by the Department of War — Mr. 
Stimson's point of view and Secretary Patterson's point of view — 
that we should have a single unified Department. Now this was not 
a view that was supported by everybody in the Army but was gen- 
erally known at that time as the Army view and particularly the 
view of the Army Air Corps. 

The Navy, on the other hand, represented by Mr. Forrestal, was 
opposed to this. They were for imposing a layer on top, but they 
wanted that layer to be a coordinating layer. 

In this conflict between basically an Army view and a Navy view, 
the Congress adopted the Navy view. 

With the National Security Act of 1947 the Congress set up three 
departments — an Army, a Navy, and an Air Force. These were 
Executive Departments. As heads of Executive Departments, their 
Secretaries were members of the Cabinet and also members of the 
National Security Council. No Department of Defense was created. 
Instead these three Executive Departments were together formed into 
an amorphous body known as the National Military Establishment. 
At its head was put an official called a Secretary of Defense, who was 
to exercise general authority, direction, and control. But the statute 
stated that all powers not specifically given to the Secretary of De- 
fense were reserved to the Secretaries of the three military depart- 
ments.   (See Fig. 1.) 

At the same time the Congress gave statutory recognition to the 
wartime body of the Joint Chiefs of Staff and provided for a separate- 
Joint Staff to assist them. The Joint Chiefs were to be the principal 
military advisors to the President, the Secretary of Defense, and the 
National Security Council.   Note that they were to be advisors. 

At the same time, the Chief of Naval Operations, the Chief of 
Staff of the Air Force, and the Commandant of the Marine Corps were 
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THE MANAGEMENT CONCEPT OF 
MR. ROBERT S. McNAMARA, 

THE SECRETARY OF DEFENSE 

Honorable 
SOLIS HORWITZ 

Assistant Secretary of Defense (Administration) 

The subject which I have been asked to discuss is Mr. McNamara's 
concept of management, because this is the concept of management 
which today prevails in the Department of Defense. I hasten to say 
that I think it is not a concept of management which is unique to Mr. 
McNamara. I believe it is a concept of management which his pred- 
ecessor, Mr, Gates, had and I think it is a concept of management that 
probably most of his successors will have. 

Three Conceivable Rolen 

Mr. McNamara himself has stated there are three conceivable 
roles for a Secretary of Defense. First, the role of the Secretary of 
Defense can be envisaged as that of a mediator and a coordinator — 
one who allows his subordinates to work out problems; and then when 
they cannot agree, tries to get them together to arrive at a coordinated 
position. 

The second role would be really a middle position, a referee's 
position, a judge's position. In other words, if there is a disagree- 
ment, he would resolve it. 

The third is the view that the Secretary of Defense is a leader, 
and that it is his responsibility to take the leadership in management 
and in the decision-making process. 

Mr. McNamara's own view is that the Secretary of Defense must 
be a leader, that the law imposes this responsibility upon him, and 
that it would be abnegation of his responsibility to fail to exercise 
leadership. 

Evolution of DOD 

Let's see the basis for this view: Prior to 1947 we managed our 
military affairs through two Executive Departments — the Depart- 
ment of War and the Department of the Navy. For various reasons, 
growing out of World War II, principally the use of joint operations 

Afr. Horwitz is an uhimnus of the University of Pittsburgh und the Hurxard Law 
School. His nonmilitnry leyal career e.rpeiienced a nitmher of hifih points upon his 
rel^nse from the Army in /fl-J.';. In the period l,*>.}5-|8 he was Deputy Chief Counsel 
of the Internatiotutl Prasenttion Section of the Supreme Commander Allied Powers 
for the trial of major Oriental wai criminals. In IV!,!) he \ras Counsel to the House 
Armctl   Services  Committee  for   li-.iti   Investiyation   and   Stratei/y  and   Vnifieation 
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given command over the forces that rested within their respective 
jurisdictions. Since the days of Elihu Root, the Army did not impose 
command upon its Chief of Staff. He was given such supervision 
over the forces of the Army as the Secretary of the Army might 
direct; command in the Army rested in the Secretary of the Army 
and, through him, in the Chief of Staff, by virtue of delegation. 

Mr. Forrestal ^ orked with this organizational arrangement for 
just two years; and despite the fact that he was the author, he 
decided that it wouldn't work — and it couldn't work. He then rec- 
ommended to President Truman that the Defense establishment return 
to what had originally been suggested by the civilian leaders, at least, 
of the Department of the Army. 

In 1949 Congress passed the 1949 Amendments to the National 
Security Act of 1947.    (See Fig. 2.) 

With the 1949 Amendments, Congress completely altered i,ne 
picture It provided for a single Executive Department known as the 
Department of Defense, to be headed by the Secretary of Defense, 
who was to be the principal assistant to the President for all matters 
relating to the Department of Defense. The Departments of Army, 
Navy, and Air Force ceased to be Executive Departments and became 
military departments within the single Executive Department. These 
military departments were required to be separately administered. 
The Office of the Chairman of the Joint Chiefs of Staff was also 
created at this time. 

In 1953 President Eisenhower, in response to the farewell mes- 
sage of Secretary Lovett, and as a result of the report made by the 
Rockefeller Committee, sent a Reorganization Plan to Congress. For 
our purpose in understanding the nature f the Secretary of Defense's 
job, the details of that plan are not as -mportant as the statements 
made in President Eisenhower's message to the Congress. (See 
Fig. 3.) 

President Eisenhower said his concept of the Department of De- 
fense was that there was to be no Department of Defense function 
independent of the Secretary of Defense, and that he regarded the 
Secretaries of the military departments as operational managers for 
the Secretary of Defense. So, clearly, he drew a line between policy 
decision and operational execution. 

The next significant organizational change came in 1958, fol- 
lowing the Congressional investigation into missiles and satellites, 
when President Eisenhower proposed legislation for the reform of the 
Defense Department.   (See Fig. 4.) 

As a result of the DOD Reorganization Act of 1958, there were 
two significant additions to the Secretary's power. First, there was 
increased responsibility given to the Secretary of Defense in con- 
nection with military operations.    The statute specifically said that 
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all forces committed to unified and specified commands were respon­
sible to the Secretary of Defense and the President of the United 
States. In other words, by statute, the Secretary of Defense was put 
directly in the line of command over the unified and specified com­
mands. The chain of command, by law, was to run directly from the 
Secretary of Defense to the commanders of the unified and specified 
commands, who in tum were to exercise full operational command 
over the forces assigned to them. 

At the same time, the Secretary of Defense was given the full 
authority to centralize control over research and development and to 
assign new weapons systems for development and operation as he 
deemed appropriate. There was also a change made with respect to the 
military departments. They were no longer required to be separately 
administered, but were to be .. separately organized." I have never 
quite figured out, although I worked with the Senate Armed Services 
Committee, just what was the intent of this change. I do not know 
that it was intended to be a weaker phrase than .. separately admin­
istered," but to just what degree has never been clear. 

The command responsibilities of the individual Chiefs were also 
changed. (See Fig. 5.) 

For ex~ple, the responsibility of the Chiei of the Air Force was 
altered. Until 1958, the National Security Act provided that under 
direction of the Secretary of the Air Force, the Chief of Staff exer­
ciaed command over the United States Air Force. 

In 1958 this was changed to read aa follows: 
.. The Chief of Staff shall exerciae supervision over such of the 

members and organizations of the Air Force as the Secretary of the 
Air Force determines." (See Fig. 6.) 

This provision is now identical for the Chief of Naval Operations, 
the Commandant of the Marine Corps, and the Chief of Staff of the 
Army. 

By statute, the Secretary has command over the unified and spec­
ified commands. It is the Secretary, with the approval of the Presi­
dent, who has placed the Chiefs of Staff in their joint capacity in 
intermediate command between the Secretary and the unified and 
specified commands. They exerciae this authority by virtue of del­
egation. 

Legal Authoritie3 of the Secretary 

Now let us examine the legal authorities of the Secretary. 
First, the Secretary is the head of an Executive Department. 

As an Executive Head of a Department, he is authorized to prescribe 
regulations for the government of his Department and the distribution 
and performance of its busineBB. This is a power that only Secretaries 
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of Departments possess — the Secretary of Defense and hiH nine 
Cabinet colleagues. Other administrative heads of agencies muHt 
have specific authority under which to act.   (See Fig. 7.) 

Second, the statute says the Secretary of Defenf- • shall bo the 
principal assistant to the President in all matters relating to the 
Department of Defense. This occasioned a General Counsel in 1953 
to say: "The Secretary of Defense is thus made the Commander-in- 
Chief's Deputy." This, I believe, is sound. Whether the rest of that 
sentence is sound is a matter of construction. It depends on whether 
the President himself is a military officer in his role as Commander- 
in-Chief. I don't think it is worth arguing about, but it is true that 
the Secretary of Defense by statute is made the Commander-in-Chief's 
Deputy.   (See Fig. 8.) 

The third of his powers is the direction, authority, and control 
over the Department of Defense.   We hear a great deal about Mr. 
Vinson's objecting to what the Secretary of Defense does from time 
to time, but at the time of the 1949 Amendments, this is what M: 
Vinson said he was giving the Secretary of Defense.   (See Fig. 9.) 

The fourth of these powers is his responsibility for the unified 
and specified commands. The statute provides that such combatant 
commands are responsible to the President and the Secretary of 
Defense for such military missions as may be assigned to them by 
the Secretary of Defense with the approval of the President. (See 
Fig. 10.) 

It is in the light of these statutory mandates that the Secretary 
of Defense believes that he is not only responsible for. but that he 
must exercise leadership in, the Department of Defense. 

A Dual Responsibility 

Thus the Secretary of Defense has a dual responsibility, exercised 
through a dual chain of command. On the one hand he is responsible 
for directing and controlling the operations of the unified and specified 
commands; and on the other hand he is responsible for exercising 
authority, direction, and control over the military departments which 
provide, train, and equip the forces which go into the unified and 
specified commands.   (See Fig. 11.) 

Mr. McNamara therefore believes that he can carry out the 
responsibilities imposed on him only if he looks upon his function as 
a leadership function. He exercises an affirmative role in resolving 
issues and making decisions. 

He has certain ways of going about making these decisions and 
resolving these issues.   (See Fig. 12.) 
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Statutory Authority o£ ih£ S^cfeyafY of Defense 

IIEAO OP AN EXECUTIVE DEPARTMENT: 

"There is hereby established, as an Executive 
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—Sec. 22,   Title 5, United States Code 

Pig. 7. 



Mr. McNamara's Management Concept 13 

Statutory Authority of   *\e  Secretary of Defense 

PRINCIPAL ASSISTANT TO THE PRESIDENT: 

"The Secretary of Defense shall be the 
principal assistant to the President in 
all matters relating to the Department 
of Defense..." 

—Sec. 202(b), National Security Act 
of 1947, as amended. 

" . . .the Secretary of Defense is thus 
made the Commander in Chief's Deputy... 
Under this power...the Secretary of 
Defense is the highest military officer 
of the Department. " 

—Legal opinion of the General 
Counsel, 27 March 1953 

Fig. 8. 



14 TOP MANAGEMENT  IN  THE  MILITARY 

Statutory Authority of the Secretary of Defense 

"The Secretary of Defense  shall have 
direction,   authority,   and control 
over the Department of Defense." 

—Sec.  202(b),  National  Security 
Act of 1947,   as amended. 
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Concept of Decisions 

I have already spoken of the role of the Secretary of Defense. 
I want next to speak of his concept of decisions. Mr. McNamara 
believes that one of the great difficulties, whether in industry, in the 
Department of Defense, or in other agencies of government, is the 
inability and lack of desire to make decisions. If a problem involves 
conflict, the tendency is not to decide the problem. The tendency is to 
shove it under the carpet to avoid the conflict; or in the alternative, 
to arrive at a decision which satisfies everybody. Normally a decision 
that satisfies everybody probably is not attacking the problem at all. 

His concept of decisions is that there are two types of decisions 
to be made. First of all, there are a host of minor decisions. The 
important part about these is that they must be made. It really does 
not make much difference whether most of these decisions are "yes" 
or "no." They are administrative type decisions. They arise from the 
type of problems where you should decide that either you are going 
to do something or not do something and get it over with. 

On the other hand there are important problems. Mr. McNamara 
believes decisions in these areas cannot be left to be solved by the 
processes of time. They will not solve themselves. As to these 
problems, he believes they must be thoroughly studied. They must 
be thoroughly analyzed. They must be subjected to review and every 
fact brought out — but most importantly, they must be brought to 
a head. They must be resolved. A decision must be made, and 
appropriate action must be taken. 

In arriving at a decision, Mr. McNamara does not want to be 
presented with a single staff study that says: Do it this way. He 
wants a problem analyzed. He wants tc know: What are the alterna- 
tive solutions? This is probably his most important demand on any 
of his staff: What are the alternatives, including the status quo? 
And he wants those alternatives looked at. He wants to see the 
advantages and the disadvantages of each alternative. 

Then he wants the various alternatives weighed in terms of their 
advantages and disadvantages. 

Why does he want this? I think this is important, both from 
the point of view of the decision maker and from the point of view 
of the staff member. 

From the point of view of the decision maker, unless he is given 
the choice of alternatives, he soon cea. be the decision maker, 
because his staff is really making the decisions. 

Furthermore, it gives the decision maker, in considering the 
various alternatives, the assurance that there has been good staff 
work done, that the problems have been laid out, and that there are 
no booby traps hidden which have not been brought to the surface. 
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Incidentally, talking about advantages and disadvantages, Secre- 
tary McNamara wants all disadvantages listed even if you don't 
personally believe that a certain disadvantage is a disadvantage. You 
can take care of that when you analyze the relative merits of the 
advantages and di ivantages; but if somebody sees a disadvantage 
in an approach, he wants that disadvanta; je listed, then analyzed and 
weighed. 

He is thus assured that he is, one, the decision maker and, two, 
that he has had good work upon which to base his decisional judgment. 

From the point of view of the staff man, it gives him the 
assurance that he is doing that which his boss needs to have in order 
to make a decision. There is a great deal of personal satisfaction in 
making sure that you have presented to your top man the results of 
a complete and analytical study. 

Demise of Oral Briefings 

Mr. McNamara likes to see these studies in writing because as 
a manager he likes to deal not only with generalities but also with 
detail. By his tremendous grasp of detail, he can weigh the gen- 
erality. There is no report too long for him to read. He does not 
care nor does he insist that a report be limited to one page or 20 pages. 
He wants it to be as long as it needs to be. We have given him reports 
out of my office that have been 500 pages in length, because this was 
necessary for the analysis of the problem that ha had assigned. He 
does not generally want to be orally briefed, because he feels oral 
briefings can only touch the surface of a problem. 

When he goes in to discuss a matter with the military Secretaries 
or the Joint Chiefs of Staff, he wants to be the master of the subject. 
He expects a similar grasp of the subject on their part. 

This demise of oral briefings, I am afraid, has given rise to some 
criticism about the Secretary not paying too much attention to his 
military advisors; and sometimes you hear it about his civilian 
advisors too. It goes back to the fact that we are all human. As a 
lawyer trying a case in which I was not the principal trial lawyer but 
was sitting as the assistant at the trial table, I could always think 
of the questions that my colleague, standing on his feet and question- 
ing the witness, couldn't think of, because I was not under fire at the 
moment. Similarly, I think many of the officers who used to go in 
and brief feel that their Chiefs are nnt presenting the points as well 
as they would if they were doing the briefing. This is a human reaction. 
However, I think we are getting away from this criticism. People 
are now quite aware of the technique that Mr. McNamara uses of 
acquainting himself with all the details and requiring those who deal 
with him on the subject to be equally proficient. 
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Mr. McNamara is not content to allow all problems to come up 
to him from below. But on the other hand, he feels it his duty to 
look at the weak spots of the organization and to attempt to correct 
them. He has adopted the process which we all know well, assigning 
special projects for investigation and study. One of these special 
projects was to ask the Secretary of the Army to look at the logistics 
organization of the Army and whether the Technical Services should 
be retained. This resulted in the reorganization of the Department 
of the Army that was approved last year. There have been whole 
hosts of these special projects. 

I have a rather broad charter that enables me to conduct such 
studies as I think necessary in connection with organization and 
management of the Department of Defense. I have had this charter 
for over two years, but I have never once used that power because 
I cannot keep up with tho special projects dealing with organization 
and management that Mr. McNamara assigns me. 

Programing and Budgeting 

Mr. McNamara felt that the Department of Defense needed a new 
system of programing and budgeting as a management tool. He 
felt the whole programing system was engaged in a process of 
treating each of the individual Services with their service responsi- 
bilities as a unit. He suspected we were making decisions based on 
a comparing of apples with oranges; and that instead of getting a 
good high class type of orange, we were probably getting a somewhat 
adulterated form of fruit salad. He felt that probably some of the 
problems that were attendant upon the Department of Defense arose 
from the fact that we were not looking at our forces functionally. For 
example, we were making trade-offs between bombers and tactical 
aircraft in the Air Force rather than making decisions between 
strategic forces of the Air Force and strategic forces of the Navy. 

The result was the institution of the new programing method 
which is designed to achieve two goals. One, it is designed to produce 
a functional approach to the amüysis of force structure. In other 
words, we compare and determine our force structure for strategic 
warfare, regardless of Service. Similarly, we should consider our force 
structure for air defense as a whole, whether it be Air Force airplane 
or Army missile type. The second goal is to look at that force 
structure in terms of total cost over a period of the next five years 
to give us some idea of what the force structure is going to look like 
coming down the road and the costs that we are getting into. It is 
not for us to say, in Mr. McNamara's opinion, that we are buying 
so many airplanes at such-and-such a cost but he wants to know the 
total cost of those airplanes throughout their service life. True, they 
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are going to cost so much; their spare parts are going to cost so much; 
but in addition, there are associated O&MA and personnel costs that 
can be identified and these represent part of the total cost of a 
particular type of force. It is facts like these that Mr. McNamara 
believes the manager must have in order to make an adequate cost 
and effectiveness decision, because a relatively inexpersive weapon 
may demand a very high upkeep which, in the long run, may cost 
more than an expensive weapon which requires less personnel and 
has a lower upkeep cost. 

Firm Personnel Ceilings 

Mr. McNamara firmly feels that one of the controls he needs is 
a firm personnel ceilings. While there have been adjustments made 
and new agencies created, the entire Department has been kept within 
the personnel ceiling that was originally fixed by him or is annually 
adjusted. In other words, if he creates an intelligence agency and 
takes the intelligence functions out of the military departments, 
adjustments are made so that the total number of people in intelligence 
remains the same as it was prior to the time the new intelligence 
agency was created. 

Consolidation and Delegation 

Mr. McNamara has a very firm view about consolidation and 
delegation. One of the problems that he discovered when discussing 
centralization is that people sometimes don't stop to think what they 
are talking about. Actually, when we discuss the problem of centraliza- 
tion, there are three different connotations in which we use that word. 
The first is the centralization of responsibility. In connection with 
the statute that we are dealing with, there is little question about 
this. Responsibility is centralized in the Secretary of Defense. How- 
ever, the other two connotations are more important. We sometimes 
confuse them. One is the centralization of function, and the other is 
the centralization of authority. 

These two bear a very interesting relationship to each other. I 
think we can state it almost as a geometrica; theorem. The more a 
function is decentralized or fragmented, the higher the organizational 
level on which the authority to make a dec! ^n must b > centralized. 
Conversely, the more a function is consolidated or centralized, the 
more the authority to deal with that function can be delegated to a 
lower level within an organization. 

Let me give you a simple illustration with which you arc all 
familiar. Two years ago, shortly after he came into office, Mr. 
McNamara had a staff meeting in which were present some representa- 
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tives from the Quartermaster. There were all kinds of belt buckles 
and all kinds of butchers' smocks lying on the table. There was the 
Secretary of Defense, mind you, called upon to make a decision as 
to which belt buckle and which butcher's smock was to be bought. 
Why? Because the function was fragmented among four military 
Services, and they couldn't agree. So the question was — the Secretary 
of Defense had to make his mind up: Would there be a single belt 
buckle ? Would there be a single butcher's smock ? If there was going 
to be one, which one ? I think this, more than anything else, convinced 
Mr. McNamara of the necessity of setting up the Defense Supply 
Agency with authority to make this type of standardization decision. 
The net result is that today this function is centralized in the Defense 
Supply Agency, and the Secretary of Defense no longer decides which 
belt buckle will be worn. I have news for you: General McNamara 
(Lieutenant General A. T. McNamara) doesn't either; he has delegated 
the authority further down in his organization, because he can't be 
bothered by this type of decision either. 

I believe this is the important lesson. Mr. McNamara believes 
that wher.4 a function of this nature is fragmented and the fragmen- 
tation is such that it causes problems which require resolution at 
his level, then it is imperative that that function be consolidated so 
that this type of decision may be removed from his bailiwick and 
he can be left with those basic policy decisions that only the Secretary 
of Defense can make. 

Relations with Subordinates 

I have spoken somewhat of his relations with the principal sub- 
ordinates. Mr. McNamara, first of all, believes that there is a definite 
limit on the number of people who can report directly to him. He 
believes that this number at the optimum is about seven. Unfortun- 
ately, the size of the Defense Department does not permit the Secretary 
of Defense to limit it to seven, because there are three Secretaries 
of military departments and five Chiefs, and that is eight before you 
get to anybody else in the organization. But he believes that the 
number must be kept as few as possible. He believes that he must 
work closely with hib principal assistants; he must meet with them; 
he must discuss his problems with them. He expects his principal 
subordinates to be experts in those areas which he has entrusted to 
them, and to give him their advice. He expects them to be as fully 
qualified to discuss the problem as he is, and I have already told you 
he does his homework. Let me say that if you have done your home- 
work and are familiar with the facts, he is not a difficult man to 
convince. He is willing to buy a reasonable point of view that can be 
supported.   But he will not buy general  statements,  guesses,  or 
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estimates. He will not buy if he feels that his subordinate hiu* not 
the mastery of the subject that he believes hi« subordinate tthould 
have. As a matter of fact, one of his techniques is that if he does not 
get from a subordinate what he needs, he will not hesitate to turn 
to someone else to get it, if he need:; that information to make hin 
decision. 

Work Habits 

As to his work habits, Mr. Gilpatric said, ". . . maybe part of our 
problems are due to the ETA at which Mr. McNamara enters the 
building." He is there at 7:15. He works from 7:15 until about 7:15. 
He spends almost every minute of the time cither in conference or 
at his desk reading. When he came into office, he found that thcrt- 
were at least five big meetings that he had to attend every week, like 
the Armed Forces Policy Council, his Staff Meeting, his meeting with 
the JCS, and his meeting with the Secretaries. He also had one or 
two others regularly scheduled. To keep his workload down, he 
compressed this schedule into two meetings per week. One meeting 
is the Armed Forces Policy Council, which takes place on Monday 
morning. But the Armed Forces Policy Council is augmented by all 
of his principal assistants. It includes the Service Secretaries, the 
Chiefs, the Director of Defense Research and Engineering, the Assist- 
ant Secretaries of Defense, and his special assistants. On Monday 
afternoon, he and Mr. Vance meet with the Chiefs on wholly military 
matters. 

Deadlines 

Another technique that is associated with Mr. McNamara's 
special projects, and particularly with his concept of decisions, has 
been his use of deadlines. As I pointed out earlier, one of our difficul- 
ties in assigning a problem in the Pentagon has been the sending down 
of a problem and then never seeing the answer because people couldn't 
agree on the answer. The purpose of the deadline is not only to hurry 
up the work, but also to shift the burden of proof. In other words, 
if you send work down without a deadline, maybe you don't get it. 
On the other hand, if you send it down with a deadline, people believe 
either that they will have to meet the deadline or they have to come 
in and ask Tor an extension. I have never known Mr. McNamara or 
Mr. Vance to refuse an extension as long as the person requesting the 
extension had good ground; but the Secretary believes that he will 
eventually get a study if the man responsible fixes a subsequent 
deadline date.  So far his belief has been justified. 

These are the principal management techniques that he has used 
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in carrying out hiH reHjxjnBibilitieB. Many of these techniques, I 
believe, are KO<K1 for whoever is running the Department of Defense. 
Some of them I think are indiHpensable, such as the use of alternatives, 
the necessity for making a decision, and the programming and 
budgeting. 

Some of these concepts stale some rather basic truths, such as 
consolidation and delegation. Others are personal to Mr. McNamara. 
Whether you like oral briefings, or whether you want to read, is rather 
|K«r«onal. dej»ending on how you are attuned. I know many judges who 
hkv to read briefs; and I know many judges who won't reaa them at 
all, but prefer to rely upon the oral argument to get their knowledge 
of the facts. 

To sum up: Mr. McNamara believes that, by law, he is responsible 
for running the Department of Defense. He believes that the ultimate 
decisions must be made by himself based upon the best advice, military 
and civilian, that he can get. He believes the best advice is that which 
analyzes the problems fully for him in terms of alternatives and 
weighs those alternatives. He believes that once the policy decision 
is made, operations must be carried out by those who are opera- 
tionally responsible, but they must be carried out in full conformity 
with the policy decision made. 
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SOME REMARKS OX 
COMPTROLLERSHIP IN TODAY'S ARMY 

Lieutenant General 
ROBERT HACKETT 

Comptroller of the Army 

I could talk at great length, using all types of statistics. I'd 
probably get them mixed up if I did; I'd also bore you. I'm quite sure 
your instructors have already regaled you with details during the 
past several weeks. 

Instead, I would like to give you a word picture in broad terms 
of some of the things we are presently studying and implementing in 
order to improve our operations. 

ARMY COMMAND  MANAGEMENT  SYSTEM 

As many of you know, the Army began the development of the 
Army Command Management System in 1954. The philosophy behind 
ACMS was to install an improved, integrated Army program and 
budget management system and thus give more flexibility to installa- 
tion commanders over that which they had before 1950. 

The backbone of ACMS was the integration of programing, 
budgeting, and accounting. Our goal was to balance operating 
programs and the required resources throughout the planning, direct- 
ing, and controlling phases of program management. The integration 
of programing and budgeting at the operating level, in the absence 
of a station-level stock fund, required the employment of cost-based 
operating budgets. 

On 1 August 1956, the President signed Public Law 863, which re- 
quired cost-based budgets to be submitted to the Congress as directed 
by the President. The Army believed the law would soon be imple- 
mented Government-wide and that, with the implementation of our 
various financial systems under ACMS, the submission of cost-based 
budgets to higher authority would be a relatively easy thing to accom- 
plish. Unfortunately, everything we planned for under ACMS did not 
come about. First, cost-based budgets about the Army level did not 
become a way of life; in fact, the Department of Defense began object- 
ing to the Army's presentation of the Operation and Maintenance 

Lieutenant General Hackett bet/an his military career as Second Lirutenant of 
Field Artillery upon graduation from West Point in 19.)1. Durinif the hiifw»/ iftars 
he served in such capacities as that of battery commander in artiUcrii units in 
the U. S. and the Philippines. He unts assiyned to the U. 8. Military Atademy 
first as instructor and then as assistant professor in flic period tH^li-'il. In 
ISlfli he was assiyned to Gl, U. S. Armed Forces in  the Far East, uith snccessire 
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Appropriation on a cost basis. Second, the Office of the Secretary 
of Defense changed its financial management concepts in the early 
1960s by the installation of the Department of Defense programing 
system and thus became much more involved in details at lower levels 
of command than had been envisioned. Because of this, Headquarters, 
Department of the Army, was never able to give the installation com- 
manders the flexibility promised them when ACMS was first instituted. 
Third, with limitations below the appropriation level, the reporting 
workload of ACMS proved to be most detailed and burdensome. 

Finally, the Office, Secretary of Defense, and the Bureau of the 
Budget continued to insist on data concerning obligations and expendi- 
tures at the project level. As early as 17 December 1957, the Army 
told one of the Congressional committees, "ACMS, which represents 
the ultimate in the extension of integrated accrual accounting, is 
burdened by requirements that are not mtirely compatible with the 
concepts of budgeting and acjounting on a cost basis. Under this 
system fund control is exercised at the budget program level. Due 
to the continuing requirements of the Department of Defense and the 
Bureau of the Budget for obligation and expenditure data at the 
project level, however, installations operating under ACMS in the 
0&M,A appropriation are required to derive such data from costs 
rather than merely operating accrued costs." 

In view of the above, the Army has made certain internal changes 
durng the past few years. First, the accrual costing of Service con- 
tracts was changed to a method of costing a contract as of the date 
the contract was signed. This meant that cost and obligations were 
identical for all practical purposes under the system. Second, we are 
now engaged in charging our concept of the stock fund operation. 
During the period 1951-59 the Army, under the guidance of the DOD, 
developed and implemented the Army stock fund for financing and 
managing inventories at all CONUS and overseas depots except Korea 
and Okinawa. 

duty in Australia, New Guinea, und the Southern Philippines. He »cmained with 
that headquarters in its new role as General Headquarters, U. S. Armed For ;.s 
Pacifir, with sure-ssivr locations in Manila and Tokyo. He contributed to the 
success of the iVe»" Guinea, Southern Philippines, and Luzon campaigns. In 19J,6 
he was assigned to Second Army and in I9W to (he Office of the Comptroller of 
the Army at the Pentagon. During the next three years he engaged in various 
phases of financial management, and in 195/ was assigned Special Advisor to the 
Assisttint Secretary of Defense (Comptroller) on international se( u'ity and eronomtr 
affairs. He attended the Industrial College of the Armed Forces before being 
assigned Deputy Comptroller, Hq , U. S. Army Europe. In 1951, he was appointed 
Comptroller, in which capacity he served until 1957. In the period 1951-57 General 
Hackett was associated with various studies of the economic impact on member 
nations of NATO. He was also engaged in negotiations toward rebuilding the 
military forces of West Germany. After completing assignments in Hawaii, Maine, 
and New York, he was assigned Director of the Army Budget in August 1962. He 
was appointed Comptroller of the Army on 20 August /.%■;. 

(The present paper was prepared from the transci i ition of an  oral presentation 
made at USAMS, Fort Belvoir, Virginia, on  21 January  19ti't.) 
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AliMY STOCK  FUND 

I would like to interject here that there was a darned good reason 
for starting the Army Stock Fund. At the end of World War II we 
had billions of dollars of supplies on our shelves. I think this was 
true of all the Services. Between World War II and Korea our 
budgetary resources were not sufficient to properly carry out the 
approved programs. So the Army used up the stocks that were on 
the shelves. When we entered the Korean conflict we were short 
reserve stocks. We were in a sorry plight. I know this, because I 
helped write six budgets in one year to get the stocks that went into 
supplying our troops in the fighting. 

The stock fund was established in order to make the reserve 
stocks more sacrosanct; and not to be used by the commander without 
control, but rather to require budgeting for the money necessary to 
buy the normal operating stocks in order to properly carry out our 
missions. 

We think the stock fund is a good thing. The world-wide general 
supply financial operations in the stock fund were conducted in 
accordance with seven charters approved by the DOD and the Bureau 
of the Budget. Each charter designated the chief of a technical 
service, such as the Quartermaster General or the Chief of Ordnance, 
as the operating agency of a specified division of the fund responsible 
for the financial and supply management of that division at all levels. 

This technique was commonly referred to as the "vertical" concept 
of organization operation and management. Detailed studies of the 
operations were conducted in 1955 through 1957. and it was concluded 
that the vertical extension below the CONUS depot level was dis- 
advaniageous and cumbersome. Some of the significant disadvantages 
found were, first, the chief of technical service as the operating agency 
for the chartered stock fund divisions was charged with the responsi- 
bility for managing the financial and supply aspects of stock fund 
operations in CONUS Class I and major overseas areas. This respon- 
sibility extended across "command lines" and was concluded to be. 
at best, somewhat inefficient and nonresponsive to the commander. 

Second, the technical service supply officers occuping staff and 
operating positions at CONUS Class I installations and in the overseas 
commands were placed in the position of protecting the interests of 
both the stock fund division and the command. Too often this was 
not possible, due to the differing desires of the two or more commands 
concerned. 

Third, the capability of moving supplies between inventory supply 
points on a nonreimbursable (interbranch transfer) basis caused 
stockage levels in the overseas depots, and at some CONUS installa- 
tions, to be built up unnecessarily in order to assure an adequate 
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supply at that particular installation. This tied up inventories, caused 
severe imbalances in the world-wide supply system, and also caused 
unnecessary expenditures of stock fund cash to procure materiel to 
sustain the CONUS depot system. 

Such expenditures of stock fund cash caused severe shortages 
of stock fund obligational authority required of commands to finance 
the procurement of nonstockage items and severely impaired the 
routine forecast procurement during the fourth quarter of each fiscal 
year. The accounting and reporting workload required for each of 
the 14 separate branch offices established was also a major disad- 
vantage. These systems used were not always compatible with each 
other, which still further complicated matters. 

COMMAND  CHANNEL  STOCK FUND 

Due to these findings, the Army staff concluded that there should 
be no further extension of stock fund operations under the "vertical" 
concept. Instead, we were authorized to initiate a test of stock fund 
operations under the "command channel," or, as we call it, the 
"horizontal" concept, beginning on 1 July 1959. This would place 
the stocks and the stock fund directly under the commander of the 
installation. This concept provides for a separate d. ision to be 
established, operated, and managed by a major CONUS or overseas 
commander within command channels. The assignment of stock fund 
responsibilities could be then performed in the same manner as all 
other missions and assignments. This included all responsibilities 
related to the financial and supply management of inventories on hand 
and on order for delivery to each installation and activity within a 
command. 

For several years the Office of the Secretary of Defense opposed 
the extension of the command channel stock fund at the operating 
level. However, ir 1962, the Secretary of Defense directed a study to be 
made to determine the proper ust of operating funds and stock funds. 
Ho nised several critical questions, one of which concerned "the 
appropriate points in the organizational structure where budget 
centers for operating funds and stock funds should be located." The 
Office of the Comptroller of the Army and the Office of the Assistant 
Secretary of the Army (Financial Management) made an all-out 
effort to secure acceptance of the principles of consumer funding and 
command channel stock funds at the operating level. These efforts 
were successful, and these concepts were formally sanctioned by the 
DOD on 30 March 1963 in a letter written by the Deputy Secretary of 
Defense to the Comptroller General of the United States. In this 
letter he stated, "All Services will be required ir extend the stock 
fund to depot level for the items properly stock-funded.   Extension 
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below the depot level will be permitted on iin uptiunal \mnin. prwvitlrtl 
consistent practices are followed within a mililury StTvici« Thl« u 
permitted in recognition of differences in organlzatlun HI»'' command 
relationships within the military Services." 

The Army Staff took immediate steps to adviae ail cummamla 
of the Secretary of Defense's approval of the command channH ronccpl 
and to implement the plan for completion on or about 1 July HMil 
As regards the present status of the extension of the command channel 
stock fund operation, in the USCONAKC division 2M Clasx 1 installa- 
tions were successfully established as branch offices on 1 July IMk'J 
These were in addition to nine previously established within Third 
Army on a test basis. The approved plan called for 31 more to br 
capitalized on 1 January 1964. Actually, 33 of these were capitalised 
on or before 1 January 1964. 

The extension effective on 1 July 1963 and 1 January 1964 also 
included applicable inventories at 23 smaller Class I installations and 
activities which are satellited on some one of the larger ('las.* I 
installations for logistical and accounting support, i'his phase »»f the 
extension program is not completely implemented. 

The approved plan called for three sub-home oflices fc»r th« l' S 
Army Materiel Command division, at the Test and Evaluation Com- 
mand, the Supply and Maintenance Command, and tlu- Surgitm 
General's Office; and for branches at each major Class II installation 
and hospital. 

As of the present time, all operating stocks at th« Army Materiel 
Command are still scheduled to be capitalized within that installation 
division by 1 July 1964. Insofar as the U. S. Army I'acilu division is 
concerned, the approved plan calls for capitalization of st«H ks and 
depots, storage locations, sales commissaries, and clothing store« in 
Hawaii, Japan, Okinawa, and Korea. On 1 January 19Ö4. the inven- 
tories of the U. S. Army Materiel Command and th«- medical-dental 
vertical divisions in Hawaii and Japan, as well as Oprralmn and 
Maintenance, Army and Militarv Personnel, Army inventorur in 
commissaries and sales stores of the U. S Army I'acilu div ision wen- 
converted to command channel operation. 

A second phase is now scheduled for 1 July HHll m Okinawa an • 
Korea, bringing in clothing, subsistence. POL and allu-d priKluets wn- 
eral supplies, and mobility support catfgones o< mat«n« I Th« Imal 
phase is tentatively planned for 1 October THil t.. in« lud«- all invi-n- 
tories of the remaining 13 categories «»f mat«-i.«l m Okinawa and 
Korea depots. 

In accordance with current undmitandin^ n i« n..\\ plann«d i>- 
convert to the U. S Army KurofM- division by 1 Jul\ I'M»! all •.< iii«al 
stock fund inventories which at« in mmmuni«öiioii» /--n«  .ii-i-.ih   On 
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1 October 1964, all inventories in 65 commissaries and 28 clothing 
sales stores will be brought under the U. S. Army Europe division. 

Final plans for the administrations of the remaining inventories, 
those belonging to Seventh Army and installation stocks at the Euro- 
pean Command property accounts, are still to be worked out. 

We intend, and I am very intent on this, however, to place the 
smallest possible workload on the Army itself. We do not want com- 
bat troops to be mixed up in accounting for stocks if we can help it. 

The plans for establishing the U. S. Army Alaska division pre- 
scribe a date of 1 J'ily 1964 for capitalization of present vertical- 
division stocks and all appropriation-financed inventories. A Depart- 
ment of Army team is scheduled to visit U. S. Army Alaska in March 
1964 to assist the command with technical aspects of the implementa- 
tion. Finally, the U. S. Army Southern Command division is scheduled 
for operation on 1 July 1964. It will include all present vertical division 
stocks and appropriation-financed inventories. 

The new command channel stock fund operation will require the 
attention of the installation commander to insure that inventories are 
responsive to the needs of the installation. He, the installation com- 
mander, can no longer complain about the technical services not being 
responsive to his needs. He must, rather, see to it that his stock fund 
has on hand the items required to carry out his mission. If this id 
done, the system will be most responsive to the needs of the installa- 
tion commander and will permit the maximum utilization of funds for 
those programs for which they were budgeted. We will not have mil- 
lions of dollars tied up in undelivered orders at the end of each year, 
as we have had in the past. 

Two years ago the Department of the Army had some $57 million 
tied up in undelivered orders from the stock fund. The DOD took $37 
million out of the next year's budget, on the basis that the still unde- 
livered orders should be used to finance the next year's operations. 
While this had merit, the resultant program was somewhat unbalanced. 

BUDGET  SYSTEM  CHANGES 

Now we come to the budget system. We are planning to change 
two fundamental features of the budget process. The first of these 
changes is a conversion from cost-based budgets to obligation-based 
budgets. The second change consists of a reduction in and simplifica- 
tion of the reporting requirements imposed on the field for data to 
be used in budget management. When the command channel stock 
fund has been fully extended to all operating levels, costs and obliga- 
tions will be synonymous for supplies and equipment requisiciontj 
from the station stock fund. One will requisition something, have 
it issued, and pay for it at that time; we will not have a complicated 
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accounting system for items thaf may not be delivered for the next 
six months. As I observed earlier, the accrual-costing of contracts 
has already been eliminated. Accordingly, we will automatically be 
on an obligation-based budget when the stock fund becomes fully 
extended at station level. However, that condition will not obtain 
fully until 1966, but it was decided to go on the obligation basis for 
Operation and Maintenance of the Army in FY 1965. 

The 1965 budget estimate was formulated by the Department of 
Army staff and submitted to the Office, Secretary of Defense, on an 
obligation, not cost, basis. The preparation of the 1965 apportion- 
ment request next spring on an obligation basis and subsequent oper- 
ations in 1965 on the same basis will present some problems. 

We were faced with two choices in the manner of development 
of obligation data for budget formulation and execution. One choice 
was the continuation of a cost system at installations with the new 
techniques initiated at Department of the Arn y Headquarters in order 
to convert cost data from the field to obligations. The other choice 
was » "jl' conversion to obligation data for all performance accounts 
at all echelons of the Army. The latter option has been selected be- 
cause not only will it be more in the line with the thinking of the 
Secretary of Defense and the Congress, but it also will place the com- 
putations at that level having the best capability of conversion, that 
is, the man who is doing the job in the field. 

Under present conditions, there are several advantages of going 
to an obligation-based budget. We will be using data that are more 
understandable to higher authority, and the controversial differences 
between costs and obligations will be eliminated. The improved com- 
munications should, therefore, reduce some of the past difficulties in 
justifying budget requirements. 

The use of obligations for budgeting will provide compatibility 
between data presented in the DOD program system and correspond- 
ing data in the budget. These two have not been comparable in the 
past. One has been on a cost basis and the other on an obligation 
basis. This step and others being taken will result in an improved 
relationship between the Army's program and budget systems. 

The budget cycle process of the Army, from installation level to 
the Department of the Army, will also be simplified under the new 
system. Much of the involved technicalities of these will be elimi- 
nated, resulting, we hope, in making the budget less of a mystery 
to the commander. If the commander knows what the budget is 
all about, he can handle much better the job he is doing on the post. 
If he doesn't know, he's at a loss. K. doesn't really know what's 
going on. 

The second and main feature of the budget system being changed 
is the execution phase of the budget formulation and execution cycle. 
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Our present system requires a number of cost and performance re- 
ports from the major commands during each current fiscal year. 
These reports were established to provide the data from the field that 
were considered necessary for the Department of the Army staff in 
the management of the budget. However, in our recent reviews of 
the existing systems, we have concluded that the timing of these 
reports is such that much effort is being wasted. The first-quarter 
report is based on insufficient experience due to the shortness of prep- 
aration time. The second-quarter report is based on sufficient expe- 
rience data but arrives too late in the year for it to have any real 
effect on the operation. The third-quarter report cannot be evaluated 
before the year is over.   And the fourth-quarter report is historical. 

Last year I abolished the third-quartc port whe1' I was Direc- 
tor of the Army Budget. I threw out the tourth-quarter report ex- 
cept for a few historical facts, and it didn't harm one person's capa- 
bilities one iota except perhaps for some of the imbeJ1 jd personnel 
who were afraid the change would affect their job descriptions. 

Each of these reports to a certain extent duplicates information 
contained in the fiscal reports. We are therefore considering elimi- 
nating the first-, second-, and third-quarter cost and performance 
reports and changing the timing on a new second-quarter report to 
be known as the Budget Execution Review report. The report will 
contain four months of actual experience. This will have data on 
fund use for all funds used for all operations in maintenance of Army 
activities, plus projections for two months to indicate an expected 
position at the end of the six-month period. The report will also con- 
tain projections for the If.st six months of the year to reflect the 
anticipated fund requirements for the entire year. It is further 
contemplated that the report will be due at Department of Army 
headquarters by 1 January for use in the mid-year review. The date 
1 February has been thought of as the completion date of the review. 

This will mean that the mid-year adjustments to the annual 
funding program will reach the major commands approximately seven 
to eight weeks earlier than in the past. Capability of the commands 
to react to the adjustment should be much improved. The fact that 
only one review, made at mid-year, will be utilized for changing the 
annual funding program will not, I am sure, inhibit the commander 
from requesting other changes that he may deem essentials. 

IMPROVING   PLANNING,  PROGRAMING,  AND  BUDGETING 

There are also several other actions being taken by the DA 
which should improve our planning, programing, and budgeting 
system. On 13 November 1963 the Chief of Staff appointed a steering 
committee to  (a)  provide overall direction and guidance to Army 



Comptroller ship in Today's Army 33 

staff agencies in the development of improvements to the programing 
and budgeting systems; (b) prescribe the priority of effort by the 
staff on specific subprojects; (c) through the chairman, inform the 
Chief of Staff periodically of progress in this project. 

I am chairman of this committee; I have representation from 
the Director of Army Programs, the Deputy Chief of Staff for 
Logistics, and the Assistant Chief of Staff for Force Development 
One of the main problems facing this steering committee is how to 
provide the Office, Secretary of Defense, with the information they 
desire on DOD program elements, yet not have a duplicate or excessive 
reporting system placed on the field. 

You can tell by the actions I have already taken as Comptroller of 
the Army that I am very sensitive to excessive reporting requirements. 

Our committee is proceeding on the concept that Headquarters, 
DA, will provide information to Office, Secretary of Defense, from 
existing reports, statistical samples, and the use of factoring insofar 
as feasible. A limited number of accounts will, however, need to be 
added to what we receive from the field. It was desired earlier by 
certain elements in the DA that we put the programing system 
down to posts, camps, and stations. This would have meant still 
another system in the field, another system to keep track oi funds 
and programs, and another system to be reported on. However, by 
some modification of the grouping of accounts in what we already 
have, we can make our present accounts conform to the Office, 
Secretary of Defense, program structure. 

Early in February, the field will receive a new Army Regulation 
(AR 1-11-5), the revised Army management structure, which will 
include these changes. These are minor changes; later there will be 
other changes as we closely integrate together the programing 
and the budgeting. Next we are combining the Army fiscal code and 
the Army management structure into one document. I have been 
concerned with the duplication in the two documents for some time, 
particularly when I find the two responsible elements in my own 
shop issuing conflicting instructions to the field. A single document 
will correct this. We're combining the two documents and we're 
going to name it the Army Program, Budget and Fiscal Structure. 
It will be the one accounting structure for the whole thing — pro- 
graming, budgeting, and fiscal.   We will issue it by 1 July 1964. 

(Note: AR 37-100, entitled "Financial Administration, The Army 
Management Structure (Fiscal Code)," was issued 15 June 1964. 
Change No. 1 contains 0&M,A Budget Program 2300. - Ed. | 

Don't get the idea that we are destroying all the concepts that 
we have established in recent years. That is certainly not the case. 
Of the six objectives of the Army Command Management System, as 
stated in AR 11-45, only one will be eliminated, that is, development 
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of cost-based budgets. Budgets will now be obligation-based rather 
than cost-based. The rest of the concepts are still there, but we have 
simplified the system, cut down on the amount of reporting, and 
avoided additional duplication in the field by not placing the program 
system down to that level. 

The improvements we have made in the past to integrate budget, 
programming, and accounting remain. We hope to keep the best 
from our current system and gain by reducing the workload and 
providing fund adjustments once a year, early enough to be of value. 
We think that, once the adjustments are made, the installations and 
major command will be the ones to benefit. 

AUDIT COMPLIANCE 

My next topic concerns audit compliance. I would like to begin 
by talking about the various audit programs affecting the Army. 
I realize that this whole talk is slanted to the Army, and I realize 
we have other Services here, but I assure you that the other Services 
are all affected by what I am now going to talk about. 

I would like to begin by talking about the various audit programs 
affecting the Army. First is the external audit program conducted 
by the General Accounting Office; second is the internal audit program 
conducted by the Army Audit Agency; third consists of the internal 
review programs conducted by commands, installations, and activities 
throughout the Army. This latter internal review includes the 
audit of nonappropriated funds. I shall not discuss further the 
internal review program of the subordinate commands and installa- 
tions of the Army except to say that I certainly endorse all measures 
by a commander to affect efficient, economical programs and to avoid 
critical findings by the General Accounting Office or the Army Audit 
Agency. 

GENERAL ACCOUNTING OFFICE 

Let me first speak about the General Accounting Office. This 
is an agency of the Congress headed by the Comptroller General of 
the United States. Its authority derives from acts of Congress passed 
in 1921 and 1950. and it reports directly to the Congress. The GAO 
interprets its authority to permit auditing of any activity affecting 
or requiring the use of Government funds. This, to me, means that 
they can audit anything they desire. So, to those of you who have 
not been exposed to GAO audit and think of it only as a review of 
finances, you have a rude awakening coming. The Marines had a 
rude awakening recently on a couple of major units; the Army had 
one on its aircraft in connection with getting ready for Cuba. 
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♦ 
The GAO reviews everything from combat readiness to the 

purchase of excess supplies. The scope of the usual GAO office audit 
may extend to all aspects of internal or management control and 
may include the procurement and evaluation of information concerning 
the history, purposes, authorities, organizations, activities, policies, 
and procedures of an agency, together with a review of its operating 
results. Many of you have probably seen the issue of the Army-Navy- 
Air Force Journal and Register which in a front-page article high- 
lighted the so-called intrusion of the GAO into the subject of combat 
readiness. The article describes the severe criticism of the combat 
readiness of the 3d Marine Division in Okinawa, and states that the 
Marine Corps had accepted the GAO recommendations and placed 
them into effect with vigor. Tho magazine predicted a growing rapport 
between the Services and the GAO and said, further, that the GAO 
will "continue to cover fields which in the past have been thought 
to be the sole domain of the military experts." 

U.  S.  ARMY  AUDIT AGKNCY 

The second major audit program is the one conducted by the 
U. S. Army Audit Agency. This agency is a Class II activity under 
the supervision of the Comptroller of the Army. Its genesis is found 
in office. Secretary of Defense, directives which require each Service 
to create a single audit agency answering to the Comptroller. 

The Army Audit Agency performs audits of commands, installa- 
tions, and activities. In addition, it audits contracts and contractor 
operations. It also performs lateral audits, that is. examinations of 
a single function or activity at various levels of operation and or in 
several different locations. An example was a world-wide audit of 
the control and utilization of Conex containers. In this audit the 
Army Audit Agency looked into Conex container management in 
connection with other audits being conducted at various locations. 
It then consolidated the findings to produce an evaluation. 

For the purpose of this discussion, I intend to concentrate my 
remarks on the audits of commands and installations rather than 
across-the-board ones. Inevitably questions are raised in relation 
to the duplication which may exist between the General Accounting 
Office and Army Audit Agency. It is true that there has been 
duplication, but usually the GAO avoids duplicating the Army's 
audiiing, particularly when our own auditing is effective. A review 
has been made of the last 100 reports of audits made by the GAO 
of Army activities. Findings in the logistics areas cited deficiencies 
in supply management, inventory excesses, overconsumption of re- 
quirements, ilh ^al use of operation and maintenance funds, unneces- 
sary procurement, etc.  The findings in the operations area pertain 
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mainly to deAciencifH in aviation oixTatiunM und combat rcadineaa. 
Reported condition« in the penionnel area alleged unjuatifled cost-of- 
living allowanci'M, unneccHaary COHIM for maintaining aeparate hospital 
fa.iIilifM, and maluaaignmentM of pcraunnel. Comptroller area report« 
pertain to atock funda and to leaamg va. buying automatic data- 
proceaaing equipment. But one of the moKt diaheartening revelations 
of the analyaia of the 100 GAO report« wa« that, «ignificantly, 31 
incidenta of aimilar finding« were previoualy reported by the Army 
Audit Agency. In «ome caae« these had occurred at the name location. 
The other Servicea are having the aame troubles. 

If proper follow-up and corrective action had been made when 
inefficiencies were first reported by the Army Audit Agency, there 
might have been no GAO findings and none of the unfavorable 
publicity which usually follows on the heels of a GAO report 

I cited the Conex container case as an example of a later.i audit 
by the Army Audit Agency. Just the other day we received a draft 
report on the Conex container audit made by the GAO which might 
not have been made had we completely corrected the conditions 
reported by the Army Audit Agency. 

Some of you may conclude from these duplication« that the aud't 
agencies are passing information back and forth. They do. From 
time to time the GAO will request copies of audit reports made by 
the Army Audit Agency. They may also review the work papers at 
the audit site. However, if they are satisfied with the adequacy of 
the Army's own examination, and particularly with the reaponses 
and follow-up corrective action of the Army, the GAO will go no 
further. There are also instances where conditions have been reported 
to have been corrected, whereaa the next audit discloses they have 
not been. A charitable view of this situation is to excuse it aa 
carelessness or oversight Whether it is that or just plain dishonesty 
is immaterial; it cannot be tolerated. 

iUDIT COMPLIANCE GROUP 

As a consequence of these difficulties, an Audit Compliance Group 
has been established in my immediate office. It is a relatively small 
group with a specific function of providing a focal point in the DA 
atafT for insuring that appropriate action i« taken on both General 
Accounting Office and Army Audit Agency audit«. I would like to 
emphasize that the action taken must be appropriate, becauue thi« 
group look« at both sides of the coin. On occasion the auditors of the 
Army Audit Agency have been found to be in error or have been 
overruled. In addition, we have succeeded in getting several GAO 
audit reports withdrawn. 
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I should like to say that the timing of the establishment of the 
Audit Compliance Group was fortuitous in that it preceded recogni- 
tion by the Office, Secretary of Defense, of the difficulties I have 
mentioned. That Office has issued some strongly worded instructions 
designated or designed to improve the response to audit reports. One 
of these memoranda speaks of "disciplinary action in regard to those 
seeking to avoid responsibility through dishonest or improper re- 
sponses to criticism and recommendations." 

A CLOSKR LOOK AT GAG AUDITS 

I would like to go back and speak in more detail of the GAO 
audit. The General Accounting Office, like the Army Audit Agency, 
j)erform8 a variety of audits, including contract and civilian pay 
audits. But for the purposes of this discussion. I think it is in the 
area of comprehensive audit that most of you will become involved. 
Until recently, the GAO audited installations very much like the 
Army Audit Agency does today. However, they now more frequently 
select an activity, function, or weapon system and dig into it in 
great depth and detail either in one area or at selected locations all 
over the world. A recently issued draft report on aviation operations 
in Vietnam is an example of an audit of an activity at a single location 
The current conduct of audits of combat and combat-support vehicles 
and the utilization of family housing on a world-wide basis is an 
example of the present approach. 

The vehicle audit is particularly interesting in that it begins at 
the Army Tank Automotive Center, which is the initial procurement 
source of vehicles as well as the required spare parts. The audit then 
examines the activity through the entire system down to the using 
units at Class I installations both in the continental I'mted States 
and overseas. Some of the other audits being undertaken now by the 
GAO are: impairment of combat readiness (1st and 2d Armored 
Divisions): additional costs being incurred due to failure to stand- 
ardize combat boots; excessive weights claimed by Army personnel 
for shipments of professional books, papers, and equipment. improper 
utilization of trained enlisted personnel: the Hawk air defense system 
in Korea; the Reserve Officers* Training Corps; and i'omrm»s,.ry 
stores. 

