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THS ADJUTANT GENERAL IN A THEATER OF CPERATIONS

SECTION 1

INTRODUCTION

1. While the scope of thig study 1s indicated in the
section lieadings, 1t should Ls said at the beginning that dis-
cussion of activities operated under the supervision of the
Adjutant General, such as the Army Postal Ssrvice, and Machine
Records Units, furnishing troop statistics; and of integral
activities warranting detailed expositicm, such as Casualty
Reporting end Publications, have been treated at length in se-
parate studies of the Theater General Board. The time allotted,
and bLobh the number of consultants and amownt of reference
material available at the time this study was begun, have
limited i®s sccpe, the completsness of its »dresentation, and
the thoroughness of its documentation,

SECTION 2

RESPONSIBILITIES AND FUNCTICQHS

2» The basic responsibilities and functions of an
adjutant genera.'s ol1ice &are prescribed Ly the war Jeparbment
and statements of an adjutant general's duties are set forth in
Pield Manual 101-5, Steff Officers Field kanual, The Staff
and Combat Orders, and in Army Regulations 15-5, Adjutant
Gensralts Department, General Provisions, It is prescrited
that "as a member of the Special Staff the Adjutant General of
8 comnand executes and coordinates adwinistrative functions
necegsary Lo the issuance and execution of orders and policies
enunoianbed by the commader,"!  The Adjutant General cischarges
his administrative duties "in accordance with regulations and
approved policiss., In cases for which no policy hns been es-
tablishsd, he initiutes action to secure m policy covering such
cases,' His functions in addition to precessing all porsonnel
matbers, including casuwlty reporting, include operating coff'ice
procedurss as regards administrative matwters; ccordinating,
routing, checking, and authenticating official orders and
correspondence; and maintaining the prineipal office of recorde.
In addition, the Adjutant General normally furnishes the
following services: publiocation and supply of blank forms,
publications, aond instructionsl matter furnished by the Adjutant
General’s Depm-‘omen‘c,3 and ofton those of other branches and
departments cs well, postol service; statisticul and compiled
informabion and lists, including doto made available through
Machine Records Units; and, in many headquartors, the accom-
modation of vieitors.

3. The fundamental mission of the Adjutant General is to
act as the administrative executive for the commander under the
immediste supervision of the officer charged with suporvision,

1. Par &, AR 15-%, WD, 1b June 1942,
2. Par 33a, FM 101-6, WD, 15 August 1940,
3s Par 333, TW 101-8,.
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contrcl, and coordinatien ¢f administration, who frrmulztes and es-~
tablishes the administrative policies and procedures of the headquarters.
Although generally vested in the Chief of Steff or ina Deputy Chicf of
Stafl, the responsibility sowmctimes has boen delegated to the Assistant
bief of Staff, G-1. The proper operaticn of the Adjutant Geoncral's
Office effects an inbtegrabion of the headquarters by reference of all
busiress, questions, and correspendence te the proper sectiong; by
ascoertaining by such means as may de prescribed in the headquarters
that matters handled are coordinated with other irterested sections;

by advising with all heads of sectinns on administirative procedures

to insure uniformity throughout the headquarters; and bty maintaining
an office of record for the headguartare. The function cf the Ad-
Jutant Gehcral, acting 28 the administrative executive of the head-
quarters, in actually ~elding the =dmiristrative overations and
activities ¢f each sectisn into a unified whole, is 2 traditional one,
long in effect and generally taken for granted by expsrienced officers,
In the establisbment of new headauarters, this function of the Adjutant
General may net come to ligat for some time, but the testimony of a
numbar of officers indicates that sooner or later the necessity for it
i's recognized.

L. BResults of failure to formalate policies during formative and
later poriods.~ During the first months of new headquarters in the
Buropean Theater, the responsibilitiss and functions of the Adjutans
General's Office were not fully understood and appreciated in soswe of
the majer commands, The accessory services which the Adjutant General
provided, becanse they zould be secn and because they vitally affected
the activities of individuals in other parts of thc headquarters, re—
ceived undue emphasis in the minds of othicr siaff sections, These
se¢ctions in their formative periods often were tos Dusy with planning
to formulate policies under which the Adjutant Geaerzl could carry out
admiristration within the command. Sectioxns were so dusy with planning
for the future that papers referred to them zame back with proper action
in an individual case dbut without designation cf a headquarters pslicy
stated or impliod with sufficient clarity to warrant its acceptance as
a policy to be carried out in similar cases in the fulure, Consequent-—
1y, the Adjutant General's Office was unabls {9 differentiate soon
enough detweon routine and pelicy matters: and, as a resuli, practically
all napors wara roubted to some staff section or otner for complete
action, 7This practice led to sthe formation in other staff sections of
unnccessarily large groups to bandle tho purcly administrative side of
the sections! dutices and to accompligh within the sections functions
that preperly were the responsidility of the Adjutent Goneral and Jor
the exscuticn of which he should have been the dest equipped and best
qualified ggency of the headquarters. While thoe need for adninis—
trative sub-divisions in large staff secticns or similar agencies is
obvious, their existence increascs Tather then oliminetes, the necd for
active coordination in a hsadquarters,

SECTION 2

THZ POSITION OF THE ADJUTANT GEFB3RAL QN THE CCHFAUDER 'S STAFF,

5. Inclusion in the Spscial Staff, -~ The Adjutant General iz &
member of the headgquarters suecial staff group, which consists "of all
staff officers nssienad, attacned, or thoss who have duties at_the
neadquarters and are not included in thne general staff group.t” 32—

1 Cf. Apmendices 2 teo 8, showing varicus organization charts usged in
the Buropean Thester between 1943 and 1945,
2, Peragraph 3, Fisld Maruel 10L-5, Staff Officers Field ienunl, The

Strff and Combat Orders, War Department, 19 August 19Un,
o
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cause regulations further state that the special staff group "includes
certain technical specizlists and heads of services" and because the
Adjutant General prevides certain services, such as postal, machine re—
cards, and the suprly of blank forms, publications, and instructional
natber furnished by the Adjutant CGenernl's Devarbment, it is often con-
cluded, especially by officers new Jo the servics, that by regulaticn
the Adjutrat General is placed in the special staff group decruses he
nrovides administrative services. As A mabter of fact, the'ddjutant
Gerernl's duties in providing sdministrative services are but a small
rart of those he is required to perform, Zis rmozt important duties are
those in which he "execubes and crordinetes adrinisirative functions
raceseary tn the issuance and cxecution of orders and policles snanci-
ated by the commander."l This larger traditional function is not ex-
plicitly stated in the field wanuals discussing staff doctirines and
functions, but is generally wall undersiood 9 exist by cifficers wio
had considerable experience in tie War Department and hendguarters of
mmands Yefore 1935, That it has not been uell urderstosd in
the Eurcpean Theater of Operatione in headquarters of various achelons
is clear {rom the organization charts issued from time to tine by such
tendquarters, shewing the Adjutant JSeneral first i one posttion and
then in enother with regpect to other staff sectiuvns, It is to be
noted that of all the special staff cers who are heads of services,
only the Adjutant Coneral is noat listed in the Staff Qfficers Field
wamal as an adviser to the c-mranéer znd staff on matters nertaining
ities of 2is sac n, Tat it generally has been recognizad
veh an adviser, not crnly on matters pertaining to the
sarvices wiich he supplies, but with regard to the administration of tre
1eadquarters as a whole, He has been a membter of the headquarsters
team, cooperating and collaberebing with the various sections of the
~:reral and special etaff groups <f is own headquarters and with the
staffs of subardirate, higher, and adjacent headquarters, Prompt dis~
semination of essential informaticn and alministrative instructicns
not relating to combat nnd efficient administrabtion of a command largely
deperded uvor the effictert operatinp of the Adjutan’ General's office.

b

)

I

&, Tue Overating Chanrels Usad by the Adjusant's Geperal of com-
mards in tac Buropean hoater, acting as the hoads of services provided
for thzir aown headquerters and f9r suberdinate urits, wore, in goneral,
the same as those used by sther spocjal staff sections. Technieal
informatior, advice, and instructinng followed tochnical channels, ss—
wecially with respoet to postal mabters ard those nertaining to oper-
ations of machino records units. Xatters in any way affecting command
responsibility were hendled through comemard chanrels. Thus instructions
relating to nersannel aAccounting and preccdures, including cnstalty
roporting, to nrocessing of swards and decorstiong, ~nd to mevhods of

7. The extent %o whick the Adjutant Geo
different echelons acted as an adwinisirative executive for
nander deperced upsn thc concention nrevalent in the head s of
the functisne of an Adjutant Zeneral and varied according ts such con
ceptinns with the personality and Torce of the Adjutant Soneral, the
Cnief of Staff, the Deputy Chief of Staff, and such asther officers as
were charged wita gupervision of administrative matters in the head-
auarters, In some headquarters the Adjutant Genersl was little merce
than a comnisszinned chief clerk, who was presumsd to have no legi-
timate interest in parers he hrndled other then to keep tham moving

15-10, War Depertmeab, 15 Junc 1Gh2.

