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function as a corporate leadership for the US military establishment. By
March 1942 this development was largely completed and the Joint Chiefs of
Staff absorbed the functions of the prewar Joint Board.

The functions and duties of the Joint Chiefs of Staff were not formally
defined during the war period. They were left free to extend their activities as
needed to meet the requirements of the war. The desirability of preserving this
useful flexibility was the chief reason offered by the President himself for
declining to issue a formal directive.

During March 1942 Admiral Stark left Washington for a new command
in the United Kingdom. The two posts of Chief of Naval Operations and
Commander in Chief, US Fleet, were combined in one individual, Admiral King,
and the JCS membership was reduced to three. Shortly thereafter, General
Marshall became convinced that it would be desirable to have a fourth
member, designated to preside at JCS meetings and maintain liaison with the
White House. For this purpose the President on 20 July 1942 appointed
Admiral William D. Leahy to the new position of Chief of Staff to the
Commander in Chief of the Army and Navy.

The Joint Chiefs of Staff were directly responsible to President Roosevelt,
who had assumed to the full his constitutional role as Commander in Chief.
When dealing with strategy and military operations, President Roosevelt
preferred to work directly with the uniformed chiefs of the Services, rather than
through the civilian leadership of the War and Navy Departments. The
responsibilities of the Secretaries of War and the Navy were limited largely to
matters of administration, mobilization, and procurement. In these
circumstances the appointment of Admiral Leahy proved particularly valuable
in facilitating the direction of the war. As Chief of Staff to the President he
served as the normal channel for passing White House decisions and
requirements to the Joint Chiefs of Staff and for presenting JCS views and
recommendations to the President. This arrangement did not preclude direct
consultation by President Roosevelt with Generals Marshall and Arnold and
Admiral King, but it removed the need for such consultations for the routine
exchange of opinions, information, and direction.

A supporting organization for the Joint Chiefs of Staff evolved piece by
piece during 1942, more in spontaneous response to need than in fulfillment of
any conscious design. A number of joint committees were created to provide
US representatives to sit with the British in combined committees subordinate
to the Combined Chiefs of Staff, but they also supported the Joint Chiefs of
Staff in discharging responsibilities at the national level.

The most important component of the JCS organization was the Joint

Staff Planners, a committee that provided the US representation on the
Combined Staff Planners. By March its membership had been stabilized at five
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Information, President Roosevelt placed the Coordinator of Information under
JCS jurisdiction and redesignated it the Office of Strategic Services.

The Wartime Reforms

During 1942 the vast majority of JCS business funneled through the
Joint Staff Planners, an under-manned, part-time committee. The
shortcomings of this committee became evident to the Joint Chiefs of Staff in
early 1943 at the Casablanca Conference. At this gathering of the President,
the Prime Minister and their principal assistants, the US Joint Chiefs of Staff
found themselves at a disadvantage when confronted by the large and smoothly
functioning British staff, which had not only prepared thorough positions on
every anticipated point but could quickly produce additional papers during the
conference itself. The handful of officers making up the Joint Staff Planners
was unable to match the skill and speed of this efficient planning organization.

Inadequate performance of the Joint Staff Planners stemmed from both
their composition and the scope of their responsibilities. Already heavily
burdened by their regular duties in the Service staffs, the members constituted
the sole agency for accomplishing most of the planning tasks required for the
support of the Joint Chiefs of Staff in both their national and international
roles. As a result, the agenda of the Joint Staff Planners was heavy and
exceedingly varied.

The members of the Joint Staff Planners, still committed during this first
year of the war to the traditional Army and Navy staff practices, were further
handicapped by their methods of operation. The leading members of the Joint
Staff Planners were reluctant to relinquish immediate and detailed control over
the planning process in favor of a broader general supervision. The Planners
assigned some subjects to their only permanent and full-time agency, the six-
man Joint US Strategic Committee. Most of the subjects on the agenda,
however, were assigned to ad hoc subcommittees composed of planning
personnel and staff experts drawn from both Services. All work returned to the
Joint Staff Planners for review, and final decision on all matters required the
personal approval of the two senior members.

