


































































































































































































Chart 22 — Department of the Army: 30 June 1972
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stemmed from the refusal to establish a director of the Army Staff as
recommended by the OSD 80 Report. The vast amounts of information
available through the automatic data processing systems resulted in slower
responsiveness to inquiries from the Department of Defense. The Office of

Aassistant Vice Chief of Staff was an interim solution to this problem.

References

Department of the Army General Order 6, 7 February 1963.

Department of the Army General Order 7, 13 February 1963.
Department of the Army Regulation 10-5 with Change 1, 13 February 1963.
Department of the Army Regulation 10-5 with Change 2, 19 April 1963.
Chief of Staff Regulation 10-1, 13 June 1963.

Chief of Staff Regulation 10-5, 22 July 1963.

Chief of Staff Regulation 320, 16 August 1963.

Department of the Army General Order 47, 8 November 1963.
Department of the Army General Order 6, 28 February 1964.
Department of the Army General Order 14, 14 April 1964,

Department of the Army Regulation 10-5 with Change 1, 11 August 1964.
Department of the Army General Order 38, 20 November 1964.
Department of the Army General Order 39, | December 1964.
Department of the Army General Order 16, 20 May 1965.

Army Information Digest 20 (June 1965): 5-13.

Department of the Army General Order 23, 1 July 1965.

Chief of Staff Regulation 10-34, 16 July 1965.

Department of the Army General Order 37, 16 November 1965.

Department of the Army General Order 6, 23 February 1966.
Department of the Army General Order 8, 7 March 1966.

Chief of Staff Regulation 18-1, 28 March 1966.

Department of the Army General Order 29, & July 1966.
Department of the Army General Order 14, 29 March 1967.
Journal of the Armed Forces 104 (29 April 1967): 21.
Department of the Army General Order 42, 25 September 1967.

Department of the Army General Order 48, 15 November 1967.
Department of the Army General Order 22, 4 May 1967.

33



Armed Forces Journal 106 (14 September 1968): 8.
Department of the Army General Order 58, 21 October 19638,
Department of the Army General Order 18, 25 March 1965,
Department of the Army General Order 49, 5 August 1959.
Department of the Army General Order 28, 1 May 1970.
Armed Forces Journal 108 (19 October 1970): 19.

Department of the Army General Order 47, 21 September 1971.

Department of the Army General Order 20, 12 May 1972.

Department of the Army Historical Summary, Fiscal Year 1972.

D.C.: Government Printing Office, 1973,

34

Washington,



Administrative Assistant

General Counsel

Secretary of the Army

Under Secretary
of the Army

Chief of Public Information

Chief of

Legislative Liaison

Assistant Secretary

(Financial Management)

Assistant Secretary
(Installations and
Logistics)

Assistant
Vice Chief of Staff

Army Reserve Forces
Policy Committee

Chief of Chaplains

The Inspector General

Chief of Staff

Assistant Secretary
(Manpower and
Reserve Affairs)

Assistant Secretary
(Research and
Development)

Vice Chief of Staff

Secretary of the
General Staff

Safeguard System

Manager

Director,
Women’s Army Corps

Chief of Information

The Judge

Advocate General

_ _ . iof of ; '
Deputy Chief of Staff, Assistant Chief of Staff, Assistant Chief of Staff, Deputy Chief of Staff, Deputy Chief of Staff, Chief of Research ABiStarR Ch|e ? Staff Chief, Office of
Comptroller of the Army iy o Communications-
Personnel Intelligence Force Development Military Operations Logistics and Development Electronics Reserve Components
i : | |
| L Rl e — EEme—— e S ——r L ————— GENND TGEED TGN = SE— J
i T T b L r I
1 ] l l | | |
Chief, U.S. Army Chief of The Provost Chief, National

Audit Agency

Chief of Engineers

The Adjutant General

Personnel Operations

Marshal General

Chief, Military History

The Surgeon General

Chief, Army Reserve

Guard Bureau

Source: Department of the Army Historical Summary, Fiscal Year 1973 (Washington, D.C.: Govemment Printing Office, 1974), Appendix A

————— Coordination

Chart 23 — Department of the Army: 30 June 1973



SECTION XV

Army Reorganization, 1973

Background

As the U.S. Army's involvement in Southeast Asia came to an end,
internal pressures began to build toward a major reorganization. The most
significant were the need to improve the fighting forces versus the support
units; the need to do more with fewer people and less money; the increased
dependence of the Army on its reserve components; the requirements to
maintain the highest readiness of active and reserve units; the congressional-
and Defense Department-directed need to improve the process of developing,
testing, and acquiring new equipment and materiel; and the need to improve
the soldier's morale and esprit through improvements in health care and
personnel management. Secretary of the Army Robert F. Froehlke directed
a special study in April 1972 headed by Maj. Gen. James G. Kalergis to
recommend proposed changes. The final reorganization plan was announced

in January 1973 and implemented completely by December 1975.