1. Paragraph &, Army Beguletions
2. Porag 23 3 Renmert, Adjutent Gaveral's Dffico
e tons (Draft Copy).
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rnd frorm eetting lost, and in eome headquarters he wns considered oblie
grted to sign without question any paper prepared for his signature in
any other section of the headquarters, no maitor whether it apreared

tn hip to De incorrect or in violatisn of regulations or irstructione of
his own or higher rerdguarters, In otheor headquarters he was reccg-
nized as the executive assistant to the Chief of Staff in the omorstiong
cf the headquarters and in handling tie majer portion of ecommunications
antering and leaving the headjuarters, In such neadqusrters t Adjutant
General was expected in the oroner opuration of ais office te foct the
integration »7 the asztivities of tne headquarters by the folloving means:

A, By referring all dusiness, guestions, and corresrondence
to the proper sectinns,

b, 3By ascerteining by such mecans as were prescrited in the
headguarters that matters hendled were co-srdinated with other intorest—
ed sections,

¢, By advisirg all keoads of scctions on adninistretive nra-
cedure to irsure uniformity thrsughout the headquarters,

. 3y maintaining the cffice of recnrd for the homdqu#rtcrs.z

The aAdjutant General's office has long becn the repssitory ¢f authori-
tative information on the sudject of adwinistrative procedure, baged
on rogulaticns, custom, tradition, and local precedents and policies,
In headguarters where it was recognized that there were officers capa-
ble of discharging the Adjutant General's traditionzl functions as an
sxccutive, he was wade responsible for handling all adrinistrative
matters and procedures under supsrvision of the Chief »f Stalf or
Deputy Chief of Staff, a Zor gupnlying infarmatisn or advice an an
euthority on thaose subjects.? It wes recegnized {n most headquarters,
but net in all, that someonc vas requlred to manage the details of
business 2f the Leadguarters ag a whole. If versenncl .ef requisite
qualifications was in the Adjutart General's office, the Adjutant
Genersl sometimos was eharged with the respansivility, If, howavar,
the Chief of Staff was of the opinion that executivo autherity to
coordinate administrative matters in the headquertors could rot nro-
perly be delegeted to tho Adjubtant Ganerall's office, then the Chief of
Staff either tricd to retain such conrdincting authority in his own
office, placod it on a Donuty Chief of Etaff, or divided it bolween
the Deputy Crief of Staff, the Sccrctary of tho General Staff, and an
officer designated as Chisf of Administrasion, the latter of whow
might nr aight not have been the officer charged with all the opOrﬁtinﬂ
and policy funchions of the Assistant Chief of Suaff G-1, as woll.

3, The relationship betwecn the Adjutent Goneral's Section and
other staff scctions was gonerally osne of cardial crnperatiosn and
collaborntion, Observatisn sand testimony arc to the cffcct that ad-
Jutants goncral throughcut the Surnpsaor The~ter of Opcretions assisted
other sectieng in their administration witvh results 2f a more stendard-
ized nrocedure for the headquarters end a minimum of frictian., A
smooth cperating, efficiont administrative scction requires vrainod
experienced personncl, beth officer and snlisted. Thls uwsually connnt

1. Principel ccnsultants,

2. Soe Paresravh b rbave, and the charts and appendices,

3. Staff Memorardum #12, Standard Operating Frocedure for Admiris—
tration, Zeadguarters lst US Aruy Sroup, 2} Hovember 1943, and
Hoadquarters Hemorandum #100, Henéguarters Regulatiosns, Hq 13th
Army Group, 1 Octobsr 1944,

b, Sec chart, Appendix Y.

I
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be attained by selectiom nf persomnel as they are seldom if ever availa-
ble in sufficient nurmbers, They must te given "or the jo»" treining by
nersnonel of wide expericnce, sound judegmont and forceful exscutinn,

An Adjutent General can make and keap the relations with nther staff
sactinns enrdial and non-romonstrative in several ways, The most efe
fecetive is o have an und2ratanding of the nther man's job znd to nssist
him in performing 14, The aljutant's general duties are always of

veried details, ransing from answering questions of the military »nublic
tn assisting in planning for the invasion of a continent, The relation
af his section with otner staff sections i¢ influencsd by the policies

of the commender: the kpewlelge, experiernce and understandi of ad-
rinistrative functions of the chiof of staf?, the congeption of responsi-
bilities of the chiefs ~f s2ciiosng and insisbonce of tie adjutant sensral
thal proper administrative procedures be follswed, 4n adjntant general
can by constant reviaw of ocutlpoing and inceming orders, correspsndonce
and publicatione take corrective action that standerdizes the adrinis—
trativs procedure of the hicadquarters, insure that the policies of the
commander are carried out; initiate actinn to keep policies current;

keep irlcsome adainistrmtive rules to A minimum, and At the same tine
render every assistance to other staff seciions. There are 2f course
ecnses wherc through onc or a combination »f misconceptions of duties

and responsibilities and conflict of personalities, = sociion may

develop bursanzratic tendencics or resort %o shirking or avaiding dutiss
and responaibilisies which brings unfavorable conment usually upon tho
adainistrative personncl eg a ~¢, and confirme the wiew held by sanme
that no decision of any kind can or should be nmede in an adjutantls
gonerel affice, This, however, is the axcertisr and rot the rule, GCnn~
sidering the velurme of adrministraticn necessary in a theater of operations
and the nurber of inexporienced personnel involved it can be stated thatl
gonerally the relationship between the pdjutant's general secticn snd
other staf? sectinns was the sare 28 the relationsiin tetween any two
st~ff sections or units required t» work together in a common cause,

CONRDIVATION CF ADWIVISTHATIVE PROCEDURSS

9. General Resprnsibility. The Chief of Bteff, assisted by thae
Deputy Chief of Staff, Wdirects and coordinates the work of the general
and specinl staff in respect to —

Thqtivitios of the sectians within the general and special
staff groups,

fRclations between the goneral and special sbaff grouns,

"Relaticns betwsen the zeneral ~nd gpecial staf? groups and
the troops,i&

1C, Methods of coordinatine rdministrative procedures within and
betweon the several sections of a steff were estnblished in the various
headouarters in the Zuromean Theater of Operations in ~ccordance with
regulations as interpreted by tne various zommarnlers and chiels of staff,
In headquarters where at least the hoads of sections were familiar
through training and expcrience with the detailed aperation of staff
functions in War Dapartment, Army, Corpa Aren, or Corps headguarters

1. See Appendix 14, 1B, Herdquarters Administretinn
2. Par 1la, PM 101-5, Staff Officers' Field ¥anual, the Staff and
Combat Orders, War Department, 19 August 1540,
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prior to 193%, the methols devised wars frllew in accord-rce with
nccepted nrocedurcs; in thase hendgunrters staffed by officers of ao
layer experience levcl, there was = marked tondency ¢ denars fram
methods esvablished in the United States and to devise new methods,
aften transferring functions traditianally found in one section to
andtaer, accompanied by sub-divisions of responsibilities end authori-
tieg thought to require the establishment of adéitisnal aasistants to
the chief of staff, increases in the size of the section of the secretary
of tiae general staff, or creation of a new title and office, that of
the Chief of Administration.l Within sections it has been uwsual ts
orzarize sub-divisions to discharge adwinistrative functions pertaining
to the interral operation of the sections, In large headquarters a
single scction at timas might include almost as many officers and men
as comprised a whole corps area headcuarters staff in peace time, Tre
nead of the sechbion required an assisbant who was, in effect, the ad-
futant for his scction, Adminietrative sub~sact10ns tonded to grow to
abaormal size, wrepared to take care of the maximum concoivable amount
cf dusiness ratﬂer than thaet normally cerried on, This unquestionably
resulted in a certain swount of wastzd manpower and unecousnical use

of equiprent.? The existence ard effective use of stenographers' and
typists' poole might have obviated some of the difficulties experienced
in this regard, Of ereater value, nerhaps, might have been a clear
fdefinition of sections charged with the formation of policy, with oper-
aticns and the comdiration cf both,

s

1L, Conrdingticn of adrinistrative nrocedures at Headeouariers

Burnnean Theater of Oreratingns, where 2f7icers of wide staff cxmeriznce
WETe on Auty Irem the vesinning, was established bty Sentomber 1952, and
was modelled on War Department orocedures. The doctrineg of Veomnlsted
staff action” and decentralization of authorisy was axplicitly adonted,
The Secretary of the Generazl Staff maintained a record of policies es—
tahblished and anproved by the Thester Commander, and gereral staff
sections wers required to submit reconmendstions as to nolicies to hbe
adonted on matters not previnously covered by establicshed policy with a
view towards decerntralization of authority to chiefs of siaff seciions.
Assistant Chiefse of Staff were dirccted to take excoulive action on
all matiers covered by estahlished policy and mabters of minor im—
portance, The Theatey Commander and tne Chief of Staff were to Dde
nromptly infrraed of exceutive aclicn baven by general staff sections
and iwrortant actions ta'ocn wore to B repordved daily bto the secrotary
of the gerceral staff, Erercise of sound Jjudgment on the part =f chiuwfg
ef sectinns wis relied unan to dictate the scopo and dotails of in-
formation prasznted to the Theater Commarder., The Adjutant General was

irected to refor fo a section of the generaL stafl all matters »roverly
pertaining tc 1t, but the general svalf sections were directed to fur-
nish the Adjutant General with policice concerning mattors wiich could
e hendled within the Adjutant General's sectian. The staff sections
having primary intorest in any corrcswendence processed the matter
with the gencoral and special sueff, saeur concurrence and approvel
ard ot the preper Yime returned &l papers in Yhe cese (o bthe Adjutant
Genersl for diswositinn, The record was required to show roiebion by
interested steff scetions and the adjutant General was en/cined Lot
to tare final action until assured that the action haed been roted ty
officers having 2 vital interest., In general, the Adjutsnt acneral'.
s2ction wag tn be nermitted latitude in .u1t1nn the final corrssnondence
and in corresting minor irregularities,

Obgervations of principal consultants,

Par 4G, Onerations Report, Adjutant Gernral's Office, Juropear
Theater of Oparatinns (Draft Cony).