The inadequacies of the JCS supporting organization revealed at
Casablanca led to sweeping reappraisal and fundamental reform during the
first half of 1943. Even before that time officers within the JCS organization
and the Service staffs had recognized the need for improvement and had
successfully initiated two significant changes. These were the establishment of
the Joint Strategic Survey Committee, on 7 November 1942, and the Joint
Deputy Chiefs of Staff on 11 December 1942. The former, consisting of three
general and flag officers on full-time assignment but with no involvement in
short-term operational problems, performed long-range planning and advised

S
























1. Submit all the pertinent papers to Congress.

2. Appoint a special civilian board to study national defense
organization.

3. Achieve a degree of unification by appointing a single individual as
Secretary of War and Secretary of the Navy.

4. Retain the existing organization, "with appropriate augmentation of
the joint agencies."

With the end of World War II, congressional attention focused anew on
defense organization. In October, the Senate Military Affairs Committee began
hearings on the various defense organization plans produced up to that time.
Several months earlier, Secretary of Navy James V. Forrestal, at the suggestion
of Senator David I. Walsh, Chairman of the Senate Committee on Naval Affairs,
had asked Mr. Ferdinand Eberstadt, a New York banker and personal friend, to
study postwar military organization. Assisted by a committee of civilians and
Navy officers, Mr. Eberstadt undertook the study and submitted his
committee's report to the Secretary of the Navy in September 1945.

The Eberstadt committee concluded that "under present conditions
unification of the Army and Navy under a single head" would not improve the
nation's security. It favored a coordinated system, in which there would be
three military departments—war, navy, and air—each with a civilian secretary
of cabinet rank. The committee recognized serious weaknesses in the existing
organization, particularly in the coordination of foreign and military policy and
in the relationship between strategic planning and its logistic implementation.
To counter these weaknesses, it recommended the creation of two important
bodies directly under the President: a national security council and a national
security resources board. The secretaries of war, navy, and air would be
members of both organizations.

The Eberstadt committee believed that, irrespective of whether or not the
separate military departments were ultimately unified under one department of
defense, legislation should be sought to insure the continuation of the Joint
Chiefs of Staff. In the committee's opinion, the Joint Chiefs of Staff had
performed very satisfactorily during the war. The committee conceded that the
Joint Chiefs of Staff had sometimes experienced delays in reaching decisions,
but it found such delays preferable to the alternative of placing full military
control in the hands of one officer at the head of a single armed forces general
staff. Although it would be a more efficient instrument for reaching decisions,
such an arrangement had the inherent danger that expert minority opinions
might be overridden without sufficient consideration. The committee feared
that, owing to inevitable limitations in the background, knowledge, and
experience of the single superior officer, decisions might be reached that would
prevent development of weapons, concepts, or command arrangements vital to
fulfillment of the mission of one of the Services.

13


















support the Joint Chiefs of Staff in this role. The Joint Chiefs of Staff approved
the plan on 26 October 1947.

The new Joint Staff modified and added to the existing committee
structure. It consisted of the office of the Director and three staff groups--the
Joint Intelligence Group, the Joint Strategic Plans Group, and the Joint
Logistics Plans Group. These groups (redesignations for the existing Joint
Intelligence Staff, Joint War Plans Committee, and Joint Logistics Plans
Committee) continued to support the appropriate senior part-time interservice
committees. The membership of these committees, however, had been
broadened to include on each the director of the appropriate supporting joint
staff group. In addition, while the Joint Intelligence Committee continued
under the same title, the names of the other two were changed as follows: the
Joint Staff Planners became the Joint Strategic Plans Committee; the Joint
Logistics Committee became the Joint Logistics Plans Committee. The work of
the other JCS committees, which were not part of the Joint Staff, also came
under the general supervision and coordination of the Director. These were the
Joint Communications Board, the Joint Civil Affairs Committee, the Joint
Military Transportation Committee, the Joint Meteorological Committee, the
Army-Navy Petroleum Board, and the Joint Munitions Allocation Committee.

The Joint Strategic Survey Committee, the Joint Secretariat, the Historical
Section, and the US Delegation to the UN Military Staff Committee were placed
outside the Joint Staff and directly under the Joint Chiefs of Staff.

The functions of the Director, Joint Staff, included supervising and
coordinating the work of the Joint Staff, assigning problems and studies to
appropriate components of the Joint Staff, and insuring that the necessary
reports were completed and submitted to the Joint Chiefs of Staff. His
supervisory functions did not include the authority to approve or disapprove
the reports before submission. This power remained with the joint committees,
but the Director was authorized to submit his own recommendations along
with the committee reports.

The Joint Chiefs of Staff organization resulting from the enactment of the
National Security Act of 1947 is shown in Chart IV.