Changes (Chart 23)

The Continental Army Command, Combat Developments Command, and
Third U.S. Army were eliminated.

Forces Command was created as a single field headquarters which
would supervise unit training and combat readiness for all active and reserve
components.

Training and Doctrine Command was created as a  single field
headquarters to direct all Army individual training as well as development of
organizations, materiel requirements, and doctrine.

Health Services Command was created at Fort Sam Houston, Texas, to
supervise all Army medical care operations in the United States.

The Concepts Analysis Agency was created to assist the Army Staff in
evaluating new hardware, force designs, and operational doctrine.

The Operational Test and Evaluation Agency was created to give the
Department of the Army an independent means of evaluating new weapons

systems and equipment.
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The Military Personnel Center was created to perform all operational

functions of the deputy chief of staff for personnel.

Analysis

The 1973 reorganization reflected the Army's realization that the
forthcoming austerity in funding and manpower called for greater emphasis
on efficiency and readiness. The establishment of the Training and Doctrine
Command and Forces Command appeared to meet the requirements of
providing the training and the readiness. Of even greater significance were
the improvements in service to the soldiers. The Nixon administration phased
out the draft by 1974. Chief of Staff General William C. Westmoreland saw
quite early that for the foreseeable future the Army would have to depend
upon volunteers. The centralization of personnel actions indicated a greater
desire to support the soldier and his family in the areas of promotions and
assignments. Similarly, the emphasis on family support was buttressed by the
creation of the new Health Services Command. However, the financial
climate that the Army faced would be the deciding factor in how far and how
well the new organizational structure would go. The need for improving the
ratio of fighting strength to support strength was directly tied to finances
and the Army Staff structure. By creating the new field commands and the
Military Personnel Center approximately 2,700 personnel spaces were
eliminated or transferred from the Department of the Army headquarters
staff. Most of these spaces went to the fighting-strength elements of the
Army. This reorganization went far in producing a more efficient Army and

staff, but several Army leaders thought more could be done.
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SECTION XVI

Army Staff Reorganization, 1974

Background

Although 1973 saw major changes on the Army Staff, with large
reductions both there and in the field, pressures still urged further change.
Prime among these was a directive by the secretary of defense to analyze the
impact of manpower cuts within the headquarters on the management of the
staff. Also influential was the chief of staff's desire to improve direction and
control, eliminate fragmented responsibilities, remove staff layering, and

consolidate and define responsibilities in key management areas.1?2

Changes (Chart 24)

The offices of chief of research and development, assistant chief of
staff for force development, assistant chief of staff for communications-
electronics, and provost marshal general were abolished. Their duties and
responsibilities were divided among new or expanded agencies.

The positions of assistant vice chief of staff and secretary of the
General Staff combined to establish the director of the Army Staff position.
This position, headed by a lieutenant general, would manage the day-to-day
routine of the entire staff.

The Management Directorate was created within the Office of the
Director of the Army Staff to study command relationships and make
recommendations for changes.13

The office of a deputy chief of staff for research and development and
acquisition absorbed the function of the chief of research and development
and some functions from the deputy chief of staff for logistics.

The deputy chiéf of military operations was renamed the deputy chief
of staff for operations and plans. This position would absorb the duties
previously performed by the assistant chief of staff for force development
and assistant chief of staff for communications-electronics.

The deputy chief of staff for personnel assumed the duties of the
provost marshal general.

The duties of the assistant chief of staff for communications-
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Chart 24 — Organization of the Department of the Army:
30 September 1974
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electronics were separated between the deputy for operations and plans and
the deputy for research and development and acquisition.

The elimination of the Office of the Chief of Reserve now required the
National Guard Bureau and the chief of the Army Reserve to report directly
to the chief of staff.

The Office of the Inspector General was redesighated the inspector
general and auditor general and required to supervise the Army Audit

Agency.