3. Reference Mapual, Hendguartarg ETCUSA, (mineogranhed), Headquarters,
Europcan Lheater of Operations, § Soptember 1G%2.
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12. Processing of corresponcence through ecommard and technical

nels required coordination to an extent that no headquarters aprears
Yo aave effected succassfully over long periods. Dirsct corresponderce
between heads of service sections as autlorized in Yar Departreant publi-
catisne to provide advice ard instrucbions in matters pertaining solely
ts technical details in which other staff sections bad nc active interest
was encouraged. Put 1t was difficult to Limit euch instructions to ihe
cal aspects of the sutjects, and commanders from time to time
learred that certain orders had beeu received vhrougn technical chanrels
that affected operational plans or required cocrdination, as wsll as
sroner authentication, in higher headaquarters., W this usually was
due to tne well meant efforts of an inexperienced staff assistant %o
exnedite action, more exnerienced officers sometimes allaowed improper
instructions %o creer into correspondence, which they intended to keep
hir techrical chanrels, Corresnondence affecting command was ex—
pecied o be procssscd througrh the Adjutant's General office and re-
‘cord=d there, no matter in what section it originated, and showld have
baen signed by the commander, the chief of staff, or an Adjutant General,
cy towards confusion in such matters was aggravated in head-
quartcrs in which keads of smecial steif sections vwere designated as
commenders of trocne »f thoir grrs under contrel of the headquarters.
Uncn attaechments of such troops o subordinate units, even for cper-
ations cnly, the special staf? sectiecn in the higher headovarters
sametimes continued to give administrazive orders dirveetly teo urits or
t2 the headaunariors »f attechment, even in mattors affecting ths plans
of other sections of their owr headquarters, Confusion continued until
Zower headquarters could act only after confliciing orders had besn
reported to the headauarters of nrigin, and further orders had been re—
ceived thraugh commanrd channels, This failure in staff procodure “as
more noticeable after V-F Day than Jefare,

wry

13. Escommendation for the claseificaticn of documentis for se-
curity purnsses “as considered a function of the office initiating the
CorresnondenEET wrether ir nete, draft, or finished form; but if daubt
arose on its receipt in the Adjutant Gereral section, the Assistany
Ciujef of Staff G-2 was consulted concerning the zecurity classification
to Te uscd.l Ia paseing, it may be well to admiv that overclassifi-
cation of decuments and correspondence 'vas prevalent in all head-
querters of all echelons of cemmand and that opoortunivics to down—
grade clessified documente “ere seldom seized in time, tius inecreasin
the vurden »n file and record cections in Adjutant generals'! offices.”

SECTICE 5

THI ADJUTANT GEFERAL'S OFFICE AS AN QFTFICE OF RECORD

14, Genersl. - At Theater Headguarters and ir headquarters of
lawsr ochelons of commanrd ir both the ground and air forces, the
Adjubrnt Generel's functiorns of WalplPlnluP the heedquerters! offico
of record gererally was recognized.” Ln wractice, the recognitinm was
at bime somevwhalt one-sided; for while it ircluded responsidilicy Ter
having & g able o nroduce a eopy ar record 2f any comrunication
afficially received in or disratched from the headquesrters, authority to

1. Reference lenual, Headquarters ETQUSA, (wincographed), Headquarters
Euromean Theater of Operations, 3 Sentember 1042,

2. Observatians of nrincirval consultants,

3. Testimony of wrinciral consultants and Fimecgranh Reference #anual,

‘cadoguarters ETQUSA, Headquarters Enrgvwcan Theater of Cperations,

pited Statcs Arwry, 2 September 1043,
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require other memboers of the staff to comply with administrative pro-
cedures astablished by the War Department and the headquarters fcr main-
taining records, was not always dalegated tc the Adjubtant Generzl nor
exercised by the Chioef of Staff, Deputy Chief of Staff, or other desig-
natad verson, As a result, section files accumulated in the kands of
inexperienced, untrained personnel, who withheld information =né pepers
belonging in the files in the Adjutant's General office until their
proper handlirg resulted in censure from s higher headquarters or inter-
sectional recriminations requiring revision of loose practices. Thers
could be, and was, honest difference of ovinion as to whether certain
pieces of correspondence received directly in an office designated as

an office of record for certain purpsses, such as the Office of the
Assistant Chief of Staff, G-2, actually chould te filed there. BEx-
perience proved the desirability of maintaining the general office of
record in the Adjutant's General office.

15, Processing carresnondence, - Incoring ccrrespondence nmuss be
opened, starped with hour and date of receipt, recorded undar a system~
atic file, ard sent to the proper section within the headquarters for
action, the precess to include ogpermtion of required suspense machinery
in annrepriate cases, Outgoing correspondance rust Ye checked to see
that it has been propared in accordance with regulmtions and approved
policies, including determination by such means as may be vrescribed
in the headquarters that natters handled have bteen coordinnted between
interested staff sections, The comrmnication must then be recorcded
znd a copy, it requirved, placed in the file, and "comsback" copies,
when authorized and desired, returned to the secticn of origin, The
foregning requirements apnly vo all correerondence, regardless of so-
curity classification,

16, Classified ¢orrespondance not requirirg special handling cor-
stitutes the major poriion of correspondence received at & headquarters
during planfiing and cnnbdat speératisnes. Careful rcecords by ccpy numbter
ware kept for most confidential documents and fer all sscret documents,
whether registerad or not, The system prescribed by the War Department
in AR 380-5 for handling confidential and secret documeats, especially
within a large, well-guarded headquarters, was somewhabl relaxed to aveid
procedures considered unnecessary in such headquarters; but circulatien
of secrut documents waes usually limited to vhe sections and persons
vhose duties required knowlcdge of them., ESystems varied, tut by ab-
serving eternal vigllance and adhering to prescribved rothods, the number
of lost confidential or socret documents was kept very lowv,

17. Ggblea and top secret communicabions and papers required special
handling in sédition tou that indicated in paragraph 15. The term "cables!
came to include in this theater not only transoceanic messages, bub all
commanications transmitted dy electrical means, including rccorded tole—
phone conversations, Because of their extraordinary importance, many
cebles and papers related to them required a new classification desig-
nated as "ton secrei. Since cables usually combained clasgsified ma-
torial that recuired their being encoded ~nd decsded, ivn most hsad-
quarters s sgnarate sundivision was sct up to hendle cables exclusively.
The encoding snd decoding were donec by a sccticn of the Signal 0ffice,

In some headguartcrs the Cable Sectiorn was an activiiy in the Office of
the Secretary of the General Staff. In nfhers it was set ur as a subdb-
division of the Adjutant's General Mail ard Recorde Section, It was,
howsver, wsuzlly segregated physically frox the other acbivities for
security purposes, Cable Sections edited incoming messages, and re-
produced and éistridatad them through the channels prescribed in the
various hesdquarters, sending "action copiee” ¢n the section or in—
dividual irdicatod by the context as appropriate, end "information
copies! directly to other intercsted individuals and sachicns in the head-
guarters, It was normal for 24-hour Tiles of cables to be submittad
cach norning t¢ the Chief of Staff, accompanied by such netetions as

i
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would indicate that action had been teaken or that tho cablc had becn
sent to the proper persen Yo tnko appropriste action, Since in some
coses the 2i-hour file of cables included both incoming and oubgoing
mcsengas, there was a ready means available to the Chief of Staff and
others to ascertain promptly whether importen? matters requiring messages
od boen attended to, Cableos and other pspers given the "top sacreth
classification werc handled in an ndditional sub-soction of the hosd-
quarters known as "Top Secrct Control™, which was, for sccurity rea-
song, also paysically sogrogated from othor activities and was some—
ties a rosponsi®ility of tho Secrotary ¢f the Gereral Staff, and
sonctimes of the Adjutmmt Genoral. In Thestor Hesdgquarters and in
the headquarters of tho Therter Scrvices of Supply (laser Thoater
Service Forces), the Top Seeret Cantrsl procedure romained in the
rands of the Adjutant General, until December, 194l; thereaftar th
varied totween tho Adjutant Congral, the Socretary General Strff, mkd
an adjunct of the latter called the "Staff Messege Control! ecction.
Top Sceret Control required the services of a nuaber of additional
officers and enrlisted men, all of whkom had to be szlected for their
loyalty, cdueatinn, »nd comnon secse. The procadurs invslved nmersannel
sore of whom were authorizad complete kuowledge and others only pertial
rppwledge of the contents of Top secret communications, A complete
chain of receipte from anthorized persen to porsen was reguired in
circulnting and disnosing of tep- secrot documoats, and oificer couricrs
frequently were used to deliver them bevwsen headquartors. ‘“hen trans-
mitted by message conter or by mail, multiple coverirgs were uscd in
such a way that unan disclosure at destination of a covering marted
W op cecret? the unopened cover would %o transmitted to the Top Secret
Contrel Secticn to be processed there «r ts a named officer. Faturally,
tho Tcp Secre? Cenbrol Section had its own files, For this rceson,
mettars referved to in top secret cormunications, btut which werc in
thomeelves not top scerct in rature, gimebimes failed to roceive the
attention desired, or when referred to in lator cormunjcations of
lower classificntion, could not be uncoverod tarough the files of
lower classificatian because the persannel handling ther did not lkoow
the contents <f top sccret files,

SECTION €

OFFICIAL ¥AIL STRVICE BEIWEEY CONKANDS

14, Methods of peouching and registering differcd in various com-
mands in the theator. The Adjutont General's Office delivercd, euve—
loped pnd addresscd, such official mail as it was authorized to send
througn the Signal Cerps Message Cinters to the Signal Corps licssage
Cuntor or disnatch service set up vo reeoive it. It was the Adjuiant
General's responsibility to maintain any record he. cousidered neccssary
of the communications turned over tao the Signal Corps for delivory.