I could list hundreds of inefficiencies found by the two audit 
agencies, some of them unbelievably stupid, and sonn- of them tin- 
growth of the tremendous size of our business today Many of then» 
are the result of our own systems established for • mergency resptin- 
siveness rather than for peacetime economy But the necessity for 
peacetime economy is mandatory and extends into all fields, »ncluding 
combat readiness.   Many feel. 1 know, that GAO auditors have no 
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business in the field of combat readiness.   Let me read from the 
verbatim transcript of an exit conference with the GAO. 

The auditor: "I think it might be important to mention here 
that the General Accounting Office did not perform these inspections. 
We were provided people from your organizations who were excel- 
lently qualified to apply your standards to these vehicles. Our people 
were merely witnesses." 

Assistant division commander: "I am not arguing with the 
criteria at this point, but I do feel that to say 57% of our vehicles 
are noncombat serviceable is stretching a point." 

Auditor: "General, I would like to make a comment on that. 
In the first place, we have not intended to say that 57% of your vehicles 
are not serviceable. We intended only to say your inspectors are 
applying the criteria which has been given to them by the Army, 
determining that 57% of those which they looked at did not meet 
the test." 

I emphasize that they are using our criteria and our inspectors 
to determine our combat readiness. We certainly cannot dispute their 
competence to record what we tell them. 

Let me say something further about the GAO. Increasingly we 
find in their reports such recommendations as "indicate disciplinary 
action as appropriate," as well as "evaluation of the efficiency ratings 
of the personnel re •ponsible." I know there is no one in this room 
today who is so na>ve as to ask the question, who are the persons 
responsible? Each of you will sooner or later have an assignment 
which will place you in a vulnerable position for future Army Audit 
Agency or GAO audits. When the reports of the GAO are issued to 
the Congress, they almost always hit the front pages. 

You may remember some of the headlines of the recent past. The 
"deplorable unreadiness" of the 3d Armored Cavalry Regiment; "$100 
million in overpaymenu to servicemenl"; "Army could be reduced 
by 2.000 m«*n. with efficient noncombat vehicle maintenance"; "Army 
depot has 41 years' supply uf artillery lamps"; ad infinit urn. And I 
could »ay the same thinR for the Navy, the Air Force, the Marine 
Corp«, the Coast Guard 

There will be a new crop of report» hitting the headline» any 
day now. They seem to conveniently appear juM about the time we 
begin the difficult la«k of convincing Congress of our need for the 
fund» contained in the annual budget reque»t. I can asaure you from 
personal experience that Home of the queation» a«ked by member« of 
Congre»» la.^l year a» a renull of GAO report» were extremely difficult 
to anawer. I would agree that frequently the newapaper and other 
interpretation» of GAO report» are unnecessarily slanted toward the 
»en»ational. However, regardle»» of their »rmiational approach. I can 
alao a»»ure you that the GAO fact» are uaually right. 
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WHAT CAN BE DONE? 

Obviously the answer to our problem in this field lies in eliminat- 
ing the deficiencies and weaknesses prior to the audit, whether it be 
made by the Army Audit Agency or the General Accounting Office. 
We should certainly react constructively to the findings of these 
agencies, above all the Army Audit Agency, since we at least keep our 
errors at home if we respond properly to that agency's findings. We 
do not place the Army in a bad light publicly, provided we ex- 
peditiously and efficiently correct the errors. Emphatically, we should 
cooperate with the personnel of both groups. 

No one of us wants waste. We have too many unfinanced require- 
ments. We have just turned the various commands down on 400 
million dollars' worth of delayed unfinanced requirements. Corrections 
on the spot will usually remove criticism from the reports. When the 
auditors find something wrong, don't waste time making excuses or 
trying to cover up; instead, immediately take steps to correct the 
situation, because it will probably be a weakness that should be 
corrected for the Army's own good. Such cooperation and assistance 
invariably results in favorable reporting by the auditors. 

SOME STEPS TAKEN 

In closing this portion of my remarks, let me quickly review the 
steps that have been taken by the DA. at headquarter» and in the 
field, regarding the internal and external audit. The focal point, which 
I mentioned earlier, the Audit Compliance (Jroup. ha« been eMtablished 
by the Army Staff for procensing both internal and external audits 
The Army Staff now approaches both the A'-my Audit Agency and 
the GAG audits in the »ami* way. giving t*qual weight and attention 
to both. AR 36-6 has recently been published, Hpt-llmg out all the stej»» 
to be taken in connection with Army Audit Agency reports A revised 
AH 36-20 has gone to the printer, compiling all tnst met ions relating 
to general GAO audits Action hau been taken by the DA hlaff to 
duuieminate on a world-wide bajiis the findingM and conditions reported 
by both the Army Audit Agency and the Grneral Accounting Office 
It is expected that all commands and imttallationM in which "imilur 
conditions may exist will take immediate corrective action Com- 
manders may expect unfavorable reaction by Headquarters, DA. where 
the findings of earlier audits are repeated, where conditions they have 
been told to correct are Ktill found uncorrected. where conditions un- 
still found which have been reported as already corrected 
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CIVILIA>   PERSONNEL MANAGEMENT PROBLEMS 

I'd like to touch upon one other item before concluding my 
presentation. This concerns the effect of civilian personnel manage- 
ment on the operation and maintenance budget. Civilian personnel 
costs represent 40.8^ of the Operation and Maintenance Appropria- 
tion for Fiscal Year 1964. In addition, this percentage is increasing 
each year. If we take the year 1958 and project it to the 1964 budget, 
the average civilian salary has risen by more than 40'; while the 
total Operation and Maintenance Appropriation has increased by 
less than 6c/f. In addition to increasing salaries, there has been a 
gradual but persistent grade increase from 6.3 to 7.1';. This lookn 
small, but it represents, at present salary rates, a cost (f $210 per 
classified civilian employee, or a total of $43,680,000, just due to 
grade increases. Indications are that this grade increase is con- 
tinuing. This may not be wrong, but it's costing money. There have 
been no reductions in the costs of the employment of indigenous 
employees. While we have reduced or plannt to reduce the man-years 
by more than 10';, the average salaries haw increased by almost 
20'f. We ar^ now facing an increase in some c^sts in Korea .>f 45'• 
in one year. Operation and Maintenanr««. Army cost» ovem-a« have 
remained almost constant despite our reduction of personnel. 

ANY   HOLtTlOSS7 

The trend cannot continue, or we face laving only civilian em- 
ployees and no supplies and material to properly utilize What are 
the prospects for a change1* C*an we expect substantially Urj;«. sums 
fro.« the Congress'* I think not We're facing an austere period 
Can we do with less equipment and fewer supplies" I think not Can 
we reduce the wages of our civiliar uork force^ The answer is 
obviously no What can wr do. then"* The only solution l* morr 
effective use of our labor force By thi» I n.'-an the whole gamut of 
personnel actions      recruitment of the best p   'At. the most efficient 
USe  of   people,   the   rrlrntlon   of  only   the   be«t   4-i   pie      All   of   thesr 
actions represent areas in which each manager plays a direct and 
important role Only by demand'ng such high standards in our man- 
power fulfUlrmnl can we have trut- economy In this respect we 
should look at the definition of economy as applies lo the I>efensc 
budget gU'«n by the Assistant Secnflary of l>efrnse, (*harles J Hitch, 
in a recent speech 

"Economy in drfensr d«»es not mean scrimping on essentials, it 
dots not mean buying the cheapest equipment, it does not mean a 
smaller defense budget In fad. the defense budget has increased 
about  $1)  billion   or 2S'..  since  this administration  took  office 
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Economy in defense, as we use the term, means getting the most 
defense capability out of any given level of resources, or, conversely, 
providing a given level of defense with the given amount of resources. 
Thus economy in defense is concerned with the efficient use of 
resources." 

Let me cite an example of management problems in the personnel 
area regarding cost and the consumption of resources. Last year 
in one command our indigenous hired civilians received a substantial 
hourly wage increase. This increase had not been anticipated and, 
consequently, there was no money in the budget to provide for it. 
The result was insufficient funds to pay the people. A number of 
possible solutions were avaiiable: ( 1) try to get additional funding 
while delaying any other action; (2) discharge personnel to get within 
dollar limits; (3) use some combination of actions involving more 
money and fewer people. 

From the manager's viewpoint and certainly from many others', 
the least desirable solution is to fire valuable employees. To obtain 
more money for pay, there were two possible alternatives. The Com­
mand could request more money from the DA or reprogram within 
the command ceilings. From the command standpoint, it was ob­
viously more desirable to obtain additional funds from the DA. At 
the DA, where a shortage also existed, it appeared to be more desirable 
for the command to reprogram funds from an activity of lesser 
priority. In this case some personnel, in all probability, would of 
necessity have to be fired. The command would reprogram, and the 
DA would assist with more money. 

However, until a situation like this is resolved, matters continue 
to worsen. My point is that considerable coordination is necessary 
before a solution can be achieved. Yet this is the very thing that did 
not happen. The comptroller screamed about his money ; the Chief 
of Personnel protected his valuable employees; and the officer in 
charge of the TD kept pointing to the authorization. It was a perfect 
example of an alleged old Army maxim, "When in doubt, run in circles, 
scream and shout." And that's all they did. They didn't report their 
problems anywhere and kept the people on the rolls. They were in 
trouble. An early discharge of employees might have meant a savings 
for a substantial part of the fiscal year and would have made the 
absorption of the increased wages easier. On the other hand, with 
the shortage of skilled labor in the local economy, it is doubtful that 
employees could ever be rehired if additional funds were obtained. 
For this reason a mass discharge of indigenous employees was in­
advisable. Yet delay only compounded the problem. Each additional 
pay period the employees were retained meant that still large numbers 
bad to be discharged when it became evident that increased funds 
were not forthcoming. 
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VALUE  OF TIMELY  COORDINATION  OF ACTIONS 

I could talk about this particular incident for some time, but I 
think the point is clear. Whose problem was this? Obviously, it was 
a multiple staff problem and certainly a case where the comptroller 
and the personnel officer should have coordinated their actions to 
arrive at a timely solution. This illustrates another point with which 
you are probably already familiar but which can always stand 
repeating. To employ personnel, you must have both an authorization 
for the manpower and sufficient funds You have an authorized man- 
power ceiling of 100, funds that pay - and in effect your ceiling 
is 90. It doesn't happen quite as often, but sometimes you will find 
that you have funds to pay more people than your manpower ceiling 
permits. Manpower ceiling changes or funding changes each have 
an effect on the balance, and early dissemination of impending changes 
is mandatory if coordinated action to get the best results is going to 
be effected. Failure to coordinate promptly may result in failure to 
effectively use all monetary resources, or, conversely, may require 
funding at an increasing magnitude proportionate to the delay in 
coordination and action. 

I realize that certain civilian personnel regulations which have 
been written to protect the employee are both desirable and necessary. 
But they often complicate the rapid solution of problems. As an 
example, a requirement to reduce $10,000 in civilian personnel costs 
could be easily solved by getting rid of one employee making $10,000 
per year, if you could in fact do this. We all know that eliminating 
the job does not necessarily get rid of the man. This might be a 
valuable employee that you want some place else. After bumping 
and other actions have been taken, it is usually a $3,000 employee who 
goes off the payroll. And months later, you're still in the hole. That's 
not the solution. 

Likewise, reductions made at the end of the year are difficult to 
absorb. Employees must receive proper advance notification and 
proper placement; replacement actions must be effective. On top of 
that, the persons finally discharged must be paid earned terminal 
leave. 

You. as managers, must be in on »he planning of such matters 
early in order to insure the least impact on the labor force in effecting 
the necessary changes. At the same time, managers cannot protect 
the labor force at the ex|>ense of forcing thr commanding officer into 
a violation of statutory requirements to stay within the funding 
limitations. Early coordinated planning is mandatory if a balanced 
program is to be established 

Every once in a while things tan b«- really fouled up. Recently 
a newly organized command's [K'rsonnel budget was based on improper 
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average salaries in the face of an end strength greatly reduced from 
the beginning strength. The improper average salary was further 
complicated by a much higher grade structure than was originally 
contemplated. To further complicate the matter, the reduction was 
of such numbers in certain localities that the Secretary of the Army 
had to give approval of the actions or face a barrage of inquiries, 
Congressional and otherwise, to explain the large reduction in force. 
The decision was mado to effect the reductions by a system of normal 
attrition, with exceptions for key positions. Perhaps if this had been 
pushed and decided on early in the year, the effect would have been 
smaller. The information was available in July. The action was 
started in January. The action was delayed until too late. The result 
at the end of the year was excess personnel in areas of activities 
facing a period of de-emphasis and shortages in critical areas of 
operations. The widespread nature of the command would not permit 
shifts in personnel. You can wait only so long to resolve the problem, 
anu usually the problem does not go away by itself. 

So, again, I must say that timely and effective coordinated 
planning is the only panacea for the ill. I'm not saying that close 
coordination within the staff would have eliminated the problem. I am 
saying that such coordination in a timely manner would have kept 
the problem as simple as the existing conditions permit. It is virtually 
impossible to obtain any dollar savings in the current fiscal year on 
a reduction in force action that takes place in the fourth quarter. 
Dollar savings from a reduction in force in the third quarter are very 
small. This means that your planning should be dorn as early as 
possible, preferably at the time the budget is being formulated. The 
information on which such plans can be made is not always available 
to you at that time, but all too often plans are not made when the 
information is available in the hope that the problem will go away 

MOST  FROM   THK   LKAST 

Every indication is that our personnel ceiling in the Army is 
going to bo reduced [uogressively over the next several years. This 
is also true for all the Services The Secretary t>l I »dense and. above 
all, the President have stated tnis much. We must do more with 
fewer people; we must shift people from low i«> lu^h priority missions; 
we must constantly increase our productivity 

The Secretary ex|H'cts  the   Army,   as  well  as  ih<    rest   ol   th< 
I department of iH'fense. tn equal the product ivity ^.nns in th<   civilian 
economy    You probably remember  th;it  .1 majoi  point  was made in 
this  regard  with   resjiecl   to tin    I'n-sidrnt's  .ippf<'Val   "I   th<    1!H>ö 

budget 
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Let us consider briefly the general statements made by the 
Bureau of the Budget about civilian manpower in its instructions for 
the preparation and submission of the 1965 budget estimates. These 
instructions are not really a set of controls, but they might just as 
well be. The Bureau of the Budget stipulates that civilian manpower 
estimates for the budget year are to reflect the most efficient utiliza- 
tion. The instructions also require that all estimates for staffing 
requirements be developed on the assumption that improvement in 
skills, organization procedures, and supervision will steadily increase 
employee productivity and at the same time maintain adequate quality. 
In other words, we must seek to accomplish more with the same 
people. 

When I speak of increasing productivity, I hope it is more effective 
than one case that was recently told to me. 

A certain Navy friend of mine had just finished a course in 
comptrollership, including work measurements, work simplification, 
and the like. He was just debarking from a ship at his new station 
when he saw a man moving wheelbarrows from the dock to a ware- 
house. He was wheeling them one at a time to the warehouse and 
walking back empty handed. Seeing a chance to place some of his 
newly acquired expertise to work, my Naval friend called the man 
over and said, "Why don't you take a load of wheelbarrows each time? 
That's what a wheelbarrow is for." The worker allowed that made 
sense, so he loaded a second wheelbarrow in the first, wheeled the 
load over to the warehouse, unloaded it, and then wheeled the first 
wheelbarrow back for another load. 

I won't go into internally generated workload vs. the increased 
productivity in this case, but we could make great strides without 
such improvements. 

Presently of special importance is the fact that where automatic 
data-processing systems or other new equipment is installed, special 
gains in employee productivity will ordinarily be budgeted. Thus, if 
you get automatic data-processing equipment, you should budget for 
fewer people, not more. Unfortunately, this has not always been 
followed, for the added capability of the data-processing equipment 
sometimes results in new evaluations that we have done without 
since 1775. 

Within agt'm'U's and commands personnel currently authorized 
must be utilized to tlu- maximum extent possible in staffing new pro- 
grams and in expansions «tf existing programs A reduced number 
of personnel should generally br planned whore the workload is stable. 
Kstimatrs of slaff requirements for continuing, as well as new, 
programs are to be based, su far as practicable, on an analysis of the 
relationships between thr number of personnel required and the work- 
load to be jH-rfurmed. 
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In essence, the Bureau of the Budget demands that you, the 
manager, obtain the most from the least. And on that note, which 
I, as Comptroller of the Army, must indorse, 1 now bring my remarks 
to a close. 
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MANAGEMENT IN THE U. S. AIR FORCE 

Lieutenant General 
F. A. BOGART 

The Gomptroller o{ the Air Force 

I would like to talk about Air Force management, in particular. 
In order to do this, I am going to have to go into organization to 
some extent, primarily to show you some of our staff and command 
relationships within the Air Force and some of our major management 
operations. Then I want to go into things that are currently going 
on, particularly in the comptroller field, because they cut clear across 
the Air Force and I am certainly more familiar with these programs 
than other current ones. Then I will try to show you how we got 
into these particular programs. 

ORGANIZATION 

Basically, the Air Staff is rather a normal type of military staff 
organization. As shown in Fig, 1, we have across the center level 
the Deputy Chiefs of Staff. We are of course organized functionally 
with the Comptroller, Personnel, Programs & Requirements, Plans & 
Operations, Research & Development, and Systems & Logistics. 

Underneath the Deputy Chief level, which is functional, we have 
specific directors. This directorate level is supposed to be the working 
level of the Air Staff. As a matter of fact, it pretty much is. At this 
level each of the deputies is expected to do the decision making which 
is in his particular bailiwick and where he can do so by having his 
directors obtain coordination across the staff. We try to keep from 
the Vice Chief and the Chief any decisions which logically can be 
made in any one particular area. 

I would like to point out certain of these directors. We have 
the Director of the Budget, the Director of Personnel Planning, and 
the Director of Aerospace Programs, who is the leading force in 
getting our Air Force program together and working with the 
Department of Defense in establishing our program. The Director 
of Operational Requirements does exactly what his name implies; 
he also has another very important function I will point out in a 
moment. The Assistant for R&D Programming and the Assistant 
for Materiel F  3gramming are also key directors. 

General Roi/firt rereived <in n p point me nt to West Point in 1927 and a rommi.s-.ston 
as second lieutenant iCoast Artilleii/l in 1931. After Jive years of service he entered 
the ("oast Artillcni School, ivherc he remained two years. He was then assiyyied 
to the Panama Canal Zone. Retitrninu to the U. S. in lO.^O, he served in North 
Carolina before heini/ assif/ned to the War Department General Staff. lie worked on 
logistic idanniny of ovoscas operations and was sent to Moscow as loyistic planner 
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The Deputies, together with the Vice Chief of Staff, make up 
the Air Force Council, which is responsible for recommending to the 
Chief of Staff all matters of policy and decisions which cannot be 
made in a specific lunctional area. 

The Air Staff Board (Fig. 2) helps to accomplish our overall 
development of specific programs, allocate resources, and develop 
priorities. This board consists of the directors I pointed out prev- 
iously, with the Director of Operational Requirements as the chairman, 
These panels, which are permanent and are made up of members at 
the division level throughout the Air Staff, have the job of sorting 
out requirements and recommending the allocation of resources within 
specific areas. 

The Force Structure Committee and the Program Review Com- 
mittee are very important elements of this. The Force Structure 
Committee is headed by the plans people who recommend to the Air 
Staff Board what parts of the Force Structure should be particularly 
beefed up or reduced during any given period. The Program Review 
Committee has the responsibility of reviewing the allocations of 
resources against programs and actually making the detailed recom- 
mendations to the Air Staff Board. 

Obviously, the recommendations that come to the Air Staff Board 
from these various panels are going to be slanted. So the Air Staff 
Board, primarily by using the Program Review Committee, attempts 
to develop a balance across all of these specific areas in making 
recommendations. It is primarily a matter of developing priorities 
for utilization of resources available to the Air Force, 

The field management of the Air Force is a responsibility of the 
various commands (Fig. 3). I do not want to dwell on this at all 
except to point out that all of these operating commands — Strategic 
Air Command, Air Defense Command, Tactical Air Command, MATS, 
Air Forces Europe, Air Forces Pacific, and so forth — all of these 
activities primarily are engaged in the management of operation and 
maintenance funds that are made available to them by the head- 
quarters. However. Logistics Command and Systems Command have 
the responsibility for the overall management of the major system 
resources. 

In weapon system management the responsibilities are divided 
in the following way. The Air Force Systems Command is responsible 

i»l l'>i'if<nthi' I' S Mtlltniii Uivsi'/ii thiii Hi inii/nniiil in thi /o'/is/irs fiflii itftrr 

ii'/uiH  11 / u i)i HI <i  In /In   I'   S   Hi   11 misfi i 11 it  tu  Ihi   An   hin i i   in   /'')7 ninl  Ins   initinl 

sillKI     llils    US     I.   il i   lllll l     ()ltllli     Im     thi      Hifllltll    ('hilf    nf    Stillt    fin     Milt»  lit I        Ills 

il ii In s si in i I'l.'.n Im i i i in luih il si i i a i in t h i l)i)l).('liiifiiftlii I'lu n s ,i inl l'> mi i a >ns 

I!',mi h nl tin Lmiisti, s I h > i sum nt SII M'1 Ihn i Im nf lluihn I. Din it in nf I'lmis 

iiiul I' a.i  HUI-    .M/('.   Ih   i i Im   nt  >.(/./././    Wlf     »in   /»   V'lu   I'll   In   In.mm   l'mufi 

t ■ ..ii i    ill   tin      IM    h'ni ■ i 
fill      /,    I   si   II '     li,l j, I II  ■! s     j.    i   j..l     1,1     I    ,,III      I Ii I       >     II 11 si   I I fit lllll     III    .1 II     .,' ,ll    I' ■  I   St   II t,I I lull 

„nnh    .il   f S.l V/.N     {■■■   '   l.i      ..i       I i    /!./■/     .iu    I'   li<, i II.i •       In 
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for the development of ail Air Forte weapons systems and for the 
acquisition phase. The Systems Command is responsible from the 
time a weapon system is conceived through its development stage 
until it is purchased and placed in the inventory, at which time the 
Logistics Command picks up the responsibility for supply, transporta- 
tion, and maintenance — in other words, for the logistic support of 
that weapon system throughout its life. The Training Command has 
the responsibility for training personnel; the Strategic Air Command 
or other operating command has the responsibility for the operation 
of that weapon system. 

The principal means that are used in the Air Force for the 
development, acquisition, and later support of an Air Force weapon 
system — and by this I mean Atlas or Minuteman or the B-52 
system — is what we call the SPO (the Systems Project Oflice). This 
office is chaired during the development and acquisition phase by an 
officer from the Systems Command. The Systems Command provides 
the scientists, engineers, procurement people, etc., and also provides 
the responsible project officer. However, at the same time, personnel 
from the Training Command are put into this Systems Project OHce 
to be sure that all the training programs are developed concurren! ly 
during the development and acquisition phase. The Logistics Com- 
mand puts personnel into the Project Oflice to develop the support 
systems which will be required and to plan the maintenance and 
supply systems which will be required to support that weapon system 
throughout its operating life. And of course at the same time the 
using command, whichever one it may be (there may be two or three), 
provides personnel to the Project Office to see that when the weapon 
system comes out of procurement it is a useable system and that it 
has the technical data, etc., that are needed. These offices may be 
very large indeed, as in the case of the Minuteman Project Office 
or the C141 Project Office, or they may be relatively small. However, 
at the time that the acquisition phase is finished — and we usually 
take this at the point where there are no longer any engineering 
changes to be made on the weapon system — the Systems Project 
Office actually becomes a support system office and is commanded 
by the Logistics Command from then on. It then actually moves to 
one of the depots. 

The Logistics Command, which is responsible for the support 
of all of our operational weapon systems throughout their operating 
life, has had for the last decade a philosophy of operating on three 
basic logistic tools. Everything that has been done in the Logistics 
Command since about 1952 has been based on utilizing the capabilities 
of these three things: 

(1) Fast, reliable communications. (It started out with punch 
card  communications  and   is  now  going   into   what   is  known   as 
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AUTODIN, which started out as COMLOGNET, which is fast digital 
communications and automatic switching.) 

(2) Fast, accurate data processing. (The Logistics Command 
his been developing the use of data-processing equipment with con- 
siderable bumps and grinds, as i will explain a little later, since 
about 1952.) 

(3) Responsive land, sea, and air transportation. (I use the 
word "responsive" advisedly because we do not rely entirely upon 
air transport. We do have many cases where sea and land trans- 
portation are more responsive than air transport. It is purely a 
question of getting things where they have to be when they have 
to be there, and of course we cannot afford to use air indiscriminately.) 

This management philosophy of the Logistics Command has 
actually produced results. There is no question about it; it has worked. 
We have reduced our inventories in the last ten years. As a matter 
of fact, our spares inventories have been reduced from about 19.5 
to 13.5 billion dollars and they are still coming down. We have reduced 
our pipeline times. For example our pipeline time on engines has 
been reduced from 45 to 8 days, and this in itself is a terrific saving. 
When we first went to air transport for engines we took $960 million 
out of the engine budget for that one year. That was of course not 
all at one time, but it was not all a one-time saving, either. It is still 
coming down. 

Our manpower has been cut in the Logistics Command from 
225,000 to bout 148,000 at present and we have eliminated all of 
our overseas depots. Of course this has a very immediate effect in 
producing this reduced inventory. At the same time, our AOCP (Air- 
craft Out of Commission for Parts) rates have gone down while our 
supply effectiveness ratings have gone up materially. So this is not 
theory; it works. 

SOME COMPTROLLER  PROGRAMS 

Let us now talk about the comptroller programs for a little while 
(Fig. 4). These three directors are primarily in the policy and proce- 
dures business and are not operators in any sense of the word. The 
auditor-general is both a policy and procedures man and an operator 
in that he has a world-wide organization which is outside the normai 
chain of command within the Air Force. He has, for example, a 
resident auditor on each base, and he has cortract auditors in all of 
the plants that are producing for the Air Force, and in the Procure- 
ment district organization. These people report to the Auditor General. 
They do not report to the local commanders. On the other hand, they 
are also designated as liaison auditors and operate on the principle 
of trying to find trouble before it happens and reporting it to the 
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commander. We have had very good succeaa and very good acceptance 
because of this particular philosophy. 

The Accounting and Finance Center at Denver is the field exten­
sion reporting in to the headquarters through the Director of 
Accounting and Finance. The Data Services Center, which is our 
operating data services outfit for the headquarters, is alao a field 
extension although it is located in the basement of the Pentagon and 
reports to the Director of Data Automati n. 

I will talk very briefly about some of the major programa that 
these people are working on at the present time, and then I will try 
to show you bow we are attempting to control these things. 

The Auditor General baa in the last few years got what be calla 
"the Departme.nt of New Business" - the precon, ract audit and 
coet validation job. Here the auditors, instead of simply auditing 
the accounts, also take on the job of advising the procurement people 
on the validity of contractors' submiuions. This is precontract work 
and it baa proved very, very valuable becauae, with their experience 
in working with contractors and knowing their systems and what 
previous work baa cost, they are able to do a good job in advising the 
contract negotiators as to the validity of estimates given to them 
by the contractors. Of coune they alao ba ve a program to attempt 
to improve our internal audit. This is pretty diftlcult because tbia 
department of new business baa been working pretty bard and we 
are very short of personnel in the Auditor-General organization. We 
keep getting new authorizations so that they can pick up more and 
more of the internal audit and the nonappropriated fund audit, but 
attempting to schedule this is a little dUilcult because we keep getting 
the 1.55 cut, just like everybody elae. 

We are trying to put more effort into nonappropriated funds 
mainly because, although the dollar value is relatively small, the 
morale and welfare value is very, very high and the nuisance value of 
errors and such things as embezzlement, etc., in this area is terrific. 

In Accounting and Finance we have a number of quite interesting 
programs. Here I am simply going to touch upon some of the 
specialized programs that these people are working on. The Accrued 
Military Pay System is now being installed throughout the Air Force; 
it uses a very small computer, the NCR-390, at base level. There will 
be a.bout 172 of these computers installed across the Air Force. It 
will be an absolutely standard system using identical programs all 
of which are produced at Denver and all of which will be used at 
every base. This is standardized even to the point where at the finance 
ce.nter we have set up a pegboard for hanging up the program tapes, 
so that a pay clerk will be able to go from one base to another and 
find this same tape on the same peg as the base he comes from. This 
system will give us our fll"Bt real opportunity to produce accounting 

. / 
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records on military pay on an accrual basis, which was the requirement 
that was set upon us by Department of Defense one year ago. The 
DOD established a requirement that we go to an accrued military 
basis and that we have it operational in Oct. 1964. We had two 
systems under development, but we had to take this one, the base 
level system. It is ~oing in on schedule and by July 1964 will be 
100% operational across the Air Force. 

We were working at t~e time on what we called IMPACT, a 
centralized military pay system on which we expect to use a computer 
at Denver and do all of our military pay from that centralized location. 
We are doing that now for all of our allotments and all of our retired 
pay. It is, however, a terrific job to set the thing up and we could not 
make that date of Oct. 1964. We do not want to keep changing 
systems all the time, but we said we would go to the base level 
computerized system. The next step will be IMPACT, or the cen­
tralized system, but we will not put that in until three years after we 
are 100% operational across the Air Force on this one. 

LITE is a rather interesting thing. This is legal information 
through electronic data processing. It is a retrieval system which 
has been talked about for a considerable period of time. Some of 
our people in fiscal law at the Accounting and Finance Center have 
established a project which is now working to develop a computer 
program and a data base for fiscal law. Strangely enough, we were 
not going to go ahead and implement this ourselves, but the General 
Counsel in the Air Force and the General Counsel in DOD and then 
the GAO (General Accounting Office) and the Bureau of the B'Jdget 
got so enthusiastic about it that they really forced our hand. '.Ve had 
to go ahead with it this year, even though we did uot have the 
resources to put on it. 

We have a very intense program going now in an effort to 
consolidate and satellite wherever we can in accounting and finance. 
We have had some success. As you know, there is always an allergy 
to cutting across command lines on a thing of this sort, but we have 
found out that a single accounting and finance office can provide good 
service to more than one type of customer. We are doing this now 
not only in the military bases but also in the contract area. We have 
accounting and finance oftices in the procurement districts and we 
have them at many of the larger contractors' plants. Bee;ause our 
communications and our data processing are getting so much better, 
we have been able, for example, to consolidate six offices in the Los 
Angeles area into one. We think we have just scratched the surface 
on this. 

Status analysis is quite a unique operation. They do not have 
exactly the same thing in the Army General Staff. This is what we 
used to call management analysis and still do in the Field Head-
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quarters. At the headquarters the primary job of this directorate 
is to take a deep look at each one of our major commands and make 
current status reports to the Chief of Staff. For example, we have 
just had a report to the Chief on the Tactical Air Command. The 
Chief of Staff wants this as an Air Staff look at the entire command 
and does not want it to be the commander's report on this command. 

We have teams of specialists who go out; they go clear through 
the Air Staff, the command, and the command staff and find out how 
they are doing on combat readiness, how they are making out on 
their inspections, what their command relationships are, what their 
problems are, and what their achievements are. Then they put this 
all together in a report and brief the Deputy Chiefs of Staff. After 
we get through working on it they brief the Chief. It takes them from 
four to six months to make up each one of these reports. It hu 
proved to be a very valuable tool for the Chief of Staff. By very 
careful winnowing out of material they are able to get these down, 
usually, to about an hour's presentation. 

At the moment we also have the additional job of trying to get 
together a management summary which carries all the infonnation 
that the Secretary needs regarding the various weapons systems in 
the Air Force, procurement and development, and of course our fiscal 
data, personnel data, and so forth. We have been doing this for years, 
by producing a number of different reports. The Secretary wanted 
us to try to get it all into one condensed fact book so that he could 
be aware of the important developments and changes as they occur, 
in order to keep abreast of all situations. 

Also, the Chief of Staff puts out each year a series of very speci· 
fic chores that he wants to get done throughout the Air Force by the 
end of the fiscal year. Status analysis is also the reporting activity 
on that. 

I will not discuss the budget in any great detail. However, I do 
want to mention the fact that we have a major effort going on to get 
the program package system to a state where we can do u much of 
it as possible on the computers. Right now we do quite a bit of this. 
We publish the program and financial base on the computers and also 
update it on them. We have. for the past 18 months, been developing 
a management system, a procedure which I maintain is basic to the 
development of any data system. It will permit •Js, for example, to 
take all the program change proposals and bump them against the 
approved program and financial base to see what effect they will have 
on each element of the program; to check against the appropriation 
J:»reaks, as well as the program element breaks; and to see what they 
do in the way of breaking thresholds and things of that sort. In 
other words, it will permit us to service-test each one of the program 
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change proposals before it goes in, and to service-test the alterna- 
tives in fiscal and force structure terms so that we know what we 
are doing when we make a program change proposal, without the 
tremendous amount of detailed staff computation and coordination 
that is required at present. It will also give us a capability of taking 
an approved program change proposal, or one that it approved in 
part, or one that is slightly modified and cranking it in automati- 
cally to up-date our program financial base. By July of next year 
we expect to be able to have this complete system ready for use in 
the review of the 1966 budget. 

COST  ANALYSIS 

We also have a major effort going on in cost analysis. I do not 
mean price analysis but the analysis of the cost of new weapon sys- 
stems which we want to put into development, which are usually 
pushing the state of the art. and which require very sophisticated 
pricings as much as seven to ten years in the future. This is a very 
sophisticated business; as a matter of fact, the only people who were 
doing much about this were the Rand Corp. Mr. McNamara brought 
a number of people from that company in on a contract which was 
called '*Rand-Bethesda." It was set up to help with the initial estab- 
lishment of the program package plan and to go into cost effective- 
ness studies. He had made a commitment to cut that contract back 
by 30 June of last year. Last spring we were able to obtain the 
services of this organization, and we have a plan which will help us 
to develop an in-house cost analysis capability of this type which 
will permit us to take state of the art developments, cost them out 
in a very realistic way. and let us cost full force structures and things 
of this sort. Also, we will be doing a certain amount of va.idation 
of cost effectiveness studies which are a part of the program pack- 
age system. This is quite a difficult thing, and we think it will be 
about a three-year program before we will be able to have an in- 
house capability of this type. With the help of Rand-Bethesda we 
have sot up a school at the Air Force Institute of Technology. The 
first class goes in on 6 January 1964. This will be a 12-week course 
and we hope to keep it going continuously until we are pretty well 
equipped across the Air Force with class one cost analysis of which 
I am told there are only half a dozen in the country today. 

DATA   AUTOMATION 

We have some very significant problems here, and I think ! can 
say we an- making some fairly significant progress. Three years ago 
we completed a study in the Air Force of all of our data automation 
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processes. We had started back in 1952 in Uie Logistics Command, 
then the Air Materiel Command, to develop data automation as a 
means of assisting primarily in supply management. This got to be 
a very fascinating business. When I was Director of Plans and Pro- 
grams at the Air Materiel Command in 1958, part of my job was 
trying to ride herd on data automation. We found at that time that 
we had within nine air materiel areas (depots) at least nine different 
systems for doing the same thing, because we had to start with avail- 
able equipment and develop means of using it to support our opera- 
tion. The same thing had happened right across the Air Force; as 
each one of the commands developed a capability for using computers, 
to do particular jobs such as scheduling aircraft for the Strategic 
Air Command, and for MATS, for that matter, they developed their 
own programs for doing it. But in every case we had always started 
with the available equipment. We usually were tied to one manu- 
facturer and we had no compatibility. So, after this data automa- 
tion study was completed three years ago, and after considerable 
threshing in the Air Council, it was decided that they would give the 
Comptroller the job of pulling this thing together — of being the 
focal point of the Air Force. We were directed to take the develop- 
ment away from the field and pull it into the headquarters. The 
only way that this could be done was to charge the functional areas, 
that is, each one of the Deputy Chiefs of Staff in the Air Force, with 
developing his own management system. When I say "developing," 
I really mean stating his management system in sufficient detail so 
that it could be translated into a data system which would permit the 
development of logic diagrams and would then permit the develop- 
ment of specifications for hardware. In other words, starting from 
a management system, instead of starting from a piece of equipment, 
and then trying to fit a management system 1o it. It took a guat 
deal of effort just to get that train turned around as far as thinking 
was concerned. 

We set up a Data Automation Panel with some subpanels for 
each of the functional a^eas. We decided that we would set up an 
evaluation group instead of having each of the Commands attempt 
to go to industry and get competition for equipment. This is an 
equipment evaluation group and we set it up in the Electronics Sys- 
stems Division of the Systems Command near Boston. We set it 
up there mainly because they had been working with the computers 
for the Command and Control Systems for years. We decided that 
we would buy this equipment the same way we buy a weapon system. 
We would put out specifications to industry after the development of 
a system, we would complete it, and we would then have this evalua- 
tion group review the submissions of all the contractors. We would 
then have a system selection by a board of general officers exactly the 
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sanie way we handle our selections for the procurement of an aircraft 
or a missile or anything else. 

We have had Supply on co .. puters at bases in the Air Force since 
about 1958. All the Strategic Air Command was on computers. but 
we had to get more capacity. The first thing we worked on was sup­
ply, and we found out immediately that in order to set up a base level 
supply package and to get specifications for it we had to start all 
over again in writing out the management system design. In other 
words, the supply manual for base supply was not ad "quate to devolop 
a package of specifications for equipment. So we spent a year re­
writing that manulll and getting instructions in sufficient deta il. We 
finally did come up with a fine set of specifications. As a matter of 
fact, the major contractors were so enthusias tic about the specifica ­
tions and they did so much talking about it that the unsuccessful 
bidders couldn't bleat after we had an evaluation and source selection 
and selected one contractor to provide 152 computers for the Air 
Force base supply package. That was a 35-million-dollar jolt to the 
industry and we now have a standard base package for supply. It 
will be an identical operation ~tt every base in the Air Force. It will 
have the identical machine program on it. any machine man or sup­
ply clerk will be able to go from one base to another and find the 
identical supply operation, which is something we have not been able 
to do to date. 

We also have a standard major command computer program 
which is considerably more difficult. We are not yet quit r ady to 
go for competition on this, but here again. once we get our specifi a­
tiona, we will go to industry on it. We will compete it and it will 
also be standard, so that any deviations will be local d viations speci ­
fically authorized as an addition. There will be no deletions to any 
part of the command machine program. 

In addition to this sort of thing. we have in the Air Force now 
a plan which is in the initial stages of implementation for centraliz­
ing all our milita1 y personnel management at Randolph . This is a 
great departure - taking all of our personnel manag m nt ut of th 
headquarters and putting it into a personnel center whi h will ulti­
mately become part of the Training Command so that it will becomt· 
a Personnel and Training Command. One of tne big jobs h r is to 
get a computerized system which will permit the major portion of 
this work to be done on computers because of the workload involved 
and the accuracy required when you do this centrally . We think it 
will take about three years to complete the implementation. W havf' 
now the personnel data system for officers . It is compl l d and being 
run on the computers at the Pentagon. As soon as we fi nh;h with 
our facility work at Randolph . we will install the computers t h<·r and 
pull that out of my data center a t the Pentagon. 
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I have been ta lking about some of the major programs that our 
directors withm the Comptroller are working on. I want to show 
how we got there, how we got these things set up, and how we track 
them. We set up a series of basic objectives about 2• ~ years ago 
(Fig. 5) . Th S<.' are general objectives and I do not want to dwell 
on any on of them except t point out that in our overall general 
objecti\'es we said w wanted to standardize our organizational struc­
ture, and to simplify and tandardize data accumulation and report­
il'g systems. This i quite important : the limination of duplicate 
data souro and reporting chann I . If you know anything about 
accounting and finan . y u will kn w that th worst thing you can 
do is to have two sourc for th m pi of data, bc.~uae you 
never can reconcil it. I w uld mu h rath r be m wh t wrong and 
be consistent than hav two ports n th sam thing and not know 
which ne · right. Of course in aut malic data proc ing and com­
munications thi is a v ry n ral type of thing but it ia again simpli­
fication and standardization. 

Now 1 t m point out rtain thin that w are trying to do 
within the Air Foree •o improv th quality of th data that we are 
providing. t anal i is iti n . Th matter of career d -
velopm nt for both military and iviHan personn I ia alao v ry im­
portant. W mpha ized th 1 ti n f rsonn I at u early a point 

w can for furth r training. F r th on that w think will ulti­
mately com ut n top, w try to lin th m up eo that w get them 
throu h th pro r b lin and eo forth . 

Thi matt r f tandardizati n particularly appli to our proc -
du !n a nd finan and all of ur machin acUviti . We 
are capability to p vid data back and forth 
with th th r rvi and with 0 , and this ia quite a problem. 

ln ummary. lh n, th b · tiv that w hav n w rking on 
in th mp U r bu in . and, for that matter, right acrou the 
Air F ro , atl8.tt f tandardizati n. lmpliftcati n, and xplol-
tati n of t hn lo i I dvan in mmunicali ns and data proeea-

id f trying provid , in th mptroll r's cue, 
t m nt. becau w ~re a service 

rganization. 
By w rkin t , w hav really reduced equlp-

m nt requi m n hav cut our requirem nts for 
E P uipm nt in t tal in th Air Fo auae w 'r still xpanding 
th ar in whi h w a in th m (for xample, in th personnel 

) . But w hav n abl reduce requirem nta and actually 
t redu · in v ry individual a a where w hav attacke<i 
thi i f tandardizati n and implitication of procedures. 
W hav al redu th requi m nt f r r training f personnel 
becau w tandardized ur a unting and finance organization 
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and procedures. We do have that standardized acrou the Air 
Force iluea now. We were losing from three to seven months of 
each man's time when he was tra.nsferred from one command to 
another. He had to start all over to learn the new command system. 
He might basically be an accounting and finance clerk or a pay clerk, 
but he still had to learn different procedures. We have made consid­
erable progress h re and have of course made savings in O&M funds. 
We will ultimately nd up h re with compatible computer applica­
tiona. It would be v ry ni , I gueBB, if we could juatt standardize on 
one manufac:ture.r'o computen and put them in clear acroBB the board 
aDd do everything on them. However, we do have the problem of 
competition, 80 we have adopted the policy of standardization by ap­
plication. Two good exampl are the accrued military pay ayatem 
on the NCR-390 and the bue aupply application acrou the Air Force 
with 152 Univ: equipment (the 1040) . 

We are no trying to t compatible betw n buea, within com­
maw. bet n oomma.nda, betw n commanda and the Air Force, 
aDd ultimately betw n the h adquarten and oth r element. of the 
Department of Det ue. One program that we have going on il quite 
an extenai • I nc-range effort to get common data element. and 
eodea riJht acrou th Air Forces. It lhould go without aaying that 
if you are ,oing to be automated, if you are going to uae oomputen, 
you lhould be ualn ltandard data lementa and codea or nothing will 
be compatibl . 1'1l1l il quite true, but we have found u many u 33 
different codea to ret r to the u.m item of equipment, which hap­
~ to be one apare part. We a180 ftnd ln the DOD there are 27 
different codee that n& r to the Pmtapn. Getting the. thinp 
reduced to a lincle one with th p ~r number of digita il quite a 
cbo . We are making ma ri&l prog . We have alm011t ftnilhed 
with th ~I 1 de and about half way through with per-
801Ulel We have ltlU to into auc:h areu aa intelllgence and thinp 
of that .ort. I t.hlnk thil p b&bly another three-year project. 

Buically, then, our phil phy acre.~ th Air Force il to aet 
.ome buic objectiv and then mU to the thing and track the 
mllestooe. You'v got to track it : if you don't track t}p mUeatone, 
it rap dly loeea ita meaning and y u don't get th progreu that you 
expect to get becauae peop fo t i 

We make chan or try to make them only when they wUI ln-
creue the etJ ti n or n my of r operation, and where we 
can prove it to ounelv before w do it. becauae changea, whether 
they are organizational or procedural. are alwaya dilruptive a.nd can 
OCMJt a lot more than th y are w rth. we try to do a v ry careful 
oo.t etrectivenea atudy of any chan we want to make before we 
decide to implement them. 



Management in the 11. S. Air Force 63 

We try throughout to point out the importance of people in our 
management systems. It does not make any difference how much 
you get mechanized or how much you get computerized; unless you 
have trained and dedicated people, you can't operate your system at 
all. We work very carefully on our career progression trying to pick 
the right people for the high slots, to ensure that they are put there 
at the proper time, and also to be sure that .ve select the proper 
people for the various professional schools and that we later track 
them to see whether their assignments are compatible with the basic 
education that they have already had. 

COMMUNICATION 

One other point I would like to cover is the matter of communi- 
cation. I have said that we rely on fast, accurate communications 
in the Air Force and that the Log Command has built a total system 
on this; but in this case I am talking about communication between 
people, with regard to the products of one system or one program 
against another. For example, I might have issued a suiply policy 
directive when in the Air Materiel Command and found out by going 
back to Supply nine months later that the item clerks had never 
heard of it, unless I had specifically directed that it be read in a 
certain order to certain people. In other words, you have to get the 
word out. 

I would like to give one horrible example of what happened to 
us with regard to the Automatic Resupply Logistics System, which 
was developed for support of the ballistic missiles. When we went 
into the ballistic missile program, we had a theory that this was 
going to be something quite different from anything done before and 
that the support of missiles was not even going to resemble the re- 
quirements that we had for the aircraft systems. We got together 
a very talented group of supply people, maintenance people, manage- 
ment people, and some very skilled computer people and locked them 
up at Norton Air Force Base, which was to be the support baso for 
the first of the ballistic missiles — Atlas and Titan. They developed 
this system by throwing away the book and starting from scratch. 
They came up with a very fine product, generally speaking. This 
went on for four years. At just about the time we went operational, 
in other words, when we were about to turn over the first flight of 
three missiles to Strategic Air Command, we put this system on the 
air. It started grinding out automatic resupply requirements and 
sending out status reports, inventory data, and configuration data to 
the inventory managers, who did not know what to do with it. The 
whole thing brokr down. One day we got six dump trucks, took tho 
output of the machine room out of the materiel manager's office, and 
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ran it over to the incinerator. This was quite a job because most of 
it was classified. We then had to start some special schools The 
funny part of it is that the people who were operating thai system 
from the standpoint of the computers knew exactly what they were 
doing and the people who had been running supply and maintenance 
management knew exactly what they were doing, but that neither of 
them knew what the other was supjK)sed to be doing. For that reason 
we had to run special schools to train all the supply and maintenance 
people on what that system was. what it would do That system is 
now working like a watch. 

We had a breakdown in communications at that point which made 
the 8ys*em utterly worthless So I think probably on«- of the moat 
important links in our whole management busims* is communica- 
lions.   This is something that we can never forget 
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I am pleased to have this opportunity t0 discuss certain facets 
of planning, programing, and budgeting, t he principa l elements of 
the management process at the Department of the Army through 
which our objectives are translated into a combat-ready Army. As 
you know, all three systems have been influenced by innovations in­
troduced by Secretary McNamara which emphasize the importance 
of developing management procedures that assure the best possible 
defenae posture for the resources expended. 

DIRECTORATE OF ARMY PROGRAMS 

I would first like to locate the Oflice of the Director of Army Pro­
grams in the DA Headquarters organization (Fig. 1). 

Aa this figure shows, my oflice is a part of the Oflice of the Chief 
of Sta1f. I serve as the principal assistant to the Chief of Staff and 
the Vice Chief of Staff on program matters. In addition, I chair the 
Program Advisory Committee and am a member of the Budget ~ . d­
visory Committee. My oflice serves as the focal point for program­
ming activities on the Army staff, and is the Army point of contact 
with OOD and the Joint Staff on program actions. 

The directorate has two divisions. One, the Coordination and 
Evaluation Division, handles program change proposals and most of 
the other day-to-day actions which are assigned to our oflice. The 
other, the Plans and Systems Division, is primarily concerned with 
the overall development, refinement, and procedures of the Army 
Program System. In other words, they are concerned with the under­
lying concepts and long-range design of the system. 

The Army of course operates within the framework of the DOD 
integrated management system which is keyed to the three-phase 
decision-making process of pla.nning, programing, and budgeting. 

G e fter·al Shea e nte1·ed the U . S . .llilitm·y A cade m y in 19U . lie was comml.•sloned 
a &ecoftd lieute nant, Field A r·tille1·y , in 1936 . Ht.~ fh·.~ t fl ,~signmcnt wr~ .~ to th e lith 
Field A r tiller·y , Fo1·t Sam Hous ton , Tex aJJ . 

Tr(UI..<r/ en·in g to the Cav ll l , y ill 19., 8 , in the pe1·iod 1 9 .~ 11 - 40 h e xe1Ted In th e 5 th 
Cll va lry r F m· t Clm ·k , Texa.~ I ; th e ., d I n fan t ry Did.~io n r F or·t Le11'i .~. Wtl .~hln g to n I ; 
and the 9th Cn n l11·y (For t Rile y , Kansli .~ J . Du r ing l4' o1'ld War II h e com m u n detl 
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This system is designed to tie all facets of the defense effort together, 
relating national security objectives to strategy, strategy to forces, 
forces to resources, and resources to costs -- all within the same 
conceptual framework and all projected several years into the future. 

Although much of our current emphasis is on the program phase, 
I would like to stress that the new programing system in no way 
changes the importance of the planning activities which precede pro­
gram development - or the budget activities that occur after the 
program is approved. 

In the first phase, planning, we determine strategic objectives and 
the requirements to meet them. This includes such basic long-range 
considerations as the nature of future warfare, the role the Army 
will play in such warfare, the type of equipment and weapons sys­
tems that we will need, and the optimum grouping of forces and 
weapons systems to accomplish the missions assigned. In other words, 
what we need to do our job. 

In the next phase of the decision process, programing, we 
translate our strategic requirements i:-to time-phased courses of 
action calculated to produce what we need - when and where we 
need it. This is the phase where we link forces with resources and 
costs, and secure Secretary of Defense approval of the Army's part 
of the defense program. Throughout the Services today the standard 
format for expressing this time-phased course of action is the Five­
Year Force Structure and Financial Program, commonly called the 
Base Program. I will discuss this in some detail later. 

The third di8tinct phase, budgeting, is the process by which we 
obtain legislative approval of the annual segment of the program 
in terms of appropriated monies and authorizations for strength, 
major materiel items, and research and development. 

tl&e td SqKadrox, 11~tl& Cavalry. Ix 19H l&e attended the Command and General BtaU 
College. Tl&ereafter, uxtU 19,6, he was aalrigxed as Instructor In tl&e Tactical 
Departmext, U. 8. Jlllitary Academy. 

Ht& a.tlrigxmext.t from 19•6 to 1950 were: lith Cavah·y, 18t Cavalry Divt.lott 
rJapaxJ; Aamtant Director of Instructiox, The A1·mored School f Fort Ktto.r, 
IrextvckyJ; 81d Recoxxat.saxce Battaliox, ld Armored Division f Fort Hood!, Texas . 

He wa.t aalrigxed as Aaaistaxt Chief of StafJ, G1, In 1951, axd in Germany that 
aame year became Chief of Staf! of tl&e ld Armored Divi81on, which position he 
l&eld uxtU AugU8t 195~. Returning to the U. S., he attended the Armed Forces Btaf! 
College uxtU JaxKary 195 • . 

In 195~-56 he wa.t a.tsigxed to the Army Ge1te1·al Staf!, serving succeaaively ax 
Ch~f, Strategic Plannixg Branch; Chief of Policy Planning Division; and Aasiatant 
Director of Plau, Otflce of the Deputy Chief of Staf!, Military Operatto1ts. ltl 
1956-51 he attended the National War College . 

Ix July 1951 Geneml Shea wa.t assigned to SHAPE, 1·emalnlng until March 1961 
a.t Chief, NATO Annual Review Braxch, and Asalstant for Coordination, Program .~ 
Dlvirion. Upon his return to the U. S. itt April 1961 he became Chief of the Estimates 
axd Funding Division, and subsequently Assistant Dh·ectm· of Army Budget for 
Plaxa axd Operations, Otflce, Comptroller of the Army. 

He was aslrigned as Director, Coo1·dixation and Analysia, Otflce of the Chief of 
Staf!, ix December 1961, and became Director of Army P1·ogmm11 on !0 .4ugu.~t 196.,. 

fThe present pape1· wa.t presented at USAMS, Fo1·t Belt•oh·, Vh·ginia, on .1 FeiJnwry 
lH.J.) 
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The three phases are closely related, and there is no sharp line 
of distinction between them. 

Under the DOD integrated management system, it is essential 
that guidance derived from plans be translated into programs, or 
changes to existing programs, which detail the application of resources 
by miuion area. Thus. refined and approved plans must serve as 
the evaluated blueprint for program changes. Without such a blue­
print, propolled ch:lnges to the Base Program on a random choice 
bui xpo any part of the program tu spot decisions promoting 
imbal.ln ·cs and may lead to a fragmented or "patchwork" end product. 

An~fY'S NEW FAMILY OF PLANS 

Figurt" 2 bows th Army's new family of plans. They are designed 
to provid rvi input into the JSOP (Joint Strategic Objectives 
Plan) and other plans within the cognizance of the Joint Chiefs of 
Staff. and to provide the detailed guidance for program development. 
The tim pan of the three plans starts with the current year and 
projects 20 years into the future to satisfy the various needs for 
guidance. Each plan is to be maintained current. with major updating 
and extension annually. 

The basic document in the uew family of plans is called the 
Baaic Army Strategic Estimate or BASE. Some of the source docu­
menta utilized in the devel "ment of the BASE are shown in the 
figure. The estimate sets forth pertinent portions of Basic National 
Security Policy and other policy determinations, provides a techno­
logical forecast , evaluates the enemy threat and capabilities to affect 
the land battle, and outlines the preferred Army strategy to deal 
with this threat. In effect, it provides a 20-year environmenta~ 

forecast and is an a88e88ment of the Army's role in that environment. 
It does not identify force requirements, but does provide broad basic 
guidance for the Army's R&D effort. 

The Strategic Estimate precede development of the Army 
Strategic Pia (ASP). a plan directed toward determining in fairly 
finite terms total Army resources required to support the strategic 
concept, intelligence estimate, and technological forecast of the 
BASE. The mid-range part of the ASP (2 to S years in the future) 
serves as a basis for developing Army input to the JSOP. In the 
longer range time frame (8 to 20 years) it provides more finite 
guidelines than those in the BASE for the Army research and develop­
ment effort. The plan takes into account estimates of resource levels 
that are reasonably attainable in the climate of the times. 