The Key West Agreement of 1948

In amplification of the National Security Act of 1947, the new Secretary of
Defense, James V. Forrestal, worked out with the Joint Chiefs of Staff an
expanded functions statement for the Joint Chiefs of Staff and the armed
forces. The final details were resolved during a meeting of the Secretary with
the Chiefs in Key West, Florida, during the period 11 through 14 March 1948.
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The resulting "Functions of the Armed Forces and the Joint Chiefs of
Staff," or the Key West Agreement as it was more popularly known, was issued
on 21 April 1948, It set out in detail the functions of the Joint Chiefs of Staff,
the functions common to all the armed forces, and those of each individual
Service. The Key West Agreement made clear that the JCS responsibility for
providing strategic direction of the armed forces included "the general direction
of all combat operations." It also sanctioned the practice, begun during World
War II, by which the Joint Chiefs of Staff designated one of their members as
executive agent for each of the unified and specified commands for certain
operations; for the development of special tactics, techniques, and equipment;
and for the conduct of joint training.
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Secretary Forrestal had another opportunity to present his views as a
result of the creation of a commission to survey the operations of the Federal
Government. Mr. Forrestal had, in fact, been instrumental in instituting the
legislation (the Lodge-Brown Act) under which this commission was
established; he served as a member of it, but did not participate in the
preparation of the commission's final report. Former President Herbert C.
Hoover was named Chairman and Under Secretary of State Dean Acheson, Vice
Chairman. To carry out an intensive survey of the National Military
Establishment, the commission set up a special committee, or "task force,"
headed by Mr. Ferdinand Eberstadt. The committee took testimony from
Secretary Forrestal, from the members of the Joint Chiefs of Staff, and from a
long list of other military and civilian officials.

The Eberstadt committee's report unmistakably reflected the views of
Secretary Forrestal. The members recommended that the Secretary be given
clear authority over the defense establishment and that he be provided
additional assistance, military and civilian. He should be authorized to
designate one of the JCS members as Chairman, with the responsibility for
"expediting the business of the Joint Chiefs of Staff and for keeping their
docket current,” but with no command authority over his JCS colleagues. The
report also recommended that the Secretary take advantage of a provision in
the existing law to appoint a "principal military assistant or chief staff officer."
This appointee should sit with the Joint Chiefs of Staff, but should not be a
member thereof. He should be responsible, in the Secretary's absence, for
presenting and interpreting the Secretary's viewpoint and also for bringing
"split" JCS decisions to the attention of the Secretary. He would thus play
somewhat the same role as that in which the Director of the Joint Staff had
been cast by Secretary Forrestal. The committee further agreed with the
Secretary that the Joint Staff should be "moderately increased."

One of the members, former Secretary of War Robert P. Patterson, wished
to go farther and combine the three military departments into one department
of defense. The rest of the committee, however, did not endorse his views.
Another member, John J. McCloy, urged the creation of a single, overall Chief
of Staff, who would serve as the Chairman of the Joint Chiefs of Staff and have
"at least the power of terminating discussion in that body after he had given
full opportunity for discussion."

The Hoover Commission not only published and disseminated the report
of the Eberstadt committee but also prepared one of its own on national
security organization in which even greater status and authority was
recommended for the Secretary of Defense. The commission desired to reduce
the Service secretaries to the status of under secretaries of defense, without
cabinet rank, recommendations that even Mr. Patterson had not made. The
commission's report also endorsed the proposal for a JCS Chairman,
apparently envisioning him as a fourth appointee and not as one of the three
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his own, on any issue. The Joint Chiefs of Staff believed that they, and not the
Secretary of Defense, should appoint the Director of the Joint Staff. They
found no fault with the duties assigned by the 1947 law, but recommended
that these continue to be prescribed by statute and not left to the Secretary's
discretion.

This last recommendation was unacceptable to Secretary Forrestal, who
reminded the Joint Chiefs of Staff that President Truman had expressed a firm
desire to give the Secretary flexible authority. The other JCS proposals were
acceptable, and he promised to submit them to Congress. Subsequently, his
successor, Louis Johnson, sent Senator Tydings copies of the exchange of
views between the Secretary and the Joint Chiefs of Staff.