The Signal Corps, in turn, had a systoen for rogistering communications

or packages designetcd as sufficiently importent %o roquire such »ro-
cedure., Envelopes and packages received by the Signal Corps were

placced in Signal Corps pouckes by Signal Corps wnorsoansl prior to dis—
peteh. This was standard practice in smallor unite ir which the official
mail gsent by tho Adjutant Gencral was insufiicient to overburden Sie—

nel Corve nersconuel or tpo fill up separabe peuches, In sonme cases,

it was necasanry for the Adjutant General to pouch and registar atl
official mail, using borrowed Signal Corrg or Unjted States Army Poet
0ffice mail peuches or to improvise pouches; for nn mail pouches are
nrovided in the Adjutant General's equipment. There sppears tc be no
reasanable objection to the Adjutant Goneral's assuming thne reosponsi-
bility for pouching and registering complete pouckes of official
urovided tho amount of business is custerarily large ensugh to cnta1l

-9~
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filling ¥Duches and provided proper cquipment is furnished for the
purpage.t In units lower than armies, the question appears to have
presentad no difficulties.?

14, Delivery of afficial mail bstween commands was a function
divided between the Army Pastal Service and tno Signal Corps. Spacinal
couriers previded by units from snurces of Lheir own choosing were re-
quired for delivery to the next hicher headguarters of battle casualty
reports. These invariably by-passed Signal Corps i‘essage Centers and
Adjutent General Mail and Records Sectionms, gaing dircctly to Battle
Casualty Reporting Sectinns in Adjutant's Genornl Gffices. Iun the Pirst
Arny and generrlly throughout the theater, it was prescribed that
official mall regarding =dministrative matters would be dispatchad
through vhe Army Posial Service, Communicatisn over Signal Corps wire,

_radio, and message center chenrels was limited to maiters pertaining
to operations., Where liberel cxceptions vere alloved for pressing or
important administrotive compuni ions in tick the tima elonent wos
a sroat consideratian, the systexn wae adequate, 3But wvhere the rule
was inflexidly 1wred 9o, and spocial administrative couriers could
not be used advantegeously, immortant adwmirnistrative communicabions
sonebines were intalerably dolayai.3

a

1. Par 567, Operations Report, Adjutant's Cencral Office, Burcpean
Theator of Dpersticns (Draft Copy).

2, Principal consultants.

3., TFor oxawple, a division of the Pirst Army was moved from Horthorn

Frence to the Brest area to participate in the reductien of the
cremy forces therc. Adminisvration remained nat only “ith the
First Army but with the corps ta whick the division bad bzen
atsached. The division was more than 500 nilos away fran corps
headquarters, out of rangz of corps linison nlaucs as well as of
the Signal Corns and administrative speeial courier service. In-
farmal arrangerents wera mads ta send battle casurliy reparts
from the division thr ugh the headgurrtors of the corns ta which
it was attached for onerations bty the Arry G-3 Liaison Officer

on hie dajly visit there ty fighter planc, btack to the First Arny
headguarters, aund theace bta the corps chargod with administering
the distans divisinn. Ths weather wes bad, Planes were grounded,
Battlo casualty reports were lest, and when later dispatched by
mril were thrac weeks in erriving ab the corps heerdquartors of
destination. Attempt was made ton lntc to remedy the situation
by placing admirnistration of the distent division directly under
the army hoendquarters; but as long as the division remained in

the Brest area, its battle casualty reports, of which there were

a great many, wero deolayed far beyond the time limits considercd
allowablec Dy the War Department and theater headquarters. While
this is an cxtreme case, other delays and inconveniences in
administration plmnst as brd wore suffered when units whoge
administration was -etained ab & corps headquarters were trans-—
ferred temporarily, dut for considerable periods, %o distant corps
or arries, and it waz Fforbidden ta wse Sigrel Corps Mezssoge Center
service for adainisbrative eowrmnication, - Col. L. R. Garrisan,
AGD, &djutant General, XIX Oorps.

The FTifteenth Arxy, howewver, prescrived Signal Corps channels
for transzission of all officiel mail except large, Tulky packages
of manuals, standard foras, and similar documents. - O2l. E. B,
Patterson, AGD, Adjutant General, Fiftecnth US Army.

In Hoadquarters 12th Army Group, vhich served as the conncct—
ing link botwecn tho Arwics on the one hand and SHAZF, ETOUSA, and
Cor % on the other, Signal Corps channcls were used for all 2fficial
meil except large, dulky packages, and it was found necoasary for
the Adjutant Genernl vc pouch and reglster mail, including

transfer majii, - Ccl. C. R, Landon, AGD, Adjuiant Gencrel, 12vh
Arny Group.
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20. Officer courigr scrvice was maintained batween army ar

higher headquarters and down te lower units when required for
munications <f such importance ar urgoney as tc warrent use of such
sorvice, Personnel wag provided normally by dctalling officers from
rostcrs contrining names of tho Jjuninr officers in all sections of the
headguartors furnishing the service, In delivering imporsant official
dispatches ta the United Stntes and to other theatere, officers on
route ofton wore designnted as special couriers for single trims.

21, IThe usc of 8ignal Corns couriars In delivering official
inissrative mail in many instances was frowned upon, Routine
adniristrative mail wag required to be delivercd through postal
channols, except in units vhere the commander decided ctherwise.
Sigral officers, in geperal, wore extremely helpful and conperntive
iv vreviding regular and special couriors to carry administrative
mail wihen thoy were allowsd t- do so by the arpy or other unit
stﬂnding opéraiing procedura Where the Leadgunrters originating a
corrunication wrs located phjsicnlly in the same localily ns the post
office sorving the hesdouarters addressed, the use of the postel
system entailed nn anmrociable delay for routine sdminietration, since
units called £a9r mnil Al the zmast office ab least orce a day, 3ub
vhon use of the postal system required mail to go through mors then
one post office, the delay entailed ir gring from one pest office to
Pnothor thraugh cne or more postsal regulating sections was entively
tos long — from ten so thirty days ~ and it was necessary to resort
to the wse of the Sizral Corps courisr system in such cases. The
Simnal Corps enjoyed an eaviable repudation far prompt and relis
delivery of mail entrusted to tt,~

SECTION T

CONCLUSIONS

22, Frem the statements of its principel censualtants as t9 their
abgorvatinng and experience ond fram the small amount »f reference
materinl on the subiect availabla to the Board in making this study,
it is concludsg:

a. That the Adjutant Genernl in the Buropean Thestor of
Operaticns, like other members of the shaff, performed his dutics ms
set forth in Pield ¥onuals and Army Resulations, accarding to the
understanding and interpretrtion of the nanuals ~nd rogulntions in
various headquartaers,

b. That the Adjutant Goneral in n theoater of opurations not
onty provides cortain admisistretive sarvices te tho command and nis
own herdquarters, but may properly furctinn as the zeneral wmepnger of
the business of the headquarters, uador tho supervision of the Chief
of Staff.

c. That the pasition of an Adjutent General in a head-
quﬁrters varied with (1) the Cbief's of 3taff conception of an
Adjutent's Genoral responsibilities and functions, and (2) with the
nersonalities of the Chicf of Staff, the Adjubani Generel, and other
membors of the stoff,

algo Pars REG - 570, Opsreticns Re—
ice, Buronzan Theator of Cperations

1, Principal chosultents,  Seo
rert, Adjvtant's 3enaral O
{Draft Cnpy).
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d, That misunderstanding of the responsibilities end
functinsns of an Adjutant General existcd in varying degree in many
headquarters in the Baropean Thoater of Operations.

e, That the frequent revision in organizatiors of head-
quarbters and staffs and siatemonts of thoir functions, including
those of the Adjutant General, demonstrated a lack of rroper training
and cxparience on the part of mary staff officers, resulting in various
interpeintions of Field Manuals and Army Regulations

f, That the traditisnal exscutive functions of an Adjutant
General are necessary to the efficient aperation of a headguarters,
wvhether performed in the office «f the Adjutant General or olsowhcre.

5¥CTION 8

RECOM EHDATIONS

2%, It is recommended:

a. That the respnnsibilities and functions of the Adjutmt
General in a hoadevarters be clarified snd explicitly stated in War
Department publicetions so as to provide more uniforn understanding
of their contenss,

b, That courses at appropriate gervice schools include a
graater amount of definite instruction and indactrination on the
responsidilitiss and tunctions of Adjutants General as well as other
aspects of headguartcrs administration.

c. Thet ndequate neace time treining be given selected
personnel of requisite education and persomal qualificatizns tc
discharge the traditionrl functiorns of Adjutanis Gensral in all
ochelons »f command,
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APPEVDIX 1 4

4 BAEE SECTION ADJUTANT'S (EWSZRAL AVSWERS
TO QUISTIOWNAIRY OF THE THEATSR GENERAL BOARD

1. Q. 1In what reepect and to what extent 4id responsibilities
and functions of the Adjutant General in various headquarters to which
you vere assigned vary from those set forth in ¥M 100-10, 15 Movomber
1943, and AR 15-5, 11 May 194U, as changed?