The Army Force Development Plan provides us with the essential 
link between strategic plans and programs. The Force Development 
Plan does this by providing detailed guidance on future forces in 
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terms of specific units and associated materiel, requirements for 
training facilities, construction, R&D, etc. It is constrained by various 
resource limitations and constitutes the planning basis for revising 
the Army Five-Year Force Structure and Financial Program. It 
serves three principal purposes: 

First, it is the basis for the development of the best possible 
Army within the resource levels of the approved program. It identifies 
shortfalls and attendant risks, and provides alternatives for lessening 
the risks. This plan analyzes the Army Five-Year Force Structure 
and Financial Program and identifies those highest priority needs 
not reflected in the currently approved program. 

Second, it sets forth desired incremental and balanced increases 
in new weapons systems and forces, time phased and in order of 
priority, and identifies the associated additional resources required 
to attain planned objectives. 

Third, it shows how to best accept incremental decreases in 
capabilities — in inverse order of criticality — in the event of budget 
cuts or other unforeseen eventualities. 

The fundamental objective of this plan is to assure the best 
possible use of resources provided to the Army to do its job. 

The ultimate result of the planning activities just discussed leads 
us then to the Army's Five-Year Force Structure and Financial Pro- 
gram — the Base Program. 

ARMY PROGRAM SYSTEM 

The Army Program System is rooted in the system which DOD 
initiated in early 1961 to satisfy a need for a single integrated 
information system which would serve to keep top management 
abreast of the entire current and planned defense program. Its 
overall purpose was to regularize the decision-making process and 
to provide for comprehensive evaluation and cost effectiveness 
analysis. The functional arrangement of the budget into programs 
such as pay, construction, procurement of equipment, etc., while 
useful for many purposes, does not focus on forces and capabilities 
in relation to missions, which have become the key decision-making 
areas of concern to DOD. 

The objectives of the system are: 
— To program on a mission-oriented rather than a function- 

oriented basis, as has been the case in past years. 
— To give greater consideration to alternative programs with 

respect to both cost and effectiveness. 
— To extend the time span of DOD-approved programs to five 

years or more, and thus provide to the Services and DOD agencies 
the long-range guidance not heretofore available, including total costs 
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I STRATEGIC RETALIATORY FORCES 

II CONTINENTAL AIR AND MISSILE DEFENSE FORCES 

III GENERAL-PURPOSE FORCES 

IV AIRLIFT AND SEALIFT 

V RESERVE AND GUARD FORCES 

VI RESEARCH ANT' DEVELOPMENT 

VII GENERAL SUi _ORT 

VIII CIVIL DEFENSE 

IX MILITARY ASSISTANCE 

Fiq. 3. Programs. 
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of forces and systems over their operational lif time. 
- To develop long-ra nge programs with ut rega rd to a ny fixed 

budgetary, manpower. or ma teriel ceilings, with military need as 
the prime criterion. 

- Finally, to ma k budget rccomm ndations consi tent with 
DOD program decisions. For exa mple. th<.' prorram for FY 1968 will 
be continually revised and updated duriu (T thP next three y ars as a 
prelude to its becoming the budget r c mmendati n for FY 196 . 

A system based on these objc tive pr miscs a dynamic approa h 
toward solving many of \.hi" pr blems whi h hav plagued us in the 
past. Needless to say. the systl>m )s still far fr m perf t . Although 
it incorporates no new specialized methods for determining resour 
requirements, a program developed in the context of th se bj tives 
does provide a lo.r;ical way of portraying requirerr."rtts in mission 
terms over an extended time period. 

In its present form . the DOD program consists of the nine major 
programs shown in Fig. 3. These programs reflect the entire def nsc 
eff rt, and being organized on a broad mission purpose basis, they 
cut across individual Service organizations and functions. Resources 
to support the broad missions arc allocated. on the basis of their 
relative importance. through the program system. Each of these 
major programs is composed of many subdivisions called "program 
elements" which provide a more detailed breakout of the total 
resources devoted to each program. 

Figure 4 shows the relationship of the major programs to the 
program elements assigned to the ServicPs. A program consists of 
an interrelated group of program elements, consider d together. 
inasmuch as in aggregate they support a broad specific mission. 
The important point here is that the unifying principle of each pro­
gram is a common mission or set of purposes for the elements involved . 

A program element is an integrated activity. a combination of 
men, equipment and facilities which together constitutes an identifi ­
able military capability or support activity contributing to accomp­
lishment of one of the broad missions stated or implied in the title 
of a major program. 

I'll review briefly the Army's participation in these major pro­
grams and describe some of the Army's 280 program elements which 
are of particular interest. 

Program I, Strategic Retaliatory Force,., , is made up primarily 
of Air Force strategic bomber and missile forces and the Navy's 
Polaris missile forces. It contains no Army program elements. 

Program II, Contine?ttal Air and Jlissik Defense Fmces. includes 
all of the active Army's resources devoted to the air defense of 
CONUS (ARADCOM) as well as c ·rtain Air Force and Navy air 
defense elements. Here the relationship of program elements to 
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the major mi ion program is l ar · for example, both Nike Her­
cules and F-106 fighter aircraft lea ly contribute to contin ntal air 
defenae. 

Program Ill G " ral Purpo F ret includes our overaea com­
mands and th CON -b trat ic Army Force. c rtain Marine 
Corpe and Navy ft t activiti . and th Air Force tactical air units. 
Tbia program naturally is of trem importanc to us, and is the 
largest Army program by far. For any of th five years addreaeed 
in the Bue Program, it ft ta bout 50 ;.. of the total obligational 
authority available each year and o" r two thirds of th military 
manpower. 

Progrom IV, eolift tntd Airlift For , includes only a few A.rmy 
porta and terminals, along with th Navy's MSTS ahipa and the Air 
Foree MATS fteet. 

Program V, Rueroe aM. GtUJrd Forcea, includes all Army Reaerve 
component units in their various readiness categories, as well aa the 
Retlerve forces of the other military departments. This program 
&180 carries the Army National Guard on-site Nike Hercules 
battaliona. 

Program VI, Ruearclt, artd Development, encompauea. moat of 
the Army and other aervice major R&D projects. 

Progrom VII, General Support, reflects those Army activities 
not directly related to a.ny specific miaaion program. Included are 
such activities aa training centers. strategic communications, achools, 
h011pitala, logistical support, and the Army's participation in agencies 
managed at the joint and defenae level. 

Program VIII, Civil De feMe, and Program IX, Military Aaaiatance 
Program, are both prepared at present by the DOD, and there are 
no specific Army program elements in theF:e programs. 

To accommodate the Army's varied forces and missions in a 
meaningful display, the basic DOD program structure was altered 
to reflect a geographic break for the Army. (See Fig. 5.) To illustrate 
this point, this figure shows the program elements for Army Forces, 
Europe. As far as the Army is concerned, this geographic break is 
a significant and highly desirable feature because it corresponds to 
the way we command, plan mission accomplishment, and administer 
funds, and therefore is the way we need to program. Also, the 
c..>mmand to which an Army unit is assigned and its geographic 
location are essential to any real understanding of the role that a 
specific unit plays in our strategy. You will note that the manpower 
and other resources required to sustain these forces on the continent 
would in effect correspond roughly to the direct Army contribution 
to U. S. participation in the defense of Western Europe. 

For these and other reasons, the assignment of program elements 
to a particular geographic area in Program III is peculiar to the Army. 
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COMBATANT  FORCES 

INFANTRY DIVISIONS REDSTONE BATTALIONS 

ARMORED DIVISIONS CORPORAL BATTALIONS 

AIRBORNE DIVISIONS SERGEANT BATTALIONS 

MECHANIZED DIVISIONS LACROSSE BATTALIONS 

PROVISIONAL AIR MOBILE UNITS PERSHING BATTALIONS 

BRIGADES MISSILE COMMANDS 

NIKE HERCULES BATTALIONS SPECIAL FORCES 

HAWK BATTALIONS AVIATION COMPANIES 

HONEST JOHN BATTALIONS OTHER COMBAT FORCES 

LITTLE JOHN BATTALIONS COMBAT SUPPORT UNITS 

COMMAND AND  SUPPORT  FORCES 

LOGISTICAL AND SUPPORT FORCES 

ADMINISTRATIVE AND COMMAND FORCES 

SUPPORT TO NON-ARMY AGENCIES 

Fig.   5.     Army general-purpose  forces,   world-wide, 
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Each program element in the structure is represented in the 
program documentation by a Descriptive Data Sheet which describes 
in layman's language the purpose of the element and its composition, 
and by a "cost." or Program Element Summary Data Sheet, which 
contains pertinent financial and manpower data. The Descriptive 
Data Sheet identifies the element by title and its code. Other informa- 
tion on the sheet concerns some of the missions and related tasks 
which you might expect an airborne division to perform. Also shown 
are some examples of force composition, strengths of selected units, 
and some major items of equipment. The a. ^criptive sheet, in essence, 
provides a thumbnail sketch of an airborne division. 

The Program Element Summary Data Sheet also identifies the 
element by name and code. It displays force levels for the current 
year plus eight years into the future. Costs, on the other hand, are 
reflected for only the current year plus five additional years. The 
financial data are broken out into three categories: R&D costs, which 
are self-explanatory: investment costs or the capital investment, which 
are the costs required to put a newly developed capability into opera- 
tional use; and operating costs, the recurring costs required to man, 
operate, and maintain the capability. 

The Army Five-Year Force Structure and Financial Program is 
currently organized into 12 separate volumes. Included are a summary 
volume, individual volumes for each of the six DOD Programs in 
which the Army has activities, and five annexes.   (See Fig. 6.) 

The summary volume shows by major programs the estimated 
costs in each appropriation, and the manpower data used in formu- 
lating the five-year program. The six major programs in which the 
Army has program elements summarize the use of Army resources 
in mission purpose terms. Supporting this mission purpose breakout 
are detailed annexes, similar to the old "Control Programs," that 
show what we have programed in functional areas. The Materiel 
Annex, for example, provides a five-year shopping list for major items 
of equipment. The Construction Annex portrays like data on our 
military construction projects for the same time period. The other 
annexes are designed to provide similar data in each area indicated 
by the title of the annex. 

The only annex not complete at this time is the Force Basis 
Annex and this is a real void in our documentation. The Force Basis 
Annex will provide current guidance to the DA staff and major com- 
mands concerning the programed unit composition of the Active 
Army, the Reserve components, and proposed AUS augmentation 
units. This annex should be completed by 1 July of this year. 

These functional annexes are the basis for the detailed program 
and budget guidance which is provided to the major Army commands 
and agencies below  Departmental Headquarters level.   Last year. 
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MAJOR  PROGRAMS 

PROGRAM ELEMENT SUMMARY DATA SHEETS 

PROGRAM ELEMENT DESCRIPTIVE DATA SHEETS 

MATERIEL  ANNEX 

PEMA SHOPPING 

EQUIPMENT DATA SHEETS 

CONSTRUCTION ANNEX 

FORCE BASIS ANNEX 

INSTALLATION ANNEX 

FAMILY HOUSING ANNEX 

Fig.   6.     Documentation  for  Army  Base  Program 
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using the basic data available in the annexes, we were for the first 
time able to provide five-year guidance to the field In the pai»t. our 
guidance has been limited to one year and our field commanders have 
often expressed their need for definitive guidance over a longer time 
frame. 

As has been said a number of times, the programs and program 
elements are mission purpose-oriented. The budget structure, on the 
other hand, is functional and the Army below Departmental Head- 
quarters continues to employ a management system based on the 
functional budget programs such as pay. construction, and procure- 
ment of equipment. 

Figure 7 portrays the translation problems implicit in thi« difffr- 
ence. in very simple form Taking our functional or budget-basfd 
inputs, the Army staff, employing a seru-s of correlation tables, 
represented here by the barrel, allocates resources to the mission 
purpose elements We must at all times be able to display our resource 
needs in both forms, since we normally deal with OSI» in mission 
program terms and our communications to the Army's field establish- 
ment are in functional budget terms In enaence. we employ the 
program structure and chanr.el« in decision-making, but executive 
controls in execution are in budget terms The cerrelation of disaimilar 
structures is still far from perfect, and we are currently rvaligninj« 
part of the functional management structure used below Headquarters. 
Department of the Army, so that reports from the field will correlate 
more directly to the pro| m element struoturr W. are also studyinc 
ways of making a more meaningful distribution of overhead or in- 
direct costs to program elements 

Since Army activities are never static, the Baar Program can 
never be statu The logical question then is. how do wr keep the 
Base Program current * Heretofore most plans and programs were 
revised periodically, normally on an annual basu This i» whrrr the 
current system deviates grrstly from the past By using a formalised 
program change control system changrs to the prttgram can be rerom 
mended at any time In theory then the Haar l^rogram is always 
current       a living document 

In accord with the management-by-exception principle   the Serrr 
tary of Drfrnse has established spectfW- criteria covering change pro 
pussla which must be submitted to his oAce for approval    He ha« 
duor this by estsbliahing drcis^on f*"*h  Ui*    I See Kig   H I 

A threshoki la an upper limit which cannot be exceeded without 
the personal approval of either the Secretary of Iw-frnae or his deput> 
The current thrrsholds are shemn in the figure Fo* thr m<«t pan 
these thrrchoids are cunvmientl) grv>uped into xhrrr "i\—x T>i* 
cstrgonrs re«rarch and devrlupmrnt inveatmmt and oprrattn^ 
There is also a 'Torres and Manpower   threshokl which limits rhange« 
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to end-year strengths and 4orce structure units, and an MAP threshold. 
AM a general rule, the thresholds are somewhat more restrictive in 
the near years 

The Army, within these limits, can institute "Below Threshold" 
changes to the Base Program. Of course, program change proposals 
must be submiUed in all cases where the change requires resources 
»n exces« of th^ levels in the last Army Base Program approved by 
the Secretary of Defense. 

Program change proposals which affect the Army Base Program 
originate from many sources: the Secretary, Deputy Secretary, or 
Assistant Secretaries of Defense; Chairman, Joint Chiefs of Staff; 
other military departments or independent DOD agencies. Of course, 
the bulk of the change proposals are initiated by the Army staff. 

Proposed changes are forwarded to OSD for decision on a 
■tandaraized program change proposal form. The change proposal 
I« the life-blood of the system; Fig. 9 shows what basic information 
it required. 

Page one of the form outlines "What you want and why you 
want it " The specific areas addressed in each proposal are shown in 
the figure Page two presents primarily cost information, and in 
brief asks. "When you want the money and how much." For example, 
if the change concerns a materiel item, you would indicate the year 
you want Congress to appropriate the funds and the year, or years, 
in which you anticipate delivery. The costs of the proposal are 
presented in the three categories — R&D, investment, and operating. 
Page three presents some of the details on "resource requirements 
versus availability." On this page the question of "trade-offs" is 
resolved, and your specific requirements are listed. One item of interest 
on this page — the program change is a Secretary to Secretary 
communication and each proposal is signed out by the Secretary of 
the Army. At Ihe OSD level Secretary McNamara or his deputy 
makes the decision on every proposal. 

A program change proposal travels a rather long and winding 
route on the road to decision. 

Let's follow a hypothetical program change, assuming the pro- 
posal originates in the Army staff. (See Fig. 10.) The appropriate 
■taff element initiates the change and then coordinates the change 
with all other Army staff agencies. After coordination, the change 
is forwarded to the Office of the Director of Army Programs, where 
it is reviewed for consistency with the overall program, and for the 
preparation of a "summary analysis." This summary analysis presents 
the various considerations that were part of the development of the 
change proposal and recommends a course of action selected from a 
number of alternatives. 
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The Chief or Vice Chief of Staff then forw ards the change proposal 
lo the Secretary of the Army If the Secretary of the Army approves 
the change proposal, u ia for.varded to OSD, where it is processed 
by the staff of the Assistant Secretary of Defense (Comptroller). 
At OSI) level the proposal is circulated for review and comment to 
the Juim Chiefs of Staff. DOD Staff Agencies, and the other Services. 
Based on ihese comments, the Secretary of Defense makes his decision 
and issues instructions to the Service concerned. 

The Secretary of the Army can either accept and acknowledge 
the decision of the Secretary of Defense, or he can exercise his 
rrclama privilege if the decision is not acceptable to him. Assuming 
approval, the next step is to update the Base Program. This is a 
mechanical prm-ess of preparing revised Program Element Summary 
Data forms and distributing them to all holders of the Base Program. 
With revised F'rogram Element Summary Data forms inserted into 
the Base Program document, the circuit is closed and the Base Pro- 
gram is again current 

CONTROL  DEVICES 

Every successful management system must contain a procedure 
for review and the DOD Program System is no exception. Although 
not perfected. DOD is experimenting with two approaches. 

One approach is to require Monthly Progress Reports on selected 
matrnrl items or systems over which OSD desires to maintain close 
■uprrvision The Army items are shown in Fig. 11. A "milestone 
•rheduk" is being developed for each of these items. A "milestone" 
is a signifc-ant occurrence in the life or scheduling of an equipment 
Hem ratending through the development, production, and operational 
phaars lo obsolearence and removal from inventory. Milestones will 
indtcatr «khethT the particular item is developing as originally pro- 
jected «»r whether it n«-edh additional management attention to bring 
it to ihr desireü operational state The Army must be prepared to 
eaplatn in detail and justify any deviation of actual accomplishment 
trum pn^rammed mlestones 

Kor each item or system, the Army has designated a DA Systems 
Staff OArer to arrve as the DA focal point This Systems Staff Officer 
supplement» the materiel Project Manager found at Army Materiel 
Command and other field commands, and is to be thoroughly knowl- 
rdfeahir on thr overall »tatus of the item AO»hX)R monitors progress 
to msurr rtMtrdinatKtn of the materiel facets with doctrine, training, 
ofxamaatkjn and «teploymrnt 

Anothrf control device ui called Resource Category Reporting. 
A rr^ourre ratrft>ry  is either a unique type of resource or a homo- 

i»u»   jroupm^   of   related   resources     They   can   be   viewed   in 
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management terms as a "functional slice" of the program. 
At this time, we identify only four types of resource categories, 

namely (1) major R&D projects, (2) major PEMA items, (3) major 
construction projects, and (4) manpower costs. Other types of 
resource categories will be identified in the future. 

Resource category reports are used for comparing the actual 
execution of programs in various categories against the original sched- 
ules. Problems encountered, or improper execution of schedules, in 
these high-cost areas will be identified quickly for prompt remedial 
action. 

In sum, in the reports area, as in other areas, we are in the process 
of refining an operational program system to make it an even more 
effective tool of management. 

ARMY BUDGET PROCESS 

I will not dwell on the Army budget process, not because budget- 
ing is not important, but because it has changed little in recent years 
and is generally well understood. In the final analysis, the budget 
process is the means of securing resources and allocating them to 
those areas which will provide the greatest return in combat effective- 
ness. It is through the budget process that the projected plans for 
operation of the Army, as well as its long-term readiness, are presented 
for review and acceptance by higher Executive authority, by the 
Congress, and, finally, by the American people. 

The budget document reveals the near-year costs of carrying out 
the program. In this context, it should be only an annual slice, an 
increment, of the five-year program. Of course, at budget time the 
real world intrudes on this ideal relationship and the annual budget 
review is still a painful process. And, while the Army budget is 
considerably larger than it was just a few years ago, we are all aware 
that there is still not nearly enough money to sustain all of our 
programs, and to do all of the things that we know should be done. 
However, as we refine our planning and programing systems, the 
objective of having "programs become budgets" is closer to realization. 

The budget has long been held to be the critical element in the 
execution phase of the management system. It is significant to note 
that the program system offers nothing to replace it. I mention this 
because a few people have suggested this possibility. The existing 
budget controls are rooted in law, are operational and effective, are 
served by an adequate accounting mechanism, and have the unique 
quality of being understood by the Army establishment worldwide. 
The Army cannot replace this system without the consent of OSD and 
Congress, and neither has indicated any desire to change the status 
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qL ). Thus there is little evidence to justify the extension of a dual 
program-oriented control system below DA Headquarters. 

PLANS AND  PROGRAMS 

I would now like to retrace my course somewhat, and show how 
our plans and programs tie together, or, more specifically, how 
planning objectives flow into the program and ultimately into ihe 
budget. Figure 12 provides a graphic portrayal of the plan program 
relationship. 
 I would caution you not to associate any specific resource scale 
with this figure. For our purposes, just assume that planning require- 
ments exceed our present capabilities. The heavy black lines on the 
lower half of the figure represents the Base Program — or level of 
resources — as currently approved by the Secretary of Defense. 

On the left, we have portrayed input from the BASE as providing 
for the 20-year time frame an environmental forecast and guidance 
on strategy adequate for the development of other more definitive 
plans. From this guidance the Army staff develops the Army Strategic 
Plan which establishes the Army's entry position on force and resource 
levels for JSOP deliberations, and sets those objectives toward which 
the Army directs its efforts. The Force Development Plan, oriented 
toward those objectives, provides the detailed guidance for effecting 
necessary changes to the Base Program to achieve the stated objectives 
within reasonably attainable resource levels. 

The guidance we expect from the AFDP falls into the three 
general areas mentioned earlier. 

First, we expect the plan to examine what is currently in the 
approved base to identify areas for improvement, and. at the same 
time, identify the high priority items and systems that we would 
bring in first if we assume a projection of resources at about the 
FY 64 level. As you note, the base program has a downward bias 
as we proceed into the future time frame. Basically, this is caused 
by the DOD prohibition against including forces and cost — other 
than R&D — in the mission programs when an equipment item is still 
in the developmental stage and has not been approved for deployment. 
This is true even though it is contemplated that such materiel will 
be ready for procurement during the program period. For example, 
we could anticipate a production decision on Nike X or on some 
such high cost system prior to end FY 1968. The force levels and 
related investment and operating costs are identified in the Force 
Development Plan — based on the pred.cted readiness dates. The 
AFDP tells us when we should submit a program change and about 
how much to ask for. This is a typical example of how he Force 
Development Plan provides the guidance for initiating a program 
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change to secure authority to include the new materu-l and related 
forces in the Army Five-Year Force Structure and Financial Program 

Next, it should outline alternative ways of attaining the objectives 
level of the Army Strategic Plan In so doing, it should detail the 
incremental steps involvev! for a number of alternatives For example, 
one alternative might get us to the objectives levtl in two annual 
increments. Another altemativt. on ihe other hand might portray 
a much more conservative approach in attaining the desired objective« 

Third, the AFDP should provide a decrement list to aecomrm>date 
a decision to reduce resource levels below current projections In 
other words, it tells us what will hurt the least if we must abiiorb 
«uUin the iuture  

We can see that the force development  plan,  in  PKRT lingo 
presents the optimistic   the m<»st likely   and the |teasimi8ti«   view of 
future expectations 

The new emphasis «>n u 1K)I »integrated management »ystrm has 
already had a profound effect upon the managemrnt acdvit e& of the 
Military Service« The program system hah undoubtedly brrn thr 
most significant change The establishment and maintenance of an 
approved program over an acceptable time span or^amxrd in mission 
purpose terms encompaKSing the total activity of thr 1 •< »I • places 
before top-level decision maker» more orgamtrd information than ha» 
ever been available in the pa»t 

While the program »yst« m a» wrll a» oth<r faitt« • i management 
is still f tr from |»erfett th« |»i»aibilities inherent in the new vstrm 
would seem to fully justifv th« «-fTon whuh will br rrquired <>ur 
ultimate goal is the achit-Nemrnt of a practical pn*rMi for trans 
forming well cooceiml military plans int«« rftntixr actions »hich in 
total proVKje the degree of national sreunt) required for the future 
development and gnmth of . wr nation 

Although thr Army has made «igniht ant »up» in aliening its own 
management system with thr r\ol\ mj; OSI» m.^irl much r« main» to br 
done   It is rect»gni«r<d that a rnorr efTettixr mean» of («»rreUting plan 
ning   pr»gramin»:   budgeting   and pn>fcr»m budget r^rxuti.n must br 
developed    In this rrgani   the  Amu   hs» recmtU   mitiatol »  »tud> 
designeil ti»achie\e impro\iment» in th» Program and Hudg« t S>»trms 
A steering  ct»mmitter i>>n»istittg of   m\»«lf   Ihr CmptrolUr   «»f  thr 
Army (as chairman»   the A*»i»tarit Oiief «.f Staff for Kofr»  l>r\»lo;» 
ment  ami the I >eput\ Chirf .»f S»?fT for l^ogistN s  ha» («em r»tabli»hr>l 
to pn>Mde o\rrall dirtxtK.n and guidanct   t.. Afm>   »taf!  agencie» in 
the development  of  improvement» during  th«   «ondu* t  "f  the   »tud> 

The system de\eU»|<e»l mu»t »erve witli »tjual advantage i h« 
Pentagt»n det ision maker and f>eld t«>fTimah'i«r « hargr-d with rarrying 
out the decisions The Am\> »taf! has a unique op{»»rtunit> I" »hafv 
this s\stem to serxe th« ir n«evl» anl fullv  mtmli lo do *• 
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Mr 

OÄKr   i^   \vuktAiit   Scxt«-tAi>   i4   ihr    Vtrm      KM 

Too i»(lrr lAAtructRjcu tomr lo yuu in thr hrld to install thta or 
that »>»trm with ofvratiAf arrx>untin^ and nrf>urtin( pruondurr« 
for IU oprrmthm    T •   »».in. *rr thr fti(niAr*fkcr o| thr «yvlrtB   thr 

and thr prtncipk« "f mAnA^rmrot 
tnhrrmt in it to obtain maaimum t»prr»tin<r 
and umk-nrtoud It i» my purpi«r titday to try to pro\»dr uutnt f thia 
background «o that thr importancr ul your part in thr Cocamand 
Channrl Slock Kurvl oprratioo may br rkrarrr tu y^u di rtng your 
drhbrratKN« herr and in ita oprratkun «hm you rrium hmnr 

jy* mtaaKxi of thla School la *To aaaiat cximmandrr» and arkcird 
■taff oAcrr« and civilian« to prrform manafmal f uf.. ♦. r.» prrtainia« 
to UMtaltatiotui and activitira      Wr  find   furihrr   that     command 
manafrmmt inclvMlr« pn>framinf   bud^rting   accountmf   manpuwrr 
and kiftatica manafrmmt    and that    command manafrmmt mcum 
pa—n thr funrtkm« <»f manafrmmt   which arr plannmf   urfanitinf 
dtrcrtiaf coordinatitif  and citntroilinf 

Hinrr Ihr Command fhannrl Stuck Kund i« nut |uat a financial 
ftmmkck but i» an m»!ru • mt uf kuf talkral and financial manafrtnmt 
It ta an intrfral part uf t >r pniframtnf budfrtinf accountinf a.^d 
loftaCkca manafrmmt with which yuu arr ruocrmrd and for which 
you art p*ckinf up klraa at thia School tu improvr thr manafrmmt 
of thrwr thinfa 

Becauar yuu arr aumr uf thr kry prof4r in thr manafrmmt of 
Ihr Army. Navy   and Air Kurrr   I think yuu haw a nrc^ to know 
a nmd to know huw thia ur any ayatrm •▼ diaruaa can cuntrtbutr to 
manafrmmt    Wr want )uu tu know what thr iVimmand Stock rund 
ta and «hat  It ta aupfk^rd tu du    Brcauar  yuu arr thr  kry prupir 
many of you will br kirat*d at thr Iirfiartmmt    f Army from timr to 
timr   you may br in AMI' ur at invmtory control pumta   you may 
br commandrn uf atatkuna  )'ou may br in an uvrrwraa command   In 
any of thrar capacttira you ma> br »taf! oArrra  profram manafrra 
cocamanduif uAcrra or aupply and hnanrial manafrra    But in any 

F,'    •»«•«   r**'*   ''    Jfk**f   ^««   »««•   tmf*i*-4   MI   *f*«>*r*«*   '*tmHmt   (•   ta« 
■ «••«M«rw« »f >k* !'«•• »'— k r**.4 «• « ••«••• »f •»««<•> •»» ^ » •'«■Kf%r «»4 
***m*f»0 ••«••'•-■•%•• •' Mp«*«a«'t •»•§♦♦•#4 Nw 9ip0*wm*m a«« t«#« r .%«j •« 
^•«««•i«   ••4»*"«     tt'«  i%>*'«»<«   •«;«•«%«■      »^••«r»*«     •••««• Mty   »•«#'»•>•«      «md 

fk»   ^•«•«•r  p*p*'   •>«*  p-tp-*-*^   '■»■«*   rfc*  »'«•»•'t^fvv*  «'  «■   •»<•<  ^'«•«•»«rw« 
t»«a«   «.I   l  »AM»    r»'t  a«'>««'     ttytaiM    .«   ||  U. I»«»r«   tMI 
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of thr«r cApacitkrs at Any of thnr pUoe« >XHI will h*\r a part in Ihr 
coaunaod of thr installatKm If wr ha\-r a C\>mmand Channrl Stock 
WiA at thrw placrs thrr» i* nut guinf to br much quectK« but that 
you will have a part to pUy in it brcauar >\>u cannot avoid it And 
I do AOC think you do want to a.   id it 

A« hackfrnund t-r the di«rua»u»r of thr Command Stock Fund 
1 think it wuuld br ratrvmrl) intrfr-stinf to givr in brirf a nummary 
of policy deciaiuAa with rraprrt tu nmsuntrr funding and stock funding 
that wrrv uxludrd m thr («ilpatrn klrtnorandum i»f "V' Warrh 1963 in 
rrply to thr *>nrral Arci>untinf C)Acr ('*>n»unwr funding stock 
funds and command stork funds arr to sav thr krast cuntruvrrsial 
both within thr Arm> and out^dr H »WT^rf thrrr is mrfhing that 
damprns rontn>%rrs> likr a pi4»cy drruuon I'ntil 30 klarrh 1M3 wr 
did not hsvr any rral ck-ar<ut l>OI> |"'1»«% <Wis>ons with rrsprct 
to stock funds and lonsunvr funding Kath of thr SrrMcrs had 
impirtnrntrd in \ar>ing minnrr stock fund» U'th as to rt»\rragr of 
itrms and drpth ol ratrnsKin For raam|4r thr Ns\> »huh had 
thr okkwt »tuck fund usrd in man> >rars fur |>ur»i> ri»nsum|4i\r 
typr matntal (subsistmi^r crnrral h4»usrkrrt*>ng »u||l»«-» and tl"th 
ing I » n.r . .. > 'f f.u» matrrul r\t I'p until lUftl or IWM* thr Army 
had no stork funds st all and then in a thrrv >rar |« r. -i thry prarti 
rally put rvrrything in it A» f<>r thr Air V*>r\r it ju»t ha* T\\ 

brlirvT^l in st«« k funds and thrrrf..r» ha* limited it grnrrally to 
■ubaistmcr clothing furl mrdkral and gmrral su|>f»l»r<s Thr Na\y 
has now appn»*rhr<d morr rk«riy «hat thr Arm> has brm doing 
b>' putting in a M m.rr of thr trrhniral tyfv «»f matrrtal 

Brvausr of thr sh«»nagr of o>nsumrr funds   not  a|>plying thrm 
in thr right pr«»pi»rti< n« to bu>ing matmals fnmi thr stork  fund« 
and various othrr rrawms   thr (*AO   sbi>ut  twti >-rars ago   startrO 
a vrry arnoos study of stork fund and consumrr funds    TV is study 
rrcommmdnl that sttirk funds snd rtmsumrr fund» br pulU-l back 
to thr CONt'S  U|. ' k\rl or  as an alternativ,.'  that both ettirk fund» 
and citnaumrr funds br abt>lishr\l    About thr »amr timr thr IVf«r( 
mmt of  IVfmar  su(>ply |ir<ofilr  had a  pro>rrt  whurh  was railed thr 
IH'Mr | r   w   •   thr intrgratt«»n of supply snd hnancial msnagrmmt 
TTits waa rrromtm-ndtng not thr abolition of »tmrk funds »••  fofo but 
(lulling stork fund» bark to thr dr(K»t  kwl with no r&tmsion brli>w 
Thm w«*  aftrr  thr  iVfrnar  Su|»(>ly   Agrnr       »mr   inti   bring   ami 
it wa» adv\irating stork funds at  ma^-r rt»r -it: mg |-.»rit»   prxixidol 
that it was s I ISA stork fund 

As a rrsult of all thewr \arying (»oints of \ irw and r- . " -j» of 
using stork funds and ronsumrr f'.ruling th<* Srcrrtary of Iw-frn»r 
in August 19A2 institutnl a study to n » l\r thr problrm Thi» »tud> 
rulminatrd in thr Gilpatnc Mrnv> «»f 3<» klanh H«li3 Thrrr an- many 
things in this stud>  branng on thr sub^rct of my discussion 
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Firtt thr GilpatrKk llrtnu «irfmni il.m» lh*l »rrr lu be ^iiAnced 
by Ihr stuck furvl Thu itkcludr« all it tu r&rept ma>>r end item» 
AMrtnblkr» rompoaeou and p«.rt» th*t require a hi^h dejjrrr of 
ceetrmliArd rnanA^rtamt repair part» that are coded eaxluaively (or 
depot refkaxr inauranee type itetna itrm» dinrctl) related to the 
•A/ety u( |«-r»><\nrl item« in thr rrararrh and development stage 
and item» kurall) pcvicurrd »hrrr thrre i» ni» stock fund 

Thr Mxxmd thing in the Gilpatnc Metnu that was deckdrd w%s 
«hen and «herr «r ».^ikl u*r «ttirk fund* Mr («ilpatrK informed 
Ihr Cumptrx -rr Onrral >>f thr I'mtrd States that it mctuld h nan- 
datury (or all thrrr Srrvkc«-» to usr st.ck funds at tX>Nl*S depots 
and at uxrrsraa drpH» Mstrn»*«« brU-» thr depot lr\rl for each 
of the Servkcea and thr \\\m uf stLnkt usrd »rrr (vrmtsMvr pru\ided 
that thr typr uf . *trnaii.n «a» uniform within thr Srr\»ce In other 
words we could nut usr « cximmand typr stork fund in tX)Nl'S and 
a trftkcal type »t « k fund o\erwraa It had tu br unr or the other 
Also atoik fund» had tu br uard for lU.thing and »ubsistrnir itrma 
that wrrr rapmdrd prtmant) to military pris^nrl a|>t>ro|»rtatiunt 
down to thr luwrst fra*ib4r |«.int And thi» ha» an intrrrsting spftlics 
l*on brrauar »r arr now |Hittin( »• . * funda in thr forward points 
in Kur\»pr fur du hmf and •ubsistmrr undrr rrflv»tr accountability 

Krrr la anothrr intmrating |«int that has a bearing on some of 
thr things that 1 sm aurr >..u arr intrnratrd in I«ep«rtnirnt of Defense 
puitcy nirw rrquirra that • n»um* r funding br st thr inctallatiun 
Irvrl aa ari forth in thr following »tatrment V\ith frw receptions 
eaprnrncr haa pnorn that thr br«t budgrt crntrr fur thr consumer 
funds is thr baar lr\el Thu la thr lotatk>n whrre thr ability to 
forecast rrquirrmrnt» raisl» and whrfr thr brat judgment can br 
applied with rr^prrt to thr rrlati\r prturtt) ? the IK)l> pn»gram» 
aa establiahr^d fntm highrr r*hrlt>n« A» managomrttt (M*uple I am 
surr you arr intrrratrd in ftomr uf thr «»iircta uf that statement 

Another intrresting thing thst »a* drctdrd in thia (tarticular 
metnormndum «aa that srparatr finsncul reatrk:tit>ns will not br 
impoard on baar c\'mmandrr& «ith rra{»xt to thr usr of svsilsble 

operating fuivla aa o>ntraatrd with uthrr b*ar u^Mrrating c«>ata ' Thu> 
mrana that thrre * . ! br n«> ariiaratr financial rrstnctiona on 
monry for mslrnrl aa diatirut fn»m uthrr oprrating cuata In other 
worüa wr at thr Army Irvrl or lX)NAKt* hrad<)uanrni or any of 
the armir-a cann*»t ratabliah arftaratr r^atnctiona *»n thr money in 
04MA for matmrl cttnaumption Thu can only br done at the 

atalk n levrl and not above And finally a aystem of financial inven- 
tory amounting of matmrl brlow thr depot levrl la requireil in all 
military services Krrping in mind this latter point, if you have 

financial   invrntur)   accounting    th»   installatiun  «»f   the  atixk   fund 
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becomes somewhat easier, entailing almost no extra work and provid- 
ing an inventory management system that we think is effective. 

No doubt you have heard statements to the effect that the size 
of inventories at CONUS installations hardly justifies all of the 
management, accounting, and reporting inherent in a stock fund opera- 
tion. The .smaller the station we are considering may seem to lend 
credence to this assertion. 

However, the aggregate of the inventories at all Class I CONUS 
stations will approximate $150 million on hand and $85 million on 
order. Sales will approach the $770 million level annually. This can 
hardly be dubbed a peanut operation. The maintenance of inventories 
on hand and on order in a reasonable state of balance to meet an 
annual sales program of this magnitude covering as high as 20,000 
to 25.000 items at larger stations justifies the application of competent 
supply and financial management. Since the level of competent man- 
agement for the whole division is the aggregate of the level of com- 
petency of all the armies and stations having the stocks, it is essential 
that personnel make the most effective contribution of which they 
are capable to the installation's logistics activities. However, the 
impression should not be left that the dollar value of sales and inven- 
tories is the major significant aspect of this program. Of far greater 
significance is the supply management of the program within available 
resources so that the right items, in approximately the right quanti- 
ties, are in the right place at the right time. Among other things, the 
extent to which this supply objective is attained will have an impact 
on such things as: 

1. Adequate feeding of troops. 
2. Availability of personnel and organizational clothing. 
3. Availability of materiel for training of troops. 
4. Readiness of equipment for training, deployment, and combat. 

As background for some of the philosophy and rationale under- 
lying the use of the Command Channel-type Stock Fund, it appears 
important to briefly review what a stock fund is and why the Army 
has chosen to use it at any level. 

There are essentially two methods of financing the buying of 
materiel from a manufacturer or supplier for stockage, distribution, 
and use. One of those is a direct appropriation made annually by 
Congress for th i purpose This is the method used to buy major 
end-items such as tanks, personnel carriers, trucks, etc., and major 
component J and assemblies such as engines and transmissions. These 
items are issued to the user free of charge without the necessity of 
any financial consideration on the part of the user to obtain it. These 
are generally higher unit cost items ranging into thousands of dollars 
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each. Their importance and extreme variability of demand require 
that the management of each line item of materiel be subjected at 
all levels to a high degree of centralized knowledge of the supply 
and readiness status of these items wherever located and, in some 
cases, including those in the hands of the troops. About 400 of these 
items represent the major portion of the Procurement of Equipment 
and Missiles Appropriation. This number is small enough to permit 
a review on an item basis both within the Army, by higher authority, 
and even by Congressional Committee. This high degree of item 
control at all levels decreases the need to exercise a high degree of 
broad financial control. 

The only purpose in discussing this group of items is to illustrate 
the differences in the application of financial and materiel manage- 
ment techniques to this group of items contrasted with those used for 
the next group of items to be discussed. Contrasted with the rela- 
tive handful of items financed under PEMA, there is another group 
of items generally categorized as consumable-type items such as sub- 
sistence, clothing, and housekeeping supplies. Also included are spare 
parts, smaller assemblies, and minor end-items of equipment. These 
items are the fast turn-over type of items and, when put into use, 
represent a cost of doing business. In the total Army system, there 
are about 500,000 of these items. At an average size installation, 
about 20,000 of these would most likely be stocked. In an overseas 
area the number stocked might well exceed 100,000 items. The fast 
turn-over consumptive characteristics of these items and the large 
number of items involved not only permits, but requires, a different 
type of supply and financial management. First, central knowledge 
and control of world-wide assets on an item basis is not required. As 
a substitute, therefore, control can and is exercised over these items 
by establishing separate policies for stockage objectives to be main- 
tained at the various levels, viz., CONUS depots, CONUS stations, 
and in overseas areas. The appropriate stockage levels are then com- 
puted by the application of these policies to anticipated issues at the 
various distribution levels. This of course must be done on an item 
basis at the operating levels. For example, CONUS inventory control 
points must review items to determine initial procurement require- 
ments from the manufacturer, and stations and overseas areas must 
review items to determine quantities to be requisitioned from depots 
or procured locally. 

However, for purposes of determining the fund requirements at 
each level and exercising broad control over the execution of the ma- 
teriel program, the supply determinations made with respect to each 
item at the operating level are priced out so that requirements and 
assets can be reviewed above the item analyst on a dollar basis.  In 



Command Channel Stock Fund 

fact, considering the large number of items involved evm at « statkoa. 
this is the only feasible technique for review and manafemmt Th» 
is, in effect, what the Army generally refer« to as financial invrmory 
accounting. It tells you how much you have how much you Kavr 
issued, why you have it and where it is However in and of ilaelf 
financial inventory accounting provides no method of finaocing the 
required inventory levels and no techniqu? for exercising supply and 
financial control over the management of these invrntonrs coosu ing 
of such a large number of items. 

For this purpose, the Army has chosen to use the stock fund as 
the most feasible financial vehicle for assuring adequate and contin- 
uous financing of authorized levels of supply At the samr time it 
provides a technique for exercising management contrvl st all levels 
of supply with a high degree of dect-ntraliard management to thr 
lowest level. 

A stock fund is a working capital-type revolving fund I'ndrr 
this system, assets, consisting of inventory and cash for working 
capital, are capitalized into a businehs-type operation Its assets are 
subjected to the requirements of a double entry busine-ss-t>pe account 
ing. The law requires that the fund be charged for the cost of inven 
tories which it must acquire to meet demanu Likewise it must be 
reimbursed for issues (sales) of materiel made to consumers The 
consumer pays for this materiel from appropriations made by Con- 
gress to the various operating appropriations such as Operations and 
Maintenance and Military Personnel Appropriations These reim- 
bursements for issues (sales) provide the stock fu. I the financial 
resources with which to make new procurements of inventories t«- 
replace those sold to consumers. Therefore the hnanctal resources 
required for replacement can be made to parallel the d« termination 
that replacement must be made on an item basis 

PRINCIPLES OF A  STOCK   FUND 

In summary, the principles of a stock fund are a» follows 
a.    Stock funds are revolving funds established to finance the 

orderly and timely procurement to maintain a level of inventories on 
hand and on order necessary to support operational requirements 
These levels include: 

(1) Normal peacetime levels established in accordance with 
Army policies authorizing such levels. These must be related to real- 
istic anticipated issues Uales) for which operating funds may be 
expected to be available and used to reimburse the stock fund 

(2) Provisioning of a reasonable level of support for new 
items of equipment on a realistic basis until deployment of the item 
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and experience with ita operation has reached a status that permits 
the determination of realistic usage rates. 

(3) War reaerve levelB in accordance with DOD policies es­
tablishing acquisition objectives for such reserves. 

b. Stock funds are required to pay, when appropriate, for the 
coat of materiel procured. 

c. Stock funds must be reimbursed from available appropria­
tions for sales of materiel withdrawn from the stock fund for use. 

d. Stock funds require that the capital of the fund (cub and 
materiel) be accounted for in a manner that explains: 

(1) What hu happened to cause the capital (cub and ma­
teriel) at the end of the period to differ f~m the capital (cash and 
materiel) at the beginning of the period. 

(2) The reasons for a change in the distribution between 
elements of the capital during the period, i.e .. the difference between 
caah and materiel at the end of the period compared to that at the 
beginning of the period. 

Now let's tum to the Cotnmand Channel Stock Fund - what it 
ia, why selected, and some of the management requirements. 

WHAT IS rHE COMMAND-TYPE STOCK FUND! 

a. The Command-type Stock Fund is a revolving fund exactly 
like the overall Army Stock Fund. 

b. It is a part of the overall A.rmy Stock Fund, in effect, a 
revolving fund within a re ·olving fu.nd. 

c. It is a separate, but complete, revolving fund and is organ­
iaed within the total Army Stock fund for each command. For exam­
ple, there will be one for USAREUR, one for USARP AC, etc. Fur­
ther, in the case of CONARC, this principle of organization is carried 
to the Army and station level. 

d. Each command is auigned primary responsibility for the 
operation of ita Command Stock Fund subject to Department of the 
Army direction and control. 

e. Responsibilities, direction, and control are exercised through 
the same command channels as those used for all other auigned mis­
sions. 

f. Each command will have only one Stock Fund Division to in­
clude all 18 categories of stock fund-type materiel. 

g. Ita purpose is the same as that for any other stock fund to 
finance the orderly and timely acquisition of materiel to maintain the 
required levels of inventory on hand and on order to support the com­
mand's aBBigned operational requirements. 

h. Ita principles of operation are the same as those for the total 
Army Stock Fund. 

.·• 
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(1) Ita assets consist of materiel in the command plus caah 
allocated to the command division. 

(2) It must pay for materiel acquired from: 
Army Materiel Command Stock Fund. 
De.fenat Supply Agency Stock Fund. 
Local and any other procurement. 

(3) It muRt be reimbursed for materiel iaaued (sales to 
customers . 

(4) It must be operated by the command, army. and station 
to acquire the kind of materiel and in the quantities that can be BOld 
(except War Reaervea) . 

(5) It must account for ita assets. 

WHY THE COMMAND CHANNEL STOCK FUND WAS SELECTED 

Within the parameters of the Gilpatric Memo. let's examine the 
reuona why th Army choee the Comm nd Channel Stock Fund. 
Ftrst, under the terms of th Gilpatric Memo it was mandatory that 
we chooee a stock fund for ov rseu and it had to be either vertical­
or command-type. Th Army had nough experi nee with the verti­
cal exten ion to decide that it did not want to continue ita use. Under 
the vertical stock fund , you can mov centrally procured materiel 
from CONUS i.nto Europe or any oth r place where there ia a vertical 
stock fund without any financial conaid ration . Th atock fund ia 
under the CONUS-AM inventory control points. Europe, on the 
other band, is running the aupply busin over th re. And aince 
they had no financial control ov r the mov m nt of stocks under this 
stock fund concept material is often ordered far in exceaa of their 
requirements Someon may say, "So what?" Well, within the con­
fin of trying to k p initial procurem nt from manufacturers down 
to what is needed to provid support for the total Army, and thua 
avoid any unnec ry expenditures of Uncle Sam's money. keeping 
in mind that you have only so much material , the minute you move 
too much in excess of demands in one location, you are going to wind 
up with abortag for BOm body else. 

Because of such difficulties with the vertical stock fund. and in 
view of the fact that we have to extend one to overseas, the Army 
plana to use the Command Stock Fund overseas u well as using it 
at CONUS stations, which constitutes half of our busineaa. 

The Command-type Stock Fund baa been selected as the beat type 
of stock fund extension because : 

a. It places responsibility for total local management of the 
command division on CONARC, Army, and the station, and is there­
fore consistent with the Army's concept of command management 
responsibility. 
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b. It simplifies supply and financial management under the stock 

fUDd by : 
(1) Including in one stock fund division 18 existing materiel 

categories currently under the stock fund ownership of 18 separate 
lltock fund entitif::s and managed through 18 CONUS inventory con­
trol points under the direction of the Army Materiel Command and 
the Army Surgeon General. 

(2) Funding the Command Stock Fund wit.h resources with 
which to acquire ita appropriate materiel requirements. This ia in 
lieu of the pre.ent system of funding parately each category of ma­
teriel iuofar u local procurement and procurement from the Defense 
Supply Agency are involved. It ia also in lieu of using Operationa and 
Maintenance appropriationa to finance inventories where often the 
level of maintenance of inventories on hand depended on the degree 
to which OidiA funda could be mad available considering other high 
priority requirements. 

(3) It results in improved programing of uae of conaumer 
funda. Tbia ia due to the fact that a complete Comm nd Stock Fund 
operatinc budget program must be prepared by the station, the 
armiea, and CONARC. Since uoe of the principles of the stock fund 
operation ia to acquire the kind of and the quantities of materiel 
which can realiatlcally be expected to be sold, the extent of the use 
of appropriated funds to procure from the stock fund for uae must 
be ftnt reali8tically determined. 

( 4) It uaiata in decentralizing supply and financial manage­
ment to the maximum extent by uaing financial management tech­
nique. to : 

(a) Finance application of Army supply policies. 
(b) Review the extent to which performance indicates 

the application of these policies. 
(c) Exercise at all echelona, aa appropriate, the respon­

aibility for the application of these policies. 
These financial management techniques are juat aa 

neceaaary and uaeful to the command aa they are to higher echelons. 
With thia background in mind, I would now like to make a few 

pel"80nal obeervationa baaed on experiences with the Third Army teat 
operationa. I hope some of these points will be recalled and discuBBed 
in connection with one of your subcouraec entitled "Applied Manage­
ment Techniques." I should like to emphasize that, although this 
aubcourae appears under the heading of "Financial Management" it 
is equally applicable to "Supply Management." In fact, this leads 
me to my first obeervation. 

a. The Command Channel Stock Fund is not a financial opera­
tion alone. It is a means of financing a station supply operation, 
namely, the maintenance of inventory levels on hand and on order. 

• . ... 
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Therefore a stock fund operation in a financial sense is no better or 
no worse than the supply operation which it finances. 

b. Stock fund financial data must, in fact, reflect as accurately 
as possible supply requirements and stock status. For example, req- 
uisitioning objectives computed on an item basis and priced out should 
reflect in tf mis of dollars valid supply requirements. However, there 
are many instances where this has not been the case. An illustration 
of this occurred recently in connection with a Command Channel 
Stock Fund review in the Far East. On the basis of the dollar issues 
of stockage list items, an RO computed in dollar terms in accord- 
ance with Army policy was 25rr higher than that reflected in the 
30 June financial inventory accounting. Had the financial inventory 
accounting R O been accepted, this category's stockage objective 
would have been under-funded. If the dollar R/O on the financial in- 
ventory accounting report actually reflected the computation of R/Os 
on an item basis and quantities were requisitioned on this basis, there 
could be actual supply failures occurring. Such was the situation in 
the case of ordnance materiel at one of the larger Third Army sta- 
tions early in the test. 

c. Care and caution must be exercised in the granting of credits 
for materiel returned to the stock fund. This caution will need to 
be exercised to avoid accepting unserviceable items of material that 
cannot be repaired or to prevent acceptance of large quantities of 
items which cannot be used or returned to technical service depots 
and therefore must be disposed of as excess with a resultant loss to 
your stock fund. On the other hand, the granting of credit for ma- 
terial which can be used in the Third Army or returned to the depots 
for use elsewhere is not only a fair basis of doing business with the 
operation appropriations, but also will encourage the turn-in of ma- 
terial which can be used in lieu of new expenditures for the procure- 
ment of new items of material. 

d. A substantial amount of the accounting and reporting of data 
under the stock fund can b utilized as applied supply management 
techniques. For example, the relationship of "physical inventory ad- 
justments," a stock fund account, can be used to measure the extent 
to which there is a difference between the inventory on the stock 
records and that which is actually in the bins based on a physical 
inventory. If the difference continues to be significant, there is a 
need to examine all aspects of stock control. Therefore it is urged 
that each of these accounts be considered as having a supply useful- 
ness, as well as a financial usefulness. 

e. There is a need to maintain a close correlaiiou between the 
issue of items and the ordering for replacement all through the years. 
In stock fund parlance this means a close correlation between sales 
and the use of acquisition authority to order for replacement.    At 
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times there has appeared to be a tendency in Third Army to use acqui- 
sition authority at a rate somewhat higher ihan sales during the 
first 10 months of the fiscal year and then make the adjustment in 
the last two months. If, as a result of this, the items for which higher 
stockage then may be required are procured during the first 10 months 
and are the same items ond quantities for which there is a require- 
ment in the last two months, this causes no particular problem. How- 
ever, if this is not the case, the adjustment can be painful 

f. With respect to organization for management, the most effec- 
tive operations have occurred where primary responsibility for the 
Command Channel Stock i'und has been placed in the logistics organ- 
ization and focalized in a responsible individual. This is essential to 
obtain integrated supply management to include at least: 

(1) Uniform supply procedures and policies. 
(2) Uniform application of supply procedures and pjlicies. 
(3) One channel of supply policies, procedures, guidance, and 

assistance. 
However, the establishment of this focal point of responsibility 

should not be interpreted as usurping the functions of the Comp- 
troller. Logistics should not only utilize the accounting and budget- 
ing services of the Comptroller but should welcome the independent 
review and analysis of budgets and supply performance reflected in 
stock fund and financial inventory accounting reports. 

g. The close teamwork between ^gistics and financial manage- 
ment people is further emphasized by the similarity of meaning be- 
tween stock fund financial terms and supply terms. In fact, when 
people present problems that are alleged to be financial problems, ask 
first, what is the supply problem behind and what would you do sup- 
ply-wise? The answer to the supply question will more often than 
no*, provide the financial answer too. Let's examine a few terms that 
you will be using. 

Supply Terms Financial Terms 

Issues, demands 
Procurement 
Stockage objective 
Assets 

Sales 
Acquisition authority 
Stockage objective 
Assets 

In closing, I would like to mention a couple of examples evi- 
dencing the results that can be accomplished by utilizing the manage- 
ment advantages afforded by the Command Channel Stock Fund. 
At one of the larger Third Army stations prior to the test and under 
the vertical stock fund, inventory turnover rate was approximately 
4 times a year.   During the first year of operation and for e\ery 
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year thereafter, the turnover ratio was approximated 6 times a year. 
This represents a definite savings in inventory investment. At the 
time of capitalization in the Third Army approximately $4 million 
of inventory was excess By the end of the first year, this had been 
reduced to $2 million which represented the value of about 2 months 
of returns from customers Except during periods of excessive turn-ins 
from situations such as the Berlin build-up, the value of excess has 
remained at the level of about 2 months of returns from customers. 
This indicates a more rapid return of excesses to depot for use else- 
where or more rapid disposal if it is a true excess. 

Lastly, I believe I could do no better than to quote the words 
of General Shoup of the Marine Corps. "The management of a 
supply system has often been stated in the following lucid and logical 
manner: To have the right item in the right place at the right 
lime and in the right manner.' It is importan to realize the system 
has been designed of necessity to satisfy a number of opposing re- 
quirements to fill the maximum number of requisitions with the 
mini» n mount of stock, to provide the fastest possible service 
with minimum personnel, to position stocks as close as possible 
to the consumer without dissipating limited assets; in short, to achieve 
maximum efficiency with the minimum investment of men, money, 
and materiel." That is exactly what we hope that management of 
the Command Channel Slock Fund will accomplish. 