The Senate Armed Services Committee opened hearings on the Tydings
bill on 24 March 1949. The first witness was Secretary Forrestal, who was
scheduled to leave office in a few days. He gave general approval to the
measure, while admitting that minor amendments might later be found
desirable. He explained why he had in some degree altered the views he had
expressed prior to becoming Secretary of Defense. Concerning the proposal for
a JCS Chairman, the Secretary explained that General Eisenhower's
performance in this role had shown "how much more in the way of results can
be attained by a man who is sitting over them directing and driving the
completion of unfinished business." In his view, the Chairman's job would be
to provide the agenda for JCS meetings, to see that the business of the Joint
Chiefs of Staff was "vigorously prosecuted," to seek to induce agreements, to
identify those issues on which no agreement was possible, and to advise the
Secretary of Defense. The Chairman would not, however, exercise command,
nor would he himself make any decisions when the other JCS members could
not agree.

Subsequent witnesses included Messrs. Hoover and Eberstadt, former
Secretary of War Patterson, Secretary of the Army Kenneth C. Royall, and
Dan A. Kimball, Assistant Secretary of the Navy for Air (speaking in the
absence of the Secretary, who was ill). None of these opposed the bill, although
Mr. Patterson alone fully supported it as written. The strongest reservation
came from Mr. Eberstadt, who believed that it would confer upon the Secretary
of Defense and the JCS Chairman a degree of power that would be dangerous.
He believed that the law should stipulate that the Chairman would not outrank
the other JCS members and would not exercise command or military authority
over them and that he would serve a fixed term of office. He also urged that
the Joint Chiefs of Staff as a body, and not merely the Chairman, be named as
advisers to the President and the Secretary. His viewpoint on the status of the
Chairman was upheld by ex-President Hoover, who added the suggestion that
the Chairman should be given no vote in JCS decisions. Secretaries Kimball
and Royall, while not seriously objecting to the provisions relating to the
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4. REORGANIZATION PLAN NO. 6 OF 1953

In April 1953 President Eisenhower proposed to Congress a
reorganization of the machinery set up by the legislation of 1947 and 1949.
The origin of President Eisenhower's 1953 reorganization plan could be traced
to a statement that he had made during his successful campaign for the
Presidency. On 25 September 1952, in a speech devoted entirely to the
problems of national defense, he had called for the creation, "at the earliest
possible date next year," of a commission composed of "the most capable
civilians in our land" to study the operations, functions, and acts of the
Department of Defense. He did not indicate the nature of the improvements
that he considered necessary. The principal theme of his speech was criticism
of waste and inefficiency as a result of "stop-and-start planning."

The President redeemed his promise soon after he took office. Secretary
of Defense Charles E. Wilson appointed a committee headed by Mr. Nelson A.
Rockefeller to study the Department of Defense. Other members named to the
committee were the former Secretary of Defense, Robert A. Lovett; the
President's brother, Dr. Milton S. Eisenhower; Dr. Vannevar Bush; Dr. Arthur
S. Flemming; Mr. David Sarnoff; and one military member, the Chairman of the
Joint Chiefs of Staff, General of the Army Omar N. Bradley. General of the
Army George C. Marshall, Fleet Admiral Chester W. Nimitz, and General
Carl Spaatz, USAF, served as military consultants.

Before the committee began operations, several of its members had
placed on record their views regarding the changes needed in the existing
defense organization. Particularly prominent in this regard was Dr. Bush, who,
in two speeches made in September and October 1952, publicly advocated
what was to become the cardinal feature of the President's reorganization plan:
establishment of a purely civilian chain of command from the President
through the Secretary of Defense to the secretaries of the military departments.
Indeed, he wished to go even farther than the President did later in
circumscribing the role of the Joint Chiefs of Staff. In his view, the Joint Chiefs
of Staff should, as a body, issue no orders whatsoever, even in wartime. He
favored empowering the Chairman to resolve disagreements among the Joint
Chiefs of Staff, though he expressed opposition to a "supreme military
commander." Dr. Bush also criticized the JCS planning process for failing to
make use of civilian specialists in various fields of knowledge.

Mr. Lovett's views were embodied in a long letter to President Truman on
18 November 1952, the result of a suggestion by Mr. Truman that he place on
record his recommendations for the benefit of the incoming President.
Mr. Lovett believed that the authority of the Secretary was still ambiguous in
some ways and needed strengthening. He characterized the provisions
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regarding the Joint Chiefs of Staff as "one of the principal weaknesses of the
present legislation." The statutory prescription of their functions was
"excessively rigid." They were grievously overworked as a result of the
numerous papers referred to them and, as a result, were "too deeply immersed
in day-to-day operations" to do justice to their principal function, which was
strategic planning. It was extremely difficult for the members of the Joint
Chiefs of Staff and the Joint Staff "to maintain a broad non-service point of
view," owing to their connections with individual Services.