4. The respornsivilitvics =nd functions of tho Adjutani
General in the veriocus headquarters in which I have scrved as Adjutaat
General, did not vary from those set out in FM 100-10 and AR 15-5 as
amended, in any way for any length =f time, 1% was normal, throuch
the {nexpericnce of various staff officers, $5 encounter confusion
in the initial stages of srganization, and this required considerable
alertness on my pert to prevent deviation Zrom the published dscu-
ment, 1t was found that wken no deviation was made, that bhe
functions of the staff, and the Adjutant's General office in
particular, operated much vetter thar when e systen wae ineugurated
along unproven lines,

2., Q. Discuss the relative position of the Adjatant General
on thce Cemmander's staff, including operating channels.

A. My relative nositinsn as ddjutent General was » Specinl
Staff Officer on tho Crmmanding General's staff., I carried out the
rosponsibilities charged to mo undor AR 15-H. The majority of the
time it was on a direct command Ytasis from the Commander %o the
Chief of Steff and then to the Adjutart Goneral, the Adjutant
General being on the e-me echelon nf command as the G's, Heed-
quarters Commeudant and Inspector General. In some instences, the
Adjutant General was plnaced under ACefS G=1 in the eschelon of
command. This system aid not work satisfnctorily, aAs 3-1 - a
planning agency — would attempt to operato ths Adjutact’s Genewal
Department, or, alteraatively, rcenpnized the position of the
Adjutant General and took ne official acticn, It depended entirely
on the mersonslity of the ACofS G~1 in such cases, It is recom-
mended that the Adjutant Seneral never bo placed under & General
Staff officer in tho chain of command, but remaie on the same
echelon of command as the Gencral Staff and operate dirsctly under
the Chief of Btaff,

3, Q. To what extont do you cunsider the Adjutant Gereral
wae eble to accomplish kis basic functisn ~e bhe executive agancy
for tho commander?

A& L00%,

‘14. §. What was the relationship betwuen the Adjubtant’'s
General Offico and the other stuff sections?

1
A. See organization chart attached.

5. Q. Discuss the effect of schelonment on the adrminisiretion

withir. a headquarters and the placo of the Adjutant Generel whon the
headqunrters is divided,

A, Docs not periain, a2 at no timoe was the hazadquarters
echeloned,

1, See Appendix 3,

APPEVDIX 1 A
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€. Q. Eow was cosrdination of administrative procedures
effected within and among the severel scctions of a staff?

A, Tarough the medium of 8§taff Memorandn (perwanont),
Daily Bulletins, staff conferences, telephone and inter-offics
communicating systems, It was found that the Adjutant General
must, in the majority of cases, initiate any conrdination to get
positive results,

7. Q. In processing correspondence through command and
technicnl channols, how was coordination effected botween the
Adjutant Gercral and other staff scctians?

A, In processing correspondence throush command channels,
command directivas and command replice to cnrrcspondence woro pro-
prred in finol forn by staff sectione and farwvarded to the Aljubtant
Gerernl fnr suthenticnatinn, Technienl matters were not the concern
of the Adjutant CGoeneral,

g, Q. How did the Adjutrrnt's CGeneral O0ffice and the Office of
the §ignnal Officer work torether in the pouching, registry, and
delivery of official mall batween commandst State whether or nnt
your oxperienco in this theater indicates the desirability of
requiring provisinsn far more exbensglve Sisnal Corps facilities for
distridution of a~fficial mail botween enmmands. '

4, The Adjutant's General Office delivered all official
mail, envelnped and addrossed, t+ tho Signal Dignatch Service, The
Signal Officor pouched, registerod and attompted to deliver official
mail between commsnds, The Adjutant General furrished courlor
nfficers far Top Socret dacuments, who rode with Signal Dispatch
courier drivers when nccessary. My experiance in this Theater
indicates the dofinito dcsirability of requiring morc extensive
courier service to deliver 2fficinl mail between comrands. Between
major camnends, gourior scrvice was usually sasisfactory, 24 hours
and less being the rule, Eowever, shrourhout o larpe command, such
as this one, with 55,000 syuarc miles of territory and in the ncigh-
borhood of 1,300 upits, it roaches o deploratle state, whon official
mail is delayed as much ms four and five daye in reaching every unit,
It is my recommendation that a thorouwsh study be made of courjior
service methods, sn that every organization in the Theater could
recelve an nfficial Adocument within Y48 hours when dispatched from
Theatcr Headquarters, and vithin 24 nours from i%s direct superior
major command,

9. Q. If Tablcs of Organizatiocn and Bquipment were inadequate,
what was the reason, and what, in general, was rcouired to cunble the
section te functinn properlyl

A. Tables of Orgnrization and Bquipmont were always
inadequate in the Basp Scchtion because of the following: seldom
was the personnel who provided Tables of Organizatior for Base
Sections familinr with the operation of Base Scctiens, therefore
the Tables of Organization wore lackirng in many respects; also,
even when Tables »f Organizetinn were correct, often persornel wos
not available to fill such Tablcs., No Tatle of Bquipment was ever
furnished; ench section chief requisitioned ard atsempbed to provide
suitabls equipment to oporate hiz office. It ig recommended that
Tadles of Organizatinn be writton based on actual cxperience and by
officers who hsve had such cxwericnce, for a Basc Section vith a
troop strength starting at 25,000 and continuing through 150,000.
No Bass Sectior simould ever exceod 150,000, as tne ssrength of the
command will not permit proper supervision, ard the command is too
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unwieldly to function properly. Service Forces, who rake up the
bulk of the troops in A Base Section, are composed of small units -
Army Postal Units, Claims Teams, Ordnance Inspection Services,
separate cemprnies of all types aad descriptisns - who have no
larger subordinnte hendquarters unless one is created on a pro-
visional basis. Tables of Organizotion for a Base Section, there-
fore, should ve of cellular type, starting with 25,000 and adding
units o the cells to complete a Tavle of Organization ~nd Table of
Equipment for snch Base Section, of a size determined by its troop
population,

1. Q. How did your headouarters procure and traln personnel
required to operate casualiy reporting sections and the section for
awards and doccrationst

A. My heedquarters took regularly nassigned personnel,
trained them in casunlby reporting and awards and decorations, based
on Army Regulstions and Theater Communicaticne Zone directives, pro-
paring a check list for ench type of report or Aecorntion, ¥Waither
of these functions created rny particular Afficulty; they were
trentad as broad adminlstrativo matters., Osreful selection of
personnel was mode from all available seurces, meticulous training
was given on the Job and such persornel was required to operate
unier supervisicn of officers, who in turn were responsitle to me
to avoid criticism,

11. Q. Szate your genernal opinjorn of Adjutant General
officers with whom you have worked, as to:

a. Genoral cducation and tralping: (Adequate),
(Inadequata). :

Orgenizational ability: (Outstapiing), (Competent),
(Ineffective).

c. Brecutive ability, i.e., ability to got things
done, orgmnizntion being elruady provided: (Outstanding), {(Compe-
tent), (Ineffective).

A, n. The gc"eru aduecation and training of Adjutant
General officers who worked in the Adjutant's Gererad 0ffice was
inadequato. By far tho majority of Adjatant Gereval cificers did
not have sufficient education to write directives or handle
corraspondence without considerable guidance, These educational
handiceps were overcome in many instances by training, The treining
that they hac prior to reporting to my office was usually
tnsufficient and ipmdequate, It would appear, in many iustances
thet the peorer officer was given tc me s I enjoyel a fairly good
reputaticn ns regards force and aggressiveness in gotting a job
done in the Adjutant'e General Department, and the betber typo of
Adjutant Gonorsl Departront offlcer was assignhed where the Adjutant
General was of woalor calibre, The training that I gave my officers
in overy inastance wes Yon the job! training, I required consbant
reading And orientation: I gnve constant lectures an?t daily
conforences, yunr after year, Every Job that was *o be dono twice
or more required = check list, Check lists were preparcd from =all
available date and were in every instance given final approval by
me personally.

b. Oraganizationel Ability:

As most of she officers that I have worked with
lacked expsrionce, through their lack of military training, their

-3 -
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nbility to organize was ineffoctivoe, If the general plan of or-
ganization was giver t¢ an officer, and he was allowed timo ang
showed eoma offort, he could usually work sut the details; tut to
givo him a Yroad overall planning picturs for a major sub-divisicn
of the office usually ended 4n disnster, Usually these officers!
ninds hat not been disciplined to pick out the grain from the chaff,
and as 2 result they showed confusion in their thinking which wng
evident whenever they attempted to organize any particulsrly large
»roject,

¢. Executive Ability:

Aoout 155 of all officers assigned to me nad
executive abllity to sny degrec that could te classed asz competent.
Only one or two officers were outptanding, Those officers had had
ssvernl years of adninlstrative oxperience and service, usually in n
Regular drny organizntion. Many of our best Aijutant Genernl
officers were former enlisted men, YIut in mary irstonces thelr
nbility, especially execttive abilitics, werc hampered thraugh
their long service ns erlisted nen, ag their initiative had been
destroyed, These men, in every instance, where they had capacity
nnd were given the opportunitiss, respondel to training, overcame
elucational Aiffieulties ir mcad® instances, and learnel to organize
thoir activities, shoving considerable executive adility. Many cf
the efficers who came direct frem civil l1ife never wers able -~
regarcless of educntion ~ %o organize or to demonstrale exccutive
2bility in any degrec that would we classed as competent,