The exercise of the™ elements of good supply management 
is equüHy applicable to local procurement and acquisition of materiel 
from the technical services. If this is done, not only will the Command 
Channel Stock Fund operate successfuly, but you you will go far 
to avoid the problem of major excesses and disposition of materiel 
at substantial loss to the Government as well as a loss to the stock 
fund. On the positive side, this kind of operation will provide a 
sound basis for obtaining the financial resources with which to 
support your supply program and make it responsive to supply 
requirements. 
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ARMY MATERIEL COMMAND 

General 
FRANK S   BESSON, JR. 

Commanding General 
U. S. Army Materiel Command 

In talking to you today I will probably spend a great deal of 
time on organization, because this has been my major concern in 
the past two years — almost two years. 

It was two years ago this coming March that the Army an- 
nounced its plan to go into a major reorganization. At that time 
I was put in command of the planning group for the Army Materiel 
Command, and in August, a year and a half ago, we became 
operational. 

In looking back, the Army materiel functions had been largely 
handled by seven technical services: Engineers, Quartermaster, 
Ordnance, Signal, Transportation, Chemical, and Medical The ma- 
terial functions of all of these technical services, except Medical, 
were put under me for consolidation. Now, when I say the "materiel 
functions," I have to leave out other functions, because the chiefs 
of the technical services had certain responsibilities for personnel 
in their own services. They had responsibilities for training. They 
had responsibilities for organization and doctrine. 

THE ARMY'S  NEW  ORGANIZATION 

All of these things were changed when the Army established its 
new organization. I like to oversimplify this because it makes it 
easier to understand. Basically, the Army's mission in peacetime 
is well known. First, you have to establish your doctrine; that is, 
how you are going to fight, how you are organized to fight, and what 
kind of equipment you will need to fight. "Materiel" is getting those 
things with which you will fight. Personnel does the fighting. And 
then you have the job of training, which is the integration of the 
doctrine, the materiel, and the personnel. 

These functional divisions of the Army's mission were the basis 
for the reorganization of the Army a year and a half ago. 

Figure 1 shows the major Army components which have to do 
with the fielding of unified forces. This is how we accomplish our 
mission of preparing troops for assignment to the unified forces, and 

General Besson wn.s graduated from the U. S. Military Academy in 1932 as a 
second lieutenant, Corps of Engineers. He later received an M.A. from the 
Massachusetts Institute of Technology. 

During the period 19JiO-.',.1 he supervised the development of wartime engineer 
equipment. He was in charge of the development of, portable steel airfield runways, 
portable  pipeliyies,  airborne  and   mountain   equipment,  and  armored   bulldosers. 
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preparing them for engaging in whatever operations, cold or hot war, 
that may be required. 

The Combat Developments Command at Ft. Belvoir is responsible 
for doctrine: It decides how we are going to fight, how we should 
organize, what TO&E's we ought to have, and what kind of materiel 
we should have. 

It is my job to get the materiel. 
And the Continental Army Command takes the materiel, the 

doctrine, and the people it gets from the Office of Personnel Operations, 
and translates all of these components into trained fighting units. 

The Defense Supply Agency appears at the top in the figure 
to show in clear context my relationship with the Defense Supply 
Agency, because I have been asked, at rather high sources sometimes, 
if I work for General McNamara.   (I wouldn't mind, but I don't.) 

The Defense Supply Agency is responsible for common items of 
supply for all three Services. The list of common items is growing. 
This is fundamentally the difference between the Defense Supply 
Agency and the supply agencies of the Services: The Defense Supply 
Agency handles the common items: food, clothing, construction 
material, medical supplies — getting down now into aircraft common 
parts and automotive common parts. For those things peculiar to 
the Army, I am responsible for the whole gamut of the logistical 
chain from inception to disposal. 

SOME FACTS ABOUT AMC 

As shown by Fig. 2, we have a Deputy Chief of Staff for 
Operations, who is responsible for the Army Strategic Plar, which 
tells us how the Army is going to fight. 

Then there is a Chief of Staff for Force Development, who is 
responsible for the scheduling and the planning of the development 
of forces. He really is the coordinator of the CDL, AMC, and CON ARC 
in the general business of translating ideas into trained troops. 

We have an Assistant Chief for Research and Development who 
basically looks to me for the development program. 

Personnel furnishes the manpower input. 

in December 19JiS, General Besson was a.ssu/nerf an Ansistant Director and General 
Manager of the Third Military Railway Service in Iran. In the spring of the 
following year he assumed full command. While in this assignment he was promoted 
to brigadier general. 

During the final offensive build-up for the war against Japan, he held a keg 
position as Deputy Chief Transportation Officer (Operations), Army Forces, Western 
Pacific. In early August IBIfH he was ordered to amume complete control of the 
railroads in the Eighth Army's assigned Zone of Occupation in Japan. His actions 
led the Eighth Army commander to comment that "his snpercision of the operation 
of the entire Japanese rail system during the first year of oar occupation tvas the 
greatest single factor in the results attained." 

Returning 1   the U. S. in 19^8, he served as an Assistant Chief of Transportation 
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Logistics handles the distribution problem. The procurement 
aspects of logistics really bypass the Army military staff and go 
to the Assistant Secretary. One area in which I deal directly with 
the Assistant Secretary is on not what we buy, which is DCSLOG's 
job, but how we buy it. I go to the Assistant Secretary of the Army 
for Installations and Logitsics. 

One thing happened in this organization that I didn't realize 
would happen. I expected that I would be right up to my ears in 
defending the Army budget on the materiel side. This has not come 
to pass. Frankly, although I was surprised, I was not disappointed. 
The budget is rehashed so many times at so many different levels 
by so many people that it gets pretty well set in granite by the time 
it gets to the Congress. Then Congress takes its hammers and 
chisels and works away at it. I am just glad that I don't have to 
stand up there and pick up the pieces and try to put them back. 

I would suspect that in the days and years to come, as the 
Army Materiel Command gets less embroiled in the problems of 
reorganization, and gets down more into the details of running its 
own job, that there will be a tendency perhaps to lean more heavily 
on the AMC for the defense of the budget. But at the present time, 
the Research and Development budget is handled by the Assistant 
Chief for Research and Development and the logistics budget is 
handled by DCSLOG. 

You must remember too that my responsibility basically stops 
at the waterline in the United States. I have the terminal commands 
of the Army under me, and I load the stuff aboard the ship. My basic 
responsibility ends at the time that I put the materiel on the ship. 
It is DCSLOG's job, through the unified commands structure, to 
look over the logistics practices overseas. 

Of course I have a moral responsibility which I can't shirk, which 
is to make sure that the equipment that I send overseas does, in 
fact, work. And, as a consequence, I have people overseas all the 
time in direct contact with the Army elements that are using the 
equipment that we send. 

for nearly five years, pioneering a number of concepts aimed at greater speed and 
efficiency for the transportation system. He carried these concepts still further 
after assuminfj command of the Transportation Center and School, Fort Eustis, 
Virginia. 

From December IWi'i to March IMS, General licsson rras assigned to SHAPE, 
first as Assistant Chief of Staff, Logistics, and later as Assistant Chief of Staff, 
Programs. 

In March 1958, he was appointed U. S. Army Chief of Transportation, a post he 
held until April /,%'2, when he assumed command of the newly established Army 
Materiel Command. Concurrently he was promoted to lieutenant general. AMC was 
activated in May 1962 and became operational in  August  19IS2. 

(The present paper was presented at USAMS, Fort Bclvoir, Virginia, on 
7 February 196!,.I 
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SOME FIGURES ON   SIZE 

Now to give you some idea about the size of the AMC. here are 
a few figures. 

We spend about nine billion dollars a year. I support a materiel 
inventory in the hands of troops and in the depots of over $18 billion. 
I started out with 186,000 people, of whom some 22,000 were military. 
That figure has gone down about 15,000 since I took command about 
a year and a half ago. 

I have 233 installations and activities scattered around the con- 
tinental United States, plus one in Alaska and one in Panama. 

Just to give you an idea of what a billion dollars looks like, 
a million dollars in thousand dollar bills is seven inches high, so a 
billion dollars is about the height of the Washington Monument. 
I spend the height of the Washington Monument in thousand dollar 
bills, several times a year. 

AMC ORGANIZATION 

Figure 3 shows the way we are organized. 
I decided that we would go on a commodity basis; that is, I 

would have a commodity manager responsible for everything having 
to do with a particular piece of equipment. In setting up AMC, I went 
along the traditional lines of the Army to move, to shoot, and to 
communicate. Five commodity commands cover the spectrum of 
Army materiel. 

Under the Mobility Command are our aircraft and our general- 
purpose vehicles, our railroad equipment, our harbor equipment. 

Under the Weapons Command come the tanks and the guns. 
Under the Missile Command of course come the missiles. 
Munitions, again self-explanatory, has responsibility for atomic 

munitions. 
And, finally, the Electronics Command is the communicating 

command. 
Backing up these five commodity commands is a Test and Evalua- 

tion Command, which is responsible for proving out the equipment 
developed by the commodity commanders. This is an independent 
check to insure that the equipment developed will in fact meet the 
needs of the user, and can in fact be utilized successfully in the field. 

Then I have a Supply and Maintenance Command, which is 
responsible for bridging from the commodity commander to the user. 
He is the independent guy who makes sure that the commodity com- 
mander doesn't get so engrossed in materiel that he forgets the user. 

The Supply and Maintenance Command is located in Washington, 
D. C, and, because of this, I departed fr^r.i normal traditional lines 
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of organization in my own headquarters; and I hpve no supply and 
maintenannce or transportation personnel in my own headquarters. 
I decentralize the responsibility for these actions to my Supply and 
Maintenance Commander. He, in fact, is my deputy in dealing with 
the commodity commanders on supply, maintenance, and transporta- 
tion. He doesn't control what goes into the system. That is the 
responsibility of the commodity commander. But he does control 
how it is handled in the system, and what kind of procedures are 
used to translate it from the depot system into the hands of the users. 

Up under my headquarters, I show an item called "Project 
Managers." I have introduced project managers into the AMC on 
a very important scale. I did this for several reasons. In the first 
place, project managership is a growing tool of modern management. 

I borrowed what I could from the other Services. I talked to 
Admiral Rayburn who ran the Polaris system, which was the one 
rea! project managership in the Navy, and a very authoritative one, 
I must say. I talked with General Schriever and his people about 
how the Air Force Systems Command handled project managers 
through their SPOE system. 

Basically, I would say that I borrowed something from both the 
Air Force and the Navy. I borrowed the authoritative control from 
the Navy, and I borrowed the broad scope of the utilization of project 
managers from the Air Force. 

Another reason why I introduced project managers into AMC 
was because in picking up this new organization one of my primary 
considerations was to make sure that we did not drop the ball. I had 
a tremendous job in picking up installationo and people and welding 
them into this new organizational structure. 

You might be interested in knowing how we started in business, 
because it is an indication of how a simple approach works. 

I said that a staff officer, which all of the people in Washington 
are, really does only three things. He either loses a piece of paper 
— and I said, "We are not going to do that in the AMC." So this 
leaves him only two things to do. 

He either signs the piece of paper and tells somebody to do 
something, or he prepares a piece of paper for somebody else's signa- 
ture.  In simplest form, this is what a staff officer does. 

I said that wherever these staff officers are, we will just change 
the name over the door. If they signed the piece of paper before, 
they will sign it r.ow. If they prepared it for somebody else's signature, 
they will now prepare it for the signature of a nucleus which I have 
established in my headquarters. 
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PROJECT  MANAGEMENT 

Now, back to the reason why I have project managers. I found 
that project managers are in high repute in the top level of Defense, 
so I didn't see any reason why I shouldn't go along with them. 

Another reason that I have project managers is to maintain 
the continuity of operations and the (ontinued support of our military 
forces. 

One way to do this, it seemed to me, was to put some people on 
top of certain of the important areas, so that I knew exactly who was 
handling those elements. And as you will see, I applied this to a 
very substantial portion of my business. 

Finally, I guess another reason 1 have project managers is 
because almost everybody, including myself, wouldn't have given 
much for my chances of surviving this reorganizational procedure. 
And I decided that if I were going to go down, I was going to go 
down doing it differently. I didn't intend to go down just doing the 
same old thing. 

Figure 4 lists some of the criteria that we have for establishing 
project managers. The essential thing to know about project manage- 
ment is that it is an exceptional system of management. You can't 
apply it to everything. It then no longer becomes exceptional; and, 
furthermore, the thing will fall apart from fracturization of your 
whole organization. 

The points in the figure are fairly self-explanatory. What the 
criteria mean is that if an item warrants special attention — and you 
have to be careful what is given special attention — or if any one of 
these factors or any combination of them apply; if it is important 
that the item should be placed in an exceptional position where you 
give exceptional authority and look for exceptional performance; then 
we put the item under project management. 

Items under project management change from time to time. We 
now have 33 project managers. They actually control expenditures 
of over a billion and a half dollars in PKMA and three quarters of a 
billion dollars in RDT&K 1 have 3.1H4 people assigned to the project 
manager's otafT. 

About 640 million and 1.75 billion dollars, respectively, are my 
diml Rl>T&K an<l direct PKMA funds About 50'< of oach of these 
programs IM under the project manager's direction 

Some proj«ii n.ana^eni report directly to thr commodity com- 
mand and »omr report in to me directly I will show you how they 
work in  Kig   r> 

Thi« illuhiratrt lb« tan* whrrr a projift manager reports directly 
to m«- Keportmis \*> me hr IH «»v«-r my »tafT Th« n- is a direct relation- 
»hip between m«  and th«   |>r<'j»il manaj;« r    H«- IH r< H|Mintiiblf lu me 
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for the direction of the program. He has his own staff, a relatively 
small staff. It will run from 10 or 15 people, to the maximum — 
which is our Zeus project — of about 300. He has my authority to 
issue orders anywhere across the command to get his program done. 

Now, he has to have a plan. He has a master plan which is 
approved. And this master plan is staffed. Under the master plan 
we establish the schedules and give him the resources that he is going 
to have to use. After that, he is on his own. I of course get weekly 
reports — highlight reports. And I get regular monthly reports on 
the schedule. But my staff is in the picture only so much as a project 
manager or I want to bring the staff in. The staff has no responsibility 
for supervision of the project manager. 

A project manager under a commodity commander reports directly 
to the commanding general of that command (see Fig. 6). Here, 
again, the staff of that command is not over him. It is a one-to-one 
relationship between the project manager and the commander of the 
commodity command. Here, again, despite the fact that this project 
manager is in the subordinate command, he has my authority to 
issue orders across the board just as though he were reporting 
directly to me. 

In exchange for this authority which I have delegated to him. 
he has a responsibility to come back to me and keep me advised if 
things are not going the way he wants. In effect, he has a more far- 
ranging responsibility than the commanding general of a commodity 
command, because he can issue orders to subordinate commanders 
in other commands. Therefore he has to be responsible to me because 
of this special delegation of responsibility. 

Now the question is raised: Suppose he and the commodity 
commander don't get along? 

Generally speaking, reasonable men looking at the facts come 
to the same conclusion. So I don't really anticipate difficulties, nor 
have J had serious difficulties, except in one «r two instances between 
the project manager and the commodity commanders under this 
unusual relationship which I have. 

The basic principle of the project manager, aside from the fact 
that it is an exceptional system of management, is that he has a staff. 
He is not an expediter. That is what I found the Army had prior 
to the establishment of AMC. They called them project managers, 
but they weren't. They were merely expediters - a man at a desk 
and a girl and a pencil and a telephone. My project managers are 
responsible. They get the money. They control the dollar resources. 
and when they go out to the other commodity commands, they go 
with a checkbook, and they order and pay for the resources that they 
are going to get out of that command.   Because of this delegation of 
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authority, they have a responsibility back to me. They are directly 
wired in to me. 

And 1 oither wrto or endorse Vheir efficiency reports. 
People have told m ■ ibout the problems of project managership. 

I remember at the very beginning, when they told me what the 
problems were going to be, they said that one of the problems was 
that the project manager was going to freewheel. Well, that's the 
reason he is put up there.  So he can freewheel. 

They said he would give some conflicting instructions at the bench 
level. By that, I mean that with all of these project managers cutting 
across the organization, everybody down the line would be hopelessly 
confused. The fact of the matter is that very few of these lines get 
down to the same depth, and ev'en if they do get down to the same 
depth, the project manager doesn't cause the problem. The problem 
already existed. The fact that the project manager is looking at 
it merely brings it to light. He gets it out from where the staff tried 
to hide it, hoping it would go away, and gets it back up into the 
command channel where somebody, reluctantly or not, will have to 
take action to get it resolved. 

They say that project management is an invitation to meddle. 
I am referring now to people like the Army Staff, and DOD, who could 
reach down and meddle in my b iiness. Well, from what I have seen 
of Washington, you can't stop meddling. Consequently, I prefer to 
let them know where they can meddle and have it fixed and finite 
so that they go to the proper place to meddle. My project manager, 
like all the rest of my staff, is enjoined that he does nothing that 
anybody tells him except me. He doesn't have to accept guidance 
from anyone if it is contrary to his own personal beliefs as to how 
things ought to be done. But he is responsible to come to me and tell 
me when he doesn't agree with the instructions that he is getting 
from somewhere else. 

So I can't stop the medding; in fact, I encourage it. I subscribe 
to the theory that you don't have to take all the advice you get, but 
you are wrong if you don't get the best advice you can. And if there 
are smarter people topside, I would just as soon hear what they 
have to say. 

My role in the command channel — I have already discussed 
that. Bypassing the command channel has not been a problem. My 
staff, my commanders, and my project managers have been living 
with this for over a year because we put this project manager system 
into being the first day I went into operation. 

Of course, like any other system, it will rise or fall on the 
quality of the people that you have. I look forward to the day when 
the project managerships — assuming that this system survives, 
and I think that it will — will be a training ground for the future 

L mtm 
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generals, certainly in the logistics business of the Army. Many of 
my project managers are in that status at the present time. On the 
other hand, starting as quickly as we did, we were not able to get 
all of the people who were young enough and still had a future as 
generals in the Army, and we had to kind of go with what we had. 

I have always had a philosophy, however, that if you take a 
man and give him the authority and the responsibility and tell him 
what you want done, you will be surprised at how well he will do 
the job and how a man will grow to fill the responsibilities placed 
upon him. 

I have found this to be true, and the project manager system 
has been working extremely well. The comments that I get from 
industry are most favorable. In fact, project managership has gotten 
to be sort of a status symbol. If you are not a project manager, you 
are not really in the elite. This gets rather harmful, as a matter of 
fact, because I intend to introduce new project managers when needed, 
but as the project stabilizes, I want to put it back in the functional 
system. I find that the pressure is a little strong sometimes to keep 
me from turning them loose and putting them in the functional system 
again. 

I will now talk a little bit about some of the things that we are 
doing outside of the actual organizational area. 

We, like everybody else, are attacking Secretary McNamara's 
contract improvement program. We have goals in terms of cutting 
the amount of our cost-plus-fixed-fee contracts in half, stepping up 
our incentive contracts, and stepping up our firm fixed price contracts. 

And this last year we pioneered in multi-year procurement. 
What we do under a multi-year procurement is that we advertise 

for a one-year buy and then for an estimated two- or three-year buy. 
And we evaluate the prices based on the one-year vs. the three-year 
buy. Fundamentally, the difference between buying on a one-year 
and on a three-year basis is a saving of about $3 million with reference 
to the Vi-ton tactical truck. The multi-year approach gives the con- 
tractors the opportunity to establish a continuous work schedule and 
plan. He has a firm basis for building up a work force and he is 
assured a continuity of production. 

Of course we don't know that wc are going to get the quantity 
that we prescribe for the ensuing two years. That is up to the budget 
makers and the Congress. So we have to set aside a certain amount 
of money for cancellation charges in case it doesn't go through. 

Furthermore, we have a problem of how to take care of prir«' 
escalation. Initially for the automotive industry, we just took a 
flat automotive index. But this didn't provt satisfatcory, and this 
year we have adopted a new system. 
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Working with the Bureau of Labor Statistics we have a weighted 
index that we apply. We establish this index at the beginning of 
the enntrai't and than we evaluate it each of the succeeding years 
that follow, modifying the contract according to certain factors, 
involving-10^ for labor, 40'* for materiel, and 20^ for productivity 
and competition. 

Nfxt is the metal product index which was going down during 
the period. 

The motor truck industry index has been generally on the down 
scale because of increased productivity. Despite the fact that wages 
and materials have been going up, the actual cost of motor vehicles 
has been going down. So this is the type of index, the composite 
index, that we use in adjusting the prices for the succeeding years 
on the contract. 

Multi-year buys does several things for us: It stabilizes our 
business, it gives us better prices, and it reduces our workloads in 
the ensuing year. 

To summarize what we have done in AMC, we imposed command 
control in the first year and a half. And within three months after 
we had taken over full responsibility for the technical services, we 
ran into Cuba, and we got through it, which was a real test. Too, 
we have established our project managers and have had continuity 
of operations, 

I thought the first year of this job would be the hardest, but I 
found that this wasn't so. People were so concerned with the job that 
I had that they pretty well left me alone and let me run it. But now 
they are beginning to pay more and more attention to how I am 
running it and why I am running it the way I am. So I've got a big 
job of shaping up the area and the field organization. And I will end, 
then, by saying that it looks to me like the honeymoon is over. 
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It is certainly a pleasure to be with you today to tell you a bit 
about combat developments in the Army. During my presentation 
I will cover our responsibilities, the organization of the command, 
the procedures we employ to discharge our responsibilities, and our 
relationships with the Department of Army staff and the other major 
commands. I will also discuss a few of our projects. 

BACKGROUND 

As a bit of background, I should initially like to give you a 
philosophical frame of reference which we have developed in the 
U. S. Army Combat Devclopmeius Command. Specifically, I want 
to emphasize the necessity for a complete marriage of the products 
of our most advanced technology and the best darfrinal couci jits 
for the employment of these products. For it is patently obvious that 
superior weapons and equipment arc of little value unless these items 
are brought to bear in the most effective manner possible. Similarly, 
new tactics to exploit an enemy's weaknesses will surely fail if our 
weapons and equipment cannot do the ;ob required, if they are un- 
reliable, or if they are so expensive and complicated that they cannot 
be acquired in sufficient numbers or operated and maintained by 
troops in the field. 

The validity of this concept is amply borne out by even a brief 
review of our own military history. Such a review reveals very 
clearly the price we have paid for our failure to keep doctrine and 
technology in balance in past conflicts. For example, in the Civil 
War, the rifled musket and other improved weapons were many times 
more lethal than those used previously, but the organization and 
tactics employed by both the North and South were practically 
unchanged from the Napoleonic era 50 years earlier Consequently, 
the war dragged on. and casualties wert' immense, primarily because 
doctrine lagged far behind technology. 
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World War I showed the same failure — and more vividly. 
Technological advances made the machine gun, aircraft, gasoline- 
powercd vehicles, telephones, and radios available. During the con- 
llicl the British developed the first successful tank, a weapon which 
could have overcome the dominance of the machine gun, but they 
failed to exploit its great potential. Similarly, the Germans developed 
poison gas but never fully utilized its capabilities until counter- 
measures Acre produced and then it was too late. The machine 
gun dominated the battlefield. Four years of stalemate bled the major 
participants white, again because neither side could, or would, capita- 
lize on technology with new tactics, at least not to the extent of 
swinging the balance. 

Between World Wars I and II, we in the American Army developed 
very effective techniques for the massing of artillery fire, and we 
were most proud of that accomplishment. But consider what was 
necessary to do this: A long-range gun, available since the Civil War; 
accurate survey, also long available; and a fast reliable means of 
communication, available since the telephone was invented by Alex- 
ander Graham Bell and n wide use since about 1900. In other words, 
our development of this artillery doctrine lagged technology by at 
least 30 years. 

World War II, on the other hand, shows what can, and does happen 
when one side melds advanced technology with advanced doctrine 
while the opponent fails to do so. The startling success of just a 
handful of German Panzer divisions supported by Stuka formations 
and employing tactics which were questioned even by some members 
of the German General Staff is too well known to bear repeating. 
On the other hand, the Allies developed highly effective techniques 
for landing large attacking forces on hostile shores — most dramati- 
cally demonstrated in Normandy. World War II shows, at different 
stages and on different sides, the great military advantage which 

161th Field Artillery Battalion. His unit in the bl.st Infantry Division participated in 
rampaiynti in the Southwest Pacific area from Australia through New Guinea to 
the Philippines and Japan. In the Philippines he became Executive Officer of the 
tilth Division Artillery. 

Since World War II he has commanded the artillery of the 11th Airborne Division, 
the artillery of the it5th Infantry Division in Korea, and served as Artillery Officer 
and Deputy Chief of Staff for Plans and Combat Operations, 8th U. S. Army, in 
Korea.   In November 195%, he was appointed Chief of Staff of that oryanization. 

Folloxriny Korea, General Beach was assigned to USCONARC as Director of the 
Office, Special Weapons Development. He was then assigned to the DA in the 
Office of the Deputy Chief of Staff for Military Operations as Director of Guided 
Missiles. 

He commandid the H2d Airborne Division, Fort Bragg, North Carolina, from June 
1959 to April 1961. In May 1961 he returned to the Pentagon as the Deputy Chief 
of  RdD. 

In July 1962, General Beach was proynoted to tlie rank of lieutenant general and 
assumed the duties of Chief of RdD. He was designated Commanding General, 
UBCDC, in   August 196.i. 

/The present paper was piesentrd at USAMS, Fort Belvoir, Virginia, on SO March 
1961' 
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accrues to the force which capitalizes on technological progress by 
the adoption of doctrinal advances. 

From these examples, it is clear that success has generally 
come to the side which has taken advantage of technology and 
formulated appropriate doctrine to exploit it. It is the job of my 
command to insure that the U, S. Army does jjst that. 

With this background, let me now deline exactly what we mean 
by combat developments, for I find the term is widely misunderstood. 

COMBAT DEVKLOPMKNTS—A  DKKINITtON 

Combat developments are the formulation of new Army doctrine, 
organizations, materiel objectives and requirements, and the early 
integration of the resulting products into the Army (AR 71-1). 

Note that the combat developments process covers the whole 
gamut from the generation of ideas to the integration of advanced 
hardware, new organizations, and improved doctrine into units in 
the field. 

This definition, when applied to my command, can be misleading. 
Thio is the specific mission of the CDC: 

—To command all assigned field agencies; 
—To formulate and document current doctrinj for the 

Army; and 
—To determine the type of forces and materiel needed 

in the future, and how these forces and materiel should be 
employed. 
Note the third point. We do not develop the hardware, train the 

troops, or determine how many are needed. These missions belong 
to other agencies. In simplified form, our mission is, basically, to 
answer three questions: 

How should the Army fight? 
How should the Army be equipped? 
How should the Army be organized? 
How well the CDC solves these three questions may well determine 

the success of our Army next year, five years from now, or as far 
into the future as we can predict. 

In the past, this task was theoretically performed by many 
different elements of the Army: service schools, parts of the offices 
of the chiefs of the technical services, and so on. As many of you 
recall, the CDC was created in July 1962 at about the same time 
as the Army Materiel Command, and was designed to consolidate all 
of the combat developments activities then being performed by many 
different elements and echelons of the Army. The objective was to 
place these wide-ranging responsibilities under the control of a single 
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commander who would be immediately responsive lo the Army Chief 
of Staff. 

AN   EXTENSIVE  PROGRAM 

To accomplish our job. we have an extensive, derailed program 
The end products of my command's efforts are field manuals, which 
prescribe doctrine, and tables of organization and equipment, which, 
for each type of unit, prescribe the total number of personnel and the 
amount and kinds of equipment that unit should have To arrive 
at these results, we conduct studies and establish the materiel objec- 
tives and requirements necessary to obtain the desired operational 
capability. Of course we also monitor the development of hardware 
by the Army Materiel Command, and the other developing agencies 

The CDC obviously cannot, and does not. operate in a vacuum 
Many agencies are involved and our relationships with these agencies 
can become quite complex in the details of execution. But our basic 
responsibilities and relationships are fairly simple. In general, we 
can sa> that the DA provides guidance for our efforts and sanctions 
our results by approval for implementation. 

RELATION  TO OTHER   MAJOR COMMANDS 

With respect to the other major commands of the Army the 
CDC acts as a catalyst for combat developments within its assigned 
areas of responsibility. (See Fig. 1.) In passing. I might mention 
that we are the smallest major command in the Army We are 
authorized just under 6.000 people and have an annual budget of 
only about 25 million dollars. But our responsibilities are nnt small, 
as I hope to point out. As depicted in the figure, the CIH.' function» 
as the user representative for the U. S Continental Army Command 
(USCONARC). the continental armies and our oversea commands 
It relies upon the field for review and testing of projm.md changes in 
doctrine and organization, and for additional input of mw ideas into 
the system. 

TheU. S. Army Materiel Command (CSAMCi on the other hand, 
as the major operating command for the development and prinJuction 
of hardware, furnishes us an estimate of anticipated technological 
progress, in the form of technological forecasts for the next 20 years 
This forecast is used by the CIX^ to assist us in the establishment of 
materiel requirements which are within thr realm of expected feasi- 
bility. In addition, when the CDC establishes a materiel requirement, 
the AMC provides input almost from the beginning When the 
materiel requirement receives DA approval, the AMC. either in-hou»e 
or by contract,  does the necessary  research  and  development  to 
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produce the piece of hardware. There are many checkpoints in the 
materiel developments process between our two commands to insure 
that the end product meets the stated need. 

ORGANIZATION 

Now let me show you our organization to accomplish our mission. 
(See Fig. 2.) This is my headquarters at Fort Belvoir. It consists 
of a command group, an Office of the Chief of Staff, and five func- 
tionalized directorates. Though not shown, there are also the usual 
administrative services. 

Note on the upper right of the figure that a special studies 
element has been established to provide us a capability to conduct 
the numerous special studies which we have been assigned. Since 
activation, with the exception of 10 days, we have had some type 
of ad hoe study underway. These studies have been assigned to us by 
DOD and DA. They almost always require resources from outside the 
CDC, so we have set up a special element to handle this kind of action. 

The Director of Plans develops the basic policy guidance and 
general objectives that establish the direction of the total combat 
developments enort for the future. He is responsible for broad 
futuristic conceptual studies for the post-1980 period. He derives 
guidance from the DA plans and, in turn, generates input for these 
plans. 

The Director of Doctrine has staff responsibility for determining 
"how the Army should fight," and the broad concepts of how it should 
be organized. 

The Director of Materiel has staff responsibility for determining 
"how the Army should be equipped"; in other words, developing our 
materiel objectives and requirements. 

The Director of Organization has staff responsibility for dttermm- 
ing "how the Army should be organized." producing detailed organiza- 
tion documents based upon approval concepts and also determining 
the bases of issue for equipment 

The Director of Kvaluatton. through the use of scientific 
methods and principles, such as war gaming, operations research, 
field experimentation, and trtH»p test», determines whether th«- concept« 
and .latenel developed are sound and appropriate for incor|H)ration 
into the Army    He. in effect, keeps the four other directors honest 

SUBOROINATK  COMMASM 

To collect, sort, collate, and evaluate conceptual data and reduce 
them to recommended materiel requirement«, doctnn« and organiza- 
tions, the CDC has «even subordinate commands and onr K|tei-ial group 
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located throughout the continental United States.  These subordinate 
elements are shown in Fig. 3. 

The Special War fan Group, located at Fort Belvoir. Virginia, 
concerns itself with activities in support of special warfare and coun- 
lerinsurgency operations by both indigenous and United States Forces. 
The subordinate agency of this group is the Special Warfare Cumbat 
Developments Agency at Fort Bragg. North Carolina. It also has 
direct contact with ACTIV, the Army Concept Team in Vietnam. 

The Nuclear Group at Fort Bliss. Texas, works on nuclear energy 
matters concerning Army employment of nuclear weapons and other 
nuclear devices and the defense against nuclear weapons used by the 
enemy. 

The Combined Arms Group, collocated with the Command and 
General Staff College at Fort Leavenworth. Kansas, commands the 
field agencies shown. It develops current and future doctrine and 
materiel for the combat and combat support elements. The Com- 
mandant of C&GSC is also the commander of the Combined Arms 
Group. 

The Command Control Information Systems Group, located at 
Fort Belvoir. Virginia, with a subordinate office at Fort Huachuca, 
Arizona, conducts our program for the development of data-processing 
equipment and rvlated systems to reduce reaction time during combat 
operations. 

The Comttat ihvdopmt nts Experimentation Center, familiarly 
known as CDCKC. is located at Fort Ord, California. The center serves 
as a held laboratory for the evaluation of concepts and operations. 
both tactical and administrative. It has an organic capability to 
conduct field experiments through battalion level and is supported 
on a contract basis by the Stanford Research Institute. I might men- 
tion that two thirds of our personnel strength is committed to the 
Experimentation Center. 

Thr ComlMil Sfivut Support Group, at Fort Lee. Virginia, com- 
mandit the agencies shown It performs functions similar to those 
i»f the Combined Arms Group, but in the area of logistics and combat 
■rrvice HupfHtrt matters 

The Army Instttutt of Advanetd Studks, collocated with the 
Army War College, is responsible for preparing very long-range 
conceptual studies on the broad international, national, and depart- 
rm-ntal level These studies deal primarily with the organization. 
employment and strategic operations of the theater army and major 
»ubordmatr elements above field army level. Included also are studies 
on joint operations 

Thr T> *t F.t (limitinn ('"iifiol Group is a subordinate agency 
. ' v ■ \ x' Kort B« nning. Georgia.   It has the mission of drawing up the 
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detailed test plans for the 11th Air Assault Division, controlhng the 
tests as conducted, and evaluating the results. I will discuss this 
program in i7eater detail in a moment. 

Please note the geogt·aphic dispersion of the many clements of 
the CDC. Almost all of the CDC field agenci s are collocated with 
their respective service schools, the Quartermaster Agency being 
with the Quartermaster School, for example. Though ntirely separate 
from the schools, organizationally, these agencies of CDC work 
closely with the schools to insure compatibility of instruction and 
doctrine, both present and future . 

So much for our organization. Now, let me discu how we 
operate. We receive our guidance for our work from DA through 
the medium of approved plans. 

PATJ'ERN FOR PLANNING 

In Fig. 4 you see a schematic of the methodology we employ to 
discharge our assigned responsibilities. We call it our pattern for 
the combat developments. We obtain our direction initially from 
the Basic Anny Strategic Estimate (BASE) and the Anny Strat gic 
Plan (ASP). We translate this guidanc through int rpr tiv tudy 
into general objectives which, upon approval. are included in th 
Combat Developments Objectives Guide (CDOG) , which is, in effect, 
a catalogue of our program. 

Now, let us look at the matrix which i th heart of our patt m 
for combat developments. 

The vertical axis depicts th timefram from th pre nt out to 
20 years in the future. We have arbitrarily brok n this 20-y ar period 
into 5-year increments for administrative control purpo s, and al 
because past experienc~ indicates a 5-y ar period rna to be a 
reasonable period to study. On th h rizontal axi w portray th · 
functional areas which are c n id red basic t Army perati ns. Tb 
are intelligence, mobility, fir pow r, ommand ntrol and mmuni­
cations (shown as C:~ ), and n •ic upport. E~ h f th fun ti nal 
areas is further subdivided into d tailed study ar , th urn total 
of which should provide the compl t cov rag f that fun ti nal 
area. 

There is nothing magical about th subdivi ion : w · arriv d 
at the five functional areas sh wn aft r mu h d bat and analysi . 
There can be almost as many luti nB as th r ar pcopl t ntri­
buU:; however, the objectiv wast find fun ti nal ar •a und r whi h 
related upects could be grouped . F r xamph·. in th " :~ " ar a w 
include under "Command" su h aspe ·ts aJ prof s ional kn wlcdg 
and leadership ability : und<>r .. ntr I" su ·h aspc ·ts as organizati n, 
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All together, these actions provide feedback into the basic Army 
plans. This, tht"n, is the methodolgy used to program and control 
our c mbat developments program. 

SOME CURRENT STUDIES 

Next , I want to discuBB in aome detaileome of our current studies. 
Fil'llt. th re is th Army Tactical Mobility Program, begun by a study 
conducted by the Howze Board two years ago. The CDC hu been 
given the re.ponaibility for continuing the actions initiated by the 
Howze Board. Aa you know, that board took a bold new approach 
to the problem of mobility and came up with recommendations for the 
testing of three n w organizations : the Air Auault Division, the · 
Air Tranaport Brigade, and the Air Cavalry Brigade. 

TM Air Aaault Diviaion ia now undergoing organization, train-
me. and ting. Phue I was th organization, training, and teating 
of a batb.Uon...tse foru. Thia baa been completed. 

Phue 0 Ia th organization, training, and tetlting of the divialon. 
Further testa wlll be conducted in October and November of thla year. 
A.-id from the activiti of the Test. Evaluation, and Control Group 
I d earli r , al80 have a mammoth effort - atudiea, war 
-.-.u-. aDd 6eld rimenta - beinc CODducted by almo.t every ele-
ment of my mmand as we look Into all upec:ta of air mobUlty for 
the Army. 

Alll ULT DIVISION OIIGA.NU.AnON 

p . fS. 

Air A•ault Diviaion currently belq 
It ia orranlRd functionally and on the 

igbt dentical infantry battaliou and 

• 48 Chtnooa, and 88 urbt 

dat ab w prob tu and promiaea, but the 
U not vailabl unW th testa are completed. 
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AIR TRANSPORT BRIGADE ORGANIZATION 

Figure 6 shows the organization of the experimental Air Trans­
port Brigade. As envisioned, the Air Transport Brigade would supple­
ment the air lift support provided by the Air Force and also provide 
an airline of communication from the division to its brigade and 
battalions. For the current tests this unit will have about 3,500 men 
and 130 aircraft. Its air vehicles will include 80 Caribous, 32 Chinooks, 
and 9 Flying Cranes. It will be capable of lifting about 3,500 troops 
or 400-500 tons of cargo, for a 100-nautical-mile radius in a one-time 
lift at eea level. The experimental Air Transport Brigade is now 
being organized. 

AIR CAVALRY BRIGADE ORGANIZATION 

The anticipated organization of the test Air Cavalry Brigade is 
lbown in Fig. 7. Although such a brigade has not yet been organized, 
it ia intended to be a hard hitting, highly mobile outfit with about 
2,500 men equipped with 276 aircraft. These are 92 light observation 
helicopters and 184 Iroquois. 

Theee, then, are the organizations we a.re studying in our efforts 
to increaae our organic air mobility. 

COMMAND CONTROL INFORMATION SYSTEMS 

The objectives of the CCIS program are: 
To develop automatic data-processing techniques for the 

Army in the field which will result in significant operational gains 
through reduction in reaction time. 

To provide compatible automatic data-processing systems at 
acceptable coat in terms of men, money, and equipment required. 

And, to integrate various automated functional areas on a 
time-phue basis where it appears feasible and desirable to do so, 
thus permitting a gradual phaae-by-phase introduction of the sys­
tems into the Army in the field. 

An automatic data-processing subsystem is envisioned for each 
of these functional areas: 

a. Operations. 
b. Fire Support. 
c. Intelligence. 
d. Logistics. 
e. Personnel and Administration. 

The Operations Subsystem will automate certain functions to 
assist the commander in monitoring and controlling the tactical situa­
tion. 
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The Fire Support Subsystem provides for automation of selected 
artillery functions to enable the commander to use the fire support 
provided his force in the most effective manner. 

The Intelligence Subsystem will enable improvement, both in time­
liness and accuracy, of the production and dissemination of tactical 
intelligence. 

The Logistics Subsystem will extend automatic data processing 
to selected logistics functions of combat service support in the field 
army, and the Personnel and Administration Subsystem will automate 
selected functions of the administrative elements of the field army. 

LOGISTICAL SUPPORT ORGANIZATIONS 

COSTAR stands for ''Combat Service to the Army." It is a logi­
cal extension of the functionalized ROAD Division service support 
concept as opposed to the current technical service support provided. 
The objective is to develop a simplified combat service support struc­
ture within the field army. 

To ac.complish this objective a Field Army Support Command 
(F ASCOM) is established to provide a command-type organization 
responsible for combat servic~ support of the field army, less person­
nel replacements, communications, and construction. The FASCOM 
consiats basically of a headquarters, an inventory control unit, Army­
wide services, and support brigades. 

The mission of the support brigade is to provide field maintenance, 
supply and service support to divisional and nondivisional units in a 
corps slide. The miBBion of the direct support group is to provide 
maintenance, supplies and/ or services directly to nondivisional units 
assigned or attached to the field army. 

They are similar in many respects to the structure of the ROAD 
Division Support Command, and in essence, the DS group is a nondivi­
aional support command established for support of field Army non­
diviaional units. 

The miBBion of the General Support Group is to provide back-up 
supplies and/ or services to divisional and FASCOM direct support 
units. In COSTAR the General Support Group will probably also be 
functionalized. 

TASTA stands for" The Administrative Support, Theater Army." 
T ASTA extends the new functionalized concept of service support to 
the Communications Zone, and encompasses both the field army and 
the Communications Zone. 
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OBJECTIVES  ANI>  K^IIRKMESTS 

Now. based upon the results of studies such as th< ones I have 
just described, we develop new or revised Wtnn» which we include 
in field manuals. Our new organizational concepts are thr basis for 
new tables of organization and equipment, and our malt-nH objective« 
are refined into Qualitative Materiel Development Objective«, Quali- 
tative Materiel Requirements, ami Small Development Requirements 

Let me explain the difference in our statements of materiel ob 
jectives. The Qualitative Materiel Development Objective, or QMIK) 
states a requirement for an item whose teehmcal feasibility is un- 
known. The Qualitative Materiel Requirement, or QMR. slates a 
requirement for an item which is technically feasible lastly the 
Small Development Requirement, or SDR. states a requirement for an 
item which is technically feasible but which is of a lessi-r magnitude 
with respect to cost, complexity, and lead time than a QMR Most of 
our training devices and conventional ammunition fall into th» cate- 
gory of SDR. 

Let's examine for a moment the preparation ami ctK)rdination of 
statements of requirements. 

Regulations provide that a draft statement of a materiel rvqum 
ment may be initiated by any organization or individual, one of you 
for example, and that the CDC will review and refine these statements 
as necessary to obtain DA approval.    Most of our statements of re- 
quirements originate within the command   however, approximately 
20 percent of the requirements received by CIX' since its activation 
have been initiated by organizations or individuals outside the com 
mand.   Most of our small development requirements for training de 
vices, for instance, are originated by elements of I'SCON ARC 

To illustrate the routing and processing of materiel requirement!» 
I have selected the qualitative materiel requirement for the new Mam 
Battle Tank. (See Fig. 8 ) This QMR was selected because it wa» 
one of the first for a major system to be completely processed sub 
sequent to the activation of the CIX?. Although the development of 
the tank is a joint undertaking, in discussing the QMR I shall ref« r 
only to the procedures followed on the V  S  side 

In December 1962 the CDC Armor Agency at Kort Km x completed 
preparation of a draft QMR for a new Mam Battle Tank which would 
be superior to the current M60 tank in firepower, mobility and battle 
field survivability. The Armor Agency drafted the organizational and 
operational concepts and the definitive characteristics "f the new tank 
The agency then informally coordinated the draft QMR with oth« r 
CDC agencies and with the Armor School and th« Armor K-MII AS 

a result of this coordination, some draft charaitinstu^ » f th< new 
tank were added or changed    Also, the technical feasibilitx  "( the 
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m-w tank was established tentatively by the Armor Board. In January 
1963 the draft QMR was sent to the CDC Combined Arms Group where 
it was coordinated with the Combat Service Support Group. As a 
rvsult. additional information concerning logistical implications and 
maintenance of the new tank was inserted into the draft QMR. 

When the QMR arrived at Headquarters, CDC, early in March 
1963. it was checked for conformity to applicable concepts and detailed 
studies and to administrative requirements. Then, in May 1963, it 
was sent to L'SCONARC. which stated that the training considera- 
lums were j'iequately covered in the QMR. At the same time, the 
draft QMR was sent to the Army Materiel Command, which verified 
that the system was technically feasible and stated that it could be 
produced without significant effect on the production of other essen- 
tial items of materiel and without excessive use of critical materials. 
Simultaneously, the draft QMR was coordinated with US Army, Pa- 
ciftc, US Army. Europe; US Army. Alaska; and US Army Forces, 
Southern Command Although there were some minor changes in 
tht chaiactenstics contained in the draft QMR as a result of the 
coordination with the various oversea commands, there were no 
major divergencies in their views. 

The comments of CONARC, AMC, and oversea commands were 
rrcrivtd at intervals until August 1963. Each comment was considered 
ami correlated with the draft QMR and with all other comments, and 
the pro|Mi*ed QMR waF prepared in final form. On 4 September 1963 it 
was »rni. along with the comments which were not incorporated of 
.nhrr major commands to Headquarters, DA. At the same time, it was 
providrd to the US Navy, the US Marine Corps, and the US Air Force 
for formal review and comment directly to Headquarters, DA. 

Thr propoatil QMR was subsequently approved by Headquarters, 
DA and Maj (it-n Wclbom G. Dolvin, US Army Materiel Command, 
»a« f am. 1 l' S project manager for the development of the tank. 
Thr iSrvrlupim nt effort is being conducted jointly by the United States 
and ihr Kederal Republic of Germany. 

This ii» an example of the process which a QMR goes through 
upon initiation or receipt in the CDC. The processing of a QMDO or 
a SDR diffrm only in detail. Of course there is a breakpoint between 
a QMIH) and a QMR This breakpoint is reached when we get infor- 
mation that an item called for by a QMDO is now known to be tech-, 
mcally frasibh We then verify that the need for the item still exists 
and   if »<>   prepare a QMR for it. 

Now. Ut me turn to our evaluation program. Before final accept- 
amr uf a pune of hardware, a new organization, or revised doctrine, 
wr mu»t cheek it out to insure it fulfills our needs. We have many 
trthniqu«-« to  um- including war gaming, operations research, and 



142 MANAGEMENT  OF ARMY  FIELD COMMANDS 

similar methodology.   Two of our most important tools are field 
experiments are troop tests. Let me define these two processes for you. 

FIELD EXPERIMENTS 

A field experiment is a field trial employing specially trained units 
under controlled conditions. It is oriented towards a specific prob- 
lem area and is designed to collect objective data for scientific evalu- 
ation. A field experiment is problem-oriented, extends over a rela- 
tively long period of time, may have several replications which are 
really mirror-image repetitions, and is characterized by extensive con- 
trol. It is specifically designed to test organizations and doctrine, not 
hardware as such. 

TROOP TESTS 

Troop tests, on the other hand, are tests conducted in the field, 
using TOE units, and are designed to evaluate operational or organ- 
izational concepts, doctrine, techniques, procedures, or, sometimes, to 
gain further information on materiel as it affects concepts, doctrine 
and/or organizations. Normally these troops tests are conducted in 
conjunction with tactical field exercises, and, as opposed to field ex- 
periments, are unit-oriented, extent over a relatively short period 
of time, and are characterized by less control. 

EXPERIMENTATION CENTER 

Our field experimentation program is conducted by our Experi- 
mentation Center at Fort Ord, Calif. The Experimentation Center, 
with support from the Stanford Research Institute, performs scien- 
tific, field evaluations of new concepts, doctrine, and organizations. 
Their mission is to serve as a field laboratory to evaluate, by objec- 
tive experimentation and operations, as directed by CDC. 

The CDC Experimentation Center is a unique facility in the Free 
World in that it conducts controlled field experimentation from which 
scientific data are collected. All aspects of the experiments conducted 
at the Experimentation Center, commonly called "C-DECK," are ac- 
complished by joint military-scientific effort. 

The troop command at "C-DECK" consists of an armored brigade, 
an umpire-controller group, and supporting elements located at Fort 
Ord, Camp Roberts, and Hunter-Liggett Military Reservation. The 
brigade provides all tactical players and conducts the detailed train- 
ing required for experiments. They are totally committed on this 
mission and are not available for troop testing or other missions. 

The Stanford Research Institute, located at Menlo Park, Calif., 
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furnishes scientific support through its Research Oftice at "C-OECK'' 
headquarters at Fort Ord. 

I have tried to show you the overall picture of combat dcv lop­
menta, and in particular, the role of the CDC. From this discussion 
I hope it is apparent to you that we hav a job of major proportions. 
We are constantly trying to improve our structure and procedures. 
There is certainly room for improv m nt, but I am convin ed that the 
preeent system is far superior to th on u previous to th activa­
tion of the COC almost two years ago. 

In conclusion th n, I would ask you to bear tw points in mind. 
Firat, future success for th Army will om only if w capitalize 
upon the very finest w apona and cquipm nt which t hn logy e&n 
provide, combined with th v ry be t thinking in th form of doctrine 
to make theae weapons and cquipm nt mo t tf tiv . ond, we 
must never forg t that in th final an lyai . th k y to our aucceu ia 
just one man - that Ion ly individual at the nd of th line, the com­
bat .oldier on the batU field . 
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PROGRESS OF THE DEFENSE SUPPLY AGENCY 

Major General 
HAY J. LAUX 

As ist. nt Director 
l'l.u ' · Programs and Systems 

I >t>t, ·u t ' Supply A rcn y 

I am truly grat ful f r th opportunity to visit the Army Man­
qement School and to talk about the Defense Supply Agency. I 
have heard and know much about the excellence 0f this School and 
ita accomplishments. The judgments and expressions of the grad­
uates apeak most eloquently with respect to the purposes and achieve­
menta u w 11 u th quality of the instruction. In my opinion, each 
one of you is fortunate to be here. Make the most of the opportunity 
while you have it. For it is to schools such as this that the Defense 
eat.abliahment looks for the quality in individuals to meet the chal­
lengea of tomorrow. It is in this arena, the future, that the DSA 
is d tined to play a major role. So let's talk about DSA. 

BACKGROUND 

In presenting this subject, I will briefly trace the evolutionary 
development of integrated management in defense logistics, bring you 
up- ate on DSA, and review some of the current trends which arc 
ahaping the future logistics structures of the Department of Defense. 

They tell a story around the Pentagon about officers assigned to 
Defense agencies. w~ are supposed to enter a kind of never-never 
land in which we w ar purple uniforms. Admiral Irwin, who formerly 
directed the Defense Communications Agency, used to tell of the two 
brothers who operated a clothing store. One was conservative and 
the other was a real plunger. 

The conservative brother entered the store one day and was 
shocked to see a bright new purple suit on the rack. He argued with 
his br ther about inv sting in this kind of merchandise. Finally he 
walked out, declaring h~ would remain home until that suit was sold. 

Soon after he arrived home, his brother phoned and told him to 
return because the suit was gone. So he drove down, re-entered the 

MaJOr c; " 111 1 ] .J<IIt .r . 1/ l 'llrlulllf'd f • om til e t·,;, .,., .. ,if!J of A,.; ~ "'"' ill /!I!R, rereil"h''l 
nN A .B . •n f; rlu n ii11Hf . li e ~, ,,,u .. t f'fl f • 'II" til e AC&r.sc t/fl~li, ICAF 1/fi~!IJ, lnrd 
rompl t l'fl th e Arl• ·~,,, . ,, !111//1111/t'tlll 111 1-' rt"l""'' of ll111 ,.,,.tl l.:nin: r.-ify f l!l!i6J . 

l'' lu l atfrJitiltl!f th e (",, ., r-' '' ·" uf A r i ~ """· G1 ,, ,.,,, J,,,, ,l. t ·omplelerl til e ROTC 
p r og r 11m tUit# !I'I I X f ' IHtl tlll .~l'oill llf ' rf (/ ,,t'f' lllllf fit'Ufr111111f l('tll 'tlfl ·!/ /( ('8PITCI ill /9!8 . 
11 ·r rTrtl ;, lht' 0/'fin •·.~ f.'t MII'C 111 / :1/11- fl ll'llilr '' ll i •1ll s d1•m/ ft •ru ·ll c r of .-r·i e llce 
a11d matltemutac . 



ProgrU& of tl.e· DefeMe Supply Agency 145 

store, and found his brother battered and torn, obviously the victim 
of a beating. 

"My goodness," he exclaimed (and you can see that we have very 
proper storekeepers hereabouts). "did the custom r do that to you?" 

"No," said his brother, "it was his seeing ye dog." 
We of DSA are wary of all dogs. specially sea dogs. 
I might say that we have tried to reach as many of the schools 

u possible during the last two years, n t because DSA requires spe­
cial pleading, but because we consider it vitally imp rtant that all of 
the military, whatever t. 1eir assignments or career interests, should 
understand what is happening in logistics. 

As you know, the rapid progress of science and technology has 
profoundly influenced strategy and tactics. Revolutionary develop­
ments have occurred, and will continue to occur, in such fields u 
transportation, communications, and weapons syst flY' . They have 
opened up new dimensions in space and time which brought unprece­
dented challenges to the logistician. The multiplicity of new things 
and their increasing complexity, coupled with the total absence of 
experience factors in many areas, have created major problems which 
demand soluti\lns. 

I believe it is a fair assessment that the logi~tics system had not 
kept pace with the operating forces in adjusting to new concepts, new 
weapons, and new equipment. But if technology brought · musive 
problems to the supply manager, it also pr vided management tools 
that can help in working out solutions. He has at his disposal larger 
and faster computers, high-speed communications systems, and elec­
tronic data-processing equipment with which to perfonn essential 
functions more quickly and efficiently than ever before. 

Increased attention has been focused in the logistics area by the 
Department of Defense and the military departments in rP.cent years. 
New management techniques have been introduced which employ the 
most m(Jdern electronic and mechanical devices. Actually, these man­
agement tools and techniques hold out more promises than we have 

GeneHrl Lau.r ente1·ed a c ti ve sen·ice in 19.,, a s a fi r .~ t lieute nunt a ssigned to the 
CCC. He ,,el"t:cd a .'l u .o; tu ff of!ice r in Arizona und Tex a .'l . 

Recalled to ac th·e duty in Janua r y 19~ 1 , fo r th e n er t y ear he ser ved ns Deputy 
A.~sis tnnt Chie f of Staff , G1 , H t, ., VIII Corp.! Arelt , Fort Sam Hou s ton . During 
Wol'ld Wa1· II he se1·ved in er ecuti L·e and planning capacitie.'l with the War Depart­
ment general and special s taff ·'~ · In February-July 191,1 he was E x ecutive Of!icer of 
the Assis tant Chie f of Staff , Gl , Wflr D e partment Ge neral Staf! . 