Analysis

This reorganization was basically limited to headquarters elements of
the Army. However, it affected the entire Army because the reduction in
manpower spaces that the changes brought about was used to increase the
troop, i.e., fighting, strength of the Army.“‘ Beyond that, the changes
reflected a conscious decision to clarify and simplify staff procedures and
operations. The creation of the director of the Army Staff position finally
implemented a recommendation made in the OSD Project 80 study of 1961.
There was indeed a streamlining of staff structure and a decrease in, but not
elimination of, staff layering. By 1975, both the Army Staff itself and the
defense secretariat acknowledged that the reorganization was successful and

that the Army Staff had greatly improved.!?
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Chart 25 — Organization of the Department of the Army:
30 September 1977
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SECTION XVII

1974-85

Background

Through this period, the structure of the Department of the Army
remained essentially unchanged. The service concentrated on rebuilding the
personnel strength of the nonactive components and establishing a strong
recruiting system as well as improving major weapon systems such as the
TOW, Abrams tank, and Patriot missile. Organizational changes when they
did occur were often reactions to changes in the Department of Defense
structure rather than to Army initiatives. The Army maintained a structure
that had remained unchanged longer than any since General Pershing's in
1921.

Changes (Charts 25-27)

The assistant secretary of the Army for civil works position was
established in 1975. (Chart 25)

The offices of assistant secretary for financial management and
assistant secretary for installations and logistics were combined into
assistant secretary for installations, logistics, and financial management in
1977 to reflect the organization of the Office of the Secretary of Defense.
(Chart 25)

The position of assistant chief of staff for automation and
communication was created in 1978. (Chart 26) This position was abolished
in 1982.

In 1984 the creation of the Office of Assistant Chief of Staff for
Information Management reflected a return to the structure of 1978. (Chart
27)

In 1934 the Office of Assistant Secretary of the Army for Installations,
Logistics, and Financial Management was once more divided into the two
positions that existed before the 1977 change. (Chart 27)

In 1978 the Women's Army Corps was disestablished as a separate

element and women were fully integrated into all parts of the Army.
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Analysis

This period saw no real organizational change. An on-again, off-again,
on-again status in the area of information management and communication
seemingly came from shifts in priority that this area had among various
senior Army decision makers. It appears that no impetus for changing the
Army Staff organization existed either within or without the service. The

organization was not perfect but was operating capably.
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AFTERWORD

After examining over eighty years of change and reorganization, can
any conclusions be drawn? Some general truths emerge and could serve as
starting points for further research and analysis.

The headquarters and staff of the Army must remain adaptable; they
evolve or they stagnate. Those most intimately involved at the higher levels
of the organization have not always clearly understood this tenet. An Army
Staff which was adequate for 1945 may not be responsive or flexible enough
in 1955, in large part because of changes in technology coupled with priorities
and constraints placed upon the Army by its civilian and military leadership.
Unwillingness to accept this truth has led to reorganizations which were
fiercely and bitterly resisted.16  Similar situations likely will arise in the
future.

The Army Staff, like any similar organization, reflects the leadership
and views of the men in charge. The need for change may or may not have
been agreed to by consensus, but the desire of a key leader to make a change
usually determined the outcome: General Marshall was such an individual;
Secretary McNamara reshaped the Army and the Department of Defense;
General Creighton Abrams decreased the headquarters staff. Understanding
individuals is as important as understanding structure, functions, and
techniques.

There are no final solutions for the Army Staff. Some problems never
seem to be solved, or at least solved for very long. Look at the following
comments made about the pre-1942 Army Staff: "The War Department was
'a poor command post." "The Chief of Staff and the three deputy chiefs were
so bogged down into details that they were unable to make any decisions."
"The General Staff . . . had lost track of the purpose of its existence. It had
become a huge, bureaucratic, red tape-ridden, operating agency. It slowed
down everything."l7 Next, examine the period just before the McNamara
reorganization: ". .. the Army should improve its relations with businessmen
and professional scientists who were impatient with its red tape and delay."

"The Army Staff is so large, its detailed director-type functions are so
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dominant and the time available to the Chief of Staff and Vice Chief of Staff
for its coordination is so limited, that it is not as cohesive and united in
effort as is desirable."18 And look at a pre-1973 evaluation: "The objectives
of the Army Staff Reorganization ... are to improve direction and control
of the Staff, eliminate fragmented responses, and remove staff layering."19
The same problems keep returning. Staffs grow larger, become less
responsive; the leaders become bogged down in details. This doesn't mean
that the various reorganizations were bad or that those individuals who
promulgated them were not qualified. Rather, there is no once and forever
answer for the structure of the Army Staff. The staff must have some
continuing process which will identify the need for changes and recommend
those that are appropriate.

Neither the Army nor the Army Staff has had a major reorganization
since 1974. Yet the need for a change which will affect all of the Army can
return at any time. The hope is that this historical overview will be of
assistance at that time by showing what has already been tried or tried and

discarded.
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