18. Q. State any rccommendations vou may desire to nako on
Atjutant General functions not nentioned above, considored of velue
to the projectod stuly,

A, a, It ig recommonded that the Adjutant General Depart-
nment School now organized nnd ororating unier The Adjutnnt General of
the Army, bve continuesd as a service school, like all other service
schools, indofinitely in the future, nnd that overy c¢fficer of the
Adjutant Cenernl Department be required to graduate from the
school. To summerize: an ABD officer puat possess wide service
experience,

b, It is recommenled thet tho strength of the
Adjutqnb's Genoral Department, as 2 Gorps, bve increased, and that
the Adjutant's duties in every orgnnization down to and including
administrative vattelions, bte performed by an officer of the
Adjutant!s General Dopartment. 1{ is felt that if Adjutant General
Depsrimant officors are responsible fer ndministratiown throughout
the Army, and if they have s scrvice scheol for thom, that tho
nocessary proccedurss, boih in the orgenization of all types of
headquarters and in the performance of rcubtine Juties, will be
standardized snd made to function smoothly and efficisently., Ab
present it 1s a hit or miss affair in provisionz=l organizntions.
This is especially true vhen comparing thess large Bess Sectlon
commande with T/0 units such as divisions. A diviaion is run along
A well~stonimrdized procedure; iv has Adjutant Goreral Departmont
officers; it is a well-knizted, smooth operating organizetion
generally. In o large Base Section, which is comparable to a
scrvice commsnd in tho United States, the offlcers are operaving on
a Table of Drgrnization thet is constantly charging, with ro Table
of Bquipnent and with a consicerable number of troops over a large
geographical area. Nothing is standardized and in lower ecnelons
there is in many cases no pesitive trained administrative officer
who can be rzlicd upon to earry cul the directives iseued by a
_higher headquarters. 4s it is well-knswn throughowt the service
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that 10% of a duty 1s performed when the instruction iz issuegd,
and the remaining 90n is the "follow through®, a considerable
portion of the 90% cannot be performed because there is no ono to
follow through. Dependance is put on poorly trained administrative
officers in the lower echelons. To get a normal routine report,
where the data for the report are available in the troop unit,
sometimes requires as many as eight contacts with subordinate
units, This could not happen if trained administrative officers
were available in these lower units, who understood the routinc
principles of administration as taught in the Adjutant General
Department .

/e/ F. ¥. Brown
F. W, BROWN,

Colonel, AGD,
21 Wovember 1945 Adjutant General.
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APPENDIX 1 B

AN ARMY ATR TQRCE ADCUTANT'S GENBRAY ANSWERS
TQ QUISTIONNAIRE OF THE THTUATER GEGIRAL SOARD

The same questionnaire as asiown in dApperdix 1 A was ansverad by
Colorel Thomas J. Brogan, AGD, Adjubnnt Gencral, Headguarters United
States Air Porces in Burepe, as follows:

The answers given hersafter are based on my exmerisnce as
asslstant Adjutant General of: VIII Air Force Service Commend from
June to October 1942 in England; Twelfth Air Force in England and
Africa from Septembar 1942 to September 1943, XIT Tactical Air
Commnnd (subordinato command of Twelfth Air Fo*ce) in Italy and
Trance from Septoember 1943 to October 195%4; Adjutant General, Fisst
Tneticnl Air Force (Pravisional) from October 194k tc May 1945: and
not on experience grincd in my present assignment.

1. Q. 3In whel respect =nd to what cxbont did responsibilities
ond functions of the Adjutant Goneral in varions hoadquarters to
vhich you were assigned vary from thosc set forth in M 100-10,

15 Noverder 1943, and AR 15-5, 11 May 1944, as chenged?

A, In =11 tho time coverad nrbtove, the Adjutant's Gencral
rogponsivilitiee Aand functions varied from those set forth in par 2C,
FH 100-10 considerably. Oorrespondence was received by the Adjutent
General dub indorserents or leiters wers prepared Tty the astaff
sections concerned, for tho Adjutant's Gemeral signature, The
Adjutant General did net have a typlsts' pool for preparing such
work on recommendation from staff gection., This Le usunl Alr Force
practice, Procuremont, clagssification, assignment, promotions,
awards and decorations were handled by the Adssistant Chicf of
Staff A-l, again, wsusl Mr Torce practice. The Adjutant Ceneral
usuzally signed corrcspondence - in some cases vhe Chief of Staff
did go, tut not to any great extent, and certain types were signed
by the Commanding General., Recelving, dispatching, and recordiag
correspondence, and rosponsibility for proper coordination botween
staff sections on cutgoing corrcspondence were the Adjutant's
Gener=l rosponsitilicy, The Adjutant's Genernl office wns n source
of information to etaff sections as to proper prerarntion of
correspondence, ete,, ~rd duo to my longer experiencs in such
things, ! was ofton consu.ted Aas tc the proper way to handlo various
communications,

2. Q. Discuss the relative position of the Adjutant Genernl
on the Commender!s staff, including oparnting channels,

A, In gonersl the Adjutant Geporal hed o cousideradly
lower staff position than thet of a Ground Force Adjutant Gencral
of an cquivalent headguarters, This varied with different
commanders but never reached n position comparatle to eny of tho
Goneral St-ff sections.

3. Q. To what axtent do you consider the Adjutant GFenernl
was able to accomplish hig basic functicn ags the executive agoncy
for the commander?

A. I do not congider taat the Adjutant General was cver
ab).o to accomplish his basic function ns the excecutivoe agency for
the commander nor do I consider that the Air Forces amg n whole,
actunlly censider the Adjutant General in such a position, Ho hns
the responsidility for pubiisking orders, letters, etc,, bub only
cccnsionally 3 he given the actumrl exscutive position outlined in
FN 100-10..
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B, Q. Wiat was the relationship between the Adjutant's
General Office =nd the other staff sectiens?

4. Excellent, With minor exceptions, I feel that <he
officers from other staff sections and the officers of the Adjutant
General section had excallent cooperation between them and grined
a great deal of valuable knowledge from such contacts,

5, Q. Discuss the effect of echelonment on the administra-
tion within a headquarters and the place of the Adjubent General
when the headquartcrs is divided,

A, In both the Twelfth Air Force nnd XII Tachical Ar
Commend, the operational headquarters {fommnnding General, Chief
of Staff, 4-2, -7, Communicntions, the Adjutant Gencral or an .
Assistant Adjutant General) werc usually considerably in advence
cf the administrative zchelon. Thais alded somewhat te the usual
war-tire difficultics of delivery of corresponicnce, etc,, but in
general, was quite satisfactory naud enabled all sections in the
rear schelon to turn oub their work with s ninimun interference
either with or from operations. The Adjutant Gemeral should be
with tho renr cchelen and a compatent Assist-at Adjulant Gencral
with the nperational echkelon. The main work of the Adjutant
General in the operntional or forward echelon wns the handling of
cables with a mall amount of correspondonce anl erders,

6. Q. Bow was coordination of administrative procedurecs
effected within and among the several sections of o staff?

A. OCoordinaticn of adminisirativo proredure was effected
by routing & draft covering a propcsed procedure to interested
gections and occnsionally by phone, As a rosult, such procedures
were normnlly satisfactory to everyone concarned, Origin of such
suggestod procedures was in the section prinarily concerned, not
necesaarily the Adjutant Gereral, tut frequently so.

7. G. 1Ir processing correspendence through command eand -
technical c¢hannels, how was coordirnation effacted between the
Adjutnt General ~ncd other staff sections?

4. Coordination was normally effscted by carrior sheot,
or by & "file and coordination copy, oceasionally by porsonal
contact or by telephone in which case proper rnoto was made on file
copy .

&. Q. How did the Adjutant's Gencral Office and the Office of
the 8ignal Officer work together in the pouching, registry, and
delivery of official mail between commands?  Steze whether or not
your expsrienco in this theater indicates the desirability of
requiring provision for nmere extensive Signal Corps facilities for
distritutisn of official meil between commands,

A, Siganl Officer set up courier schedulps, Adjutant
Gereral Section delivered mail to Signal 0fficer, enveloped,
addrossed and with identification by number system on envelopo or
package. Scrvice was usually very good, My experience in this
theater indicates that there nas been need of more extensive Signal
Corps facilities for distribution of cfficial mall between commands
by motor messenger and that when air means were depended upon for
transportation, such mail was frequently dolayed or was evéntually
carried by motor due to weather interfering with flying., TNogardless
of major command concerned (Air, Grournd, or 3crvics Forces) n
coordinated system is absolutely necessary within a theator nnd no
distincfion can be made as to which force originates or carries
correspondence,

UL
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9. Q. If Tables of Organization and Bquipment were inadeguate,
what was the reason, and what, ic general, was rsquired to en2ble
the section to funchion proverly?

4, In general, T/O's were adequade with one serious
exception: Officers and onlisted personnel for "Staff Message
Control™ {or AG Cables Section). Tais recquires the highest type
of personnel and in sufficient numbers for twenty-four (24) hour
service every day. The number needed depends upon the size of the
headguarters acd command, The equipment authorized in 70 & Bls
was generally inadequate, Not enough typewriters and reproduction
equipment was nuthorized, Considerable difficulty was experisnced
in proeuring electric mimeograph mschines and "Ditto® {or similar)
machines, Typewriter allowsnces were inadequate. Iwpression geals
were 4ifficult to obtain, as were rubber stamps. Stationery and
other office supplies were far from plentiful and yet tho demand
for publication ¢f mimecgraphed circularg, letters ard other
directives scomed to grow rather than diminish as the wer
progressed,

10. Q. How Aid your headquarters precure end train personnel
required to operate casualty reporting sections and the section for
avwards =nd decorntions?