In 19P -'6 Gene ral Lmu W ll 8 ronre1·ned primm·ily w ith es tablishing policies and 
plan .'l for militm·.ll gore1·nment i n t errito1·y occupied by th e U . S . As ExecuUv e 
Of!icer of the Civ il Af!air.o; Divi8ion, War D epa1·tment Specinl S ta!J, he serv ed as 
coordinator between the Wa1· De partment and other military ana civ ilian agencies 
of the U. S . and Great Britain, including the Combined Chie fs of Btaf!. 

Follow ing his 1·elease f7·om acti v e serv ice in January 191,6, General Lau x joined 
Tran .~-World Ail'lines fKan sas City, Mis.'louri l , as executi ve a ssistant . He returned 
to u c ti ve A1·my .'IC JT i ce in Der e mher 191,6 and sen:ed tw o year.~ as plcrn.,er for tht! 
Cit·U Affuirs Dit'ision . He U'a s commissioned in the Regular Army in June 19.7. 
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urc t explore imultan ualy. W in D A hav been obliged 

to . bli h pri rili f ff rt and to und rtak n time-phaaed, se­
qu nt 1 l pp h in m areas. Our f ur custom ra, the Military 
Servi h v imil r probl m and opportuniti and they too are 
bard · l w rk t imp upport. 

A i . f u n u tandin xampl of the trend toward 
cenlraliz.ati n in th f upply and related 
8ei"Vi Y u m y t ry of f nac Robert S. 
JlcNamara ann un tabU h thi ag ncy 31 August 
1961. Tw lv d y t und r a camouflage net in 
P'yong-Tek, in th I rt, th m g came through 
announcing th I lion of Gen ral McNamara as director and 
ordering him back to th tat . H has oft n said that Korea never 
looked better or am lied w ter than it did at that moment. 

He reported to retary McNamara on 1 October and received 
clear and explicit instruction . Gen ral MeN. mara was told that 
DSA would provid effectiv upport in war or peace at the lowest 
feuible coat. Thoae are th objectives, stated in proper priority, 
which govern all of our planning and operations. They also constitute 
the criteria against which we are judged by Secretary McNemara 
and the Military Departm nta. We have made progreaa towards those 
objectives u I will explain later. 

Soon after DSA w announced. Mr. McNamara was allegedly 
uked to explain the organizatio of the Department of Defense. 
He is said to have replied aa follows: "The Department of Defense 
consists of three Military Departments. the Joint Chiefs of Staft', 
and the two McNamaras - general and specific." 

True or not, it makes a good story. 
The similarity in names has caused some confusion. A reporter 

aaked why it is that the Secretary of Defense and the Director of 
DSA have the same last names. That's a logical question, and 
General McNamara replied as logically as he could, "because our 
fathers had the same last names." 

Satb3equent to hi.~ gmdrwtio11 from ICAF in 1997, he fillP.d a.~signmeJit3 conce1·ned 
u 1iOa budgetm·y und i11tenwl mtnwgemeJit matters in the Fm· Ea3t Command, the 
Q1l.artermaster Geneml 's Office, QM Mrn·ket Ce11te1· Syiltem, and the A1·my 
and Air Force EJ·chnnge System . In the Ko1·ean Wm· h e was Deputy Gi of the X 
Corp11 and later com mn11ded the Kokro·n Gerae1·al Depot . 

Genernl Lau.r U'fl8 ns.~ig11ed to the 0 ffice of the Quartermrt.~lel· General in Wash­
ing tort in 195!-56 , wher·e he wns A .~si .~tcmt Qum·termfl.S tti1' Gene1'al fo1' Adminish·atiott 
and lnter E.recutir ·e Officer to the Quarte1·mctste1· Ge11entl . In June 1956 he became 
Deputy Commrrnde1· tJ the QM Mro·ket Cente1· System in Clticttgo, and became 
Deputy E .recutire Directo1· when thnt ngeucy /Jectrme the Milita1'y Sttb.'listennce 
S11pply Age11cy late ill 1956. He wa~o~ Jtmned Deputy Chief, A1·my ttnd Air Fo1·ce 
Ercharage Sen·ice fNetv York CityJ i11 July 1958. He becnme Chief of the Exchange 
Serv ice :n July 1960. 

Ge11ernl Lnu.r· tons a~o~signed to DSA ill June 196:i. 
fThe p1·e.sent pnpe1· tNt.'~ pre.~ellfetl nt USAMS, Fo1·t Beir·oir, Vil'!lhlill, 011 

5 Februury 1961, .) 
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The reporter printed it! 
DSA was established upon a solid base of experience in centralized 

management within the Military Departments. I refer to the so-called 
"single manager" system initiated in 1955 and 1956 by the DOD. 
Under this system, the Secretary of one Military Department became 
responsible to procure and distribute a specific category of supply 
for all of the Services. 

Thus, Army managed food, clothing and textiles, and general 
supplies; Navy managed medical and dental items and bulk petroleum. 
At the same time, assignments were made for common services. 
Army performed traffic management in CONUS on a Defense-wide 
basis. Navy managed sealift and Air Force managed airlift. 

The original single-manager commodity agencies demonstrated 
that integrated supply management was sound. They provided effec­
tive support. They drew down inventories by more than half a billion 
dollars in five years' time. They reduced annual operating costs by 
$20 million. Encouraged by these results, the DOD made other 
commodity assignments in 1959 and 1960. By 1961 eight commodities 
had either been placed under centralized management or were sched­
uled to come into the system shortly. 

However, some problems had developed. Each single manager 
devised his own systems and procedures and set up his own distribu­
tion system, using the Service depots as agents. This was not a 
major concern when the agencies managed a relatively small number 
of items. But it could be troublesome in view of the additional 
assignments comprising more than one million items, including 
many directly related to weapons systems. 

The military customer faced the unpleasant prospect of dealing 
with eight different supply sources, in addition to his own service, 
in eight different ways. He might receive ~entrally managed stocks 
from any one of 77 depots, some of which handled only one commodity. 
The Services reasoned that such arrangements could create serious 
problems in emergency or mobilization. 

Secretary McNamara wanted to retain the advantages of the 
integrated system but he also wanted to eliminate any disadvantages. 
So he asked the Military Depa· .1ents and the Joint Staff to consider 
alternatives designed to improve aud strengthen the system. When 
their study was completed in July 1961, the Secretary consulted with 
the Military Secretaries and the Chairman of the Joint Chiefs of 
Staff. Then he decided to establish DSA outside of the Military 
Departments and reporting directly to him. 

He said that he would transfer to DSA the existing commodity 
and service activities, less MSTS, which remained in Navy. and 
MATS, which remained in Air Force. 
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The decision had several beneficial results As you can see. it 
immediately shortened the chain of command and drastically reduced 
derision-making time. Also, it permitted pooling common inventories 
of many items which had previously been separately managed and 
stock« d As a consequence, it became possible to draw down long 
supply in lieu of new procurement. Over the long ran^v . this should 
permit minimum inventory investment consistent with peacetime 
operating requirements and realistic mobilization reserve levels. 

Perhaps the most significant benefit is that there is, for the 
first time, a Defense-level, jointly-staffed military organization which 
can devote its total capabilities to improving logistics support of 
the services because it has no other mission. 

It is important to note that DSA did not spring out of a vacuum. 
Rather, it evolved from a series of related actions, each of which 
contributed to restructuring the logistics system on the wholesale 
level. 

In addition to the missions of procurement and distribution of 
common commodities, the Secretary of Defense assigned several func- 
tional programs to DSA on a Department-wide basis. They include 
traffic management, standardization, coordinated procurement, cat- 
aloging, materiel utilization, and surplus proper4    disposal. 

We commenced operations on 1 January 1962 after 90 days of 
preparation. From the outset, we have followed the same basic 
management concept of decentralized operations. Responsibility and 
authority were placed in the hands of field commanders to the degree 
their missions required. We look to them for prompt decisions and 
results. By relying upon their mature judgment, and their highly 
competent organizations, we can concentrate the headquarters efforts 
on overall direction, broad planning, and improved systems and 
operations. 

On the other hand, DSA must and does function as one agency 
and not a loose federation of semiautonomous activities. We are 
striving for uniformity in organization, procedures, and practices 
to the extent that it will increase efficiency and we have come a long 
way in the last two years. 

During the study which preceded the DSA decision, the Services 
identified several other areas wherein they believed integrated man- 
agement might be properly extended. They included common chemi- 
cals, industrial plant equipment, and aeronautical spare parts. All 
three were taken under study with participation by the Military 
Departments. 

DSA became responsible 1 July 1963 for supply management 
of 4,300 chemicals and chemical equipment items related to industrial- 
type   activity.    The   item   assignments  were   divided   between   two 
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existing supply centers: Medical, for apparatus, and Petroleum, for 
the chemicals. 

In the case of industrial plant equipment, DSA recommended 
improvements through centralized management of that part of t&e 
inventory held in reserve and available for current reutilization. 
This covers some 150,000 items, valued at $1 billion. We established 
the Defense Industrial Plant Equipment Center in Memphis, Tenn., 
to manage this commodity. DIPEC, as we call it, is also establishing 
central inventory of all such equipment in the DOD. It may later pro­
cure general-purpose tooling at the request of a Military Department. 

The Aero Materiel Study is a tremendous task and has taken 
almost two years to complete. We forwarded the study to the 
Secretary of Defense last month. It covered the management of an 
inventory in selected classes, related to engines, valued at $6 billion. 
It would not be proper to comment upon the findings , since the 
Services have been asked for comments, but we recognized that 
Aero materiel is a fast moving, highly technical commodity closely 
related to weapons systems and therefore gave it our best judgment. 

The newest assignment, which became effective 1 November 1963, 
transferred to DSA from Air Force the operational control of the 
~fense Documentation Center for Scientific and Technical Informa­
tion. DDC is located with DSA Headquarters at Cameron Station 
in Alexandria. 

Briefly, the mission involves receipt, storage, and distribution 
of all formal research reports generated by Defense programs, 
whether they are prepared by in-house researchers or those working 
on Defense contracts in universities and industry. To give you some 
idea of the volume, DDC anticipates receiving more than 50,000 
such reports in fiscal 1964. 

The problem here is to make known to those qualified to receive 
this information the results of new research in order to avoid duplica­
tion of effort and to apply the new knowledge as quickly as possible. 

We also support the Civil Defense Fallout Shelter Program which 
has thus far involved procurement of some 195 million pounds of 
survival biscuits and sufficient emergency medical and sanitation 
kits to provide temporary care for 30 million people. 

The sanitation kit is a truly ingenious device. It is packed in 
a metal tank suitable for the storage of potable water. The idea 
is that when the water has been consumed, a polyethylene liner 
can be inserted, a seat installed, and the device then becomes available 
for its second function as a receptacle for human waste. 

General McNamara stated that when the specifications were 
presented to him, he noted that the tank was 17 inches wide and 
21 inches high. After more than 15 years in Washington, he considered 
himself expert in such matters and recalled that the average height 
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of such devices in our homes and offices is 15 to 17 inches. So he 
innocently asked if they wanted him to issue stirrups. The answer 
came back, "No!" But you can see things will move at a higher level. 

Reflecting that joint staffing policy I mentioned earlier, our 
headquarters organization is shown in Fig. 1. Note that all of the 
Services are represented at the directorate or immediately subordinate 
level. 

We are striving to achieve balanced representation: 307r Army, 
29% Navy, 26% Air Force, and 6 ~(- Marine Corps. Similar propor­
tional representation is being established throughout the DSA field 
structure. 

I might say that, despite the Navy presence. we still have depots 
in the DSA system. So long as General McNamara is director, they 
will continue to be known as depots and not "deepots." That a firm, 
policy decision at the highest level. 

DSA is a fair-sized enterprise but considerably smaller than any 
of the Military Departments. 

We will centrally manage more than one million of the 3.9 million 
items in the Defense supply system this fiscal year. Compare that 
with one of the nation's largest mail-order houses which stocks 
100,000 items. 

We will buy about $3.1 billion in new materiel and sell about $3.4 
billion to the Services and other customers. That includes over $1 
billion in petroleum products not purchased through the Defense 
Stock Fund. 

We employ more than 28,000 people in a coast-to-coast network 
of commodity management and service centers, depots, procurement, 
inspection and surplus sales offices. Not one of those personnel 
spaces represents an addition to the Defense payroll. All were trans­
ferred to DSA from the Services and their allocations were reduced 
proportionately. 

We actually performed our tasks with some 3,475 fewer people 
in fiscal 1963. I expect the personnel "savings," or reductions if you 
will, to approach the 5,000 mark at the end of fiscal 1964. 

Some of those personnel reductions will accrue from the DSA 
distribution system, which is a network of depots linked electronically 
with our supply centers where we have centralized stock control. 

INTEGRA TED DEPOT SYSTEM 

'lbe design of an integrated depot system was a major under­
taking in our first year of op~rations. There are seven principal 
depots, each serving an aseigned geographical area and carrying 
a wide range of DSA items. Six of these depots have been transferred 
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to the operational control of DSA. One, the Atlanta Depot, remains 
under Army control. 

There are four specialized depots, specialized, that is, as to the 
type commodity stored there or as to the customer served. One in 
South Philadelphia is co-located with the Clothing and Textile Supply 
Center. It stocks women's wear, flags, and other specialties. Another, 
in Dayton, is co-located with the Electronics Supply Center and 
stocks only electronic parts. Both are operated by DSA. 

Norfolk and Oakland. operated by Navy, are the principal 
sources of DSA material for the fteet, Navy overseas installations, 
and nearby installations of the other rvices. We have also estab­
lished certain direct supply support points, as Navy requested, at 
shipyards and maintenance bases which are h a vy consumers of 
certain materials, chiefly industrial hardware. We position DSA 
stocks at these sites, and much of it moves directly from production 
source to the point of consumption. 

The distribution system will not be fully implemented until 
fiscal1965. Meanwhile, we are attriting stocks from 66 other locations 
and directing new procurement into the main d pots. I anticipate 
that this system will mak po ibl c st reductions of $11 million 
annually. 

RELATIONS WITH SERVI E UPPL\' \'STEMS 

As to Ot;r interface with the Servict> supply systems, I can 
describe the relationships in this fa hion. 

The Services determine requirements. Th y tell us what they 
want, where and when they want it. DSA comput.ea requirementa, 
decides how much to retain in whol aa:e in·.,.entories, and how much 
to buy, and accomplishes distribution down to the point at which 
the material enters the Service-managed retail system. 

The Servicf' also determine which items DSA will manage. As 
new systems or equipment enter the sys em through the provisioning 
process, they are carefully scrutinized in a coding procedure. Those 
which the Services want to retain for management are coded .. A." 
They may decide that DSA can buy them, but we do not become 
supply mannger for these items. Those whirh are considered suscepti­
ble to central management are coded .. 8" and come to DSA. Those 
which can be decentralized, or placed on local procurement, are coded 
.. C". Additionally, the Services provide the specifications under which 
we conduct procurement for them or for centralized inventories. 

As a result of coding actions, DSA is the wholesale supplier 
of parts for many weapons systems, including Polaris, the Army's 
Hawk air defense missile, and SAC bombers, Minuteman, and other 
intercontinental ballistic missile systems. 
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I believe this clearly establishes DSA's role as a vital member 
of the Defense team. 

Turning to those objectives stated by the Secretary of Defense, 
our primary concern is improved support. The Cuban emergency 
Bubjecled the DSA system to an unexpected, limited, but nevertheless 
realistic lest in our tenth month. The response was instantaneous 
and complete The supply and service centers rapidly absorbed a 
vastly expanded workload — high-priority requisitions increased by 
nine Mmes — expedited shipments of materiel, and scheduled the 
movements for the emergency relocations of forces. 

We dispatched liaison officers to CINCLANT, to Army's Logistics 
Command in Florida, to Fort Bragg and Fort Campbell, and other 
areas of concentration. Our emergency supply operations center in 
the headquarters and the field activities worked around the clock, 
seven days a week, to place the right materiel where it was needed 
at the right time. 

Our customers were well satisfied and the performance elicited 
commendations from Service commanders. 

Since then we have maintained or improved the level of per- 
formance throughout the system. 

COST  RKDUCTION 

As to the second objective, that of cost reduction, we have made 
significant progress. 

DSA's operating costs last year were $31.3 million less than 
the Services estimated they would require for the functions we 
assumed. They will be $39 million less than the previous base line 
level this year. Most of this reduction is explained by those personnel 
savings I mentioned. As examples, we closed one military clothing 
factory, consolidated 13 inspection and six industrial mobilization 
offices, and 18 surplus sales offices. 

The wholesale supply inventory was drawn down $261.6 million 
last fiscal year by selling long stocks to the Services without replenish- 
ment and without tapping mobilization reserves. Defense has put 
some of this to use in the current budget, applying $123.4 million 
to Army pay and M9.3 million to Navy pay. About $40 million was 
returned to Navy s Stock Fund. Inventory drawdown is expected to 
b*1 $132 million during FY 1964. This illustrates why cost reductions 
are helpful to our customers and to the DOD. 

I much prefer to talk about cost avoidance or cost reduction 
rather than savings, but whatever term is used, it is not DSA which 
benefits.  It is the customer or the taxpayer. 
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As to other economies, there has been a sharp reduction in 
paperwork by eliminating unnecessary reports. This released 100,000 
manhours for more productive use. 

Space will not permit further discussion of detailed progress, but 
we are working toward simplifying supply for the user by installing 
standard procedures. We are meeting assigned goals in the overall 
DOD cost reduction program in such areas as price competition, item 
reduction, secondary spare parts buys, value engineering, small busi- 
ness participation, and interservicing. 

Up to this point, I have described the background of DSA, its 
mission, organization, accomplishments, and current status. 

As I said earlier, DSA was the product of an evolutionary process. 
This raises the obvious question whether DSA itself is a step in the 
further development of an ultimate logistics organization, whatever 
that might be. So many unknowns and variables are involved that 
I think the best we can do is to attempt an objective view of certain 
trends which seem to be shaping the course of Defense logistics and 
leave it to time to supply a definitive answer. 

Several developments have direct bearing upon the organizations 
of the present and future: 

First, and basic, there is the well-known trend towards centraliza- 
tion or consolidation of authority and functions at Defense level. This 
process began with the establishment of the Office of the Secretary of 
Defense in 1947 and has continued wtihout interruption. It has been 
manifested in the enhanced stature of the Joint Chiefs of Staff and 
the Joint Staff, by the creation of unified commands, and the establish- 
ment or the Defense Agencies, such as DCA, DIA, and DSA. 

Centralization is by no means confined to Defense-wide activities. 
The Military Departments have instituted reorganizations in order 
to clarify and consolidate responsibilities in research and development, 
and material support. Air Force went through this process several 
years ago, creating a Systems Command and a Logistics Command. 
Army eliminated its technical services in favor of a single Materiet 
Command. Navy is undergoing a comparable realignment focused 
upon the Office of Naval Materiel. 

Next, and obviously related, is the further integration of common 
functions and services. Transportation was the first to be successfully 
integrated. Since then, DCA has taken over long-lines communica- 
tions. Certain facets of intelligence were consolidated under DIA. 
DSA represents the integration of certain aspects of supply and 
services. Foreign language instruction is being integrated. DSA 
was assigned responsibility for the consolidated management of house- 
hold goods storage and movement a few months ago. Defense has 
begun a test of centralized contract administration as a possible 
forerunner to applying this concept to much of the Services' procure- 
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ment. Printing a.nd publications management i under joint tudy. 
How many other areas will be studied is any ne' gue . but the 
Joint Economic Committee of th ngress id ntified 40 fun lions a 
BUJ~Ceptible to po&F; , integration. 

Next, new &Pl•Cvach to w apon sy3t m mana 
had significant impact upon man m nt y t ms and pra 
the Departments. Defen 1 v 1 ppli lion f imilar on pts in 
material support are beginning to m rg . Th F-4 Program 1 ints 
to the uae of single-manager-type upport in maj r w npon sy t ms. 
The TFX will quite likely foll w thi pall rn . In Augu t 1963 0 
uaigned to Army th int gr ted man g m nt f ombat and tn tic I 
vehicles and part.a. Th a lion ugg t th po ib:lity of furth r 
coD80lidaUona outaide of DSA. 

From the foregoing, it m cl r that th trend t w rd fen -
level logiatica management will continu and will utilize t w basi 
ayatema: 

One, specialized rnanag m nt organized on a w apon r maj r 
equipment ayatem buia to in lud critical repair part and upporting 
equipment. 

Two, general support yat m organized n 
tiona! buis for a wide ran of upply and n •i 
tbP operating forces and w apons syst ms manag n . 

This dual pattern h xiated within lh f r m tim , 
but its application on centralized buis at f n I v I is n w. 
Certainly both types of manag ment are required. 

Another relaUv ly n w d v lopm nt l th I Gen ral 
Servicea Adminlatration as a major auppli r of 
the military. This increasing relian is ft 
estimate. of $976 million in m terial and rvi f r military u 
from GSA sources, an increase of 200 milli n in n y ar and 66 
percent of total GSA volum . 

DOD policy with reapect to th utilizati n of G A h s been 
clearly stated by Secretary McNamara in th t rm : "Wh n v r 
we find that it is more economical to u th apabiliti r faciliti s 
of other Government agencies, with n I in military ff tiv n 
and at the same or leu coat, we should n t and hav not h sitated 
to do so." 

In keeping with that policy, and in vi w f th growing d p<>nd nee 
upon GSA, we in DSA have been igned responsibility to monit r 
the effectiveness of GSA support to the n ' ic . This i imp rtant 
becauae the Project 100 Committ and th military logi tics hi fs 
placed great stress upon the military aspec f int gration and urged 
that it must be controlled by military personnel .. ubje ·t to poli y 
guidance of civilian Presidential appoin~. 
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Finally, the advent of electronic and mechanical management 
tools have made the foregoing changes possible and ushered in a new 
era in logistics. The impact of automation defies accurate prediction, 
but it is clear that enormous opportunities are at hand in information 
technology. As a result, I would anticipate that new management 
concepts and devices cutting across organizational and functional 
lines will have even more profound influence upon Defense structures. 

To mention only three areas of major interest, the Federal Supply 
Catalog central files have been automated to the point where rapid 
and effective screening of catalog information can be accomplished 
for a wide variety of purposes and users including item entry control 
and increased utilization of assets. Next, the identification and re­
trieval of information in Defense research reports will be increasingly 
automated to improve the service capability of the Defense Documen­
tation Center. Third, the Military Services and DSA are working on 
Projects leading to a standard technical data system that would be 
susceptible to automation. 

As these efforts go forward, we will have much greater capability 
to pursue programs for improved procurement, standardization, 
cataloging, item entry control and inter-servicing. Experience to date 
has demonstrated that substantial benefits will accrue from the in­
troduction of technological advances. 

Now, to conclude, let me turn back to DSA and streu a few 
fundamentals. 

DSA will not provide a magic solution to all supply problems. 
llany of them lie entirely outside the reach of improvements in 
organization and method and are rooted in economic constraints, or 
in technological factors such as design unreliability. 

But DSA can and will improve support and reduce costs, as we 
haV< done in the first two ye.ars of operations. We can move faster 
if the Services recognize DSA as a full participant. There is still 
a tendency in some quarters to regard us as "just another supply 
source" and to equate us with GSA, or to treat the two agencies 
u if they are interchangeable which they are not. 

GSA i entirely civilian. DSA is a jointly-staffed military organi­
zation capable of exercising military judgment based upon military 
training and skills. Yet we have not enjoyed full acceptance as a 
military orgamzation comparable to the avy's bureaus, Army's 
commodity c mmands, or other wholesale supply agencies within 
the Departments. 

Without such accepatnce, the Services .nay inadvertently pave 
the way for gradual aSBumption of logisti~ functions by a civilian 
organization which, whatever its performance in time of peace, would 
bee me a highly dubious source in the event of mobilization or war. 



Progress of the Defense Supply Agency 157 

There is urgent need for solid thinking about the system by 
which unified commanders obtain support — STRICOM, for example, 
with its vastly expanded responsibilities. Do we fight as services? 
Or do we provide forces placed at the disposal of unified commands? 
And if we do, should not those commands have a general support 
base attuned to their requirements? 

Based upon our performance, I believe that DSA is entitled to 
your confidence and support and that you should make increasing 
use of its capabilities.  I am confident this will come in due time. 
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Although the Army Management School is perhaps the youngest 
institution of its kind in the Army, it has in the short space of ten 
years gained a tremendous reputation in offering an intensive course 
in the science of management that I am sure each of you will find 
invaluable to your careers. I consider it a very real privilege and 
honor to participate in your studies. 

More than a decade ago I shared in the conception of the Army 
Management School, when I served as a member of the Army Policy 
Council in the Office of Karl Bendetsen, who as you know was at that 
time Assistant Secretary of the Army for Management. He was 
deeply concerned about the obvious need for a top-flight Army school 
of this type, and I therefore had the privilege of assisting him in 
planning for the Management School and in making this need known 
in places where it would do the most good. Since establishment of 
the school in 1954, I know that Karl has had a strong sense of pride 
and satisfaction over the outstanding success of the Army Manage- 
ment School. 

I have been asked to discuss with you the subject of mobility 
in land warfare and what we are doing in the Mobility Command 
in Detroit to provide the Army with the mobility equipment it needs 
for operations in all environments. I should like to ask you, therefore, 
to join with me in first looking at the various environments in which 
the Army is asked to fight, and how we manage our mobility resources 
to assure the success of these operations. 

THE MILITARY  ENVIRONMENT 

Throughout history the impact of environment upon strategic 
and tactical mobility has been one of the most important subjects 
in the whole ipectrum of military planning.   Ervironment, when 

After hin freshman \ienr <it the University of Nevadit General Sitiley uvi.s appointed 
to the U. S. Military Academy, uraduntin>i in t9ii. He tru.v ((immissioned in the 
Corp.s of Kmttneei s and was selected as a Rhodes scholar, attending Maijdalen 
Col'ei/e, Orford /'»in »'Mf i/. irhcn he tmik lhi»t deifiees in theoretical and nuclear 
physics 
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neglected or poorly evaluated, has frequently led to defeat. Leaders 
who have neglected this art have invited disaster and have watched 
their forces in the field, even when superior, brought to their knees. 
Conversely, the annals of military history are replete with victories 
won by leaders who understood and mastered the art of the military 
use of environment. 

The military environment, in its broadest sense, encompasses 
two different but closely related worlds. The first is that composed 
of physical phenomena, the static and kinetic environmental factors 
of the earth's surface. The second is what might be called the 
metaphysical aspects of the military environment, the nonphysical 
political, economic, sociological, and psychological aspects of the 
world today. 

Physical Aspects of Environment 

I should like you to consider with me first the physical aspects 
of the military environment, and their impact upon strategic and 
tactical mobility. 

We can begin with a hypothetical, featureless world analogous 
to the watery domain of the navigator. 

If the entire earth were as smooth as a billiard ball with no 
mountains, no valleys, no rivers, no oceans — a smooth waste — 
what would be the nature of warfare on such an earth ? Land warfare 
would resemble classic sea warfare, and in such an environment we 
might well examine the teachings of Clausewitz, Douhet, McKinder, 
and Admiral Mahan, for in an environment without precedent we 
should have real need for strategic guidrwice. In the contest between 
land-going "naval" task forces ranging over the surface, scanning 
the horizon, speed and maneuver would be crucial, as there would 
be no place to hide. Land operations would resemble a game of 
checkers with all moves clearly visible. 

If we add the ocean to this hypothetical planet, it is immediately 
complicated.  Different vehicles are required for land and for water. 
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Access to many islands, or even continents, is denied to land vehicles 
where there are not land bridges. Access to most inland areas is 
denied to ships ber.ause there are no waterways. Our checker game 
has been complicated. It is as though half t.he game were played 
on red squares and half on black, with certain rights of capture or 
destruction honored across the many boundaries between the red 
and black. Routes of access or approach become all-important. Areas 
where many routes coincide, such as an isthmus joining large land 
masses, or a channel from one large body of water to another, have 
major military significance. This simple dual environment would 
encourage feints, backdoor attacks, amphibious redeployments, and 
flanking assaults. It would be a fast game of mobility and maneuver, 
with only two kinds of environment, the wet and the dry. 
· Our oversimplified example, however, excludes the variations 
in weather and climate all over the earth. Oceans freeze at the poles, 
and the equatorial areas are hot and humid. Climatic phenomena, 
temperature, wind and rain, cause great ice sheets in one region and 
deserts in another. Physical protection requires new procedures, 
logistics become complex, and the propitious moment for an assault 
often depends on the sun, the moon, the season of the year, and the 
ebb and flow of the tides. 

The smooth, artificial land of this hypothetical earth must be 
transformed into what it really is, a complex of mountains and valleys, 
hills, and plains. 

Next, we must include the lakes, rivers, and marshes. To the 
military obstacles of hills and mountaiils, we have added many new 
obstacles that are the consequence of drainage. 

Vegetation must be added, including everything from dense forest 
and jungle to open grassland. We must diiferentiate the land surface 
according to the types of soil and roughness of the ground; some soila 
are dry and firm, others moist and slippery. Finally, we must add the 
cultural environment: roads, urban areas, and railways. Our analogy 
to naval warfare now becomes less meaningful. The complexities of 
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relief, drainage, vegetation, and other obstructions impose a discipline 
in which the long way around may be the quickest way to get there. 
Our original checkerboard analogy no longer holds. Even the game 
of chess is far simpler than the strategy and tactics of warfare. 

The physical character of military environment is governed by 
both static and kinetic factors, whose interaction generates elements 
of environment. Static factors include the relief and slope angles of 
an area; underlying bed rock, soils, the general pattern and charac­
teristics of drainage, and distribut!on of plants. These so-called static 
factors are, of course, subject to change, but this change is gradual. 

Kinetic factors, on the other hand, change rapidly and at times 
abruptly. They include rain, wind, temperature, fog, dust, and foliage. 
Neither static factors nor kinetic factors constitute environment or 
terrain as such, but they interact in predictable ways with one another 
to produce what we call the military environment. Impermeable soil 
plus poor drainage plus rain produce floods, mud, and quagmires that 
can paralyze mobility. But add another kinetic factor, low tempera­
ture, and the outcome can be a frozen plain that permits surface 
mobility in areas normally impassable. In poorly vegetated areas, 
aridity plus high winds can loosen dry soil from the surface and 
produce dust storms. In each case, the kinetic factors do something 
to the static factors to produce an environmental element. It is 
characteristic of these elements that they change much more slowly 
than the kinetic factors which generate them. Thus mud remains 
long after the rain ceases and ·dust hangs in the air long after the 
wind calms. 

Examples are legion of the overriding importance of accurate 
evaluation of environment to gain an advantage both in the offense 
and in the defense. An attacker with a stronger force seeks mobility 
and speed to close with the enemy and destroy him. His desire is to 
secure the element of surprise, reduce opposition rapidly, and move 
to his objective before the defense has time to rally. To further define 
this physical environment, let's look at four specific historical examples 
of military operations in which the environment proved crucial to 
the outcome. 

Desert Campaign, Africa, 1940-42 

Here the attacker is advancing toward us in an environment ideal 
for rapid cross-country mobility, good observation, and unobstructed 
fields of fire - an almost ideal environment for offensive operations. 
I had the privilege of serving for two years with the British Eighth 
Army in the western desert, and was at first surprised to find that both 
Alexander and Montgomery had British naval doctrine in their 
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libraries. Later, when I learned something of desert warfare, their 
reasons became obvious. 

In the North African desert war from 1940 to 1942, when logistics 
permitted either side to embark on an offensive, the environment was 
almost entirely in the attacktr's favor. Once dislodged from prepared 
positions, a defending force had virtually nowhere to go except to 
retreat. The obstacles to mobility were few and far between in the 
zone of operations; a wide, coastal plain bounded on the south by 
the great dune-covered expanse of the central desert. An attacker 
could exploit this type of environment until his momentum was oyer­
come by the sheer magnitude of his logistics problems. On many 
occasions it was simply a matter of his running out of gas. Historically, 
the four-year cycles of advance and retreat of the British Eighth 
Army in the face of Rommel's Afrika Korps were similar to the 
stretching of a logistic rubber band which snapped the attacker back 
to his base whenever it became overextended. 

BrtJd,d,ock'a Ct~mpaign, Fort l>uq1&eane, 17SS 

The defeat of Braddock in the Battle of Monongahela in 1755 
by the French and Indians is a clUiic example of the effective ue 
of militaey environment in the defense. Marching in traditional 
British close order in his move against Fort Duqueane, he wu 
ambushed by the French and Indians within eight miles of hia 
objective. His troops, unfamiliar with the guerrilla tactics of foreat 
warfare, panicked and broke during the battle that followed, and 
Braddock himself was mortally wounded, defeated not by the superior 
forces of the French and Indians, but by his enemy's succesaful 
exploitation of ideal defense environment. 

Hitler'a CtJmpaign, Ruaaitl, 19.;1-.;B 

The defeat of Hitler at the gates of Moscow is an example of 
poor evaluation of environment in the attack, and of the profound 
effect this environment had upon the mobility of his Panzer divisions, 
his most powerful weapon. As in the earlier defeat of Napoleon, 
owing to a similar miscalculation of the physical environment, Hitler's 
inability to conquer Russia was also very much the result of his 
inadequate comprehension of the problems of RU88ian environment. 
The success of the German Army against the USSR in the period from 
June to October 1941 had resulted in large part from environment 
which permitted his mobile armored divisions to roll eastward. The 
Germans timed their invasion in June, when they could rely on dry 
soils after the spring thaws and yet have as much time as possible 
before winter. They had excellent mobility and drove all the way to 
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the suburbs of Moscow. The Russians withdrew rapidly, leaving only 
scorched earth and guerrillas. All was well until the beginning of 
winter. Without cold-weather clothing and low-temperature lubri­
cants, men and machinery froze. One day's mud became the next 
day's frozen ground. Assaults were delayed while tanks, frozen in 
mud, were liberated with crowbars and blow torches. Although logisti­
cal problems were critical, Hitler would not tolerate withdrawal to 
an environment having more favorable defensive characteristics. 
Artificial strongpoints at the limit of advance were to be held at all 
cost. The Russians attacked and succeeded. Hitler's refusal to accept 
the discipline of environment on mobility prevented him from defeat­
ing a weaker Ruaaian Army and winning what was almost a sure thing. 

Tll.e Jlt.al4ya" Campaigft, Biftgapore, 1941--6! 

Finally, the unsuccessful defenae of Singapore in the Malayan 
campaign in World Warn is one of the moat outstanding hiatorical 
examples of a tragic misunderstanding of the use of environment in 
the defense. 

Singapore, fortified to command the Straits of Malacca and the 
southern entrance to the South China Sea, had long been the pivot 
of British strategy in Southeast Asia. The naval and air bue there 
was intended to secure Auatralia and the neighboring British and 
Dutch lalands, as well as the entrance to the Indian Ocean from the 
Pacific. The British assumed that the environment of the den~~e junglea 
of Malaya precluded any large-scale overland attack from the north. 
But the Japanese shrewdly avoided a direct naval assault on Singapore 
and, under protective air cover, landed 400 miles to the north. They 
fought down the west side of the Malay Peninsula and u.ed small 
leap-frogging amphibious operations where necessary to take Singa­
pore from the direction which was suppoaed to be protected by environ­
ment and was therefore left totally undefended. 

With these examples in mind, let us look at the earth's three major 
types of environment, each of which affects profoundly the mobility 
of military forces. These are 1) the environment of the earth's land 
masses, 2) the water areas, and 3) the polar regions. 

LAND ENVIRONMENT 

The land mass of Europe, because of its long history of warfare, 
furnishes many examples of the dominating influence of environment 
on military operations. The land environment of Europe, with its hills, 
mountains, uplands, and plains has for centuries channeled military 
operations through its many gates, corridors, passes, and strategic 
waterways. 
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Defiles of Europe 

The English Channel has been an obstacle to invasions and 
counter-invasions since time immemorial. The Skagerrak and Kattegat 
provide the only entrance to the Baltic. Hitler took Norway in 1940 
partly to control the Skagerrak and protect Swedish iron ore ship­
ments to Germany. Control of the land on either side of the water 
gateway at Gibraltar controls the entrance to the Mediterranean. 
In all these examples, terra:n adjacent to these waterways acquires 
strategic significance in proportion to the importance of the water­
ways themaelves. 

On land, several of the most important gates and corridors in 
Weatem Europe are the Toulouse gap, between the Pyrenees and 
the Central Massif of France, affording passage from the Medi­
terranean to the French Atlantic coast. The Rhone corridor is a 
paaageway from the French Mediterranean coast to eastern France 
and aouthwest Germany. The Belfort gap leads from Eastern France 
into the Rhine valley. The Lorraine gap connects the Moselle valley 
of France with the Rhine valley near Strasbourg. The Belgian 
corridor, between the Ardennes and the coast, will be discussed later 
in aome detail. The Rhine valley itself is a corridor 20 miles wide 
and 150 miles long leading to the Hessian corridor, which in tum 
leada to the North German plain. 

To the east, the Linz corridor leads into eastern Czechoslovakia 
and Hungary. The Moravian gateway leads north into the North 
European plain. In the south, the Ljubljana gap is actually not a 
conidor but a narrow pus connecting the north coast of the Adriatic 
with the Hungarian plain. The Morava-Vardar conidor affords acceu 
from the Aegean coast to the Hungarian plain, but is winding and 
partly obstructed. 

Switzerlarad/ Poland 

The permanence of political boundaries has always depended on 
the environment according to the degree to which this environment 
impedes or facilitates mobility. Switzerland and Poland furnish clear 
examples. Switzerland has strong mountain barriers at its perimeter 
and has been able to continue as an independent state because acceu 
is extremely difticult. Relatively easy defense has allowed the Swiu 
nation to remain serene in the midst of epic struggles between France, 
Italy, and Germany. Poland, on the other hand, is historically a 
military pushover in spite of the fortitude of the Polish people, because 
her borders afford excellent mobility and acceu on aeveral sides. From 
the terrain standpoint, these borders are roughly as defensible as 
those between Kansas and Nebraska. Proof of this is shown by the 

... .; . 
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routes of invaders from barbarian days through Napoleon's day to 
the 20th century. Switzerland has survived. Poland has been 
repeatedly overrun and partitioned. 

German Operations in France, 191Jf 

In 1914 the Germans achieved surprise and almost captured Paris 
by violating Belgium's neutrality and moving rapidly through this 
favorable environment into France. After the first clash in the famous 
Battle of the Frontiers, the French and the B. E. F. retreated before 
the advancing Germans until the order for counterattack was given 
when German forces were within 20 miles of Paris. 

Trench Warfare, ISlIf-lS 

The Germans were stopped and rolled back with the help of the 
famous taxicab redeployment of the French Sixth Army to the north 
of Paris, and the easy victory contemplated by Moltke slipped from 
his grasp. The Germans, lacking sufficient mobility and speed to 
envelop the French armies and the B. E. F., were forced to retreat 
to the northeast, where the war stalled into the static slugging matches 
of the trenches for the next S'.j years. Both sides threw in millions 
of men and used the defensive characteristics of the environment to 
the utmost. Later, this same environment, which favored an attack 
toward the east, was a factor in breaking the Hindenburg line and 
defeating the Germans. 

German Operations in France, 19IfO 

In 1940 the Germans again struck rrpidly with highly mobile 
armor through the Ardennes and outflanked the Maginot Line. In 
1945 the Allies penetrated Germany back through the same area. In 
these conflicts the environment ruled out high mobility between these 
countries except through the Belgian corridor between the Ardennes 
and the coast. Therefore many major battles have been fought here 
rather than farther inland to the south, where the environment, with 
a few exceptions, impedes the attacker and favors defense. 

Plans for Cross-Channel Invasion, 191flf 

Tho selection of Normandy as the site for the massive amphibious 
assault for our principal invasion of Europe involved a colossal double 
deception. The German General Staff believed that the invasion, for 
reasons of economy of effort and good mobility environment, would 
be along the narrowest part of the English Channel near Calais. Heavy 
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forces were committed to the defense of this area. Hitler and Rommel, 
who was in charge of the north coast forces, correctly suspected 
that the landing would be in Normandy, but felt that it would con- 
centrate on capture of either Cherbourg or Le Havre. Rommel believed 
that a self-sustaining amphibious landing was beyond the capability 
of the Allies and that they would require immediately one of these 
two major ports. He could not be sure which would be the objective 
and had to prepare to hurdle the Seine in either direction. Th;s 
uncertainty complicated his initial planning and movement. 

Logistic Support of Normandy invasion 

He could scarcely have suspected a real breakthrough in logistics 
mobility, that the Normandy landings would be logisticaUy supported 
by the innovation of a floating harbor protected by sunken blockships. 
As a result, the Allies were able to exploit his weaknoh's in the middle 
by driving directly inland to secure the beachhead. 

WATER ENVIRONMENT 

Turning to the other side of the world, we see the wator environ- 
ment of the Pacific, in which the islands have great strategic 
significance. 

In World War II the strategy of assaulting only a few key 
Japanese bases up through the central Pacific, rather than conquering 
all heavily defended islands along the way, provided the best access 
to Tokyo. New Guinea, Guadalcanal, and Tarawa initially were strong- 
ly attacked to pin down major Japanese forces. The Army, Navy, 
and Marine team then assaulted selected islands up through the Gil- 
berts, Marshalls, Marianas, and Ryukyus, one by one, developed them 
as bases, and used them to neutralize resistance in the area by main- 
taining superiority in the air and on and under the sea. By island- 
hopping they left behind them, intact but isolated, islands of the 
Bismarck Archipelago and Rabaul in the Solomons. 

As the advance across the Pacific continued along a chain of 
selected islands, other islands in the Carolines, Marshalls, and northern 
Marianas were leap-frogged, as well as Wake, Marcus, and small areas 
in the Philippines. 

Victory in the Pacific, 19If5 

When the Japanese surrendered in Aug. 1945 a great number 
of islands, including the Bonin group, were still in Japanese hands. 
The Japanese were good students of military environment and dug in 
deeply on most islands, which made conquest of all of these strong 
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points prohibitive. Moreover, the islands were for the moat part ao 
small as to deny opportunities for tactical mobility, and often required 
direct frontal assault from the moment of attack to the capitulation 
of defense. Ocean areas between islands provided good maneuvering 
apace for canier task forces, the seagoing analogue of mobile armored 
forces on land, by means of which the remaining Japanese bases were 
effectively neutralized. 

Of great aigniftcanet~ in the reduction during World War ll of 
the far-flung Japanese empire in the Pacific was the rapid development 
of amphibious assault techniques and equipment. In this theater alao 
we aee the first highly aucceBBful use of strategic and tactical air 
mobility and airborne auault forces. 

THE POW ENVIRONM-.NT ______ _ 

A global gateway now aaauming great importance for strategic 
mobility is the Bering Strait, now that submarine transit of the 
Arctic Ocean under the pole has been established by the U. S. Navy. 
Opposite aides of this strait are controlled by today'• two atrongeat 
powers. In the event of conflict, who will control the strait itaelf! 
Whose missile-bearing submarines will be able to uae it? Certainly 
it will be of enormous value to the country which controla it. Moreover, 
the few miles separating the new Stat.e of Alaska from the Soviet 
Union acroaa the Bering Strait are frozen every year. In February 
the North Polar ice cap is frozen aolid to the USSR, North America, 
and Greenland. Although all this ice is not land, it can be a u.eable 
environment. Thus for a part of each year America has what may 
be called a strategic environmental connection with the USSR in the 
direction of cloeeat approach. 

Ice-Cap La.fldit~g Field 

Technology will soon make access feasible in either direction 
over the polar area, and the day of protection of the U. S. by large 
oceana will have passed. Our vulnerability to land attack will be a 
factor to consider in future strategic planning . 

• 
The historical examples we have considered point up clearly the 

incontrovertible fact that he who neglects environment in strategic 
planning may well be defeated by it. What, then, are we doing as a 
nation today to profit by these cold, hard lessons of the past? I should 
like to discuss this question within the framework of what I referred 
to earlier as the metaphysical environment. 



161 MANAGEMENT OF ARMY FIELD COMMANDS 

Metaphysical Aspects of Environment 

Implicit in our historical review of the evaluation of environment 
for tactical and strategic mobility has been the alternation and 
interplay between firepower and mobility throughout the history of 
warfare. Attainment of absolute firepower in the form of the thermo­
nuclear weapon has created a new strategic environment and has 
changed forever the art of war. The literally world-shattering signi­
ficance of this thermonuclear bomb, as compared to the uranium fission 
bomb, is the absence of critical mass. Moreover, there are enough 
of the proper hydrogen isotopes in ordinary sea water to run the 
world for the next 10,000 years. Thus you can build as many as you 
like, as big as you like, almost as cheap as you like more hank for 
your uck. 

To aee how attainment of absolute firepower has affected military 
.trategy. tactics, and organizational concepts, it may be helpful to 
review the thesis of the interplay between firepower and mobility 
developed by Gen. Clyde Eddleman, which be published shortly before 
bia retirement as Vice Chief of Staff. 

Throughout history the balkdce between mobility and firepower 
baa been fundamental to the art of warfare. The phenomenal cam­
paigna of Alexander the Great, Caesar, and Gengbia Khan were made 
pouible by the comprehension of strategic mobility in an era when 
firepower was limited in force and range. With the inntroduction of 
gunpowder in the latter half of the 13th century, reliance shifted 
from mobility to firepower, and, in conaequence, to defensive tactics. 
The resulting .. age of the fortreu," which left Europe dotted with 
medieval castles, witnessed few such mobile and far-flung expeditions 
....those of Alexander or Caesar. This was a period of moats 6-nd 
"Maginot Line" thinking. Not until the cavalry campaigns of Frederick 
the Great and Napoleon was the dominance of mobility again restored. 

The advent of the machine gun and long-range artillery, however, 
brought warfare back to the static and bloody slugging matches of 
the trenches in World War I. Then the induatrial revolution and the 
technological explosion transformed the art of war into the science 
of mobility. With military aircraft. fast ships, the battle tank, the 
armored and transport vehicles, with airborne and amphibious forces, 
mobility again came into its own in World War II, the only global 
war of mobility in history. Victory in World War II went inevitably 
to the poueaaor of mobile power rather than firepower. 

When the Free World emerged victorious from World War II, 
however, we were faced with two incontrovertible facts: First, the 
USSR revealed itself as the antithesis of a benign former ally content 
to live with us in peace. We found instead the spectre of a police 
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state motivated by Marxist-Leninist Communism, devoted relentlessly 
to the destruction of the capitalist system and to world conquest by 
any means. It soon became clear to us that continued adherence by 
the masters of the Kremlin to Marxist-Leninist doctrine of world 
conquest was confirmed almost daily in their every word and deed. 

The second unequivocal fact that faced the U. S. was the con­
sequence of a technological revolution which we ourselves had 
precipitated. We were faced with a radical transition in weapons 
which we came to realize was without precedent in the history of 
mankind. 

Our national strategic concept was founded on the assumption 
that the American democracy would not initiate aggressive acts, with 
t1le corollary tbat the military a<IVantage lnberent In a aurprtae attaelt 
had to be conceded to the aggressor. As a counter to surprise attack, 
therefore, the capacity for massive retaliation gained currency as the 
only effective deterrent, and almost every ounce of fiasionable material 
wu allocated to a double brused-rim wallop at the Soviet ball-bearing 
industry. The inherent limitation of this concept was that little leas 
than a direct threat to the survival of the U. S. itself would have 
cauaed us to release such a holocaust. The rnuters of the Kremlin 
of course knew this. They also know that because of a horror of 
nuclear war gripping the minds of our allies, we were not likely to 
uae such ultimate measure to counter limited peripheral aggreuione. 
The doctrine of mauive retaliation, and the absence of a capability 
for limited employment of nuclear force which might have carried 
with it the conviction of plausibility, nay give some clue to the 
predilection of Communism for conquest through subversion, sabotage, 
political deceit, guerrilla activity, and infiltration around the periphery 
of their world island. 

The record of the states enelaved by intemation Communism, 
however, was clear: initially Ruasia, then Estonia, Latvia, Lithuania, 
Czechoslovakia, Poland, Bulgaria, Hungary, Rumania, Albania, East 
Germany, mainland China, Outer Mongolia, Tibet, North Korea, North 
Vietnam, and in our own hemisphere, Cuba. Sixteen nations or parts 
of nations- over 900 millions of people have thus been enslaved by 
the Communist brand of aggreuion. 

An Hypothem 

In the face of this stealthy encroachment of Communism we 
at lut fully recognized the nature of the threat. Only in the last few 
years have we come to recognize the real war being fought against 
us. The advent of nuclear energy, the attainment of absolute firepower, 
has changed forever the art of war. Hence I should like to pose an 
hypothesis which I believe to be original. It is, of course, controversial, 
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but the very fact of our attainment of absolute firepower has aft'ected 
profoundly our national strategic concept and the Army organization 
required to implement this strategy. My hypothesis is this: If we 
as a civilization are to have a history, this must be the last era in 
the history of mankind of the ucendancy of firepower. Although 
maintenance of our capability for mucive nunclear retaliation, as 
well as employment of tactical nuclear weapons, remains essential 
for deterring all-out nuclear war, we must be prepared for the actual 
war that is being fought against us- the nibbling, limited, guerrilla 
and conventional war of Communist aggression. Therefore it is 
evident that today, in 1964, we have arrived at the dawn of the golden 
ap of strategic and tactical mobility in the art of war. This will 
be the underlying philosophy of the art of war in the future. We 
C'D never CO beck tG a ltAtlty IJMecl Gft ftt epowet. W@ must budd 
our capabllitie. now for quick, lightning-like thrusts to put out brush­
Ire wan, to enable the modem Army to respond even more rapidly 
to a wide variety of conflict situations, from subversion and insurgency 
to major military operations. 

If thia bypothe.ia ia valid, we must, as never before, attack head 
on the tough probleana of mobility in land warfare. We cannot con­
fine ounelvea to just planning for the future. We must act now to 
develop .and acquire the mobility equipment needed to face the mili­
tary cballenge of today in the environments of land, water, and air. 
We are faced today with thia immediate problem in South Vietnam, 
where the environment ia the determining factor in almost all mili­
tary operations. 

With the rapid growth in recent years of our capability to move 
men and equipment by air over environmental obetacles, particularly 
by ue of the helicopter, and to actually exploit environment to our 
benefit in air operations, a whole new and revolutionary vista of land 
warfare mobility has opened before us. 

Three years ago, when I served as Deputy Chief of MAAG in 
Vietnam, I learned first hand of the tremendous advantages of Army 
tactical air mobility in that co, ... trv's valiant struggle against take-
over by Viet Cong Commt•· · mobility answered the previ-
f)ualy impoaaible problems po::....... vietnam's swamps, rice-paddies, 
and impenetrable jungles in remote mountain areas. To give the 
Vietnamese this capability, I ftew half way around the world with 
Vietnam Defense Secretary Thuan to consult with President Kennedy 
in Washington and present to him our reasons for immediate and 
rapid build-up of air mobility in the form of the CH-34. Eleven of 
these helicopters were sent, and they were first used in an operation 
against Viet Cong infiltration down the Ho Chi-Minh trail and across 
the border into Vietnam. To close this border, it became necessary 
to establish a battalion-strt;ngth border post in dense mountain jungle 

· .. 
~ . . "" 
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miles from the nearest road. A three-day march through gaerrilla- 
inflltrated rain forest had levied such heavy casualties on infantry 
patrols that surface penetration had to be abandoned. 

The job was given to the host country's army engineer who, sup- 
ported by their American Engineer counterparts, took apart four D-4 
bulldozers, lifted the parts 40 miles by CH-34 helicopter, which then 
served as a crane for reassembly at the sit*!. 

A typical "Beau Geste" fort with mud walls and pointed bamboo 
barricades held off the guerrillas until a landing strip could be cleared 
in the jungle and engineer and combat units could be ferried in to 
complete a P3P field for heavier cargo aircraft. 

The interior f)f tho fnrt haH thp typipal rrmBtninti/.in  nf hnmhnn 

barricades and huts to which the troops returned each evening. 

The Army's need for true strategic and tactical mobility, in all 
conceivable types of environment, must be met by the best possible 
efforts of the military-industry team. Our scientific study of air mo- 
bility, land locomotion, soils, soft-ground and off-road mobility, must 
be pursued with all the resources at our command. Environmental 
factors, which have for centuries dictated military strategy and tac- 
tics, must be overcome by science and technology. Newly developed 
equipment — air, ground, and amphibious — including ground-effects 
machines (GEMS), the para-glider, the aerial jeep, as well as newly 
developed articulated off-road vehicles, must be developed and eval- 
uated in the severest of field tests. 

Attainment of greater air mobility for the Army has been under 
intensive study at Fort Benning, Georgia. The 11th Air Assault 
Division, organized in February of this year under General Harry 
Kinnard, is now testing the organization and capabilities of a com- 
pletely air-mobile division resommended by the Howze Board. The 
Mobility Command is fully supporting this pioneering test, which daily 
brings to light requirements for new mobility equipment and vehicles 
not presently found in the Army inventory. 

Never before in our history has the military-industry con.plex of 
the U. S. faced a greater challenge. The Cold War is truly a war 
of science, brainpower, technology and industrial power. We are 
partners in a scientific and technological struggle that may well shape 
man's destiny here on earth for centuries to come. We are challenged 
by a monolithic Communist dictatorship dedicated to the subjugation 
of the Free World by any means; and, in the present confrontation 
with international Communism, we must, together, through our system 
of free enterprise, continue to surpass the scientific and industrial 
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achievement of the Communist blcc nations. To meet thia challenge, 
the Army and industry together must continue to exploit, with all 
strength and imagination, every new scientific and technological 
advance in the field of mobility. Through thia close Army-industry 
partnership, I am confident that the U. S., by fielding the most versa- 
tile and mobile Army in the world, will meet with success any threat 
to the security and survival of the Free World. 

d 



173 

CONTROL OF A MAJOH KNTERFRISE 

WILLIAM B   BINKKH 
I oinptrollcr JIIKI I)irtxit>f of Prueraira 

I'   S   Arm>   MuteT't-I ( omiii.uul 

The subject of control was one of the first matters to which we 
in the planning group addrehsed ourselves in the early, prenatal days 
of AMC (Army Materiel Command). While we found the voluminous 
studies of the Army reorganization had much to say on alleged diffi- 
culties of the Technical Service System, incompatibilities between the 
Army's organization and DOD requirements, and many other matters, 
this vital area was left largely void. Indeed, in spite of the impor- 
tance of command and control to all military organizations, there is 
little evidence that the Army has given this important matter any real 
serious consideration since its first significant reorganization by Sec- 
ret?n llMton some 45 years ago. This matter has been one of con- 
sic J' interest to me over the past ten years or so and is certainly 
a coiitinuing problem in my present assignment. 

The importance of this subject is emphasized by the fact that one 
of General Wheeler's first actions on becoming our Chief of Staff was 
to launch an extensive investigation into the reported "overcontrol 
and overmanagement" reported to him by commanders in the field. 
Th« reactions of the queried senior managers were enthusiastic and 
listed numerous examples where commanders felt that their flexibility 
and command prerogatives were infringed. On the basis of these 
studies, the Chief of Staff has launched an intensive program under 
the Comptroller of the Army to find ways in which the burdens com- 
plained of could be reduced. 

In this discussion I do not propose to solve General Hackett's 
problem or to give you a blueprint for control. Since the problem is 
a continuing one, however, I thought it might be interesting to 
explore it. 

Control — What Is It? 

Discussions on the subject of control start with an inhibition, as 
Dean Jerome points out in his recent Dook on the subject.*   Under 

•Jerome. W. T., Ill, Executive Control 
& Sons, Inc., 1961. 

The Catnlyat, New York:    John Wiley 

Genera/ Bunker entered the U. S. Military Academy, <tn(i xra.s graduated and 
commissioned in the Cavalry in 191^. In 1916 he transferred to the Enyineers and 
attended MIT, where he urns awarded the deyrec of M.S. in Enyineeriny.   In the 
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the theories of decentralized management and the so-called "X theory" 
9f MacGregor which we all preach, if seldom practice, "control" is a 
nasty word. Indeed, right ~fter World War II, even the Army throu,gh 
a brief period of "happy family" management of its military units as 
a delayed reaction to Mauldin and the Stars and Stripes "B Bag.'' 

It is well, therefore, to get som~ sort of handle on what this par­
ticular discussion is all about. Are we talking about the ability of a 
commander to exercise his prerogative? The ability of a higher ech­
elon to correct the mistakes of the lower ones? The exercise of dis­
cipline for the general good? Or, the right of each superior to be 
fully informed of what is happening in the nether reaches of his 
organization? 

Actually, control is, of course, none, some, or all of these things, 
depending on who is doing the controlling. Like many of the areas 
of management and the other social sciences, it is a quite personal 
thing and, while it may be subject to certain tested principles and 
measures, it is fundamentally related to the individual philosophy of 
management of the responsible individual. An unfortunate conse­
quence of this fact is that ~ach new management team tends to install 
new controls of its purposes, but seldom removes those of its pred­
ecessors. 

The implication of control, as I will discuss later, depends upon 
whether one is the director or recipient. Controls exercised over us 
are always despotic; those which we exercise, benign. 

For the purposes of this discussion, I have invented my own 
admittedly narrow definition as follows: 

"Control is the way in which a manager assures himself that 
the portion of his work which he has given to another is being pur­
sued to his satisfaction." 

period 19,9-41 he was stationed in Nicaragua in charge of a barge canal survey, 
and as engineering and mathematics instructor at the Nicaragua Military Academy. 

During World War II he was Deputy in charge of the Transportation Corps 
supply program. In 1945 he was assign,;d as Transportation 0/ftcer of the 1th U. 8. 
Army in Germany. 

In 1948, during the Berlin Airlift, General Bunker was placed in charge of 
gathering shipments and loading ai,·craft in the U. 8. Zone and unloading and 
distributing cargo in Berlin. He o1·ganized a similar IJystem between Korea and 
Japan with the breakout of hostilities in 1950. 

In late 1950 General Bunker was assigned as Chief of the Air Transport Division, 
with the responsibility of invelftigating the application of the helicopter to Army 
transportation. This investigation resulted in an immediate and large-IJcale expan-
sion of this activity. . 

In 1954 he was assigned as the Commandant of the U. 8. Army Transportation 
School, Fort Eustis, Virginia . ln 1955 he WaiJ aiJsigned 4IJ Commander of the 
U. B. Army Tranlfportation Jlateriel Command, St. Louis, Missouri. He WaiJ 
promoted to major general in Ju.ne 1961. 

In February 1961, he was assigned to a task fo,·ce under Lieutenant General 
Belfson to develop the organization and concept of operations for the Army's new 
Jlateriel Command. In June that year he was assigned as Us Comptroller and 
Director of Programs. 

fThe preiJent paper was prepared from the transcription of an oml p1·esentatwn 
given at Fort Belvoir, Virginia, on 10 December 1963.) 
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Note that I have kept this definition general and subjective in 
order that our discussion can be as uninhibited and broad as possible. 
Under it. we can consider control to cover the extremes of a teacher 
stan-ling at his pupil's side and supervising each step of a problem 
in mathematics to a complete reliance on confidence and trust which 
a man might demonstrate in letting his brother manage a piece of 
property for him. In other words, the whole gamut of human rela- 
tionship from "x" to "y"! 

You can also note that some of the elements of control to which 
we as individuals are subject — police regulations for the general wel- 
fare, political restraints for the good of the country, moral inhibition 
for the good of civilization, to name some — are omitted. 

Also, I have placed this definition in a management, rather than 
in a military sense, since, at least in the part of the Army in which 
I am involved, nonmilitary controls are the most conspicuous. 

Before starting the exploration of this subject, we should recog- 
nize another factor that is involved. This is the question of scalar or 
hierarchial rights. In any discussion on this subject, particularly 
when it revolves around a specific control or a specific action, a con- 
siderable portion of the usual negative reaction is generated by a 
feeling that the higher echelons are transgressing the authority of 
the subordinate and that they have no such rights. You know, the 
"Mother, I'd rather do it myself" reaction. 

Of course, we all recognize that the controls exercised by those 
above us are meddlesome, unduly expensive, and unnecessary, while 
those which we place on our subordinates are the minimum required 
for us to ensure that our responsibilities are being properly executed. 

A proper evaluation of the subject will require the difficult feat 
of both recognizing top management's right to know and respecting 
lower management's right to make its own mistakes. At least for the 
period of this discussion, therefore, we will assume that a manager 
is perfectly justified in exercising as much control as he wishes. We 
will try to avoid the inherent reactions of all of us that, in this area, 
optimum and minimum are synonymous. 

The cogency of this subject today comes from the rapidly increas- 
ing trend towards centralization of authority and the proliferation of 
controls at higher and higher echelons of management. This is not 
a veiled objection to the action of the current Secretary of Defense 
in reserving weapons selection decisions to his office. The rapid in- 
crease of centralization as a theory of operations is equally evident 
in all areas of management, both civil and governmental, and certainly 
all businesses are complaining of the billowing tides of paper in which 
they are becoming engulfed. 

This is a phenomenon which is apparent in businesses of all 
sizes throughout the country.   If you look at the reorganization of 
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businesses large and small, you will find that there is an increasing 
trend toward centralization of management. The rapid increase is 
both welcomed and complained about. It is welcomed because of the 
control it gives top management; it is complained about because of 
the amount of paper work that it is engendering. 

The twin rollers of communications and data processing, as they 
have gained in capacity over the past few years, are resulting — de- 
signedly or not — in decreasing substantially the latitude within 
which a subordinate is left to his own judgment. While our manage- 
ment texts still teach delegation of authority and decentralization as 
a way of life, in actuality the trend is being reversed at an acceler- 
ating rate. Maybe we only rationalized our desire for decentraliza- 
tion, and now that technology makes it no longer necessary, we can 
go back to the inherent advantages of one-man management. Maybe 
today's events are so important and so fastpaced that we cannot keep 
our subordinates well enough advised for a decentralized system. 
Whatever the reason, there is no question but that these forces of 
communications and data processing — or, if you will, automation of 
the management process — are leading to the "de-skilling of middle 
management" as Dr. Adrian McDonough calls it. 

After that rather lengthy introduction, I think we are ready to 
get down to the specifics of control as we see it in today's Army. 

Some of Today's Controls 

First, I think it would be well to review the various controls to 
which a typical military unit or activity is subjected in today's envi- 
ronment. It is frequently said that if a problem is explored carefully 
enough, its solution will become apparent. It is also a philosophy of 
mine that we must carefully distinguish between problems which 
are, in fact, susceptible of solution and situations which, however 
unpleasant, can only be endured. 

I am not sure, in other words, that the following will help us 
solve our problems, but it may help us put up with our fate. 

Congressional Control 

Of course, the primary — at least in the historical sense — con- 
trol over the Army is that exercised by the Legislative Branch of the 
Government as prescribed by the Constitution. While the Congress 
can, and does, pass many special laws to control specific acts of the 
Army, its principal control lies in the power of the purse. 

By determining not only the total size of the various Army ap- 
propriations, but also the amounts which can be spent on certain 
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individual weapons systems, or functions, and even specified installa- 
tions, the Congress does impose many detailed controls over the Army. 

The Military Affairs Committee of the Congress exercises other 
specific controls which vary in intensity from the (usually) rather 
routine confirmation of appointments to specific authorization for per- 
centages of officers in certain grades, numbers of aircraft, ships, mis- 
siles, divisions, etc. 

While the main channels of Congressional control do, in fact, fol- 
low our command and control structure, they often reach into the 
most detailed areas of individual action, such as the $25,000 limitation 
on repairs and modifications, specific contract awards, and employ- 
ment practices at specific localities. 

The more difficult of Congressional controls lie in procurement 
areas which require us to give special attention to specific areas such 
as small business and labor surplus areas, competitive procurement, 
and the like. 

An interesting facet of Congressional control is the fact that 
it has engendered no particularly cumbersome reporting and control 
system. While we carry several hundreds of tons of paper to Con- 
gress each year to defend our budgets and keep a fair number of 
people busy answering Congressional correspondence, no regular re- 
porting and control information system has been constructed to allow 
Congress to interject itself into the day-to-day operations of the exe- 
cutive branches. 

In discussing the control networks of the Army, we must first, 
of course, recognize, though it has less than overriding significance 
in today's situation, our military command structure. 

Even here, we have really two systems, the command (and con- 
trol) prerogatives of the rank enjoyed by the individual and the or- 
ganizational scalar hierarchy within which one is working. 

We have the hierarchy of rank in which colonels outrank lieuten- 
ants regardless of their location in the system and have a certain 
inherent control over the activities of those who are subordinate 
merely by, if you will, seniority. Then we of course have the military 
unit control from Army unit to division down to the private. On top 
of this we have our basic ZI control system running from the Depart- 
ment of the Army for example, to CONARC, the armies, and posts, 
camps, and stations. 

While, under the concept of Army Command Management, the 
main part of the Army's business is conducted in this complex, I think 
most of us will agree that, in fact, this is one of the weakest or least 
used of our control structures. While all of our regulations carry 
command lines and the AG busies himself signing letters for the Chief 
of Staff, our day-to-day business and decisions more frequently travel 
some of the other nets we will discuss later. 
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Some of the reasons why this is so will, I think, become apparent 
as this discussion progresses; suffice it for the moment to point out 
that we seldom have meetings between commanders and their sub- 
ordinates and certainly — probably correctly — regard with horror 
the attempts of our generals to conduct business directly with each 
other. A senior officer, when he was a young colonel in an Army 
staff section before World War II, is credited with the sage remark 
that general officers should be restricted to saying "Good morning, 
General" to each other. 

Let us bear in mind one phenomenon: once a year the Chief of 
Staff has a commander's meeting with his subordinate commanders. 
Many of the subordinate commanders never have command meetings. 
This would be tantamount to a company having one meeting of its 
board of directors per year. Obviously that would not be the man- 
ner in which their day-to-day business is conducted. As you may 
already know, the executive committee — in effect, the internal board 
of directors — of Du Pont meet every single day just to run those 
companies. This is one of the symptoms relating to my statement 
that the day-to-day business of the Army does not in fact follow the 
central line of the Army Command Management structure. 

The main reason I say that the Army's business is not controlled 
through the command network lies in the "Army Management Struc- 
ture and the performance budget." This is the primary control net 
used by the Army over its operations. It, basically, is a combined 
program and fiscal control system following the cost accounting break- 
out of our Operative and Maintenance Structure. 

While the hierarchy of the Army's Command Structure is recog- 
nized in the preparation of budget estimates, cost and performance 
evaluation, and other steps in the process of budgeting, funding, and 
analyzing the Army's O&MA business; the "performance" budgeting 
installed in 1950 has basically placed the major control emphasis 
across functional lines. Each of these functional areas is represented 
in the staff layers up the channel of command and results in the 
establishment of parochial "stovepipe" domains which cut cleanly 
across command lines. 

Basically, the performance budget, as interpreted in the Depart- 
ment of the Army — it is slightly different in the Air Force and the 
Nivy — places primary emphasis on performance factors which are 
system- or process-oriented. We have the performand of mainte- 
nance, of procurement, of standardization, of training, and these cut 
straightway across the command channel. In other words, if the 
command channel or the Army management system really followed 
this, you would not have the breaking out of the maintenance func- 
tion between maintenance people who are assembling, evaluating, and 
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deciding on a day-to-day, or hour-to-houi .f you will, basis the oper- 
ation of the maintenance function. 

As each program director develops "his" budget through legisla- 
tive and negotiation give and take at his command layer, he develops 
certain direct interests in its future accomplishment. As a result, 
specific controls within each of these functional areas are applied at 
each review level which remove the commander's latitude to move his 
effort up or down the performance ladder and yet give to the per- 
formance manager the ability to change emphasis between commands. 
In other words, if we use the principle of activity or program directors 
at the Army Staff, major command and major subordinate command 
level — as we do — then we will obviously have more traffic in con- 
trol and management between these individuals than between the 
commanders. 

Perhaps this phenomenon is most clearly demonstrated in the 
R&D area where the control and decision system follows a specialized 
reporting and control system which normally bypasses commanders 
at each level of command, except as the various staff officers involved 
feel inclined to bring their commanders into the discussion. 

Here we have a hierarchy that reaches from the lowest laboratory 
bench all the way up to, in effect, an Assistant Secretary of Defense. 
These decisions are made tightly and individually within the R&D 
structure and function and indeed carry a separate appropriation 
from Congress. And there is no way in which even the Chief of Staff 
of the Army, for example, could decide that, rather than spend money 
to place more development effort on the Nike Zeus, he would rather 
buy another 2,000 M-60 tanks. This does not lie within the command 
prerogative. If he took the money off the Zeus, the R&D project 
manager, the Secretary of Defense, the DDR&E, would immediately 
take that money and place it in some other R&D activity, and prob- 
ably not within the Army structure. 

Quite frequently these activity directors do not feel it necessary 
to consult with or to coordinate their day-to-day decisions within their 
own command level. Not only not with their commanders but not 
with their colleagues ; a the other staff sections in which they happen 
to be co-located. 

As our performance budget structure gets broken into finer and 
finer subdivisions and each is subject to review at higher and higher 
levels, it is obvious that the commander becomes merely a custodian 
of responsibilities and decisions made above him and, hence, subject 
to their control. 

The traditional method of controlling military organizations has 
been inspections. This field, once primarily the area of our own In- 
spectors General, has been broadened in both scope and depth and 
become the pastime of numerous agencies. 

mm 
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The average installation or activity is now subject to rather con- 
stant surveillance across the whole spectrum of its activities by in- 
spectors from the Army Audit Agency, the General Accounting Office, 
the Civil Service Commission, and Inspector General. Many of our 
major activities have fair-sized staffs of these activities in permanent 
residence; some programs, like the Army's tank program, have their 
own permanent chaperone. 

If you do not think they control, take, for example, the announce- 
ment that the General Accounting Office has directed the three mili- 
tary Services to adopt the "nude engine" concept. This means that 
when you requisition a new or replacement aircraft engine, you get 
the engine; you have to install on it the carburetor or fuel controls 
and everything else that makes it into an engine that you can install 
in an aircraft. Some of our engines in all Services were denuded to 
limited or maximum extent, depentung on the relative value of the 
accessories, their relative life, and a lot of other things. This control, 
this decision, and the control, therefore, over the activities not only 
of the Army, but also the Navy, Air Force, and Coast Guard, were 
implemented and controlled through General Accounting Office chan- 
nels. 

We have even some of our programs under constant and resident 
surveillance. A typical one is the Army tank program as an object 
of a permanent General Accounting Office and Army Audit Agency 
resident inspection team. 

Each of these inspecting activities has at the same time broadened 
the scope of its activities to cover the whole area of activity. Thus 
the General Accounting Office can comment on the acceptability of 
the M-48 tank, the Army Audit Agency on the internal organization 
of a supply activity, or the Personnel Inspection Team on the paper- 
work procedures of the command. 

Every commander today is spending a major portion of his time 
evaluating, answering, and following up on the results of inspections. 
The volume of this business is tending to place more and more of it 
into the hands of functional specialists and the accelerated time sche- 
dule under which we are processing them seldom leaves commanders 
time enough to give them the amount of personal attention they 
warrant. 

On the other hand, the fact that a program, such as secondary 
item supply management, is subject to periodic inspection and sur- 
veillance is never taken as justification for removal of any of the 
other controls to which it is subject. 

11 spite of its relevance as a performance factor, "numbers of 
people involved" is not generally a control factor in civilian industry, 
except incidentally through the budgetary or profit analysis process. 
We in the Government,  and u\  the  military  in particular,  have 
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establisned a personnel accounting system for our manpower resources 
which is parallel to our basic command system and generally does not 
cross these lines. Periodically, however, efforts are made to place 
people accounting in the same functional stratification as the oper- 
ating budget. 

There is increasing emphasis on placing personnel management 
in the performance structure or process channel which reaches across 
command lines. 

In the original preparation of our FY 64 program, the Deputy 
Chief of Staff for Personnel gave to each command specific alloca- 
tion of personnel by Budget Activity Account and stated that they 
could not be interchanged within commands, except with his prior 
approval. While this restriction has since been eliminated, we are 
still required to maintain our personnel records in this fashion and 
to report all changes as they occur. Thus a command decision to 
emphasize maintenance at the expense of training is subject to dual 
functional controls of both program  (and funds) and personnel. 

It has been my experience that once you start accounting in any 
particular format you will immediately be subjected to controls in 
exactly this same format. Thus, for example, a commander's deci- 
sion to de-emphasize maintenance at the expense of increasing his 
training function or to de-emphasize his training function and in- 
crease his maintenance under the concept of Project ARM, while 
inhibited already on the financial side from program controls, is 
separately inhibited on the personnel side from personnel controls. 

Certain rather arbitrary controls, not necessarily compatible with 
command or functional responsibilities, are found in the personnel 
allocation system, however, such as: 

1. Arbitrary percentages or other limitations on military per- 
sonnel in logistic offices. 

2. Generalized attack on "grade creep" without recognition of 
effects of automation, contracting-out, reduced maintenance levels, 
and other factors. 

3. Arbitrarily assigned "productivity gains" as personnel reduc- 
tions. 

Interestingly, this year we got our subject issue from the Secre- 
tary of Defense w1 ^"h assigned a I'j percent reduction in civilian 
personnel in thr iy after all other management reductions have 
been made.   An an additional 1' ^ percent reduction for so-called 
increased product y. Obviously we are entering a reclama to state 
that the productivity increase was already cranked into the manage- 
ment decisions which had been submitted. I am not sanguine on the 
results of this rebuttal. 

While most of these comments apply to our logistic operation a 
sin ilar phenomenon is present in our military organization. Arbitrary 
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restrictions on numbers of overhead, administrative and logistics 
people in unit«, from battalion to theater force commanders to 
divert line troops to service functions to meet their minimum require- 
ments. Our combat units invariably take the field with significant 
strength reductions in order to meet their logistic needs — yet we 
always claim to be reducing the excess fat from our organization. 

Command Channel Stock Fund 

There is a new control system now being imposed on the Army 
which I think you should take a look at. This has not been announced 
as a control system, as a matter of fact, it was announced as a way 
to get rid of controls. It is called the Command Channel or Hori- 
zontal Stock Fund. But in the context of our discussion I would like 
to submit that this is an arbitrary top-management control over every 
installation in the Army. Major commanders will now be required to 
submit a separate budget for materials by commodities, not by func- 
tion, not by performance or the use to which these commodities are 
to be placed. This being the case, they cannot help but be merely a 
reflection of one of their assets, either the amount of materials that 
they have on hand, the amount they expect to use, the amount they 
need for replacement. In other words, it is a device to control the 
inventory as a separate operation at each post, camp, and station. 

Thus one of the newer control systems being installed through- 
out the Army is the Command Channel or Horizontal Stock Fund. 
While the announced purport of this system is to allow posts, camps, 
and stations to finance their local inventories without obligation of 
their O&MA funds, I feel that it must be listed as a control device. 
Since the major commanders are required to submit their budgets and 
reports on a commodity basis and they are so accumulated at DA 
level, this control is obviously not directly related to the performance 
areas used in the Budget and Programming System. 

Although under the accrual system of accounting under which 
we have operated for many years, O&MA financial inventories were 
considered as assets to be expended in program performance, this 
control was never overly effective. It is obvious that by review of 
the FIA and Acquisition Budgets under the Command Channel Stock 
Fund System that the Army Staff will have a forceful tool to control 
inventory acquisition and drawdown at all installations. In distinc- 
tion to the three reports per year submitted under our prior cost and 
performance reporting system, we will now be required to furnish 
these data on a monthly basis. 

It is not a "Command Channel Stock Fund," obviously, because 
it is segregated by commodities and summed by commodities. It 
therefore is more properly termed a "Horizontal Stock Fund." 

> 

mmammamimm 
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If an operation require~ the three Ms of assets - men, money, 
and materiel- we have now perfected a system whereby the com­
mander is required to get them fro three independent sources! 

The manpower is controlled through personnel channels; the 
money is controlled through financial and activity channels; the ma­
teriel is controlled through the Horizontal Stock Fund. Now, instead 
of getting, as before, your resources to perform your job through two 
di1ferent channels, you have a separate source for each one of your 
Ms. At least this makes your difficulty a little easier to understand, 
if not easier to cope with. 

Speelal Program Coatrols 

There are a great many special program controls. The ones 
which I have discussed so far generally reach across the whole spec­
trum of your responsibility. But we have a tremendous number of 
so-called program controls that reach in and grab a specific item. One 
of the reasons for this of course is that the DOD is such a tremendous 
organization that if you take anything, the money spent this year on 
shoe laces, for example, and you add it all together, you get a hor-
rendous amount of money. . 

Admittedly this iS somewhat out of context, but by taking al­
most anything as a separate entity, across the three Services you get 
such a tremendous figure in absolute terms that it cries for its own 
special control and special management. For example, Army Avia­
tion, except at Fort Rucker, which is the center and school, accounts 
for 3, 4, or 5 percent of the installation's total activity; but when the 
whole thing is summed together in the Army, it is a billion-dollar pro­
gram. And a billion-dollar program should not be left alone; it bas 
got to be managed. 

As a matter of fact, if you will look at the recent change to the 
Army management structure, you will find that whereas we have fol­
lowed the program package breakdown for the operating forces, we 
have a memo entry to separately segregate out the cost of operating 
each individual aircraft worldwide by type and model. This is a 
tremendously expensive reporting and control system, as shown by 
the fact that it is a large sum when summed together, even though 
it may be included in figures controll~ by one of the systems dis­
cussed earlier. 

Another typical one which affects all of the Defense establish­
ment is the control of automatic data-proceBBing equipment. ADP 
equipment is a means to an end; it is a way of getting your work done. 
Without it you could not get your work done. We are complete cap­
tives; if we did not have a ADPS, the Pentagon would never find 
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you, and you would be like that general in the funny papers. You 
would not get paid. Nothing would happen. We are complete cap- 
tives to it, but it obviously pays its way. As a matter of fact, the 
Defense establishment as a whole has led the way in the industrial 
and business use of ADPS. But we control it as if it were a crime. 
It takes roughly 1' L. to 2 years to get approval to get a piece of auto- 
matic data-processing equipment because it is a centrally controlled 
program. There has been in recent months a certain relaxation in 
delegation of this, but it is infinitesimal. It is a separately controlled 
program. 

Project ARM — what is its objective? To control the readiness 
of units with a computer in the Pentagon. Was it not already the 
responsibility of somebody down the ACMS channel, without sepa- 
rating out the state of readiness of the 30 or 40 items that are cen- 
trally managed in the Pentagon ? In other words, it is a duplicating 
cross control system. 

Cost reduction probably is not properly listed as a control me- 
chanism, but it is a fact that every activity installation and almost 
every individual in the Military Services has been assigned a specific 
cost-reduction goal. There is an elaborate reporting system that con- 
trols this cost-red"ction program up to the Secretary of Defense. I 
personally think ic is worthwhile; I think it has paid dividends, but 
it is obviously a duplicating control device that conflicts with the 
others which I have already mentioned. 

A few months back the Assistant Secretary of Defense (I&L) 
appointed a Deputy Assistant Secretary of Defense for Maintenance. 
The maintenance function of course is scattered in the Military Ser- 
vices as far as responsibility in reporting is concerned. In order for 
him to function as a chief of maintenance as a process throughout 
the Army, Navy, and Air Force, we are having to establish a control 
and reporting device that controls maintenance as the objective all 
the way up through the entire military hierarchy. 

Thus, in addition to the controls so far enumerated, we are sub- 
jected to many special controls designed to cover specific segments 
or characteristics of our operation. General controls cover the entire 
spectrum of our operation and, if the performance budget is properly 
designed, should be adequate. On the other hand, the Army is such 
a large organization that almost any relatively small operation be- 
comes a significant amount of money when extracted across the 
entire spectrum. Thus a special control on aviation is fruitful as a 
billion-dollar program, although any specific commander may find it 
less than three or four percent of his total responsibility. 

Some of these special controls have generated elaborate report- 
ing, approval, and control systems the acquisition and use of 
ADI'K, for example    Thr recent change to our coat and performance 
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reporting system requires detailed reporting by aircraft type of all 
operating and maintenance expense worldwide. 

Project ARM is a control procedure designed to allow the DA 
general staff to supervise the combat readiness of the units of the 
Army. It replaces the commander's responsibility lor evaluating his 
own effectiveness with a numeric rating system which allows the 
Pentagon computers to draw task force elements out of its files and 
determine their readiness for any contingency planning. 

Cost reduction is probably not properly listed as a control me- 
chanism. Each commander has, however, been assigned specific ob- 
jectives in an array of areas and is required to report his progress 
— subject to Army Audit Agency approval — to the Secretary of 
Defense. 

When AMC was first established to take over the decapitated 
technical services, one of our problems was to get some degrees of 
control over what was happening. Since obviously the vast majority 
of the work would continue for a considerable length of time by 
exactly the same people who had been doing it before, and since we, 
particularly General Besson, had no way of really getting hold of this, 
he accepted and expanded the theory of project manager as a control 
device. 

The Project Manager 

A rather recent control device of the DOD has been the project 
manager. Considered as a "special task force," it represents no really 
new principle, but the degree to which it is employed and the special 
limitation now being required in the use of the term does prcserl a 
new area. 

In the Army we have established some certain rather stringent 
limitations on the use of the term. A project manager, first and 
foremost, has operational and fiscal control over his program. In 
some of the other Services this does not apply, and he operates as a 
staff officer. But he not only has the responsibility and the informa- 
tion on what is going on; he also controls the resources which will 
accomplish these objectives. 

AMC adopted the principle of project manager as an essential 
and significant element of its organizational philosophy from the first 
days of its existence. General Besson made it clear that he regarded 
these individuals as personal representatives to «xereisr full authori- 
tative direction of their assigned areas as they saw fit. Tiny arc 
given full control of all the resources required by thrir program and 
are expected to take prompt and vigorous action whenever neeessary 

The project manager is given liru- or eommand emitrol UM t all 
the |)eople throughout the AMC complex who are rngagrd full tinu 
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on his project, be they scientists in the laboratories, engineers on the 
drawing boards, or contract-quality assurance personnel in the manu- 
facturer's plants. Additionally, they may call on ail elements of the 
command for such temporary support : i they may require to perform 
special tasks for them when necessary. 

The project managers report to General Besson and higher levels 
— often including the Office of the Secretary of Defense — through 
a series of reports, including PERT COST, Line of Balance, and 
monthly significant action reports and briefings. Decisions are ef- 
fected through the project managers often by oral instructions issued 
at these briefings. 

You may have noticed in this tabulation of the array of controls 
to which our commanders are subjected that none of them represents 
the comptroller. Indeed, the channels between the interested parties 
seem deliberately to bypass this organizational element. 

Since the Army Comptroller organization owns the financial ac- 
counting structure, we are of course responsible for the control and 
accounting for the monies entrusted to our care. Periodically we 
report to our commanders the status of their funds, though the odds 
are that they have already been apprised by the specific activity 
director. 

Nevertheless, we should recognize that all commanders are re- 
sponsible for properly accounting for their obligation and expendi- 
tures. While they may be required reading only in the F&A office, 
these books do account for a considerable volume of the information 
flow up and down the channel of command. There are of course in- 
dependent accounts for each of our seven appropriations. While our 
regulations require every one to keep a general ledger account, this 
is a meaningless piece of ritualism which we have insisted on because 
it is good accounting practice rather than because it has value. 

Commanders must generally be aware of the state of expenditure 
of the resources. However, they are mainly kept aware of these by 
the program or activity directors whom I have mentioned previously. 
Usually by the time the F&A officer walks in to say that the com- 
mander is running out of money, the commander knew it two months 
before from the activity director concerned. 

This does, however, account for a considerable volume of paper 
work. There are some conversations, and I assume somebody from 
the Comptroller of the Army will discuss whether this flow of paper 
work which is required because we must account for money, should 
not be integrated with program reporting channels discussed earlier. 

Interestingly, we of course require each one of these commanders 
to keep a general ledger account, and this theoretically is a control 
I have never found anybody who could either read or  justify    But 
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I have never found any accountant who could agree that we could 
do away with it. 

In the past few minutes I have listed some 10 or 12 different 
controls to which our Army organizational structure is subjected. 
Some of them are rather unobtrusive and present no particular 
difficulties, while others, such as the O&MA program and budgeting 
system, impose significant workloads throughout the Army. 

While this catalog may have been exhausting, it has not been 
exhaustive, and I am sure that any of you could expand the list at 
least fifty percent with no particular effort. Additionally, while they 
are outside the scope of my definition of control, similar difficulties 
inflict the commander in the paper work and delays encountered 
in securing approvals and authorities which are reserved to higher 
echelons. 

The primary impression which I would like to convey here is 
that there is a tremendous amount of information on all conceivable 
aspects of our operation flowing into the top echelons of the Army 
and the Defense Department. And we should give some recognition 
that all of these controls are superimposed upon a body of laws, 
regulations, and directives that give specific direction of how to do 
everything from cooking a stew to stocking parts for our jeeps. 

On the other hand, while the executives of Ford Motor Co. or 
Safeway Stores might gall under the load of these regulations and 
controls, why should military commanders object to being given 
specific directions? We expect to be told what color socks to wear 
and how to walk, as well as what to do — an Army takes pride in its 
discipline! Yet the subject of "overcontrol and loss of command 
prerogative" is almost tLe only active subject of conversation in Army 
circles today. 

I think there are two principal reasons for the popularity of 
"overcontrol" as a gripe-session subject today. The incompatibility 
of the controls and inconsistencies between them and certain gen- 
eralized standards of behavior and housekeeping on the one hand, 
and feeling of frustration and helplessness amid the welter of reports 
and studies on the other. 

The strongest of these pulls are those between echelons in the 
program system on the one hand and the command structure on the 
other. We prepare elaborate impact statements of budget and program 
implications which are argued heatedly and tediously entirely outside 
the cognizance of the commanders. Allowances and decisions of 
vital importance are channeled through "responsible staff orders" 
with little opportunity for command level consideration. The post 
commander cannot keep his post to the appearance standards his 
Army commander might like, unless his maintenance people get 
support   through   thdr   program   channels.    Slowly,   our   generals 
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become resigned to conducting their operations as their staff officers 
advise them. The real business of the Army moves over into func- 
tional channels more and more every day. 

The problem of over-reporting is too well known to require 
discussion though perhaps it may be well to remind ourselves that 
we now have to keep track of each action from so many perspectives 
that our information system is a pyramid standing on its head. For 
example, each purpose is reported with respect to its: 1) type of 
procurement instrument; 2) type of business; 3) commodity; 4) type 
of funding; 5) type of inspection; and many, many others. 

The much touted Autoprobe is an attempt to do all this book- 
keeping by computer, but I am not sure we can design the pyramid 
big enough to accommodate all the interested bystanders. 

Is there a solution to this dismal picture? Are things going to 
deteriorate from bad to worse? Already a good quarter of the 
people in AMC are engaged in the command control system, as I have 
tried to paint it here. Certainly, almost all at our mid-management 
and headquarters level can be so classified. Each of these systems 
by itself sounds so logical and orderly that it is hard to say that 
any could be eliminated; certainly it would be difficult to persuade 
any of the staff elements of any headquarters to give up its system, 
though they might concur in the elimination of someone else's. 

I think, however, we are going to have to eliminate some of our 
program controls and reduce some others to special reports for ad hoc 
analysis. We are going to have to go back to some reliance on 
directives and regulations and our military discipline system before 
we drown in this sea of paper. 

Take the staff responsible people: does that strike you as a 
conflict in terms? It is, but you have gotten so inured to it that 
the "staff responsible person" as a term has become accepted. Actually, 
there is no such thing. Staff officers are not responsible, but they 
are responsible. We are going to have to find some way that they 
can conduct their analyses and perform their responsibilities to their 
commanders, not their responsibilities for programs, without these 
elaborate control systems. If we don't, we are going to drown in 
a paper sea. We have survived basically on the fat and the excesses 
we have built up in times of emergency. You may have noticed — 
and this is another control — the direction to the DOD to eliminate 
25,000 civilian spaces this year. That is a control, isn't it? It was 
said that, for the first time since 1950, we are getting below a 
million men. We must have enough people on board to do our work, 
unless we find some way to do less, because we have eaten up all 
the fat by this gradual process of improvement, and we have not 
eaten it up by eliminating any of our excess command and control 
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nnd staff supervision systems. And these are the ones that have got 
to go. 

The job of the comptroller of AMC is to balance plans, programs, 
and funds in order to come up with a program of action. 

Organizational students frequently comment on the genius of 
the Catholic Church, which has designed a system with only three» 
layers of management between the pansh priest and the Pope. 

They have another thing that 1 think you should consider, and 
that is that they do it with a book that is 2.000 years old and with 
no reports. 

I think control students might look at their success in governing 
a worldwide operation by the use of simple directives and discipline 
in lieu of reports and staff reviews. 
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SO~tE PROBLEMS 
IN ~IANAGING A MILITARY INSTALLATION 

~lajor General 
CHAHLES W. C. IUCH 

Commanding General 
U. S. Army Infantry Center 

For the past 5 t;~ years I have had three different tours of duty 
which have involved me in the day-to-day, as well as long-term, 
management of a post or military installation. I have had two tours 
of duty at Fort Campbell in addition to my current one at Fort 
Benning. I note from the biographies that many of the students here 
are currently involved in some of these day-to-day or long-term 
duties of managers, so that at least I can point out that my qualifica­
tion to apeak rests on the fact that I have been expoaed to some of 
theae management problems in my past as well as current position. 
Or poaibly my qualification rests on the fact that I am a graduate 
of thia illustrious school and have been here several times as guest 
speaker. Of course, better yet, I guess, we could get into a straight 
-umption, and that ia that the DA has aeen fit to assign me as in­
stallation commander at Fort Benning, and thus you will have to 
accept the fact that I am qualified. 

DUTIES 

Let ua take a look at what my duties are at Fort Benning: I 
wear three bats. I am the installation commander, and as auch 
I report to the Third Army Commander, General Wataon. I am the 
Commandant of the Infantry School, and as auch I report to General 
Watera. the CONARC commander. I have one other hat. I am alao 
the test director for Project TEAM (Test Evaluation of Air Mobility). 
'nlia baa to do with the organizing, training, equipping. teating. 
evaluating, and controlling of the 11th Air A.ault Diviaion, the lOth 
Air Tranaport Brigade, and the TEC Group f Teat Evaluation and 
Control). I report in that particular cue to General Beach, who is 
the Commanding General of the Combat Development. ·Command. 
'nlua my fint management problem ia to aatiafy three different 
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bosses. I might add that only one of these gives me the money 
and resources to carry out these three jobs. 

I do not know what your definition of the management problem 
is, but I see it this way: 1) What is my mission' ! ) What resources 
do I have' 3) What problems must be overcome in order to accomplish 
this mission' Putting it another way, I am a chef. They toss the 
various ingredients to me, and it is up to me to come up with some 
kind of tasty casserole dish that will suit all the people who are 
going to eat it. So let us sally forth here and take a look at what 
the job is. 

SIZING UP FORT BENNING 

Fort Benning is located in western central Georgia. A small 
portion of it, about 11,000 acres, is located in Alabama. The remaining 
173,000 acres are in Georgia. The Chattahoochee River, which is 
the Alabama-Georgia boundary, runs north to south through this 
reservation. Columbus, Georgia, is contiguous to the northern bound­
ary of the post; Phenix City, Alabama, is contiguous to the western 
portion of Columbus, although the boundary between the two is also 
the Chattahoochee River. 

Fort Benning has a total of over 284 square miles, or 183,000 
acres. We have 45,000 military personnel assigned, 45,000 dependents, 
and 5,500 civilian employees, so that we have a community of about 
90,()()( souls. At Fort Benning we have the Infantry School, the 
principal reason for ita existence, and the 2d Infantry Division, a 
STRAC Division. We have the 11th Air Aaaault Division, in part, as it 
ia building up to ita total division status. At the moment it has 
moved into Phase II. which is the brigade stage, or approximately 
9,000 people. It will operate like this until July 1964, when it will 
become a full division. We also have various other troop units, 
about 50~; of which are STRAC. 
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MISSION 

This is my mission: Constant training at the Infantry School 
of ollU'iTs and lumcommiHHionod oflicrrs of units that are on the post; 
and, as installation commandor, ifniioring support in ordci' lhat tho 
readiness of all units may be in such a state lhat they may move out 
at any tinv required. (As a matter of information, I might mention 
that Fort Henning last year had the interesting but diflicult job of 
rendering all the logistic support, generally speaking, for the Cuban 
crisis.) 

In my role as Commandant and Commanding General of the 
center, my job is to maintain and support this readiness. To put it 
another way, my job is not to do this. Part of the management 
technique these days is to give a fellow all the jobs you used to, 
but it is his job to determine those things he cannot do within his 
mission because of a shortage of resources. Therefore he can defer 
this or that. Well, you cannot defer the training requirement and 
you certainly cannot defer the readiness requirement. So certainly 
I must not forsake these two. 

RESOURCES 

Now that I have told you about the place and given you my 
mission, let us see what my resources are. The first thing you do 
when you have a job is to figure out what your total requirements are. 
You all know this. Since we never get enough resources from the 
Army to do our job, we have to indicate within these total require- 
ments those that we consider essential and those that are not so 
essential. Of course we end up with whatever the resource-giver 
provides us in the way of resources. 

For some reason or other the engineer R & U has become a 
soft spot for management experts. They still agree that you have 
to eat. And they still agree that you have to sleep and that you 
have to get paid. So they do not touch your civilian pay and a few 
other related items. But for some reason they do not think that 
a room has to be warm, or that it has to be lighted, or a window or 
latrine has to be fixed. All those things can be deferred. So R & U 
is something they always take a crack at. And it represents quite 
a sizeable figure. 

SHORTAGES 

Now let us identify our shortages. We have under "essential 
shortages" the following: air mobile test units, $12 million out of 
the $17 million total shortage for field maintenance, combat forces, 
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Infantry School, etc. How did I arrive at this figure? Our reasoning 
wan as IOIIOWH: In order to maintain the 11th Air Assault Division at 
Fort Benning during this brigade phase, it is a must that we use 
practically all of the old mobilization housing remaining on the post. 
Some of this housing has not been occupied since the end of the 
Korean War in I Of).'}. It takes, in many cat- 'S. between $1,000 and 
$6,000 just to renovate one two-story mobilization barracks. That 
is the state that they had gotten into in ten years, because they have 
been in the deferred maintenance category that long. The field 
maintenance requirements are also related to the 11th Air Ass'uilt 
Division needs, either directly or indirectly. The combat forces item is 
related to the 2d Infantry Division, which is a STRAC unit, and also 
to the other troop units on the post. The USAIS item is related to 
the Infantry School. As an example, within the past six months the 
OCS program at Fort Benning has been expanded 200'f. We are 
turning out three times as many OCS graduates as we did six months 
ago. Fort Benning now has the job of providing aiiborne repl ice- 
ments worldwide. During the Korean War. ten years ago. Fort 
Benning was producing 17.000 airborne replacements a year. At this 
moment we are turning out about 25.000 a year, and by next year 
it will be in excess of 30,000. So the airborne replacement job has 
been increased about 100'/. These are some of the justifications for 
putting those in the essential shortages. 

There are other shortages which add up to $3 million, and 
which of course, along with the $17 million, make a total of $20 
million. Here we have activations and organizations, which are 
programmed by DA: m dical activities, which are a proportion of 
the total medical requirements; and some more combat forces re- 
quirements. These are things which are programed but which we 
will not be able to do. at least the way I have it figured at the 
moment. Take, for example, certain units which are supposed to 
take amphibious training. We will be able to send some of them, 
but not all the ones that should be sent. Installation support activities, 
as well as engineer projects account foi over $5,000. Actually, this 
is the first time it  has ever been that low. 

You can see where our $52.5 million in resources comes from 
First, the Third Army gave me an AW of $16.3 million: we have 
our local automatic reimbursables reforestation program, laundry, 
etc. We get $1.5 million from that, and we had .SI.7 million in 1963 
obligations carried over into this year. So thai adds up to our $52.5 
million in available resources. 

Now that we have marched our way through this, wr find that 
we are still 20 million dollars short, divided up into those two incre- 
ments of essential and other shortages. I would likr to refresh your 
memory once more.   I have my mission  as Commandant, training 
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officers and noncommissioned officers in the Infantry School; my 
mission as Post Commander, supporting the 2d Infantry Division and 
the 11th Air Assault Division and all other TO&E units on the post 
which arc members of either STRAC or STRAF. And, in particular, 
my mission as Test Director is to test and evaluaie the 11th Air 
Assault Division. Of course I also have to provide the resources for 
these things. (I think here that I might also add that what I have dis- 
cussed is the program picture. Sometimes things are not as they 
appear. I think this is the difference between a program and day-to- 
day life. The planner makes the perfect plan and the operator always 
messes it up. The operator of course has to put up with new cir- 
cumstances since things do not come out as it appeared they would.) 

"NOT IN THE PROGRAM" 

In operating the place, a few things come out that are not in 
the program. I would like to give a few examples. I have only been 
at Fort Benning since February 1963, but some of the items that have 
come up since then were not foreseen. We had a little problem on 
Mother's Day, for example. At 1145 hours a fellow rode up to me 
on the golf course and said General Truman would like to talk to me 
on the phone at once. The General stated that they would like to 
have a battalion placed in helicopters and moved to Birmingham, 
Alabama, immediately. (I was at Pearl Harbor when the Japanese 
attacked, and that incident took place at five minutes before eight on 
a Sunday morning. It was pretty difficult then to get hold of people. 
But I can assure you that at noon on Mother's Day it's a hell of a lot 
tougher.) Everybody had decided that, because it was Mother's Day, 
they would take off. I did not catch my Chief of Staff, who had left 
fifteen minutes before. Just rounding up people was something out 
of this world. 

In any case, to make a long time story short, it took us quite 
some time to round up this little force and put it in helicopters and 
get it over to Birmingham. After we got there, they would not let 
us land, and so we ended up back home and then to Fort McClellan, 
where we stayed until June 1963. Mother's Day was the 12th of 
May. That money came out of the installation commander's pocket, 
and it was a fair amount. 

Along about the first week in July I was told that we were to 
have a little test (Coulee Crest). The Army had put together rather 
rapidly a trial organization of Mohawk aircraft and personnel in 
which it was selling a combat surveillance principal. But this had 
not worked very well, so the Vice Chief of Staff said we were going 
to do it and do it right.   We were going to put these two units in 
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General Harron had to fight Cuba, so he slud a few things over; 
then I had to fight Mother's Day, and I alud a few; and now I have 
them both. These have to be taken care of, but they were not in the 
program. 

MANAGEMENT CONSULTANT EXERCISE 

I would like to depart at this point from my normal procedure 
u a gueat lecturer and move into what I consider an interesting 
exereia, that ia, to delegate each one in the audience as a management 
conaultant of Fort Benning. I think you are far enough along in 
your experience and in this course to provide me with your high 
priced conaultant advice on what I should do at this point. I might 
add here that, •ince I have been at Fort Benning there is 110me 
iDformation you have to have to analyze my problem. We have 
been viaited by Secretary McNamara; Secretary Vance; Auiatant 
Sec:retary Ignatioua (I 6 L) ; Aat.tant Secretary Larsen; the Chief 
of Staff of the Anny; the Vice Chief of Staff of the Army; General 
Waten, the OONARC Commander; General Harrell, the Chief of Staff 
for Foree Development; General Beach, CDC Commander; General 
Wat.on, the Third Army Commander; and a hoet of others. They 
have always impreued on me that the Anny's No. 1 project at the 
moment i8 Project TEAM, the 11th Air Auault Divt.ion's organizing, 
tralninc, equipping, and testing. I huten to add that tht. 100% 
empbui• hu not been reflected in reaouree channels to the degree 
that tbelle individual8 have indicated this to me in their oral 
exhort& tiona. 

So pleue put on your consultant's hat, take a look at my 
8ituation, and give me your advice. At the end of our advice period, 
I will have a short •ummary and tell you what I have done and what 
we propoe to do. 

• 
Q. Have you been told that you will not get additional monies? 
A. I received my AFP about three to four weeks ago. I have 

put in three different reclamu and I have received an answer to each 
reclama which provided me with what I consider minuscule aaaiatance. 

Remember, I think I ought to impress on you that I go to General 
WatiiOn, who hu ten big in8tallationa in the Third Army, and present 
him with my problema. He hu a management problem, too. But I 
keep saying that, u regard8 the 11th Air Auault Division, Mr. Vance, 
General Wheeler, and General Hamlett have told me to "go, go, go." 
But he said that he did not see anything in the piece of paper that 
came down here ("You'U get your fair share"). 
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Q. I am certain that you have decided what projects that you 
will not do in the event you are not given assistance. 

A. Are you speaking of the relationship between essential short­
ages and other shortages, or that I have taken the essential shortages 
and decided that I will not do them? 

Q. Well, I think that perhaps you are going to get into the 
essential shortages. 

A. You remember that the essential shortages were $17 million, 
and $12 million of that was directly 11th Air Assault Division require­
ments, while some of the others had an indirect relationship to them . 

• 
Q. Sir, you're just going to have to cut out some of your missions. 

You can't do everything. You have got to either trim some of the 
support, or you are going to make kids walk to school, or cut down 
on other areas. You just can't do it with what you have unless you 
take a long, hard look at your requirements. Go through your priority 
lists and list them by order of priority. Start at the top and do those 
that you can do with what you have available. The rest of them are 
going to have to be "slud." 

A. On 18, 19, and 20 November 1963 I am going to have at Fort 
Benning the Army Mobility Symposium for the Association of the 
United States Army. The theme of this is "Mobility, Both Ground 
and Air." This time I am going to have Secretary Vance and General 
Wheeler there to take a look at it. At the same time, I have to give 
them a manager's report on how I am doing this. Are you suggesting 
that I tell him that, because the 11th Air Assault Division budget this 
year is $34 million and they have only funded $22 million of it, I 
should cut out 12/34th of what we are going to do with the Division? 

Q. No, sir, I think that has your top priority, from what you've 
said, but you're going to have to take something from some other 
activities and perhaps reduce some of the OCS training. I don't 
think the quotas are being filled anyway, from what I understand. 
Or you'll have to cut down on your airborne training. You'll have 
to line up what you have to do in order of priority with what you 
have available; it has to balance. 

A. I just received a letter from General Waters saying that th~ 
DA had told him one of their greatest problems is the procurement of 
ofticers for the Army for the next 24 months. Any of you people 
who are at installations received your copy of the same letter. It 
said that they want you to go out and look at your boys, pick out 
the best of them, and then say, "Here is an opportunity for you to 
be an ofticer." You line them up, talk to them, and induce them to 
go to OCS. The same letter increased my authorized spaces for 
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Fort Benning instructors by 40. In the same mail, literally, I got a 
letter from the Army Commander that said my share of the second 
quarter shortage was so much, and the net ended up a minus. 

We have increased the size of OCS in a number of classes. We've 
had to organize new TD units to ake care of them. We used to have 
three companies; now we have seven. We have to have new instructors. 
We have to have more problems, shoot more ammunition, maintain 
more vehicles, do everylhing -and this all coats money. 

I should have added that I submitted a reclama and have received 
a favorable answer on personnel and monp.y. I have received some 
more money and some more authorized spaces fo r personnel; but 
I also received word at the same time that, although our authorization 
had gone up, our manning level had gone down. Of coune, as you 
all know, the authorization doesn't mean anything; it's the manning 
level that count.. This is like having 20 checks, but the only one you 
caD cub is the first one. 

• 
Q. Sir, in addition to .electing items that you have to place in 

an unftnauced category, you probably will have to reduce the level 
of •upport for some of the activities, particularly your primary 
miuion. In other worda, the achool itaelf will probably have to be 
reduced in •upport level. 

And. at the same time, I'm •ure that the unftnanced items for 
the Air Auault teat team will have to be whittled 10me u well. To 
do this, I'm •ure that, by neceuity, you'D have to go back to your 
Army commander and •peciftcally identify to him the items which are 
unftnaneed. 

A. This is correct, aud thil wu a part of my reclama which 
I mentioned. I told him that I wu going to have to do thia. I don't 
know what your family is famous for in ita home town, but let us 
•Y that it's famous for ita gracious ho.pitality. At Benning we 
eoaaider our hallmark is our method of inltnaetion. We think we 
instruct better than auybody elae. One of the reuona we are the 
betrt instructors, we think, is because we have an inltruetor training 
coune. When an instructor comes there and he goes into that, he 
stays a month; he doesn't go on the platform. Then when he arrives 
at hil department wherever he's auigned, u a result of the inltrue­
tors' training eoune they leam what he'• belt fttted for. We then 
aaign him to his aeetion. He goes over there acd learn~ about this; 
he watches and performs and then he geta on the platform and does 
a damn good job, because he has had the opportunity to properly 
prepare himaelf. 
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At the moment the two sections that have the greatest number 
of instructors are Weapons and Tactics. One is manned at 51ff; the 
other is manned at 48'^. This means that each gentleman is now 
performing twice as often as he should be. Actually, a little more 
than that, because you always have your group of managers at the 
top. This means that he doesn't have time to do what he should: 
research his problem and make it better each time. So I find that 
our instruction, in my opinion, isn't nearly as good right now as it 
ought to be. Thr gracious hospitality that I'm supposed to be famous 
for is now. "Come in and have a quick sandwich. I don't have time 
to furnish you any coffee." So we are in bad shape at the moment, 
not just because of money or materiel, but because manpower is 
short. Of course you all know that these are the three things that 
you need to get things done. 

Q. Sir. isn't one of our problems the fact that each time the 
new missions come off. we absorb it and keep cutting down on these 
various areas, and is a result we keep on getting less and less with 
more and more missions? Should we take a concrete position when 
they do assign these new missions and say. "No funds, no missions"? 

A. Yes. and I have said this. I'll give you a good example. When 
I was with the 15th Infantry in Korea, the motto was "Can do." When 
you handed a fellow a job. he saluted and said that. Since I've come 
back from Korea. I think that is a great motto. Another motto 
over ihvrv was "No sweat." But when a guy says "No sweat" to 
me now. that's when I start shivering. Because this means that he 
already has twice as much as he can do but that somehow or other 
he will manage to get it all done. 

Q. Sir, at this time how do your essential shortages compare 
with th«- ttisontial shortages of FY 63? 

A. Last year, until the Cuban crisis, things looked pretty good. 
If you remember, the Cuban crisis hit us on about 17 October, and this 
wa« about the same time the annual funding program came in. When 
you «tart to fight a war. as you well know, you can't stand around 
and ask. "Where are your requisitions9" You have to move, and 
we did n«»ve The answer down through the comptroller rhannel 
was spend your money out of the third and fourth quarter; we'll 
hav»- to make this good later. So we went through this exercise, and 
in thr third quartrr we went broke. Th<n they told us to spend the 
fourth quarter's money, and they finally said, "OK, we're going to 
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refund you your Cuban money." So here's what they did. They 
told us to list all our money spent on overtime and they'd refund us 
this. Wc said, "Wait a minute, those same guys down in the ordnance 
shop worked eight hours during the day on Cuba and then they worked 
six hours overtime on Cuba." We hassled for some time and we finally 
got the money for this on about 25 May; around this time we were 
just getting out of the Mother's Day operation. But the aftermath 
of this whole thing can be seen in the example of the post engineer. 
He spent a great deal, almost all, of his time on Cuba. We were 
refunded certain monies, but the job that the Engineers were pro- 
gramed to do didn't get done and was "slud" into FY 64. 

I might add that the job I was given to do was to establish the 
11th Air Assault Division, building helicopter pads, fixing up barracks, 
and so on. We could do it cheaper with troop projects than we could 
on contract. So, to answer your question, the unprogramed items 
related to Cuba we were paid for on the surface but the scar is still 
there. It's quite a little scar and the plastic surgery to cover it has 
not yet been accomplished. 

Q. I don't have a solution. General, but I might have one con- 
solation for you. I'm from the Aviation Materiel Command at St. 
Louis, and if we don't get some money also to buy some parts, the 
11th Air Assault Division planes aren't going to fly either. 