A, Personnel for casualby ssctions wns procured from suacn
sources as were available (suberdinate units, reinforcements, etc,)
and trained by such experiencad, or semi-experienced pecple as were
present, The supply of such personnel was never more than bdarely
adequate. A constant study of directives from higher headdquarters
w8 necessary duc to frequert changes. Tortunntely, subcrdinate
Mr Force units 2id not, =s a rule, have many casualiics in
adnministrative personnel, which was of considerable advantage,

In all tke headquarters with which I served prior to V-BE Day,
awards and decorations were a function of the A.l Section, axcept
for the publication of ordcrs.

11, &. State your goneral cpinion of Adjutent General offizers
with vhom you have worked, as to:

a. General education and training: (Adequste), (In-
adequata),

b, Orgarizational abdility: (Qubtstarding), (Competent),
(Ineffective)

¢, Exeovtive ability, i,e., ability to get things
done, organization being mlready provided: (Outstanding), (Ccmpe—
jent), (Ineffective).

A, a, Adsquate as to education; inadeduate as to training.

b, Competent, occasionslly oubstanding; about one-fourth
ineffective.

¢, JCompetent in general,

Although there were hundreds of Regular Army warrant
officers and non~commissioned officers with Eeadquarters oxperience,
and many kundreds more who were trainasd, either as officers or in
0.C.8. clmsses, at the Adjutant Goneral School, few of them found
their way into units with which I had contact, Furthermore, I do
not feel that the Adjutant General Scheool provided the training
needed in a headguartere above an infartry dlvision, In additiosn,

1~
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many publications (manuals, etc.) did not reach units needing them
for a long time after publication, A few reached some higher head-
quarters ~ and were quoted or referred to, when subordinnte units
had none of them for reference.

12. Q. State any recommendations you may desire to make on
Adjutant Genersl functions not mentioned above, considered of value
to the projected study.

A, Recommend that a study be made by a board or similar
body of Officers, Warrant Officers and Non-Commissioned Officers
from Adjutant General or Adjubtants' sections of headquarters of
groups, battalions, regimental =nd higher headquarters, to include
at least Armics and Air Porces, to formulate specific tables of
equipnent for T/0 headquarters. These tables would also be
approximately corroct for non-T/0 headcuarters of similar size and
responsibility. The samo board might well be charged with formu-
lating T/O's for tho Adjutant General Sections of various—sized
headquarters, Further, that this board consist primarily of
personnel who were actually in the field, and not from such mnjor
headdquarters as BPOUSA, NATOUSA, etc,, who were above and beyond
T/0 and E's, and whose varying and changing responsibilities make
T/0 and BE's more or less impossidle, However, responsibilities
and functions, major sections (or other sub-divisions) should be
standard from top through lower echelons, whether Air or Ground
Force, in order that procedures may be the same, as long as the
Arny is constituted under one department.

/s/ T, J. Brogsn

T, J., BROGAN,
Colonol, AGD

Present address; Headquartcrs, United States Alr Forces in
Furepe, APO 633.
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4 chart, lsbelleg MHzadquartersy Administration" appesrs ae
Page 132 in vhe draft copy of Unerations Report, Adjutant Geneial's
0ffice, Europenn Theater of Operations, Ir form it emphasizes the
unique pesitien of the AdJutant General in the staff, éhowinr kis
functions with regard to headquarters management and coordin;tion.
Attention is invited to the fact that this chart, as wall es those
in Appendices 3, 3, 4, 5, §, T, and 8, erphasizes also the direct
access of the cpecial staff as well as the genaral staff to the
Deputy Chief of Staff, Chief of Stzff, ~nd Commanding General,
which is portrayed only =s an "seeasionnl channel for advice and
recommendation (up}¥ ~ni Minformation! in the chart, Comm~nd and
Staff Procedure, Page 3, in Field Mrpual 101-5, Wer Depnriment,

19 August 1840, Effort nas been rads to point out the

difference between the Adjutant %ensral acting as the principal
executive assistant for the mmnagement of the headquarlers
opersting under the supervision of the Chief af Staff, and tha
Adjut ant Censral operating as any other specisl staff officer,
providing certein services, in this cage admiristrative services,
for the Lendquartcrs and the compand.

Qbjection t¢ tis chart has been made on the ground that it
does not show Franhiimlly how the eoordination of the special
staff by the zeneral staff js effected, and that this is clear in
the charbt published or Page 2 of Field Msmual 101-5.1 another
objection to the chart is that in attempting to show the principal
Tunctions of members of the staff, the reader may be misled by
inferring that only those functions chown exist, Thig objection
appears valid, for in the absenca of statement to the conirary,
functions cmitied may be considered either as non-exissing ar of
insufficien® importance to te mentioned, which ig certainly nst
the case. Thes Commanding Jemeral's functions ere not limited to
strategy and tackies, but inelude toval administration »nd all
other functions. On this chart the Deputy Chief of Staff is
charged with adrinistration; yet in some headguarters he may be
charged with otazr funcsions and with no administration, 3ut
objections include statements that deseripticn of the staff's
normal functione, includirg these of the Adjusant General, should
be in all manus~ls or other publications.® That War Departmens
publieations do mot enumerate doctrines or theories of proccdure
with refereance to an Adjutant General's office, but merely list
certain duties, is apparent upon exsmination of the publications,
and {s further manifested by the unceasing debase and argument
as to the meaning of War Depnrtment publications with reference
%0 tke Adjutant's Gereral Tunctions which have occurred throughout
the service ever since Warid War I.

1. Brigadier General 4. Pranklin Kibler, GSC, AC of §, -3, Hg.
Twelfth Army Growp and of the Theater General Board.

2, Brigadier General Raymond G, Moses, GSC, AC of §, ¢-k, Ha.
Twelfth Army Group and of the Thesber Genaral Board.
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moLLiitre:
AFPENDIX 10
THE ADJUTANT GENZRAL
IF HEADQUARTERS, EUROPEAN TUEATER OF OPIRATIONS

In March 1914}, reorganization of the Zuropean Theater of
Operations wes again effected. Upon Shis reorganization, tie
headquarters sf tho Theater vas to consiet of the following:

The Theater Commender Civil Affairs Section

Fis persenal staff Clains Commission Sectign
Deputy Theater Commander Combined Operations Liaison Sec.
General Staff Inspeetor General Sectiorn
AdJutant General Section Judge Advocate Feneral Section
Air Technical Section Provost Mershal General Section

Antiajreraft Artillery Section  Public Relations Section
Censorship Ssction

The sther arms and services of the hemdfuarters, with their chiofs,
were placed undsr the Comnmanding General, Services of Supply, for
coordinatiorn, supervision, operational control, and dichticn.l
By 8 April 1943 it seemed necessary to issue a staff memorendum to
the Theater Headquarters on the subject, explaining something of
the authority and functions of the Commanding Generrl, Services of
Supply, and cxpressly enjoining upon siaff sectisns to Mtake ap=
propriste mersures to insurc that sudordinates do not infringse
upon the authorivy delegated t+ the Cg, 505, when corducting in-
formnl correspandence or convereatians with the chiefs of
services."? .

In & modification of the crgrnization of hendquarters,
European Thepter of Qperstions, Urited States Arny, on 27 May
1918, published only in grsphiz form, the pesition of adjutent
genersl wag rotained in Theater Feadquarters and his office was
shawvn 26 the channel of communication between other elenents of
the hesdquarters and major commands of the Theater, includirg
the Services of Supply, the Commanding CGenarel of which was also
the Assistont Chief of 8taff, G-4, on the Thenter staff, At
the same timc, a chart of the "Orsanization of Service Activities
in the BTO, Showing Command & Staff Relatisnshins! showed the
Adjutant Genernl of Hesdquerters, Services of Sunply, function-
irg directly unéer the Deputy Coananding General ond Chief of
Btnff: while the Judge Advocnte, Chief Finence Officer, Provost
Mrrshol, Cl-ims Commiesion, Arvy Exchenge Officer, Svecizl
Service Officer, =nd Chief Qhaplain, functioned directly under
the Chief of Adminisiration?, to whom the "personnel, duties,
and responsibilities of the A € of §, 5-1, 50§ =re transferredf,
the G-1 Section, Hendqunriors, Sorvices of Supply, being dis-
contfmued.)'+

The striking similerity tetween the "Reference Manurel,
Hendquarters BTOUSA", Hesdquarters Burcnesn Theater of Oper=ations,

1. Gener-l Orders Mo, LG, Eendquarters European Thester of
Operations, United Siates Army, 21 Marcn 19U3,

2, +aff Memorandum No. 29, Headquarters Buropean Theater of
Operations, United States Army, & April 1943,

3, Soetion I, Beneral Orders No. 33, Hdeadousrters, Eur?pe:\.r‘.
Therter o7 Operasions, United States Army, 27 Mey 1942, See
Charts, Appendi¥ N .,