A. When we started the 11th Air Assault Division, the problem 
was personnel. And then it shifted to equipment. Now, to our surprise, 
they are delivering Caribou aircraft and Chinook helicopters on the 
schedule that they had set up quite some time back and they are 
adhering to it. In fact, not only that, every now and then you get 
a little bonus out of this. We're now in the astonishing situation 
where we're short pilots to fly the aircraft being provided to us, and 
my consolation to you is that, if we don't have the pilots to fly them, 
we're not going to need the parts to maintain them. 

Q. General Rich, I think it might help your management con- 
sultants if you could break down the $12 million that you need for 
your Air Assault Division, and tell us to what extent, if any, you plan 
to "slud" these requirements over, say, to the third quarter and then 
to the fourth quarter, with the hope of being baled out at the tail end. 

A. The answer to that question is very simple. I have pro- 
gramed the 11th Air Assault Division on a 34-million-dollar basis and 
we are operating full speed ahead.  I've had enough people tell me 
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that the 11th Air Assault Division is No.1 priority. I haven't any ques­
tion in my mind that we're supposed to be doing this. We may 
close up shop about 2:00 in the aftei·noon on 11 February and all go 
play golf, but we're going to operate 100 ~;. until then. Maybe I could 
assist you by identifying some of the missions of the school. P ople 
talk about priorities; now let me tell you some of the things we do. 
Then you can say, in your judgment, which on(' of these we ought 
to cut out. 

The senior course, so to speak, at Fort Benning is the career 
course consisting of 400 individuals, which includes about 22 from 
foreign nations. They take a nine-month course and ar divid d into 
two classes only because our classroom capacity is 200 persons. 

We also have the associate career course. The first group are 
captains who have anywhere from four to ten years of service. This 
consists of a course half as long as the regular course, about 18 to 
19 weeks. Here we have individuals a little more senior who didn't 
get to the career course. They might be Regulars or R servists and 
could also be National Guard and Reserves not on active duty. We 
have about four to five a year, and each has 200 in the class. In effect, 
we take experienced Infantry officers and give them a postgraduat 
infantry course. Then we have a class called the Ori ntation or Basic 
Course, and we run every lieutenant through this who comes into 
the Army. These lieutenants are officers who hav graduated from 
West Point or the military colleges or ROTC around th c untry. W 
run about 3,800 of these through a year in classes of 200; th y tak 
a nine-week course. In effect they come into Benning as ond 
lieutenants, and, although they are only there nin w ks, th y g 
out in theory as second lieutenants of Infantry. And that oursc c sts 
a lot of money and etort. 

Then we have the OCS. This is where we take none mmi sioned 
officers of the Active Army and train them to be offic rs. W train 
them for 23 weeks and graduate them as brand n w nd li u­
tenar.t:s. They do not go through the Orientation or Basic unte. 
When they graduate, some 26' ; of them go into oth r bran h s f 
the Service; the remaining 74'( go into Infantry units. W will 
have 2,000 of these in FY 64, starting them in cia s f 200 and 
graduating about 2/ 3 of the number that enter. In th Airborn 
course we run a class almost every week. Out f th 52 w ks a 
year we run 45 to 48 and this class starts with about 470. Our loss 
in this is about 15 to 18'; for various r asons. 

These are the major item that occur in th Infantry hool. 
We have many other items: r fr sher cours s. communi1.ations 
courses, mobility courses. all kinds of extra ourS<·s. Throughout 
the year we probably run 75 to 100 clas~«•t-~ through 14 diff ·r"nt 
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Q. What r.an be done to downgrade the 2d Division as you in­
crease the capabilities of the 11th Assault Division and transfer the 
money and mission to it? 

A. From 1 August until 31 October the 11th Air Assault Division 
moved from a battalion-slice operation to a brigade-slice operation, 
and this was done by indivi~ual fill. It is now planned that when it 
coes fr m the brigade size to division size by 1 July 1964, to have a 
unit fill, which is what you're speaking of, but that will be one day 
too lat to solve my problem in that area. In other words, this will 
be a problem for FY 65. 

• 
Q. You said you reported to three bosses, sir, and I believe you 

aid that you reported to General Beach. Have you attempted to get 
any relief from that aource or through that channel? 

A. I am going to d fer the answer to that because it is in my 
CODduaioaa. 

OONCLUDIN G RE ARKS 

rding to this principle you 
h" h y u would 1 t this $12 million 

~ ... -n l auth rization for aom 300 
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civilians and some 250 military spaas would be filled. And the civil- 
ian spaces would be made available to you immediately so that you 
could then say that the 11th Air Assault Division would get what we 
consider it needs. 

We reviewed our various missions at Benning and we placed them 
in priority to see if we could then reallocate resource requirements 
and discuss with our respective bosses the deletion of certain missions 
in order to reduce our deficit funding to a more reasonable figure. 

We too have arrived at the decision that the orientation course 
is the one that is the sofest of all the courses that have any size. We 
decided that it could account for some effective savings. We are in 
the process of recommending that this be cut out, not because we 
don't think it is needed but because from a matter of relativity we 
think it should be cut out. 

We are in a tighten-your-belt operation which gets into mainte- 
nance, utilities — everything that we can — and this takes in part of 
our field maintenance as well as the combat forces portion of our 
monies. 

We have every staff section coming up with another review of 
our requirements. Remember, now, our requirements were drawn up 
almost a year ago. They were reviewed during the last quarter of 
1963, they were re-reviewed in September, but now it is two months 
later. 

As you can see, there is nothing new or magic about this opera- 
tion. You have all done some portions of this before. It's somewhat 
like the construction of a Swiss watch. Somehow we have to take all 
the parts and get them in proper balance and then screw it together 
and wind it up and see if it won't keep the proper time for us. And 
we have to take a look at this every day in revising and updating 
the latest things that we have. As an example, the 11th Air Assault 
Division completed its phase I test on 15 October. As a result of this 
test, which, incidentally, was very gratifying to us. we will now be 
able to take a look at some of the things programed for the 11th 
Air Assault Division in the future and add here and subtract there, 
which will also affect both the overall requirements and the attendant 
resources. And I hope that my case will be stronger than some other 
fellow's when the mid-year review comes around. 

Our job at Fort Benning is the same as everyone else's Job. that 
is, to train people and maintain units in a state of readiness in older 
that they can fight whenever called upon. I consider that this is truly 
the job of military management. 



206 

SOME REMARKS ON 
MANAGEMENT AT THE ARMY WEAPONS COMMAND 

latroduetioa 

Major General 
NELSON M. LYNDE, JR. 

Commanding General 
U. S. Army Weapons Command 

While I am honored to have the opportunity of addressing you 
on the subject of management, I will admit that I was puzzled as to 
why I should be singled out for the distinction. Frankly, my irnme­
diate reaction was, .,What the hell do I manage?" However, .on reftec­
tion, I concluded that if a negative &nL wer were valid, then the many 
GAO and AAA reports we have received would be pointless indeed. 
The question was rephrased to .,At what level and to what extent 
am I permitted to manage?" On this basis I interrogated my staft 
and with their assistance I have attempted to evaluate our role and 
authority in Ute scheme of Army management. 

Our mission can be stated in the following numbered p ints: 
1) To develop, acquire, and service weapons, combat vehicles, 

rre control, and tools and shop equipment for the U. S. Army, and, 
a. required, for the other U. S. Military Services and for the military 
security program. 

2) To conduct basic and applied research in commodity-oriented 
fields. 

3) To support project managers and other commodity com­
mands, as required, and, conversely, to acquire support by other com­
modity commands, on appropriate projects. 

4) To assist industry in converting to quantity production of 
assigned commodities. 

5) To develop qualified technical and scientific executives to 
promote and protect the Government's interest in its relations with 
inLustry. 

Get~eral Lyt~de is a graduate of tla.e U. 8 . Jlilitary Academy ltnd la.as been aa6tgt~ed 
to Ordftat~ce at~d Armored Uftit duties a major pa1·t of la.i& militm·y career. 

He aerved tla.rougla.out World Wm· II ift Europe with. tla.e 7th., Jat, lind 15th. U. 8. 
Armies. lft 195.7, Gene1·al Lynde direc ted tla.e opemtion of Ordnance blure depot11 
ift Japan. Returning to tla.e State.'l in 1955, he lts&1oned command of the 01·dnance 
Tat~k-Axtomotive Command in Detroit, whe1·e he was J'e&ponsible for development 
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6) To support the U. S. Army in a limited war and plan for 
recovery and continuity of operations in a general war. 

7) To operate the assigned arsenals in an economical manner 
and in accordance with Government policy. 

Command Headquarters is a mechanistic organization along func­
tional· linea, as prescribed by AMC. It is not greatly different from 
the predecessor, Ordnance Weapons Command, which has been a 
great help in getting underway. esearch and Engineering includes 
all the engineering talent, except for the maintenance engineers, be­
cauae of a continual overall shortage of engineers, and, more impor­
tantly, becauae development and production engineering can now 
proceed concurrently rather than sequently, thus reducing lead time. 
There is a trend towards behavioral organization on a spontaneous 
and ;nrormal basis, d\le to short deadlines, and I find participative 
groups organizing themselves to evaluate contract awards, prepare 
determinations and findings, and for other matters. In fact, I have 
just approved the Chief Counsel's entering .. participate" in lieu of 
.. review" in the job descriptions of his people to more accurately 
deacribe their work. 

The arsenals are organized in simihr manner. They include a 
Technical Center and a Manufacturing Division. All are conaidered 
the ultimate technical authority in their field and the Headquarters 
cannot lightly disregard them. Arsenals are charged with engineer­
ing and fabricating experimental prototypes for test and evaluation 
and for generating the technical data package to permit procurement 
from industry. Arsenals support Army contract negotiators with 
technical experts who can review industry production plans and as­
sume that quality materiel at reasonable prices is produced on sche­
dule. Arsenals operate a limited quantity pilot production lines to 
maintain essential production skills. Arsenals do not undertake quan­
tity production except where commercial concerns are unwilling to 
undP.rtake it, when prices are unreasonable, or when it may be re­
quired for security reasons. 

The Technical Data Package is of such importance that I believe 
it to be the most important product of the arsenal. Supported by 

au p1·od11 tion ertginee,·ing of m ·mored equipmertt. In 1959 he head ed the Field 
Service DiviMon of the Ordnance Cor pa. 

With the e•tablillhmertt of tlte A1·my Weapon ,y Command in Aug ll st 1961, Geneml 
Lyttde wa,y aaMgned crs it.Y fl.nt Commanding Genenrl. 

(Tit.e pre.Yertt pape1· wa,y Jn·e,yented nt USA JIB, Fo1·t B eh ·oh·, Vh·yinia , on 19 Octul,e1· 
1963.) 
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the engineering services to back it up, it is sufficient justification for 
the arsenal system. TDP's are not currently as good as we would 
like to have them. There is a va.st field for improvement in feedback, 
updating, and prompt servic . It is a system that demands the utmost 
in automation. 

Mana.gement 

The only w apons that Wutpons ommand can develop, alone 
and unassisted, ar th dg d w upons, the knives, saber, and bay­
onets. For anything m r sophistical d we must first coordinate 
with Picatinny Arsenal to obtain their views and capabilities on am­
munition, and, as soon as the gun-ammo relations are established, we 
will contact Mobility Command reference the land, air or water-borne 
mobility platforms to carry it. Eventually, our work brings us into 
cloee contact with the Test and Evaluation and Supply and Mainte­
nance Commands. Frequently the availability of communications 
equipment will govern the issue of combat vehicles, and some of the 
newer weapon systems combine both a high-pressure round and a 
missile, causing us to contact ECOM and MICOM. Frequent refer­
ence to Hq., AMC, CDC, and higher authority completes our circle 
of contacts. Mathematically, there are 35,000 possible channels of 
communication. 

Thoee things which the Boss watches are done well, other things 
are neglected. The problem is to devise a ~ystem for watching im­
portant things, without becoming so involved in details that the whole 
system becomes bogged down. We have three specific systems. 

The weekly staff meeting attended by the staff, project man­
agers, and directors is a two- to three-hour session on Tuesday 
mornings, conducted by the Comptroller and Director of Programs. 
The first event is a 7- to 8-minute presentation on some current prob­
lem, followed by a brief status report from the project managers, 
then a run-down on production problems, and, finally, an opportunity 
for each staff officer to bring up anything of interest. Informality is 
the keynote and anyone may contribute to the discussion. It affords 
an opportunity to probe into all sorts of matters, and for me it is an 
excellent way to issue guidance and to call for further reports. 

The program managers have exceptional authority but may be 
hesitant to exercise it unless they are certan of command support. 
Once a week the program managers meet with the . deputy commander 
and the directors for a Board of Directors mt>eting. The entire experi­
ence and resources of the functional organization is thus available 
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to the program managers and I feel encouraged about the system 
for two reasons : first, there has been no deviation between a program 
manager's actions and the command position, since the directors' 
meetings were initated, and, secondly, because on occasion the program 
manager calls for a special meeting to help him field a hot problem. 

While I am on the subject of program managers, let me say that 
I am for the system. The commander t..:annot do his job for doing 
his daily work. It is a comfort to know that a small group of selected 
people are devoting their entire time to watching something that I 
can't devote time to. I am happy to know that costs and schedules 
are under continual surveillance and I am happy to receive the intel­
ligent and balanced solutions that result from these efficient people. 
I am doubly grateful when someone in higher authority calls for the 
program manager to come in to present a briefing rather than calling 
for the commander, as was the custom in the past. I like the system 
so well that I have established one or wo project officers for special 
matters, on my own, and the problem of increased vertical manage­
ment is currently under study in the headquarters. 

Quarterly Review 

Our third managem~nt system is the Quarterly Review. Each 
office, division, and directorate is required to report quarterly on its 
progress in meeting programs. Four management areas are required 
to be covered: 

Program analysis covers the coated programs, and the review is 
opened by the Comptroller, who establishes the value of each pro­
gram. 

Materiel is our business and each element is expected to report 
on some contribution made to a materiel program. 

Command and staff is required because each element not only 
operates but also supervises operations in the three arsenals. 

Personnel management is everyone's business, since a pri nary 
duty of a staff officer is to continually seek out people capable Jf as­
suming greater responsibility. 

I get a "quick and dirty" report from the principal officer of each 
element a few days after the close of the quarter. The formal pub­
lication and the detailed briefings follow much later. I make a point 
of attending the reviews, which last for one to two days, and I insist 
that the workers do the presenting. This broadens my contacts, 
allows me to talk to the people that do the work and builds their 
confidence. 

I still find that, despite all of these reviews and briefings, there 
are still a lot of things that have to be looked into. The peop!e that 
prepare the reviews need instructions in charting techniques, and the 
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material they include for reviewing is too voluminous and often does 
not cover the subject adequately. 

I feel that when it comes to management, it is not how much you 
do today or even who does it, but the plans you make for operating 
your business during the period four to five years from now are the 
important thing. 

It takes a full eight yean to secure the approvals, funding, and 
erection. of a building, even with all the signals in your favor. It takes 
three or four years to obtain a major modification or conversion. 
Since no commander ever stays that long in onf! spot, it's obvious 
that if your predecesaor didn't do some forward planning, you will 
get along without new accommodations. 

Someone has said that the half-life of an engineer's knowledge 
ill five years. This means that an engineer more than 10 years out 
of school is hardly an auet, unless his store of knowledge has been 
upgraded 

Further, we have far too many uneducated people in the Govern­
ment aervice and aomething must be done. Unfortunately, our area 
at Rock laland has no technical college, so we have done the next 
beat thing: We have enticed the school to come to us. For example, 
beginning with the fall aemester, two dozen ex~utivea are enrolled 
in an Executive Seminar being conducted n the arsenal by the faculty 
of the Buaineu College of the Northern Illinois University. Courses 
are conducted on Tuesdays ana on Saturdays, part on my time and 
part on the employee's time. 

In concluding, let me say that it's not much, but it's start. Some­
day the community will realize what it ill miuing by not having a 
technical college to attract educated workers interested in graduate 
studies as well as to upgrade thoee who can be interested in improv­
ing their lot. Perhaps some future commander will benefit from this 
IIID&ll start. 
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It ill a dilltinct privilege and pleasure to address this distinguished 
croup and to be afforded the opportunity of discussing with you the 
III&D&piDCDt of our fairly good size posts. 

I underatand that you have considered the management concepts 
and poUc:iee of DOD, DA, and the major subordinate commands; and 
that your intereet at this point is the impact of the policies and 
conc:epta on installation commanders. 

I'm sure that I'm not going to present any problems that will 
be new to you; rather, I will present the extent of the problems and 
bow we try to solve them at my particular installation. 

At Fort Campbell we have an airborne division, an engineer 
group of three combat battalions and five separate companies, one 
ordDance battalion, one transportation battalion, one quartermaster 
battalion, one medical battalion, and one corps artillery battalion, 
in addition to garriaon troope. 

All of the.e troope, with the exception of four companies, are 
REDCAT 1 troope and are committed to the STRAC. My chain of 
command ia to hq., Third Army, for all personnel, fiscal, and logistic 
mattera; and to Hq., XVID Airborne Corps, for all operational and 
trainlnc matters. (Tbia includes operational plans.) 

Tbua, with this priority, we are usually in pretty good shape from 
the point of view of personnel and equipment. 

One week ago today we started reorganizing the lOlat Airborne 
Division from a ROT AD configuration to the new ROAD configuration. 

With that u a background, I would now like to tell you who 
we are, what we have, and what we are doing. 

All of you know that running an installation is like running 
a city. Our major difference: people other than the residents tell 
ua bow to run it. 

And ao to first things first: the location of Fort Campbell. (See 

Fie· L) 

Upo• grtultuJti•g f r oM tlae U . B . .llflftary A cademy ift 1935, Get.eral C1·ttz wa.~ r·om­
.u..io•ed a .eco•.d liet«te•a•lt of Field A r tillery and auigned to the 1s t Cavalry 
DtuUto•. 

Bu g•Me,.t, d11 rhtg Wor l.d War II, to tll,e 11ft Infantry Div ision , begun an 
...ocietio" toitla tlae " JI'iglati"g Fi r t " tlaat w a ll to continue with only brief iJtter­
,..pttoiU be•ou tlaat toar. A vetera" of tla.e North Africtt landings and .yu lJ .'Ietluent 
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Outlined are the States of Tennessee and Kentucky. with th 
geographic location of Fort Campbell focused in relation to th major 
cities and communities of these states. Fort Campbell, as y u an 
aee, is located in both states (60"( in Tenn and 40'" ; in K n­
tucky); it is 8 miles distant from Clarksville, Tenne , t th uth, 
and 15 miles distant from Hopkinsville, Kentucky, t th n rth. In 
our community relations program, a going cone rn n id red by 
many u a model of ita kind, the three communiti f I rk vill . 
Hopkinsville, and Fort Campbell a.re frequ ntly known 8 "th tri ity 
complex." The mileages to the other citi s f th tw - t t 
are indicated in the figure. 

The Fort Campbell reeervation covers an 8 a of 105.434 
which is not enough. One of my major projec , n w in W hingt n. 
is to procure an additional 24,000 acrea.) 

To the aouth of the main poet is lark viii 
under Sandia Bue and manned by Navy and Marin 
in a breakdown of penonnel elem nta, I hall t t f thi 1 arti ular 
inatallation. Meanwhile, Clarkavill Bue c m und r th n r I -
and spreading - beading of Greater Fort Camp II . It i nti ly 
11eparate command, but nonetheless de nd nt for m t upport. 
I might aay right here that we are reimbu for all arlain 
from the Bue. 

Borde.ring the eutem aide th 
manent housing units; and, to th ~ t. 
accollliDOdate approximately 13,500 troo of th 
group which houaea 1,500 engin ra. Oth r 
include two chapels, two theaters. wareh u , an a i n I 
The remainder of the pot~t buildings are t m rary, W rl W 

Fort Campbell, 22 y an old next pt m r . i till 
Many of the frame structures rect in lh rly y 
War n remain, and preeently houe about 6, In 

t rart n ptiurt of•• tH•I I /H • llflllf!IIH 

I' bnur r y 1. 
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PRINCIPAL 

• To close with the enemy and destroy or capture 
him 

• By airborne assault to seize and hold important 
objectives until ground linkup can be accomplished 
or until reinforced by air or surface landing. 

• Execution of small-scale airborne commando- 
type operations to perform selected missions. 

• On short notice to move to any overseas land 
area as a deterrent or resistance force in any 
threatened area. 

SECONDARY 

•   The maximum service and support to Army 
troops and their dependents. 

Fig.  2.    Principal and secondary missions of 
101st Airborne Div. 



Tkr ChaUmgr of Pust Mamayrwimt SIS 

lOUt AIRBORNE DIV. n.649 

NON - DIVISION \L UNITS 6, %7 

CONUS OPERATING UNITS 1.04S 

NAVY 30S 

MARINE 2 34 

AIR FORCE 185 

CIVIL SERVICE EMPLOYEES 1. 704 

CONTRACT PERSONNEL 505 

NONAPPROPRIATED FUND PERSONNEL 214 

DEPENDENTS fc OTHER PERSONNEL 9t 996 
33.759 

Fig.   3.    Population of Fort Campbell and Clarkiville 
Base. 
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fact, our headquarters building, refurnished many, many times, is of 
World War II vintage. Almost to a plank, these buildings are in a 
state of disrepair, and this has long been a problem to commanders. 
For with limited funds, the deferred maintenance of these buildings 
continues to mount. 

North of the post proper is Campbell Army Airfield, a Class A 
installation which is in full operational status 24 hours a day. It 
is considered the largest Army airfield in the world, covering 3,382 
acres and boasting a main runway of 11,800 feet. 

During calendar year 1963 there were 59,137 landings and take- 
offs, 37,579 of which were by Air Force transport aircraft com- 
mitted in the training and operations of the 101st Airborne Division. 

At Campbell Army Airfield, the maintenance of grounds, runways, 
and buildings; the operation of mess facilities, transportation, and 
billeting for transient and tenant units — all are the responsibility 
of Fort Campbell. Army personnel at the airfield are augmented by 
A.r Force personnel who operate the crash fire station, the POL 
(Petroleum, Oil, and Lubricants) section, control tower, radar, and 
navigational facilities. The Air Force units are under the operational 
control of Army personnel. 

First, I will mention the Division mission, for it is from this 
that the secondary mission of service and support begins. (See Fig. 2.) 

To fully appreciate and understand the secondary mission you 
must have an awareness of the number and types of personnel in- 
volved.   Fig. 3 illustrates this. 

It is of particular interest that all branches of the Service are 
included (or represented) in the population of Fort Campbell. Division 
personnel compose a little more than one half the total population. 
CONUS operating units at Fort Campbell include Table of Distribu- 
tion, U. S. Army Hospital, 553d MP Co., and 510th CI personnel. 
The total population of 33,804 is larger than either neighboring 
Clarksville, Tennessee, or Hopkinsville, Kentucky. 

Now, for my managerial responsibilities for Fort Campbell. The 
structure of organization, then, must provide for channeling and 
coordinating the results of the deliberations of all of its parts in 
such a way that decisions are expedited. To be most effective, 
decisions must be made as close as possible to the point of action. 
This necessitates a more carefully centralized control over decen- 
tralized operations. Thus we are continually striving to improve our 
organizational and administrative processes. 

Now let's first look at our overall command structure. (See 
Fig. 4.) 

At Fort Campbell, I operate an integrated headquarters. The 
blocks with no asterisks denote men1 "s of my staff who have 
a direct respnsibility for Post operations.   Other members of my 
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ataft' who have a responsibility for Division and Post operations are 
indicated by asterisks. 

With this organization, we not only save spaces which would 
be required to operate separate headquarters but we have a smoother 
functioning organization, because my combined staft' is thoroughly 
familiar with problems in both the tactical and support areas. Should 
the Division leave, there are personnel within each staft' section who 
would remain and continue the post function. 

The major challenges of management operations today are in 
three main areas: per30nnel, logiatica, and budget; and I shall consider 
them in that order. 

Per~l. The problem of personnel shortages for the support 
miaion is critical in both civilian and military categories. (See Fig. 5.) 

On 28 February 1963, when I assumed command, Fort Campbell 
wu abort 274 spaces of the requirement recognized by higher head­
quarten. 

'Ibis problem continues to worsen: See Fig. 6. 
On 31 December 1963 there were 354 personnel leu than that 

authoriaed for the previous year, a total shortage of 628 from the 
requirement recognized by Hq., Third U. S. Army and CONARC. 

The reduction of civilian spaces is of particular importance for 
two primary reuons: 1) Shortage of civilian spaces interferes with 
my combat miaaion, since it becomes necessary to use an excessive 
number of military personnel in support activities; 2) civilian reduc­
tiona in force create internal turbulence. 

In order to meet the shortage of apacea, we have been forced to 
ue our combat units on a rotating buis to fumiah poat support, 
and we do a great deal by contract. 

We al8o utilize our combat aupport units for post support in 
areas that coincide with their combat support mi•ion. I will explain 
thia in detail when I talk about logistical problema. 

I mentioned earlier the particular importance of the internal 
turbulence created by a civilian reduction in force. Recently we had 
a RIF action which neceuitated the separation of 32 civilian em­
ployees. In order to separate these 32 employees, it was necessary 
to give a total of 202 RIF notices with a total of 108 rea88ignmenta. 
Of theae 108 reauigmnenta, 62 required demotions. Thia not only 
baa an adverse effect on the operation, it alao baa a serious and 
adverse effect on morale. 

Logilltica. The second area ia that of logiatica. My Post G4, or 
Director of Logistics, ia the backbone of poat support miaaion. (See 
Fig. 7.) 

You will note that technical services, as such, no longer exist. 
~e conaolidation of Field Maintenance, Supply, and Services activities 
baa been quite intel'ellting. 
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TECHNICAL ASSISTANCE STAFF 

ADMIN. • MGT BR 

PRODUCTION CONTROL BR 

INSPECnON BR 

OPJ:IlA TIONS BR 

AUTOMOTIVE SEC 

GJ:N SPT EQ • SUP SEC 

MJSSILJ:S. NUCLEAR SEC 

MECHANICAL SEC 

AIRCRAFT SJ:C 

OOMBA T VI:H • WEAPONS 

ELECTRONICS • COWW SEC 

ALLIJ:D TllADES SEC 

Fig. 8. Directorate of OonaolicSated l'ld. Maint•ance. 
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Let us first examine the Consolidated Field Maintenance activity 
which we started last June.   (See Fig. 8.) 

You will note that the Operations Branch is divided into com- 
modity groupings as established by the DA in AR 750-7. These 
commodity groupings were established after intensive study to 
determine the areas where consolidation would be most effective. 

Fort Campbell, like most Army installations, has maintenance 
facilities spread over a wide area, with distances between the shops 
ranging from '-.> to 5 miles. To physically consolidate these shops 
for maximum efficiency and effectiveness requires facilities which 
are nonexistent at this time. Inadequate facilities make the job of 
consolidation more difficult, of course. 

We have consolidated all maintenance management and shifted 
repair responsibility to shops best suited for each type of equipment. 
For example, we have consolidated into one shop all woodworking 
which was formerly accomplished in three shops b}* the Quarter- 
master. Engineer, and Ordnance sections. Heavy canvas repair by 
Quartermaster has been combined with automotive canvas to provide 
better, faster service. 

As of now. we have centralized the repair of 15 different types 
of equipment. Continuing study will disclose additional areas where 
centralisation can be effected within existing facilities. 

The equipment densities supported in this field maintenance 
activity number 2,420,000 items ranging from canteens to bulldozers. 
In this organizational element, the "growing pains" of consolidation 
are still growing by the addition of The Army Equipment Records 
System (TAERS). 

Next we'll examine Consolidated Supply, which includes all supply 
activities, except Medical and Engineer R&U. (See Fig. 9.) This was 
also organized last June. 

We continue re-warehousing to consolidate supplies, thus making 
f'    setter control and more expeditious service to our troops. 

Consolidated Supply knows the same problem as does the Main- 
isnce activity:   a shortage of trained supply personnel, inflexible 

tvilian personnel regulations, and delayed action from supply depots. 
These problems, together with the mechanization of item accounting, 
require time — and patience as well. 

The third member of this group is the Director of Services. 
(See Fig. 10.)  This was last and started in November. 

This organizational element includes the consolidation of Signal, 
Quartermaster, and Transportation after Maintenance and Supply 
have been removed. In addition, we include Self-Service Supply and 
Gothing Sales, which were formerly components of the G4 office. 
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MGT & SERVICES BR 

STOCK ACCOUNTING BR 

STOCK CONTROL BR 

MAJOR ITEMS BR 

STORAGE BR 

Fig. 9. Directorate of 
Consolidated Supply. 
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MOVEMENT SCRV1CCS BR 

COMMUMTY SOI VIGILS bR 

FOOD ADVLSW 

SUBAI6TtllJ£   5KJT10N 

RATION PROC t D1ST ÜCC 

SELF SVC SUPPLY SEC 

MORTUARY OFMCER 

LORY t DRY CLEAN üEC 

PROPERTY  DISPOSAL SEC 

CLOTHING SALES SIX 

Fig.   10.     Olrector«t«  of 
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Most of my problems in the area of logistics could be easily solved 
if I had no problems in the areas of personnel, as we have seen, and 
of the Budget, as you shall hear. 

The reporting workload always seems to be inordinately heavy 
in th. area of logistics. We have 147 weekly or monthly reports, 
will» '213 feeder reports on a recurring basis, totaling approximately 
5,000 annual reports, which require some 19 man-years to prepare. 
Many of these reports are required on a crash basis, which in itself 
disrupts normal operations. 

To overcome, or alleviate, some of the problem areas, I employ 
troop units with support missions to assist with related Post missions. 
For example: 

The quartermaster battalion mans the Central Issue Point and 
aMisU in the laundry, meat plant, and bakery operations. 

The 46th Engineer Detachment (Utility) is in direct support of 
the Po«t Engineer for specified maintenance projects. 

Other Engineer units assist in road building and maintenance 
and bridge construction as troop projects which are compatible with 
their combat mission. 

We also contract many projects, such as coal hauling; garbage 
and trash, quarters' painting; janitorial (Hq.), etc. 

My management improvement and work simplification programs 
arr particularly applicable to the logistics area. For instance, for 
FY 1963. improvements in methods of operation resulted in benefits 
of $559,000 to the installation. This emphasis toward reduction in 
operational cost and increase in personnel efficiency is continuing 
in the present fiscal year under USCONARC Project TRIM. 

Our conversion of coal-fired to gas-fired furnaces in the permanent 
buildings has decreased our labor requirements. And our self-help 
program provides another means of operating with reduced funds 
and personnel. 

Budget The third and last problem area I will discuss here is 
that of my budget Before I alk about the budget and its attendant 
ills. I would like to refer you to Fig. 11. which shows my recent 
rrorfanixation for the Deputy Chief of Staff. Comptroller, approved 
on 20 December 1963 

In the fteld of financial management the Comptroller can be a 
valuable member of a commander's staff, and I believe our Comptroller 
organuation to be highly efTective. as reorganized. You will notice 
that it differs from the conventional Comptroller organization in that 
Data Prtjcrssing and Finance and Accounting are divisions of the 
Comptroller Section 

Incrraaed command emphasis, at all levels, on the mechanization 
of business-typr or administrative data-processing operations makes 
it unperativr that the system be responsive to the commanders total 
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requirements. In the past, data processing has been primarily in the 
field of financial management. But with the mechanization of Supply 
and Maintenance, it is necessary now to operate this activity on a 
wider scope: a service center concept. The operation of this activity 
by the Comptroller should provide a machine system which will react 
rapidly to total accounting and reporting requirements. 

Finance and Accounting has been consolidated into the Comp- 
troller Section, and I believe this will result in the following 
advantages: 

—Increased flexibility and better work performance with a pro- 
gressively smaller workforce; 

—A more closely-knit organization, with all personnel working 
as a team to insure the best financial and accounting management 
for the command. 

—The providing of a training opportunity for additional per- 
sonnel in Comptroller functions — a career bonus, actually. 

—Centralized responsibility for all elements of financial 
management. 

And, now, budgetary problems: 
The apparent existence of voids in the communications channel 

is a problem. For example: The original dollar guidance for FY 64 
for Engineer R & U was $3,500,000, whereas the actual requirements 
for pay of authorized civilian workers and fixed costs (fuel, electricity, 
etc.) were $5,100,000. The original shortage of $1,600,000 has now 
been reduced to $500,000 as additional funds were authorized. This 
current shortage was presented to higher headquarters in our mid-year 
review as an unfinanced requirement. 

The growing demand for more detailed data and justification at 
higher levels is another problem. 

Although studies have been made with the planned objective 
of reducing the number of detailed cost accounts, no significant 
progress has been made. We believe that significant reductions should 
be possible in detailed accounts for Military Family Housing and 
Engineer R & U Services. 

Military personnel are diverted from training to accomplish 
support missions formerly performed by civilian personnel. Training 
suffers thereby, as does the support job. 

Delayed guidance and short deadlines result in crash analyses, 
cursory review of accumulated data, and inadequate time for co- 
ordination and command participation in the quarterly funding 
reviews. The current three-month cycle does not provide — does not 
allow — time for DA action to reach installation level. Therefore 
the next reporting cycle is initiated without this guidance. 

The late receipt of funding guidance necessitates major changes 
in programing actions at station level.   What's more, it also changes 

. 
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the priority of unfinanced requirements before the reporting cycle 
is complete. An example known to many is the Cuban crisis in 
FY 64; another, ROAD in FY 64. 

We have recommended to Third Army that the budget review 
cycle be changed from the traditional quarterly dates, 30 September, 
31 December, 31 March, and 30 June, to tri-annually: 31 October, 
28 February, and 30 June. This departure would not only reduce the 
workload by eliminating one of the annual reviews, but it would 
also provide additional reporting time. This is sorely needed. 

It would also enable the station to obtain and reflect DA guidance 
before beginning a new reporting cycle, thereby improving the 
quality of these reports. 

Although I have not presented a particularly rosy picture for 
the fiscal year which ended 30 June 1963, Fort Campbell did meet 
all budgetary deadlines and had a consumer fund utilization of 
99.96%, thus exceeding the CO NARC goal of 99.9 lf . 

Now, I would like to discuss briefly the money we have to run 
the Post for FY 64 and how we plan to spend it. 

My funded cost ceiling for the OMA appropriation is $24 million 
plus approximately $2 million for Military Family Housing. My 
unfinanced requirements, which, as you gentlemen know, are funds 
that I need but do not have, are approximately $1,500,000 or 6 lf( . 
To go down the line on shortages: I am short almost $600,000 in 
my Operating Forces funds; my Medical-Dental requirements are 
$175,000, and the next major amount is approximately $490,000 for 
Engineer R & U. In Logistic Services we originally ha~ a $70,000 
shortage, but hig·her headquarters made an unforeseen withdrawal 
of $135,000; therefore $205,000 is short at this time. We are in good 
shape on Military Family Housing money. 

There has been a continuing trend to limit and restrict the 
commander's flexibility in the use of funds authorized. For example, 
my authority to transfer funds between the major budget accounts 
is lim.i.ted to 1 '* of the amount authorized, or $50,000, whichever is 
lesser. In other areas, such as Engineer R & U Services, we have a 
ceiling of $5,255,000; but, at the same time, we are advised that we 
must spend $2,500,000 for maintenance and repair of fixed property 
and also must procure $246,000 of new heavy equipment. This leaves 
$2,509,000, which is inadequate to pay civilian employees, utilities' 
bills, !.Dd other fixed services. It was necessary to secure authority 
to transfer $210,000 from P2000, Operating Forces, to 9030, Engineer 
R & U Services, in order to get through the third quarter. Unless 
additional funds are provided by higher headquarters, I will have 
to 1) defer the procurement of the $246,000 programed for Engineer 
R & U equipment, and 2) request authority to transfer approximately 
$250,000 more for fourth quarter requirements. 
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Although I have no magic solution for these problems, I feel that 
the following points are worth considering: 

Keep on top of your funding with a continuing analysis of the 
Situation. Don't wait until higher headquarters' directives are 
received. 

Present a eonvincing story to higher headquarters with facts, 
figures, and meaningful language. 

Make a careful diagnosis of your basic assumptions. 
Reprogram as necessary, hut determine what programs will have 

to give if additional funds are not forthcoming. 
Encourage close coordination of resource problems with your 

Comptroller before-the-faet to hold money flaps to the minimum. 
In summary, we need to emphasize for our own self-interest 

an increase in managerial capacity. This capacity includes not only 
the ability to achieve results through people but the ability to accept 
or place a premium on new ideas. I am not suggesting that we under- 
mine compliance with policy or regulations, but I feel that we need 
to constantly seek opportunity for the individual to improve the 
area of his assigned work. 

In the State of the Union Message delivered by the last President 
Kennedy, he said, "Let it be clear that this Administration recognizes 
the value of dissent and daring, and that we greet healthy controversy 
as the hallmark of healthy change." 

I feel that we now have a clear indication of the intent of the 
present Administration: that new ideas are to be nurtured rather 
than stamped out, experimentation is to be encouraged rather than 
put aside, new pilot plans are to be formulated rather than put into 
the discard. It is out of this kind of thinking that we can produce 
some of the creative solutions. And we will never run out of the 
need for solving problems regardless of the magnitude of those 
problems. We will never reach the point where we are totally satisfied 
with the manner in which a particular function is being performed. 
Let us encoarage the development of view» that lead to innovation 
even if those views, at the initial presentation, are a bit disturbing. 
It is the optimum solution that we should be seeking at all times. 
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When I was graciously invited to speak on "Operations of the 
Supply and Maintenance Command," I readily accepted for two 
reuons. First, we in SMC believe we have some management problems 
and a management approach worth talking about. Second, it is 
diaconcerting to know that there are many who aren't yet acquainted 
with SMC's role in the Anny. 

I will strive to answer these questions during my presentation: 
How do we manage SMC? What is our relationship with the Army 
Materiel Command? What is our relationship with the Defense 
Supply Agency? And, finally, what are our views on the flexibility 
provided under the current organizational structure? 

Briefly stated, SMC has the job of managing the Army's supply 
distribution system. Before proceeding too far, let's review the plan­
ning phase of Project 80, Reorganization of the Army, and look at 
the original thinking from which our present organization evolved. 
At the time of the reorganization, there was the common view among 
logisticians that the existing organization was not sufficiently oriented 
toward the customer. Also, the opinion was prevalent that there was 
too much of a break between the concept stage in the development 
of an item of materiel and the final procurement and distribution 
of the item. 

Hence in the organization of the Army Materiel Command, as 
originally conceived, there were commodity commands which were 
industry-oriented and the Supply and Maintenance Command which 
was user-oriented. The Test and Evalul\tion Command was also user­
oriented, conducting the tests neceBBary to insure that items produced 
met user requirements. The makeup of the organization in the 
planning stage has undergone some changes, and we will look at the 
current organization shortly. 

Get~eral Ky&er fiJ'Bt Be1·ved in the lnfantJ·y 1tpo11 gntduution fJ ·om u-·e.~t Poiftt Itt 
1934. Dvri11g aB&ignment to Olfice of the QttuJ·teJ·ma .<~ teJ· Geneml ift 191,1-H h e de­
lrigt~ed the War Depa1·tment Bhipping-docttmeJtt .<~ystem of .'IIIIJPI.II documentation , 
KBed world-wide until 1961. In Wo1·ld ~'m· II he Ne1·ved on th e Ntu[f.'i of Geneml 
Bradley and Field Jlm·shal Montgomery, assisti11g in IJlrm .ot fo1· th e No1·mmtd:11 
it~va.rion, and, late1·, in ope1·ations in CentJ·al EttJ·ope. 
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Before leaving this topic, however, note the Supply and Main­
tenance and transportation elements. As opposed to the research and 
development and procurement and production functions, only one com­
mand, SMC, has the supply, maintenance, and transportation func­
tions. Therefore, to avoid duplication of operation, and since both 
headquarters were to be in Washington, the supply, maintenance, 
and transportation elements of AMC Headquarters were eliminated 
and SMC was given AMC-wide responsibility for these functions. 
Needless to say, a considerable personnel savings is being realized 
from this arrangement. 

In the current AMC Headquarters organization, we attach im­
portance to the relative position of the various elements of the 
coordinating and supporting staffs. In that each of the five commodity 
commands have R & D and procurement and production functions. 
AMC Headquarters has directorates to coordinate these functions. 
A. I stated, there are no supply, maintenance, and transportation 
-staff elements in AMC Headquarte.rs. 

To give you a better understanding of General Schomburg's 
AMC-wide responsibilities, I want to spend a few moments describing 
the financial management aspect of the setup. We might call this 
achematic the AMC programming staff although there is no such 
thing oftlcially. We are talking about the O&MA appropriation. The 
~C ataft' manages programs amounting to about 40%, in dollar 
volume, of the AMC operating program. The remaining 60%, or the 
supply, maintenance, and transportation activities, are directed by 
the Commanding General, SMC. In addition, he executes, u a com­
mand function, certain programs under staff supervision of the AMC 
atafr. 

SMC PROGRAMING RESPONSIBILITY 

Figure 1 portrays the magnitude of the AMC and SMC operating 
programs expressed in dollars, and the relationship between these 
two programs. The bar on the left amounting to one billion dollars 
represents the AMC O&MA operating program. This program is 
executed by all the major subordinate commands within AMC. Now, 
of the AMC program of one billion dollars, the CG, SMC, manages 
or directs 602 million dollars' worth, or 60.2%, of the AMC operating 

He ha~r laeld ~rtaf! a~r~rigttmettt~r itt DA attd DOD. A mottg lat.. a~rngttmettta durlttg 
tlt.e la~rt seve1·al yean have bee11 Deputy G~, UBAREU R; commattder of a Quarter­
maste1· depot itt Get·matty; duty itt tlt.e 0 lfice of tlae Quart£rmaater Getteral; com­
ma,.,der of tlt.e New Ct"'&berlattd Getter·al Depot; Quarte1·maater. Commuttkat4o" 
Zotte, Europe; commattdet' of Atlattta Getteral D epot. 

Itt Augu~rt 1961, Ge"et•al Ky~rer waa appo 'ttted Deputy Commattdittg Getteral, 
U. 8. A rmy Supply attd Mahttenance Comma,.d. 

(Tiae pt·esertt pape1· was p1·e11ettted at UBAJIB, Fort Belv oir, Virgittia, ott 1 October 
196SJ . 
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program. The Supply, Transportation, and Maintenance activities 
which the CG, SMC, directs on an AMC-wide basis are executed to 
the extent of 394 million dollars within SMC proper. The balance, or 
208 million dollars, is executed by the other major subordinate com- 
mands under the supervision of the CG, SMC. On a command basis, 
SMC proper has an operating program of 552 million dollars. Note 
the third bar. Of this program, 394 million dollars' worth represents 
activities also directed by the CG, SMC, on an AMC-wide basis. Nearly 
all the remaining 158 million dollars represents the SMC O&MA of 
the facilities program directed on an AMC-wide basis by operating 
directorates in AMC proper. The fourth bar on the right represents 
the total programing responsibilities of the CG, SMC. As a com- 
mander, he executes a program of 552 million dollars; and in addition, 
he directs program activities of other major subordinate commands 
to the extent of 208 million dollars, representing a total of 760 million 
dollars or 76^ of the total AMC operating program. 

Now let's proceed with a look at the AMC subordinate command 
structure. Modification of the AMC subordinate command organiza- 
tional concept, which I discussed earlier, has resulted in a different 
structure. The commodity commands are aligned in accordance with 
the Army's traditional requirements "to move, shoot, and com- 
municate." 

SMC ORGANIZATION 

Let's take a look at the SMC Headquarters organization, the 
tool by which we manage our widespread command, which currently 
employs some 69,000 civilians and 2,800 military personnel at some 
67 installations spread throughout the U. S. from Massachusetts to 
California.   (See Fig. 2.) 

This is our current organization. The supporting staff is shown 
in the middle three tiers in the figure, and I think their functions 
are self-explanatory. The functional staff or mission directorates 
are shown on the bottom tier, and it is in these three directorates 
that the bulk of the personnel strength is located. Our Headquarters 
strength approximates 75 officers and 850 civilians. It should be 
pointed out that this represents roughly a 50^ reduction in the 
manpower required by the former Technical Services to do the same 
job. 

Before discussing the SMC subordinate command structure as 
it now exists, I would like to go back once more, for comparison 
purposes, to the concept from which the structure stems. 

It was envisioned that there would be seven multi-mission depot 
complexes of three to five depots each, geographically grouped, with 
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only one depot in each complex reporting directly to SMC Head­
quarters. It was also planned that five of the ammunition depots 
would be subordinate to five other ammunition depots in their respec­
tive geographic areas. In addition, the oversea supply agencies were 
to report to the terminal commands in their vicinity. None of these 
plans to reduce span of control materialized. As a result, all the 
depots and the oversea supply agencies ended up reporting directly 
to SMC Headquarters. Subsequent to the reorganization, some depots 
were closed and others were transferred to DSA. 

SMC SUBORDINATE COMMAND ORGANIZATION 

As shown in Fig. 3, 27 depots, 3 terminal commands, 3 oversea 
supply agencies, and 15 other activities, including the Army Main­
tenance Board and the Army Petroleum Center - 48 installations 
and activities in all- report directly to SMC Headquarters in Wash­
ington. By comparison, 27 commanders report directly to the Chief 
of Staff of the Army. 

SPAN OF CONTROL 

Obviously, span of control represents one of our most chal­
lenging management problems, and I want to tell you what we did 
and are doing to solve it. On 1 August 1962 we inherited 33 depots, 
19 port terminals, 33 depot procurement offices, 3 terminal procure­
ment offices, 34 depot maintenance shops, and 42 finance and account­
ing offices, many of which were reporting directly to the technical 
services. Our first move was to abolish Class II status everywhere, 
and this immediately reduced the span of control. Our next move 
was to determine what to do with all the miscellaneous activities, 
so we initiated what is commonly called our "bits and pieces study." 
We have already eliminated 25 ~~ of the miscellaneous activities by 
combining similar functions, regrouping others, or getting rid of the 
responsibility altogether. For example, we combined the field pack­
aging activities inherited from the various technical services. These 
have been centralized in the packaging and storage center at Toby­
hanna Army Depot in Pennsylvania. During this fiscal year we plan 
to reduce the miscellaneous activities by another 25 ~(. 

As you may have surmised, we inherited several different supply 
systems from the Technical Services. It became our immediate re­
quirement to develop a single, uniform system. And so we launched 
a study called TASAMS, which stands for The Army Supply and 
MPintenance System. The study group was faced with the task of 
determining how many depots we would need, which depots should 
be retained, what maintenance activities should be retained (and 
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where), and what type requisition processing system should the Army 
have. Should we have a centralized system as the Transportation 
Corps had, decentralized as the Ordnance Corps had, or something in 
between like the Quartermaster Corps had? The study has been 
underway for almost a year and approval should be forthcoming soon. 
Implementation of the major portion of the plan will be accomplished 
within two years. 

Concurrent with the TASAMS study, we have been engaged in 
a major project called SPEED, that is, System-Wide Project for 
Electronic Equipment at Depots. The purpose of SPEED is to provide 
a standardized, mechanized, and integrated supply and maintenance 
system within our depot~. Standard automatic data-processing equip­
ment is being installed in our larger depots. We are, therefore, able, 
at a central point, to program supply, personnel, and other procedures 
for use on this equipment. Not only does centralized programing 
insure standardization, but also economizes significantly on the man­
power involved in the programming effort. 

To bring about consistence in terminology and to identify the 
various depot functions, we have prescribed a standard depot organiza­
tion to be used SMC-wide. We have also published, or wr publish 
during this fiscal year, regulations standardizing physical ..• ventory 
and stock control procedures. To summarize our objective in the 
vernacular, we intend to operate from the same sheet of music 
throughout SMC in all facets of the operation. 

One major effort we have going in the transportation area of 
responsibility is SUNSPOT, which is Study of Unitization Systems, 
Policies, and Techniques. The objective is to update the Army's uniti­
zation policies and procedures to make them compatible with the 
current state of the art, thus contributing to the over .. ll development 
of a supply distribution system responsive to the customer under 
both peacetime and mobilization conditions. 

At the time SMC Headquarters was established, our field in­
stallations and activities were preparing over 1,400 reports. Through 
systematic review by a special task group, we have eliminated almost 
900 reports. Revamping of our reporting system has enabled us to 
start on the next step, the development of a modern management 
information collection and reporting system. 

SMC INFORMATION SYSTEM 

The system, as pictured in Fig. 4, provides central locations to 
which source data can be fed from national inventory control points, 
depots, ports, oversea supply agencies, maintenance activities, and 
CONUS and oversea commands. The raw source data are collated, 
analyzed and stored at the three central locations, Letterkenny, 
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Tobyhanna, and Lexington Army Depots. At Letterkenny, we have 
n ntrated lh inf rmati n necessary in working with depot sys­

t m . F r xampl , lh Depot Maintenance Control Center was 
th t p vid ntralized operational control over depot 

p raming. heduling, and reporting. At Tobyhanna 
ntralized matt rs pertaining to personnel, finance and 

t' untin . nd th budg t . We have activated the central Finance 
untin Fi ld Offi h re. At Lexington we have centralized 

f r upply and maintenance information. We have 
rganizati n h called the Logistics Data Center. 

1 nt in it bj tiv s, as opposed to the depot-oriented 
at Lett rk nny. Of c urse we will use ADP equipment 

and tran iv t th maximum extent possible in this operation. 
Our H adqu rt rs is heduled to move into a new office building in 

ember, t which tim w will have high-speed printers and trans­
iv rs in tailed to rapidly obtain the information required from the 

th ntral locati ns. We feel that this system will save a con-
id rabl amount of pencil pushing at the Washington level, and at 

th sam time provid up-dated information as required. 
I m ntioned that the Depot Maintenance Control Center will 

provide centralized operational control f)Ver depot maintenance pro­
graming, heduling, and reporting. We might go into some before­
and-after aspects as to what will be achieved when this activity 

mes fully operational. 
A multiplicity of contracts and complex coordinating effort was 

required to effect the total program when the Depot Maintenance 
Control Cent r was established. 

When the Center becomes fully operational at the end of FY 64, 
it will rec ive requirements from the commodity commands' and other 
agencies' maintenance managers and schedule workload into the 
sh based on capacity, funds available, and other factors. Obviously 
th overall depot maintenance program will be greatly simplified. 

SMC AND DSA RELATIONS 

I would like to proceed to my next requirement, that is, to discuss 
MC's relationship with the Defense Supply Agency. The commodities 

managed by DSA are essentially those supplies common to two or 
more of the military services, and are generally commercial-type items. 
No major items of equipment are involved. DSA stocks are main­
tained in depots managed by DSA and in other depots still managed 
by the military services. 

The Commanding General. SMC. has been assigned the primary 
role in maintaining Army relationships with DSA. We are involved 
almost daily with DSA in such matters as negotiations on transfer 
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of item management, reviewing DSA supply procedures to assure 
that they are completely responsive to Army needs, and developing 
or executing inter-Service support agreements. 

This matter of Service agreements is a particularly critical one 
with Army and DSA for several reasons. In the first place, we have 
turned over four depots to DSA — Philadelphia, Richmond, Columbus, 
and the Tracy Depot — for complete management and control. At 
each of these places, however, there are residual Army functions 
still to be pei formed. At all four locations, the Army is required, 
under law, to own and manage the real property even though we 
hiiVe issued a permit authorizing DSA to operate the depots them- 
selves. Secondly, DSA continues to store, and will for some time, 
a large part of its stocks in SMC depots. Finally, there are numerous 
small DSA tenant agencies at SMC-ma.naged depots, and a few SMC 
tenant activities at DSA depots. 

Numerous carefully constructed inter-Service agreements have 
been negotiated in which some of the services provided by and 
between DSA and SMC are on a common service, nonreimbursable 
basis, mostly administrative support, while others are reimbursable. 
A prime example of these agreements would be the overall ware- 
housing agreement under which both parties set forth the terms and 
rates for warehousing and handling each other's stocks. Under that 
agreement, we expect to receive some 30 million dollars in reimburse- 
ment from DSA this fiscal year. 

For these agreements to work, both Army and DSA sometimes 
have to provide each other resources. This year DSA had to provide 
SMC with 1,700 personnel spaces for work to be performed at three 
SMC depots, and, in turn, we provided DSA 360 spaces for work 
to be performed at one DSA depot. 

Obviously the relationship between SMC and DSA demands a 
high level of confidence and mutual trust. We consider our working 
relationship with DSA to be excellent, and this condition is a real 
asset during this difficult period of overall change. 

I will be brief concerning my remaining requirement, to discuss 
flexibility provided in performing our mission. Certainly the where- 
withal by which we manage has been in short supply within Depart- 
ment of Defense the past few years. With limited manpower and 
financial resources by which to perform an ever-growing job. the 
trend has been toward centralized control at the highest levels. Cen- 
tralized control does not promote flexibility, as you well know, and 
every move in this direction starts a chain reaction right on down 
to the operating level. Some of the points discussed here today in- 
dicate that SMC is following the current trend. Standardization of 
depot organization and supply prccedures and centralized program- 
ming under Project SPEED illustrate the point. 
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In concluding my remarks, let me say that I hope I have given 
you a better understanding of SMC's role in the Army. 
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MANAGING THE TEST AND EVALUATION COMMAND 

Major General 
JAMES W. SUTHERLAND, JR. 

Commanding General 
U. S. Army Test and Evaluation Command 

My subject calls to mind a story about Frank Gilbreth, known 
to most of you as one of the pioneers of scientific management. 
Though most of you will recall readily his innovations and experi­
ments in the field of time and motion studies which gained him a 
reputation as an industrial efficiency expert, perhaps fewer of you 
realize that he applied these same principles in experiments conducted 
at home. He buttoned his vest bottom-to-top because this only took 
three seconds, while the top-to-bottom route took seven. He used two 
shaving brushes to Jather his face because this saved 17 seconds 
of his shaving time for other purposes. Now, I call that taking 
management seriously! 

Present Environment 

Before discussing with you some of the details of managing 
USATECOM, I should like to give you my description of some of 
the characteristics of the contemporary environment in which the 
command is operating and accomplishing its missions. The environ­
ment in which USA TECOM must operate is quite different than the 
environment for testing Army materiel whici1 existed prior to the 
reorganization of the Army. 

1. The Army reorganization placed in one command all of 
the test agencies - proving grounds, ranges, and service test boards 
- under the Commanding General of the Army Materiel Command. 
This created a command structure and an environment in which 
comprehensive coordination of testing could be accomplished, re­
dundant testing eliminated, and unnecessary duplication reduced to 
the minimum. At the same time, it C:t:'eated an environment which 
caused these questions to be asked: Can this test organization properly 
represent the user of the equipment? Can it be independent and 
objective? 

General Sutherland attended the University of A1·kansas in 1936-J,O and l1egan his 
military career in May 191,0 when commissioned a second lietttenant in the O!fice1·s' 
Reserve Corps. He entered actit.•e duty in July 191,0, and was assigned to the 6th 
Infantry Regiment, Jeffers•m Bat·racks, St. Louis, Missou1·i. He was then sent to 
the Infantry School (Fort Benning, Georgia) fo?' tmining. He 1·epo1·ted to the Six th 
Infa:·Jtry in August 191,0 at Fo1·t Knox , where it ha.d mov ed to become lL pm·t of the 
1st Armored Division. 
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2. The new organization brought about more extensive use of 
the project manager system and more emphasis on the total man­
agement of a new development program. Tl~e project manager is, 
rightfully so, primarily concerned with meeting time schedultJs. As 
far as the time schedules are concerned, his rewards for success 
and penalties for failure are immediate, whereas the rewards for gooi 
quality a.nd the penalties for poor quality are delayed. Therefore the 
project manager. when faced with the decision of meeting a time 
schedule or delaying the program in order to achieve better quality 
and reliability, invariably wants to pursue the course of meeting the 
time schedule. Such an attitude and such an environment is in direct 
opposition to the objectives of the Test and Evaluation Command. 

3. The five Commodity Commands of the Army Materiel 
Command, each having certain in-house or laboratory-type testing 
facilities, adopt varying attitudes toward the mission and responsi­
bilities of USATECOM. These Commodity Commands often exert 
pressure for more speed in testing with a consequent release for 
production with a reduction in testing time, uaccusation of over­
testing," and an expression of an opinion that testing should provide 
minimum uinterference" with development. 

4. As you will see later in my discussion, during the past year 
and a half, the work load of the Test and Evaluation Command has 
increased steadily, and, during the same period, the strength of the 
Command has been reduced by over 3,000 spaces. Therefore we 
operate in an environment in which it is expected that the Command 
accomplish more work than was done before with less personnel 
resources. 

5. The Army and the Materiel Command are dedicated to re­
ducing development lead time. The tester has a goal to meet in this 
overall effort to reduce lead time. Our goal is to complete all essential 
testing in one year, or less, and, for the most part, this goal is being 
met. 

F1·om August 1940 to June 1941 he 1·eceived variou.y assignments in the 6th 
Armored Infantry Regiment, and in July 1941 was commissioned a second Ueutenant 
in the Regular Army. He 1·emained with the 6th Armo1·ed Infantry, 1st Armored 
Division, for the nex t th1·ee yea1·s, and pa1·ticipated in combat in Algeria, Tuni.na, 
and Italy. He was p1·omoted to the gmde of i·ieutenant colonel in May 1944 and, 
when wounded at Anzio in June 1944, was comma.nding the ld BattaUon, 6th 
Armored Infantry. 

He was medically evacuated to the U. S. in August 1944, a·nd then joined the 
Armored Board, Fort Knox, Kentucky, in November 1944· He remained there unttl 
June 191,7, when he was t?·ansferred to t h e R&D Divi.~ion of Army Ground Forces, 
Fort Mom·oe, Virginia. Fo1· the nex t th1·ee years he served n...'l a staff olftcer in the 
section responsible for supe1·vision of development of tanks, tank weapons, automo-
tive equipment, and special-pu1·pose vehicles. . 

In June 1950 he was selected to attend the C&GS College, and, upon graduation 
in 1951, was assigned to the Army Section of the Military Assistance Advisory Group, 
Belgium-Luxembom·g . Dm·in.g this th1·ee-yem· tour he served as Executive Officer 
of the Army Section and Chief of the Tmining Branch. 
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6. In order to accomplish adequate planning over a five-year 
period. USATECOM should have relatively firm funding and program 
information from DA. AMC, and the Commodity Commands. As 
you will see later in my discussion, the Command is heavily dependent 
upon programming inputs from the Commodity Commands and project 
managers. In the contemporary environment these inputs are often 
not forthcoming. Therefore the Command's plans must be very flexible 
and we must be prepared to respond effectively to unprogrammed 
requirements for tests. 

7. The contemporary OSD and DA environmental technique 
is that the decision to produce a new item of equipment, the adoption 
of a new organization, etc., must be supported wherever possible 
with factual data. Reliance on individual judgment or "emotional 
support" must be reduced to the absolute minimum. In such an 
environment USATECOM must insure that the test data obtained 
be valid and that the tests conducted be completely objective. 

8. Everyone seems to support the idea that we should always 
try for "quantum jumps" and regular advances in our development 
programs. However, as testers we often find that not everyone is 
ready to accept the fact that strengthening the weight of the art 
generally means that we must be prepared to live with a reduction 
in reliability for a considerable period of time. 

9. You are all aware that we are increasing our technical knowl- 
edge at a fantastic rate. I have heard it estimated that this rate is 
22% a year. This means that we more than double what we know 
about ourselves and the world and space around us in less than four 
years time. USATECOM is driven relentlessly by the accelerating 
momentum of the scientific output. Not a day goes by that we do 
not see some new idea or some new development arrive on the 
scene. Therefore it is essential in such an environment that the 
Command's plans be such that it is always prepared to test these 
new items and developments and be responsive to the Army's testing 

In July 195!/ ,he returned to the U. S., and to a second assignment with the 1st 
Armored Division, Fort Hood, Texas, first as executive officer. Combat Command B 
and later as commander of the 100th Tank Battalion. 

Upon promotion to colonel in January 1955, he was ordered to the Pentaqon for 
duty with the Office, Chief of RdD. Until May 1956 he was Chief of the Combat 
Arms Division. He was then transferred to the position of Executive Officer, 
Office of the Chief of RdD. 

He graduated from the National War Colleye in June 1959, when he went to 
Europe for duty with the Sd Armored Division (Spearhead), where he commanded 
Combat Command B from July 1959 to December 1960. 

In December 1960 he reported for duty with the Operations Division, Headquarters, 
U. 8. Army, Europe. Initially he was Chief, Plans <£ Requirements Branch; later 
he was the Assistant Deputy Chief of Staff, Operations. 

He assumed duty with the Office, Chief of RdD, in April 1962. In July of that 
year, following promotion to brigadier general, he was made commander of the 
CDC Experimentation Center (Fort Ord). 
' (The present paper was delivered at USAMS, Fort Belvoir, Virginia, on 19 May 

196k.) 
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needs. The rapidly changing requirements for improved testing facili- 
ties, procedures, instrumentation, and management techniques make 
special demands on the Command for adequate long-range planning. 
We in TECOM do not propose to try to stop or delay these changes 
and requirements, and we do hope to be able to accept them and 
be prepared to respond effectively to them. We testers are acutely 
aware that we are generating new technical data at a fantastic 
rate. (In fact, the Army testers have been generating new informa- 
tion at a high rate for the last 20 years.) We recognize the urgent 
need for a better system of managing technical information for we 
are often disturbed that test data which have been obtained are too 
often filed, lost, or forgotten, with the result that in development 
we continue to make the same or similar technical errors. 

This describes briefly some of the characteristics of the environ- 
ment in which the Test and Evaluation Command operates. Now 
I shall briefly outline for you some of the major management practices 
we have so far adopted. Some are old and trusted friends. Others 
are new ventures where practices did not exist. 

Because most of you are familiar with the USATECOM mission 
and organization, I shall refer to these only very quickly. Then I 
shall outline, in turn, our management of money, tests, test informa- 
tion, people and work, and, finally, touch on our management improve- 
ment programs. 

Mission 

The USATECOM mission, in brief, is this: this command is 
responsible for the planning and conduct of engineering and service 
tests of Army materiel. Our primary product is test reports, and, 
also, we provide test services and support to DA, DOD, and other 
Government agencies as required. 

Command Organization 

The testing portion of this mission breaks down into several 
categories of tests, one of which we call engineering and service 
tests. In the center of Fig. 1 are shown the proving grounds, ranges, 
and test agencies primarily responsible for the engineering tests. 
At the top are the boards responsible for the service tests; and the 
environmental centers, shown at the bottom, are each responsible for 
the tests peculiar to Arctic, desert, or tropic. A second category of 
tests comprises approximately L,;{ of our workload. It involves the 
engineer/design tests, acceptance, initial production and post pro- 
duction tests which we perform as a service for the Commodity 
Commands of the Army or for other development agencies. 
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Headquarters Organization 

Figure 2 shows the organization of USATECOM Headquarters 
set up to manage the testing organizations. Eight test directors 
control the testing, each within the framework of one arm or spe- 
cialized area of primary interest. Thus the Director of Field Artillery 
Materiel Testing is responsible for all tests of an entire missile system, 
and the Director of Armor Materiel Testing is responsible for all 
tests of an entire tank weapon system. 

This is a conventional headquarters organizational structure. 
With one or two exceptions, it has proven to be adequate during the 
first 18 months of TECOM operation. However, DA and AMC policy, 
recently issued, will require some changes in the establishment of 
a centralized management information center in my Headquarters. 
My staff is now determining the way in which this policy can be 
implemented. 

Financial Management 

Our management of money follows two paths. The first, pertain- 
ing to engineering and service testing, flows from AMC through 
USATECOM Headquarters to the organizations performing the test- 
ing. The second pertains to testing performed as a service for other 
commands, and flows from AMC to the appropriate development 
command and, thence, in coordination with my headquarters, directly 
to the testing agency which will do the testing. 

My control of the workload in the testing agencies is provided 
through the medium of test directives issued by my Headquarters. 
Therefore, coordination through my Headquarters is necessary for 
the control and management of funds not funneled through my Head- 
quarters. Only at USATECOM Headquarters does knowledge exist 
as to the availability of testing capability throughout the Command 
as represented by uncommitted manpower, and the available in- 
strumentation and testing facilities. 

Review and analysis of our programs is the responsibility of 
the Comptroller and Director of Programs. 

Our total available FY 63 funds were $255.5 million. Our an- 
ticipated FY 64 total workload is $275.6 million, an increase of $20.1 
million. As Inter-Command (U. S. Army) Programming is refined, 
I anticipate an additional workload of $20 million during this fiscal 
year, making a total effort of close to $300 million. 

The simple, direct, centralized management of funds for testing, 
initiated within USATECOM, makes possible for the first time a 
comparative monetary analysis of the value received from testing 
versus the dollars spent. 
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Test Programs 

The management of tests and test information has been a fertile 
field for innovation in the Test and Evaluation Command. To illus- 
trate, much has been said about the relative merits of the three types 
of test programs specified by AR 70-10: integrated, concurrent, and 
sequential. Because of the emphasis placed on the virtues of the 
integrated test to reduce lead time in the testing of large missiles 
and other relatively expensive systems, the easy conclusion was drawn 
that the integrated test is the quickest and most efficient. This con- 
clusion is just not valid except in the very special case of an expensive 
system for which only a small number of testing prototypes are 
available. Even then there are drawbacks. For instance, such evalua- 
tion must be based on a statistically small sample, and therefore 
there is usually some compromise in the engineering and service test 
requirements with their mutually conflicting needs for a controlled 
environment on the one hand and a tactical environment on the other. 
Concurrent tests are the preferred type and save most time without 
compromise of conflicting test objectives. Actually, most testing 
includes some of each type of test program. In the final analysis, 
what is important is that coordination which makes best use of the 
available resources while reducing unnecessary duplication to the 
minimum, is now a standard USATECOM management practice. Other 
management actions to improve quality of testing include: 

Emphasis on improved statistical methodology in engineering 
tests to enhance validity of results, or to determine, at least, the 
confidence level expected or achieved. 

Emphasis on elimination of redundant tests. 
Doing only those tests which are necessary for the decisions of 

the Army; not doing those tests which are unnecessary. 
Tests conducted by several separate commands prior to the birth 

of the Test and Evaluation Command were conducted under some 
75 different names. Many names were confusing, synonymous, or 
applied to more than one type of test. In the interest of sound man- 
agement and to reduce the incidence of misunderstanding, the number 
of names has been reduced and a single definition is being applied 
to each. All Army tests are now conducted under the titles which 
have been coded for use in our management system. 

Incidentally, it is interesting to note that these tests (ET and 
ST) comprise only about 30^ of our workload. Two of our test 
agencies, Erie and Jefferson Proving Grounds, perform only engineer 
design and post production testing. 

Managing test information was an early requirement of the Test 
and Evaluation Command. First, it was necessary to measure the 
job assigned USATECOM, and, second, it 'vas necessary to create 
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a vehicle that would provide the necessary information for efficient 
management. 

TEAMS 

It was to meet these problems head on that our Test Evaluation, 
Analysis and Management System was designed. 

TEAMS is a new concept in management. It is an inventory of 
all USATECOM testing activities. It provides a means for writing 
simple directives on standard format for the great bulk of routine 
tests. Thus it saves time for directors to use in writing complicated 
test directives. 

It is a means of simply assigning coordinating instructions to 
multiple test agencies on any test with a minimum of misunder- 
standing and a maximum of efficiency because of its standard 
definitions and vocabulary. 

It is a status report of testing in progress. It is therefore a 
justification for resources. 

It is a warning of impending trouble. 
It is a checklist of tests scheduled for a given month. 
It is a historical record and it provides a basis for statistical 

data. (It contains data on which analyses of testing trouble patterns 
can point out areas for possible improvement of testing methods or 
techniques.) 

Finally, it is an up-to-date working file based on a 24-hour up- 
dating cycle. For simple tasks it will record the fact of a test and 
its completion, for the most complicated coordinated test plan, in- 
volving many plans of test, integrated, concurrent, or sequential; 
it will keep an up-to-date status report on all current phases of the 
test. 

TEAMS is a combination of exception reporting and critical 
events reporting on an "as occurs" basis. 

The full value of TEAMS will not be achieved until sometime 
next year when the availability of a computer makes the system more 
versatile and self-sufficient and less dependent on high salaried proof 
readers. 

Management Revolution 

As I stated at the beginning of my talk, we are in the midst of 
the greatest management revolution in the history of man, a revolu- 
tion in which not only is there a desire to abandon conventional 
concepts, but also a desire to overcome traditional limitations. Man 
now possesses the techniques to do this and to face up to reality. 
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Conventionalism is no longer an acceptable solution to any manage- 
ment problem. The explosive development of automatic data process- 
ing and the utilization of operations research in decision making 
and planning make it necessary that all of us accept the fact that 
we can no longer do things the way we used to. We are now com- 
mitted to the implementation of more systems changes than perhaps 
have occurred in the history of the Army itself. The Army is going 
into computer operations up to the hilt. I am sure that there are 
many cases already where computer data banks don't work — where 
the computers are really garbage pails into which has been dumped 
a horrible accumulation of data that is no good and which is producing 
the same kind of results, only with more paper. 

I have mentioned but few of the data-systems and management- 
information problems which we now face. When the DA management- 
information program really gets rolling, we will have placed upon 
our shoulders a tremendous burden of creating a whole new technology 
in the field of data processing. And, as you contemplate this, if you 
are scared, you are smart. I am grateful that we have made some 
progress in our TEAMS system, since it does give us in TECOM a 
solid foundation for the building of our total management information 
program. 

Management Improvement Programs 

Our management improvement program in USATECOM is 
oriented primarily to the management of resources. 

By using work measurement, work simplification, organization/ 
mission planning, data systems, and reports management programs, 
we hope to find and use better ways of managing our resources and 
accomplishing the missions assigned us. 

During the first year of operation USATECOM realized $4.5 
million in tangible savings through these programs. Our target this 
year is twice that amount. 

Our approach to management improvement is to guard against 
relative overimprovement in one area by efforts to achieve perfection 
where it is not needed. 

Work Improvement 

The strength of a chain is not increased by making a single link 
many times stronger than others. Such effort can be downright waste- 
ful of resources. The concern of management must be with chain 
of equally strong links, adequate to serve the purpose for which 
intended. 
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Sometimes I am concerned about our efforts to improve our 
operatiors. Occasionally we And someone spending long hours to 
measure or improve an operation which we shouldn't even be per- 
forming in the first place. We must be constantly on guard against 
such endeavors. 

Earlier I mentioned work measurement as though this prograrr 
were some lime in the distant future. In actual fact, we have already 
begun an innovation in management in this commami. a system 
designed to manage work and the manpower directly associated with 
this work. 

For years the Army has tried to do this on a broad basis. How- 
ever, in the present management environment, with constant reduc- 
tions in manpower and the emphasis on increasing the productivity 
of government employees, the old methods of assessing our workload 
capability no longer suffice. Under the present concepts of program- 
ing and review and analysis, we must be more precise and definitive 
in assessing our use of manpower and justifying the allocations to 
the tasks assigned. The people in higher headquarters who decide 
on manpower allocations are critical and resolute in reviewing man- 
power requirements and will not accept broad statements and gen- 
eralities. Accordingly, we must convince them we are using our 
manpower resources well and associate any increases required with 
concrete requirements. We hope that our system of work scheduling 
will meet these requirements. 

Now, what is the concept for scheduling the work within Test 
and Evaluation Command? In this connection I have some key policies 
which are the basis for planning the use of our manpower. 

In testing and all other work we do in Test and Evaluation 
Command, it is my policy that high-quality standards of performance 
will be maintained. Maintenance of high standards insures that we 
do an effective job. 

It is also my policy — and this is the key to the entire philosophy 
of the system — that we will defer tests or other tasks if standards 
must be compromised because of shortages of manpower resources. 
In other words, everything we initiate will be done well: and, if this 
objective cannot be met, due to manpower shortages, we delay or 
defer the work and, at the same time, notify higher headquarters 
of the action taken. In determining the work to be deferred or delayed, 
we allocate available manpower to projects having the highest 
priorities. 

I receive data each quarter projecting a schedule of work, and 
the manpower assigned for each of the succeeding two fiscal quarters. 
Test labor is identified with each and every test we have the capability 
to perform. Test support is scheduled in a lump sum. Likewise, the 
overhead manpower  is  scheduled  in  total   for  each  USATPXOM 
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installation and activity. If a test activity should be so fortunate as 
to have some manpower for which no work is scheduled, it is indicated 
as uncommitted manpower. Believe me, we have very little uncom­
mitted manpower. Theoretically, uncommitted manpower is my 
reservoir or reserve of manpower for performing unprogramed 
work. 

The totals of the four categories of manpower equal the total 
authorization of the Test and Evaluation Command. As you might 
suspect, this information is quite valuable to me. At a glance I can 
detect the portion of our manpower being used in mission work as 
compared to overhead. What really concerns me more, though, is the 
work we do not have the capability of performing and therefore 
must defer, the specific tests involved, and how much manpower is 
needed to perform this work. Work schedule reports show me the 
specific tests which must be deferred and the manpower required to 
perform them. 

As I mentioned earlier, work schedules contain a list of all tests 
scheduled for the succeeding two quarters, a brief description of the 
item of equipment being tested, the Department of Army RDT&E 
project number, the Army management system code, the manpower 
required for each test, and the recommended priority of the test. 
Priority A means the manpower is available for the test, while B 
indicates the test is recommended for deferral. It is important to 
note· that, using this system, we are now able to identify our man­
power costs for test projects with the program and budget structure 
of the Army. This facilitates justifying the manpower required and 
establishes a basis for integrating manpower information into an 
overall management information system. 

In reviewing how the subordinate commands plan to use their 
manpower, I note the proportions of manpower used in the three 
major categories of work-direct labor, direct support of testing, 
and overhead. Why should overhead costs range from 40 to 54% of 
the total personnel available at six TECOM installations? The same 
question applies to the range of 6 to 36fjf manpower utilization in 
overhead. Similarly, the variance in manpower scheduled for support 
and direct labor areas of work raises questions. 

Since the system is new and varied interpretations have been 
applied to the labor, support, and overhead categories of work, we 
recognize that the data we now have are not totally dependable. 
However, we are correcting this fault and in the future all commands 
will be reporting under the same ground rules and the data we receive 
will provide a sound basis for managing our manpower. 

To summarize, work scheduling provides me with a clear picture 
of my capabilities for performing the missions I have been assigned. 
I can compare the effort we are capable of with the instructions and 
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guidance I have received. I know what I can and can't do and what 
it costs in terms of people to do everything expected of me. I can 
determine the location of manpower available for unprogramed work 
and consider shifting uncommitted manpower to high-priority 
projects. And, finally, it provides my boss, General Besson, a .d Head- 
quarters, Department of the Army, with manpower-shortage informa- 
tion they can readily understand and which will assist them in 
making decisions based on facts directly bearing on the problem. 

I have only touched upon some of the problems associated with 
the management of the Test and Evaluation Command, the environ- 
ment in which we are now operating, and the techniques and ap- 
proaches which we are taking. In the first 18 months we have made 
significant progress in doing a better job of testing for the Army. 
I assure you that the management of this command presents many 
unique management problems, and not all of them have been solved. 

As you leave this School, I hope you take with you an awareness 
of the dynamics which we are now facing in government and in 
industry. Although each of us, in carrying out his particular manage- 
ment mission, will frequently become concerned about the pace at 
which we are moving, and about the revolutionary practices and 
concepts which we see surrounding us, we must never lose sight of 
the personal challenge which these events give us. The Armed Forces 
have never failed to accept such challenges in the past. I know we 
will not fail now. 
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The Htruclurt' of organization and management is like a diamond, 
It only HhincH with brilliance' if it is cut exactly and (lawlessly along 
its plane« of symmetry and is polished to perfection on each of its 
many surfaces. This paper deals with just one of these many facets, 
the organizational synthesis of management of technical and industrial 
efforts, and I submit that management needs systems engineering. 

In these modern times this nation is devoting its best scientific 
effort to discover new laws or to find new adaptations of old ones, 
and its best engineering effort to work at the very barriers of tech- 
nology. All of this great scientific and engineering effort is directed 
to make our way of life more secure and to improve our standard of 
living. But who determines the organization and management con- 
cepts which forge this great technical effort into usable products? 
Are organizational concepts subjected to the same careful and objec- 
tive engineering analysis that is used to develop new products, or is 
this task done by some very fine people who lean heavily on their 
own experiences and intuition? Perhaps our ideas of management 
and organization are in a rut, and a rut is simply a grave with the 
ends knocked out. It is the purpose of this paper to show how we can 
eliminate some of the ruts in our concepts of organization and 
management. 

Mr. Charles Kettering, of automotive fame, once stated that "... 
a successful organization needs four kinds of people: the think-it- 
uppers, the put-it-downers, the work-it-outers, and the get-it-done-ers." 
Although I am not sure, I suspect that Mr. Kettering, being from 
the automotive industry, was speaking of the need for engineering, 
design, product improvement, and manufacturing or production. If 
I may emulate an oft-repeated phrase, I would say that, in this respect, 
what is good for General Motors is also good for government products. 
However, today I would like to hitch-hike upon this statement made 

Genvntl Elfter (issumed his present assignment in April 196,1. Prior to that date 
he was the Commnndimj Officer of Frankford Arsenal (Philadelphia, Pa.). He went 
to Frankford after a tour as Commandant of the Ordnance Guided Missile School 
at  Redstone  Arsenal, Alabama. 

General Elfter is n t9lti graduate of Pennsylvania State College, with a B.S. degree 
in Ciiil Knginen ing. In l9'tH he received an M.A. in Electrical Engineering from 
MIT.   lie later attended the Industrial College of the Armed Forces. 
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by Mr. Kettering, and I will say that a successful organization needs 
four kinds of people: the Planners, the Integrators, the Doers, and 
the Anticipators. 

No doubt you will have immediately questioned how such kinds 
of people can be clearly separated, since most everyone has some of 
each of these traits. Indeed they do ; but each individual has a 
tendency to predominate to some degree in one or. perhaps, two of 
these characteristics, and the assigned position in which he fmds 
himself in the management structure serves to em1 tsize the par­
ticular role the individual is required to perform. In a broad sense, 
the job of training a manager is to develop, through education and 
experience and usage, a strong capability in all four of these tra its . 
Hence a manager is developed through a series of successive assign­
ments, each of which tends to emphasize a different one of these 
characteristics above the others. 

To more clearly identify what is meant by planners. integrators. 
doers, and anticipators, I shall discuss each in more detail. 

First, the Planner. He is the man who exhaustively collects 
evidence, thinks through many alternative approaches, collates ad­
vantages and disadvantages, and presents a well-staffed and objec­
tively-summarized plans for action. Obviously he is a good man to 
nave around, and this soon becomes evident in any organization. He 
also has some disadvantages. For example: the Planner concentrates 
his attentions on specific goals or objectives. He does not give balanced 
attention to equally important objectives which are not a part of 
his assigned responsibilities . Therefore we also need Integrators . 

The Integrator is the "shock absorber" of the organ!zation. He 
has the depth and ability t take the ups and dowus with cons id red 
judgment , and acts to keep the organization moving along on an 
even keel. He is an organization stabilizer. He often se s where 
yesterday's and today's requirements might be combined for a singl 

H e b gfHI 111 .~ mititiii!J f 'fll 'ecr wn 11 f'omml ,-timtcll 11 .~erond /leuf e 111111f itt f ~l.~ ti . 

/ 11 19 6-. 9 h 8 rT '' n .~ f'UmJurrr .u ubi•·,,,. ntHI ro mnuurd r ;, th e C .C .r . 111 n140 Ire 
ert t ered on .r fe11ded ar f ir · '"''"' uf For·f K tto.r, K e retlu·ky, wif lt fir Armor d Fo n-r .~ . 

D u-ri11g World n·, ,. II h .~ rTed 11'ifh 1'111"1 u .ot rhelore .~ of f h A r mu G ornr./ f ' on·r ., 
h t Evrope, b coming OnLtWJif' Offil-e t· uf t h X \ Ill Corp.~ I Ai r iiiJnH· J ill ·' I" '"' '' 
19.U . H e wmtal. o Orrlreflll Obi r· of tit \ ' II OI ' JJ •~ ill 1!14!i . Lflf r l r !l'n .~ Onltlltllr 

Of!icer of tlte i .rt h A nny tJt Clt llfm·rew . 
F ollowi11g h i ." fr 'flirlireq nf M I T , G tt f'IYt / f : tfte r 11'11 u .~ ."i!lll d fo mi~.~ile ' ' ''" k "' 

W it He SfiJtd,<t P rol'ireg G l·orurd. /t.'nr M r t 'O . A/f ,. fh r ,llf'ft r .~ If ,~ f : .rrt "ll f ll ' ' ' anrl 
Teclt.niral Op t·afio1f .~ 0/JI ,.,. " ' f h p,·o• ·tllfl G routrd I 1!1 H-.H I h /, r·11m ChiP/ . 
Guided Jli~.~il r tlotr , 1111d fh 11 of th Ro k t Hmn h itt " ' RclD Di l'i .,HJII , O{fi r • . 
C h ief of O n l twJt re . I tt l !l.~o G 11 ml E tft r l1 r am ortlPIIIHtditrrt Of!l•· r of fit£ .~ 7th 

Ordnan e G r o u p "' S , . tlth . . A r m y, E11ro1J . II ,. ltlll h tt rl i tt " '''' Jl'~>' f unttl 
hi a •. '<'ignm 11t " ·~ Commr,1tl1111f of fh n f ttfHH' .tllrlerl Mf.~ ·"' ' St I ""' or , ~, !. ~ 
F ollotl'illg rtt·o y fi r . nt t h Mi • il Sr hool. G " n r/ Jo; ift r 11' '' " "" ''''" rl '" ('nm · 
manding Of!i .· r , F r atrkfor d A rlie ttal . II r mfltJtfd itt that '' '"n !lllm• ttf 1111f1l '" ' 
tran . fe r to th Ma .~."il om manfl . 

f Tit p r·e 11t 1Jf1Jl r tNI ~ I" '" · "' rl 1111111 .11 at l.', ' AM.· . FtH t Htl' '''" · \ ' 11 '''"'" · "" 

17 Jl(lrc lt. 196~ . } 



251 MANAGEMENT OF ARMY FIELD COMMANDS 

effort. and he continually places and adjusts, both the organization 
and the tasks. to even the workload. Indeed, he is a valuable fellow 
to have around. 

The third type of individual is the Doer. He cannot be repre­
sented by anyone or anything but himself. Without him, we are 
"managers of nothing." He is the scientist who is stretching the 
scientific barriers ; the engineer with a knack for inventiveness; the 
man who has the know-how to lay out an assembly line; the tool and 
diemaker; the machine tool operator; the mathematician; the de­
signer; etc. He is all the rare talents that permit an organization 
to do something besides issue paper. In summary, the Doers are the 
backbone of the organization, and I cannot over-emphasive their 
importance. 

Next is the group of individuals who make the difference between 
a dynamic organization and one that is sluggish and unresponsive to 
timely requirements. I call them the Aaticl.-ton. The Antici}Jator 
is a man who is willing to stick his neck out and raise the alarm where 
more experienced heads would state that the evidence is not sufllcient 
to become concerned. He can be proved wrong: sometimes because 
he raised the subject in time for somebody else to make sure it 
wouldn't happen. He must have a keen, analytical mind and a willing­
neas to look ahead where the way is not clear. He should be technically 
qualified but need not have the inventiveness of a developer nor the 
production know-how of a plant foreman. 

Now that personnel have been categorized by tendencies, I shall 
construct a management concept in which these talents can best be 
utilized. The usual approach in drawing organization and manage­
ment chart» is to start with the manager and work down. An engineer, 
however, starts with the operation he wants to control and then 
proceeds to develop support and regulation which will permit the 
degree of control required. Having made this point, I beg your in­
dulgence to present this concept in a forward ftow. Thla la done 
becaue it is more easily understood when preeented in thla order. 
U aome of the comments reprding this conatruction appear to br 
light. these are made simply to maintain reading intereat and, it is 
hoped, will not detract from the importance of the concept u it 
develope. 

The first items on my organization chart deal with the inputa 
(Fig. 1 ). They can be represented by reaourcea, requirements, and 
guidance - "apples, bananu. and oranges." Since there are different 
kinds of inputs. quite obviously a program or project is involved; 
and, if there is a project. there is a need for management; ao I have 
put down a wedge- haped box entitled ''Project Management." The 
shape of this box is significant to its miMion. 
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Some part of the organiz... ion must take the inputs and divide 
and shape the task within the organizational structure consistent with 
the abilities of the organization and the requirements, resources, and 
guidance of the task. Hence the mission of project management is 
to continually adjust manpower, facilities, equipment, and funds to 
meet the overall requirements and guidance placed on the organiza­
tion. It is also project management's responsibility to assure the 
efficiency and effectiveness of the total organization as related to the 
specific project being managed. It is in project management that the 
Planner is most useful. 

The size of the project manager's office is a matter of judgment 
and it differs with each project. Clearly for authoritative control 
the project office must have full control for project planning, budget­
ing, and programing; for the broad management and evaluation 
of the technical and related effort; for integrated schedu ing; and 
for preparation of the project manager's directives. These are funda­
mental to centralized project control. 

In addition, the project manager's staff office must be of sufficient 
structure and size to maintain continuous day-to-day contact with 
the operating function elements for those management tasks which 
are best done in a functional way. The project office must assure 
effective response to the needs and direction of the project. Such 
functions as contracting and purchasing, detailed comptroller and 
fiscal operations, quality and reliability assurance, validation and 
testing, allotment of skills and facilities, logistic planning and new 
equipment training, documentation and change control, customer 
and public relations, etc., are project considerations which are most 
effectively done either partially or wholly as functional operations. 
However, the project office must assure that these functional eff91'ts 
are responsive, within reasonable limits, to the needs of the proJect. 

By this means the project manager and his staff can devote full 
line attention to the management and execution of the engineering, 
production, and logistic support of the products or systems for which 
the manager was created. The prime effort must therefore be directed 
toward the timely and e:conomical realization of the materiel for 
which the project manager is responsible, and the remainder of the 
organization concept concentrates on this prime objective of the 
project manager. 

Having now developed a project and project management, there 
must be something to manage. It is a well known fact that if managers 
want to retain their titles, they should never be caught supervising 
actual work: so what do they manage? They manage supervisors, 
and I have added the Functional Supen·ison to this concept (Fig. 2). 
Supervisors usually have some trouble translating management 
directives (at least from a management viewpoint), so there must 
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be some feedback to make sure that the tiUpervisor is implementing 
in the way management expects it to be done. This feedback is 
shown as Program Translation. Note that the word is 11program," 
not "project." Functional Supervisors must serve a number of project 
managers. The requirements of all must be integrated into an effective, 
timely, and economical program which makes maximum utilization 
of skills and facilities on a daily basis. Hence I have called these 
functional supervisors "Integrators." 

Also, since funds are involved and bills must be paid, there is 
a need for fiscal management; and I have added a box entitled ~~comp­
troller." However, this is not the same comptroller that you may 
be acquainted with. Some of the functions normally assigned to a 
comptroller are shown elsewhere. For example, internal review is 
located in project management, and that part of the comptroller's 
operation known as budget programing, although done by comp­
troller-type personnel, is also included in the project management 
box. 

Having now completed the figure down to the functional super­
visor level, it becomes readily apparent that the supervisors must 
have someone to supervise. This leads us to the real 11doers" of the 
organization, which I have called 110perations" (Fig. 3). Similar 
to project management, the supervisor also wants to make sure his 
guidance is being understood and is acted upon; and he causes certain 
evaluations to be fed back to his office. These are shown as 110peration 
Translation." 

Operations, in tum, produce something: a product or output. 
This output can be measured in terms of costs, quantity, quality, 
timeliness, and customer satisfaction. In order to make such mt:asure­
ments it becomes necessary to collect data on each type of product. 
So I have added uoata Collection" to this dynamic organization. 
It is beneficial to bear in mind, at this point, that data may be 
collected from any particular output of any operation within the 
Operatioll8 box, as well as the measurement of the final product. Data 
encompuses such things as cost, quality and reliability, deliveries, 
test results, existing and potential problem areas, design weaknesses, 
etc. 

With these organizational elements established, it is now apparent 
that cost information may be fed back to the comptroller, and that 
information is then collated with program guidance and sent back 
through project management. Also, to step up the cycle, the comp­
troller may send cost/ program collated information direct to the 
superviJiors and, on certain critical itema, on a daily or weekly basis, 
direct to Operatioll8. These are phased internal loops which materially 
reduce time lag. 
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Here, then, is a workable system with all the elements necessary 
to get the job done. However, there is still no provision in this 
model to evaluate and correlate quantity, quality, timeliness, and 
customer satisfaction with the initial inputs of resources, require- 
ments, and guidance. Such data do no good resting in the data bank, 
and the lack of dynamics in passing these data slowly up through 
successive channels of supervision is well known. It must be available 
at the management level quickly and used effectively. Since these 
measurements are usually related to specific projects or products, 
a box is added entitled "Product Monitors" (Fig. 4). 

These Product Monitors add the element of future anticipation 
to the data collected. They evaluate current status and past perform- 
ance and project what will happen tomorrow, next week, next month, 
etc. Current status and present and future expected problems are 
fed back to the Project Manager. The Product Monitor can once 
again improve the time response by also feeding his anticipatory 
results into the organization at just the right places. However, he 
should never assume the position of direction in the model which 
I have shown and must always operate at an equivalent or higher 
level than the supervisory or management structure which bears 
the overall assigned responsibility for the specific problems he has 
generated. There is always a tendency on the part of these Project 
Monitors to want to direct the actual operation. If you want things 
to really get mixed up in the model which I have created, just allow 
them to do it. It is the quickest way I know of to make this dynamic 
model unstable. Since these people are usually in the limelight and 
normally have the task of conducting high-level briefings, there is 
a tendency to over-evaluate their contribution in the organization. 
They are an essential element of this dynamic organization model, 
but cannot operate effectively without the remainder of the organiza- 
tional structure, and most certainly must operate as an integral part 
of the total dynamic concept. 

With the addition of the Product Monitors, the dynamic model 
of a concept for organization is completed. This dynamic model has 
resources (funds), requirements, and guidance as its input, and 
produces as an output certain hard goods. 

By this time some of you may have recognized the technical 
counterpart of this dynamic concept of organization. In the next 
figure let's visualize the manager at the top of the model (Fig. 5). 
Underneath him we see a dynamic technical counterpart of the 
organization which I have presented. The shaping network replaces 
project management. The "Integration" box replaces the functional 
supervisors who are the Integrators in the organization system. The 
comptroller has become a Collator, and the Doers are the power device 
in the model which permits an output of hard goods as its product. 
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The Product Monitors are a part of the differential feedback network 
where the Anticipators are located. At the top is the Project Manager 
and his key directors who, in effect, are the system engineers that 
continually diagnose the problem areas and provide the necessary 
adjustments to maintain the system in good dynamic and stable 
response. 

Since individuals who make up this dynamic "machine" are some­
times unpredictable, this really keeps a manager busy. The hand 
knobs depicted on the. dynamic model represent amplification, or 
gain, in the particular box shown, as well as the time lag through 
the box. Because of the project or product orientation of Product 
Monitors, a number of these personnel are required with regard to 
each type of project. Hence a number of knobs are shown on the 
dift'erentiating network. By manipulating the gains and time lags 
in the various boxes, a knowledgeable manager can take care of 
crises in individual projects and keep the overall system in good 
performance. 

If such a concept of organization is to be a counterpart of a 
dynamic "closed-loop" system in a technical sense, then just as 
the technical system must operate on compatible frequencies, voltages, 
etc., the organization in the same sense must be working in detail 
off the "same sheet of paper." Such a sheet of paper is called a 
milestone chart. 

The milestone chart serves as a planning document which identi­
fies who is responsible for each action leading to a completion of 
the "project, where the work will be done, and, most important, when 
it will be done. Every participating agency assists in the formulation 
of this document, which is then initialed by all concerned, up to and 
including the manager. Any revisions must go through the same 
process. For more complex projects there is a need for several tiers 
of milestone charts and, in some instances, the use of more elaborate 
scheduling techniques utilizing computers. But for most projects (less 
than 120 distinctly separate operations), the use of the milestone 
chart is sufficient. Similar planning and control documents are used 
for costs. 

It might logically be asked, what is to be gained from such a 
concept? How can it be used more effectively than normal organiza­
tion concepts? First, let us take a look at overall performance (Fig. 
6a, b, c). HP.re performance is represented by quantity and quality. 
These are not all of the performance factors, but simply serve as 
representative items. Time is shown as the base. Fig. 6a, shows 
what can happen when the system is too sluggish, or when the Product 
Monitors are not effectively anticipating problems. Performance 
response is slow, and objectives are not fully met. 



268 MANAGEMENT OF ARMY FIELD COMMANDS 

u 

I )■T■I 0 i 1 14 



Project Management   269 

Figure 6b, shows what can happen when the system is over 
energized or out of adjustment. This can happen when proper inte- 
gration is not accomplished at the functional level, or when project 
management is simply acting as a messenger service and passing 
down the worst fears of Product Monitors without a sense 01 judg- 
ment or timing. It is also the type of response to be expected when 
Product Monitors assume directive-type authority. Response to some 
requirements rises rapidly and may even exceed expectations. On the 
other hand, response to other requirements falls off and the organiza- 
tion begins to surge.  Overall performance gradually deteriorates. 

Figure 6c, shows what I call critically energized response: just 
the right amount of feedback by Product Monitors and an equivalent 
amount of timely absorption by the organization, everything in perfect 
harmony, and overall performance is premium. 

To achieve such quality performance one must be able to clearly 
define the problems that arise and correctly evaluate where in the 
organization structure adjustment is best made, and to rebalance 
the system after correction. To a systems engineer several funda- 
mentals appear applicable for good system response. First, there are 
two major feedback loops which serve to keep the system dynamic: 
the program cost collation and the Product Monitors. Both contain 
the element of anticipation, but the Product Monitor loop is signifi- 
cantly more anticipatory and dynamic in an overall sense. 

When funds are very limited for the project, then the fund control 
loop becomes very tight and will restrict the level of effort applied 
to the component tasks. Thus quality and schedules may suffer 
unless corresponding attention is given to the feedback from Product 
Monitors. 

When funds are adequate and cost control is not as rigid, there 
is still a need for the Product Monitors. In this case, since the internal 
cost loop has considerably less effect on the system, the Product 
Monitors are needed to keep efficiency and effectiveness and to prevent 
the system from becoming sluggish. Hence the Product Monitors 
are always vitally necessary to good system operation. 

Second, the response of the system is most critical to the "shap- 
ing" activities of project management. When serious problems arise 
and Product Monitors are forecasting chaos and failure, project man- 
agement must act very much like the integral shaping network of 
the technical system counterpart. The worst fears of the Product 
Monitors must be absorbed to some degree until the exact circum- 
stances are established and an overall concept can bo devised to which 
the entire organization can direct its full efforts to achieve the best 
overall solution. Otherwise, both funds and effort will be employed 
in a piecemeal way that will detract from other important work 
and reduce efficiency and effectiveness.   Also, that other important 
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trick of finding out what the model should be: identifying the model 
in terms of inputs and outputs; placing it in a hypothetical box: 
closing the lid; and then proceeding to other components of the 
system. These same techniques can be applied to organizations or 
arsenals in their identification of a higher network and to companies 
or commands within a still higher network. Every so often, the 
Inspector General, the Manpower Survey Team. the Army Audit 
Agency, the Bureau of the Budget, or the General Accounting Office. 
open up this hypothetical box and check all or part of the internal 
operation. Sometimes things really get out of adjustment and a 
complete rebuild is necessary. 

The second point I wish to make, and an important one, is that 
I have shown you a dynamic modf'l which involves paper inputs and 
product, or hard good, outputs. This is not the kind of model onC' 
would u for personnel relati ns. for example, nor is it the model 
one should u for long-range planning and forecasting. In this 
respect an organization must perform as a complex computer. Too 
often w inadvert ntly and unknowingly create a poorly constructed 
organizational operation which simulates an analogue model of a 
computer, with all th problems of drift, error. interrelated complexity, 
and inability to id ntify faults. 
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a digitalized c mput r model of organization concept is a much more 
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audit." The Agency thus started to broaden the concepts of audit 
theretofore performed in the Army, from auditing military property 
accounts to auditing all Army installation activities having financial 
significance. 

Up until about two years ago we largely confined our scope of 
audit to directly-related financial activities, only at times getting 
into supply operations ir, their broader aspects. With the advent of 
the new administration in the Department of Defense, the Agency 
has been asked by the Department of the Army to do more and more 
things which up to that time had been far beyond what we normally 
did. The first of these special requests, actually directives, was from 
Mr. McNamara to Department of the Army for the Army Audit 
Agency to review all the circumstances surrounding the call-up of two 
National Guard divisions and the supporting Reserve units, about 
2Y~ years ago. That audit required the Agency to get into all aspects 
of the call-up starting from the time Mr. Stahr wrote a memorandum 
to Mr. McNamara telling him of the problems the Army would face 
in the call-up, to a date in February 1962 when the two divisions were 
still on active duty. After that special audit, and as a result of an 
audit at Fort Lee disciosing certain observations on the Fourth 
Division, the Agency was directed by General Hamlett, who at that 
time was DCSOPS, to m!lke an audit of all STRAF units with respect 
to their STRAF requirements. 

The most recent directive for that type of audit assignment was 
with respect to the aviation problems in the Republic of Vietnam. 
The agency was directed by the Army Chief of Staff to make a com­
plete review of Army aviation in the Far East to include problems 
of the helicopters in Vietnam together with the related spare-parts 
and funding problems in CONUS. Adding to these within-house 
requests, the Agency, as well as the audit activities of the other 
Military Services, has received directives from the Department of 
Defense requiring the audit activities of the three Military Services 
to be broad enough to cover all matters that the General Accounting 
Office might review, which, as most of you know, cover the waterfront. 

Under the expanding requirements, the scope of audit set forth 
in AR 36-5 is not comparable to the comprehensive scope of audit 
that we are actually performing today. This AR is presently being 
revised to broaden and more properly define the scope and responsi­
bilities of the Army Audit Agency. 

In addition to audits of military installations and activities, the 
Agency has the responsibility of auditing all contractors who have 
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contracts with the Army wherein cost is a factor in reimbursement 
for the contractor. In that area we also have the responsibility, when 
called upon by contracting officers, to review price proposals with 
respo't to proposed contracts that involve negotiations. Under Army 
regulations a contracting officer is required to call in the Army auditor 
on a price proposal where competition is nonexistent and where the 
contract will be in excess of $200,000. If he does not, he is to 
document his files as to the reasons. 

Organizationally, the U. S. Army Audit Agency is a world-wide 
organization. The Chief of the Agency is Major General Stanley W. 
Jones, He reports to the Comptroller of the Army, Lieutenant General 
Robert Hackett, and has authority for direct dealings with the Assist- 
ant Secretary of the Army for Financial Management. The Agency 
has its headquarters in Washington and maintains 14 operating dis- 
trict offices throughout the world where the actual audit work is 
performed. Twelve of these district offices are in CONUS and two 
are overseas, one at Camp Zama, Japan, for all our work in the 
Far East and one in Paris, France, for the work in Europe and the 
Near East. 

In addition, certain residencies are permanently staffed and main- 
tained at sizeable Army installations, in most cases at the Army 
Inventory Control Points, and at certain contractors' organizations 
where the workload is sufficient to justify maintaining a permanent 
staff. As an example, the Agency has responsibility for all Department 
of Defense auditing of the Western Electric Company. Permanent 
audit staffs are maintained at the h( adquarters of Western Electric 
in New York and at Winston-Salem. 

Some Techniques of Internal Auditing 

So much for the organization, now back to some techniques of 
internal auditing. We approach an internal audit from a threefold 
point of view. One, the audit of an Army installation as such; two, 
the audit of an Army-wide function; and three, the audit of a major 
Army program or command. As an example of the latter, at the 
present time we are making an audit, of the Nike-Hercules weapons 
system, and of the Army Air Defense Command (ARADCOM). 

We learned a lesson a few years ago when we attempted to audit 
the Army missile program in its entirety. It was a monster too big 
to come to grips with, so we have since shortened our sights and are 
now taking a specific program, missile, or weapons system and auditing 
it from the cradle to the grave or from the drawing board to possession 
of the item by using units. Auditing of the Nike-Hercules will be 
done at the Missile Command in Huntsville, at various Army procure- 
ment districts, at contractor sites where the Hercules or spare parts 
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are produced, at Army depots where parts are stored, and at batteries 
where the Hercules is actually employed. Th r will be ne overall 
report issued on the total audit, together with, pr bably. a s parate 
report on ARADCO .. .t, and several other individual report~ on various 
installations. 

In a comprehensive audit of that type and all other audits requir d 
by AR-36-5, when a finding is developed it is submitted to the appro­
priate activity chief for his review and comments. We lik to get 
these comments in writing, but sometimes w cannot. We try to 
resolve any differences of opinion between auditors and operating 
personnel at the installation level. Since auditors are human, they can 
be wrong. So discussing at the installation lev 1 what P.ppears to be 
a valid finding, frequently will result in a finding being dropped. If, 
on the other hand, comma.nd is unable to convince us that we are 
wrong, the finding will be included in the report along with command's 
observations as to why it does not concur. If command concurs, the 
report will so state. 

The overall draft report usually is submitted to command about 
10 days before our h>nnal exit conference with command. At the e.dt 
conference we like to receive any observations command has as to 
the wording or conclusions in the report. If the tonal quality of the 
report is not good, we want to hear about it. Whatever changes in 
the report are necessary are made after the exit conference. We 
then try to iBBue the report within 30 days after th exit conference. 
In accordance with the provision of AR 36-5, the addreuee of a 
report is required to reply to the Adjutant General as t corr f'tive 
actions proposed to be taken. 

Under the contract audit responsibility the bulk o our work is 
auditing cost-type contracts and incentive-type contracts and giving 
advice to contracting officers as to the validity of claims submitted 
by the contractor. 

About a year and a half ago we broadened our concept of audits 
of what we call ••major continuity contractors,'' that is, those con­
tractors who generally a.re heavily engaged year in and y ar out in 
large dollar volume of Defense busineBB. During the year, as w 
complete audits of various segments of a major contractor's operati n, 
we issue interim reports. Then at the end of the year we iBBue an 
overall summary report on the contractor's total operations during 
the year. The scope of audits of major continuity contractors con­
siderably exceeds the mere verification of costs. Under r nt revisions 
to the Armed Services Procurement Regulation we ar con rncd with 
the propriety and reasonableness of charges made against Governm nt 
contracts. As an example, in deci ioms to make or buy, w are 
interested in determining whether making or buying is in the best 
interest of the GovernmenL In this respect, some tw y a rs ago the 
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General Accounting Office issued a report which was quite critical 
of a make-or-buy decision made by one of the Services, not the Army. 
Thi wa a decision to make rather than buy an air-conditioning 
com n nt f r a particular end item. The particular contractor had 
ne · r manufactured the component before; but, since production 
facili ti w r availabl and he wanted to gain the experience, he 
decid t mak th item. It was determined by the General Account­
ing Offi that thi c mponent cost approximately $2.5 million, but 
could hav been procured by the contractor from a reputable, exper­
ienced produc r for about $500,000. This is the type of management 
decision that the Ag ncy prefers to evaluate before the fact rather 
than aft r th fact. 

The Agency is also interested in a contractor's recruiting practice, 
particularly with reaped to engineering. We do not contend that 
auditors are competent to determine how many engineers a contractor 
needs, but we do contend th t auditors are capable of determining 
whether the contractor actually baa a recruitment plan, and whether 
he knows bow many people be needs and where he needs them. The 
recruitment plan could be a hit-or-miss proposition resulting in the 
hoarding of technical skills. If so, it does not require a mental giant 
to make such determination. When we first entered into what might 
be called the management area of a contractor's operations, con­
tractors did not like it and I can well understand why. We were 
pointing out shortcomings in efficiency and economy which theretofore 
had been of little concern, especially to tboee contractors whose busi­
neu with the Government was as high as 99 percent of total business, 
and quite often involved cost-type contracts providing little incentive 
to be efticient. I think, that theee summary reports which require 
a reply by the contracting officer as to th~ action he proposes to take 
on the findings and recommendations are having a healthy effect on 
contractor operations. I do not mean to say that all contractors are 
inefticient and uninterested in efficient and et.'Onomic operations. Many 
of th m are, but with the type of contract that baa been prevalent 
during the put several ye&rB, there really has been no incer.tive for 
a contractor to cut down on costs or to insure more efficient opera­
tions. Tbe present emphasis being given to competitive and incentive­
type contracting is a step in the right direction in providing these 
incentives. 

Going back again to Army installation audits, people in the past 
have often questioned whether an auditor is ompetent to evaluate 
the broader aspects of Army operations. W think w are. Through 
the two-division call-up audit, the STRAF audit. and the Vietnam 
audit, we think we have proved that w ar . ~ . y do we think that 
we are particularly well qualified? First of all. you have to know what 
you are auditing, and that is a prerequisit to any audit, whether it 
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be in the Army or on the outside. Public accounting firms do not 
assign key people to audit, let's say, an automotive company, unless 
they have had experience in the automotive industry. In the early 
days of the Agency's existence we were guilty at times of not knowing 
what we were auditing, because we had a lot of people who were in­
experienced. We were fooled into thinking that just because an 
individual was an expert accountant or had a CPA certificate, he 
could audit an Army installation. Too often we were wrong. 

College Recruitment Program 

In 1954 we started a college recruitment program, visiting the 
colleges and recruiting a sizeable number of the better college men 
each year. In recent years we set a goal of approximately 75 to 90, 
and since 1954 we have hired about 1,200 men off the college campuses. 
We have a total staff in the Agency today of about 1,800. Approxi­
mately 1,450 of these are auditors. Of that number, about 500 are 
men that we brought into the Agency from colleges. The Army Audit 
Agency was their first job, and today these men are the backbone of 
our organization. Most of the lead auditors and the auditors-in-charge 
are men who came with us through college recruitment programs 
and they now know the Army pretty well. Out of the original class 
of 1955, we have today three men who have reached Grade GS-14 
and about 25 who are Grade GS-13. 

The college recruitment program, together with our own training 
program, has permitted us to provide people that we feel are capable 
of doing the sort of work we are required to do. Under our recruitment 
and training program, we bring the men in from the colleges in July 
and send them to our district offices. They remain in the districts 
for about two weeks, getting to know the people for whom they will 
work. Then they are sent to Indianapolis for a week to get a general 
orientation on the Army and a little more knowledge of the work 
we do. After that week they return to their respective districts and 
go out on their first jobs under competent supervision. At the end 
of the third month we bring them back to a central point for another 
one-week formal training program, at which time we start to give 
them case problems. After that week, they return to the field to 
resume their work. Intermittent formal training programs are also 
carried out in the district offices. 

At the end of six months, these new men are brought back to 
a central point for their final formal training; and at the end of that 
la~tt course we give them a test. Based on the results of the test, 
the evaluation of the district manager of their on-the-job performance, 
and the evaluation of their instructors at the three courses, we select 
what we call the "intern auditor of the year." We bring him into 
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Let mc emphasize that nobody in the Army was criticized for 
any of the problems in Vietnam, We think that the Army did a 
tremendous job in Vietnam under the adverse circumstances. It was 
through blood, sweat, and tears that the Army did ihe fim- job that 
it was sent over to do. But in our report we not only called attention 
to the deficiencies and the problems, but also highlighted some of 
the circumstances that occasioned these problems. Some of our 
counterparts who also have a responsibility for reviewing Army opera- 
tions are not always so interested in portraying all of the circum- 
stances, good and bad, surrounding a given situation. 

Relations with IG 

One word on our relationship with the Inspector General. It 
has often been asked whether we duplicate the work of the IG. I 
think that the IG and the Agency agree we do not. (As a matter of 
fact, the IG has just completed its annual inspection of our head- 
quarters. I I think there could be duplication, however, because the 
charter of the IG authorises delving into almost anything in the 
Army, whereas our charter is almost that broad also. 

Instead of duplication, I like to think we complement each other. 
A« an example of what I mean, it was the IG who drew our attention 
to the Vietnam situation. Since we have a close working relationship 
with the IG. I think there is no real duplication of effort. 

In conclusion, may I say that we in the Agency honestly believe 
that wv are recognized to be part of the Army team, that we do help 
the Army to do a better job, that we do in some measure help the 
Army avoid bad publicity, and that the money which the Army makes 
available to us is money well spent and returned manyfold. 
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