Y, Scction I, General Crders fo, 43, Headguarters Services of
Supply, European Theater of Operations, United States Aray,
28 Moy 1343,
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3 Sentember 1342, =nd S$taff Vemoraniur Fumber 1, Supreme Hozd-
quarters, Allied Ezpeditionrry Forces, 15 February 1SW4 (Zevised
7 June 1944}, shows the continuity of Generel Fisenhowar's regard
for the mosition of the Adjut=nt Gercral in the osrgnorization of
his headquariers, for ne was in cummend of boih hesdgunrtars
named. In esch headdquariers the Adjubant General was $o trnke
final agtion, or autheniicate n communicati~n or order, only
when assured that the action nad been noted by officers of svaff
divisions having a major interest. And doth in 1942 nnd 19%4
nis headguarters was informed thal its best interests were
served by keeping routine work of Geperal Staff Divisions to

an absolute miniwum and requiring the adjutant Goner~l 7 handle
all routine nmatters under policies eruncinsed by the Gerneral
Staff, which was directed to furnish the Adjutaat Gonoral with
policiee on matters wijch could te handled without referenmce to
the Generrl Staff Divisicn concerncd,

This strong positiosn of the Adjubtant General in the Su-
prems Hendquarters organizabticn wns maintained in spite of
dissent from the Assistant Ohief of Staff, G-4 (¥ajor Gensral
R. W. Crawford), who on 7 February 1944, includeé she folloving
statements regarding the Adjutant Generml in "0-% Comments on
Proposed SHAEF SOP (7 Feb 19ML)!M:

"The Adjutant Gencrrl's office is a valuahle and
necessary servics; howover, it nust remain o sorvice and
sheuld not be charged with duty of cnovdinaling or
superviging “he work of Geners® Suaff Sactions,?

"] cannct conceive of any routine mabtters perlain-
ing %o Cenorsl Stafs Zectious whick should be delegated
under a generrl policy., Such metiers shouvld be hardled
by Divieisn Executive, !

"....1 ecannot agree that the Adjutant Genoral sheuld
have authority to hold up ar delay a paper or actisn in
ordsr so assure himself that coordination has been effccted.”

... Phe editiag of staff acti-n bty the Adjutant
Genaral is net concurred in, This practic: has caused major
difficuliics in tha War Department in the pest rnd has
been definitely prohibived Yy the present Chiel of Staff.
The Division Chief concerned shsuld be nonaidle for
cditing of final correspondence, In cese minor irregu-
larities are rotod by tho Adjubtant Generrl, they should
be called to the ~ttention of the Divisicn Executive
Officor and his approval obtaicoed to change 13"

In March 1945 i3 was planned that the U85 Trenter head-
quartors after tzrrinstion of combined command and disvribution
of occupying forces in their uliimaie zones would include all
chiefs of scrvices a3 a combincd “hoater and zome nerdguarsers,t
On 18 March 1345 Supreme Headquarters issued a staff ssudy,
approved by *nc Chief of Staff, "as a dasis for further planring
and resubmission with final revisicn at a later date, in which
the Adjutant Goneral is shawn as n member of the Theator special
staff, supervised by the Assigtant Chlef of 8taff 3-1 insofar as
the Adjutant Gencral's Theaterwide functions were concerned,”

1. Letter Feadguartcrs Luropean Thessor of Operatlons, AL 371
CpCS, il March 19U5, subject: US Theater Organisatien, t2
Commanding Gencral, 12th Army Group:

2. Letter, AG 320,.3-1 (ETQUSA) 5DS-AGY, Suprome Eesrdquarters,
Allied Expeditionery ¥orces, 18 March 19115, Subject: US
Theater Organization.

2

Restricted



Regtricted

This was crafirmed an 26 ¥ny 191.1 Dn 20 June 1945 the

Adjubant Generrl was announced »5 a chief of » special staff
sectionn, "dccupatinunal Forces ia Germeny", in the srme generel
order redesienating Beadquartsrs, Furanean Theater of Oneratinns
US Army, az Heedguarters, United States Forces, Buropaan Then.tcr.z

o

Letter, GCT/322.C1 (Theater), Headquarters Eurorenn Theater
of Operations, United States Army, 26 May 1945, Sees chart,
appendix 6,

General Orders ¥o. 130, Headguarters Eurcpean Thenter of
Operatiens, United States Army, 20 June 1645,

-3
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APPENDIX 12

RECORDS ADMINISTRATION

As an aid to understanding the dubties in which enlisted file
clerks must be irained and the prodlems with which a file and
record section may be confrontesd, the following pertial list of |
12 official publicntions current in July 1945 for the gaidance of
perscnnel handlinz Army records in the Enropean Theater, has been

compiled:

a, War Departrent Decimal File Systen (Rovised
Edition), a Subjective Classification vith a Complete
Alphabetical Index for Use of the War Department and
United States Army, Compiled under the Direction of the
Adjutant General of the Army, 1043,

v, War Department Pamphlet Number 12-2, In-
structions for Changing Filas %o Conform to the 1943
Edition of the War Department Docimal File System, 1943,

¢, Army Regulations 345-10, Military Records,
Preservation and Disposition, War Department, 20 April
1944: with Chanige Number 1, 2€ June 184U,

d, Circular Number 416, War Department
Records Aéministration Program, War Department, 23 Octo~

ver 19kL;

e, Circular Number 177, Microfilming of
Records for Purposcs of Preservation, War Department,
5 May 1944,

‘Army Regulations 15-15, Adjutant General's
Department, Records Administration, War Tepartment,
20 September 1945, & pages, supersedes the Shree pre-
ceding documents listed above.)

(Technical Mrnual Number 12-258, Records
Administration, Filing Proceduros, War Depertment, dale
unknown, not available to the Theater General 3o-rd con
26 Yovember 19U4%.)

f. Technical Menual Mumber 12-259, Records
Adminjstration, Digposition of Records, War Department,
31 July 144E;

g. Circular Number 60, Disposition of Records,
Headquarters, Buropean Theater of Oporations, United
States Army, 16 May 19U45:

h. Circular Nurber 96, Maintenance and Dis-
positicn of Military 201 Filcsa, War Departnent, 28 March
1945,

i, Staff Memorandur Number 57, Maintenance and
Disposition of Records, Headquarters, European Theaber of

Operations, United States Army, 18 December ].SM%, 2 prges.

427 pages

60 prges

11 peges

& pages

5 pages
- E

T4 pages

- U pages

12 pages

With Exhibit A, Stending Operating Procedure for Evaluation

and Dispositica of Records by Adjutant General dctive
Records Branch, 20 July 194k,

APPEYDIX 11
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J. Soction I, Circular Wwsber 121, Dispo~
sition of Records, Hemdquarters, Europsan Thester of
Operations, United States Army, 16 Docembor 13kl 2 pagses

«. War Departnent Pamphlet Number 125,
Records Administration: Tisposition of Recards, War
Department, 10 March 19U, 144 pages

1. Sections Il and III, Army Begulations
Iumber 380~5, Safsguarding Military Information, War
Department, 15 Merch 19kl

o
L=
>
I
o3
Py

TCT4L - -

~
L

7 pages

Corsultation of the Jocuments referrsd to should indicate
tre need Tor cperation of files and rocerds sections only by
trained peveonral using prescrived, unifor: methods, tois
obvious that whatever filing rccessarily is cone in sections
outsido the leadauarters office of rscord, the Adjutant Generalls
Office, should oe done by porssanel qualified and instructed to
uge the same methods as are used in the principal office of
reeord,

-2 -
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many publications (manuals, etc.) did not reach units needing thenm
for a long time after publication, A few rcached some higher head-
guarters - and were quoted or referred to, when subordinnte units
had none of them for reference,

12, Q. State any recommendations you may desire to make on
Adjutant General functions not mentioned above, considered of valuc
to the projected study,

A, Recommend that a study be made by a beard or sinilar
body of Qfficers, Warrant Officers rnd Non-Commissioncd Officers
from Adjutant Genernl or Adjutants'! gections of headquarters of
groups, battalions, regimental =and hizher headquarters, to include
at least Armios and Air Porces, to formulate specific tables of
equipriert for T/0 hemdquarters, These tabdles would also be
approximately corroct for non-T/0 headcuarters of sinilar size and
responsibility. The same board might well be charped with formu-
lating T/O's for tho Adjutant General Sections of wvrrious-sized
headquarters, Turther, that this board consist primarily of
personnel who were actually in the field, and not from such nnjor
headquarters ng ETOUSA, NATQUSA, etc,, who weres abtove and beyond
T/0 and E's, and whose varying and changing responsibilitise make
T/0 and E's more or less impossitle, However, responsibilities
and functions, major soctions (or other sub-divisions) should le
standard from top throusch lower echelons, whether Air or Ground
Force, in order that procedurcs may be the same, as long ns the
Arny is constituted under one department.

/s/ T, J. Brognan
T, J. BROGAN,
Colonol, AGD

Present addrcess: Headquarters, United States Air Forces in
Zurope, APO ©33.
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that 10% of a duty is performed when the instruction is issused,
and the remaining 90% is the "follow through", a considerable
portion of the 90% cannot be performed because there is no ono to
follow through. Dependance is put on poorly btrained administrative
officers in the lower echelons. To get a normal routine report,
where the data for the report are available in the troop unit,
sometimes requires as many as eight contacts with subordinate
units. This could not happen if trained administrative officers
were availablc in these lower units, who understood the rnoutinc
principles of admirnistration as trught in the Adjutant General
Department.,

[s/ B, W, Brown
F. W, BROWN,
| Colonel, AGD,
21 Yovembor 1945 Adiutant General,
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