Mr. Lovett's solution was to redefine the functions of the Joint Chiefs of
Staff to confine them exclusively to the preparation and review of strategic and
logistic plans. The Joint Chiefs of Staff should create a strong planning
division under their control; their other functions, and most of the Joint Staff,
should be transferred to the Office of the Secretary of Defense. Each JCS
member should be encouraged to delegate to his deputy his individual Service
responsibilities, and legislative authority should be sought for this purpose if
necessary. Mr. Lovett's views regarding the chain of command from the
President to the unified commands were identical with those of Dr. Bush. He
believed also that the unrealistic prohibition of a vote for the Chairman should
be dropped.

A more radical suggestion offered by Mr. Lovett was to assign to the Joint
Chiefs of Staff only senior officers who had completed terms as military chiefs
of their respective Services. The corporate Joint Chiefs of Staff would be served
by an advisory staff of officers under a separate promotion system. Mr. Lovett
admitted that this suggestion would require careful evaluation before being put
into effect and that it might involve the creation of an armed forces general
staff, which had been specifically forbidden by the National Security Act of
1947.

General Bradley, the Chairman, Joint Chiefs of Staff, did not go as far as
Dr. Bush or Secretary Lovett, but he agreed that the Joint Chiefs of Staff
advisory function should be given more emphasis. His solution was to
establish, at a higher level, a national military council. It would serve as a staff
for the Secretary of Defense and be responsible for reviewing JCS decisions on
strategic matters, for settling issues on which the Joint Chiefs of Staff could
not agree, and for establishing and exercising operational direction of joint
commands.

The report of the Rockefeller committee, submitted in April 1953, was
based on extensive consultation with military and civilian officials in the
Department of Defense and the military departments. Its recommendations,
though unanimous, were clearly dominated by the Bush-Lovett viewpoint.
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The Joint Chiefs of Staff” were afforded no opportunity to review the
report. The Chairman, General Bradley, however, was a member of the
committee and the other JCS members had appeared before the committee. In
any event, the President accepted the committee recommendations and used
them in preparing his proposals for the Congress.

On 30 April 1953, President Eisenhower submitted to the Congress a

message on defense organization, designating it Reorganization Plan No. 6.**

It could be implemented by executive order within 60 days unless formally
rejected by Congress. As an old soldier, the President explained, he found the
defense establishment in need of immediate improvement. He hoped to achieve
an organization that was modern yet economical, while also strengthening
civilian control and improving strategic planning.

To enhance civilian control, the Joint Chiefs of Staff would be removed
from the chain of command and confined to an advisory role. They would no
longer designate one of their members to serve as executive agent for each
unified command. Instead, the Secretary of Defense, after consulting the Joint
Chiefs of Staff, would designate one of the military departments for this
purpose. The channel of responsibility would thus run from the President to
the Secretary of Defense and then to the civilian secretaries of the military
departments. However, "for strategic direction and for the conduct of the
combat operations in emergency and wartime situations," the secretary of each
designated department would authorize the corresponding military chief "to
receive and transmit reports and orders and to act for such department in its
executive agency capacity." In such cases, the order issued by the military
chief would be "in the name and under the direction of the Secretary of
Defense," and would clearly so state.

This scheme, President Eisenhower explained, would clarify the lines of
authority in the Department of Defense and strengthen civilian control of the
military establishment. The 1948 directive on the functions of the armed
forces, according to the President, had partially obscured the intent of the
National Security Act of 1947 by inserting the Joint Chiefs of Staff in the chain
of command. The new arrangement, in the President's words, would "fix
responsibility along a definite channel of accountable civilian officials as
intended by the National Security Act."

*Public Law 82-416, 28 June 1952, placed the Commandant of the
Marine Corps in "co-equal status" with the members of the Joint Chiefs of Staff
when matters directly concerning the Marine Corps were under consideration.

**This was one of a number of reorganization plans dealing with various
executive departments that President Eisenhower submitted to the Congress
during the spring of 1953.
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Representative Clare E. Hoffman of Michigan, Chairman of the
Committee on Government Operations of the House of Representatives,
introduced a resolution providing that the plan would take effect except for the
portions conferring additional authority on the Chairman, Joint Chiefs of Staff.
Hearings on the Hoffman resolution by the Committee on Government
Operations were held during June 1953. Mr. Rockefeller, Deputy Secretary of
Defense Roger M. Kyes, and Budget Director Joseph M. Dodge testified at
length in favor of the plan. Two letters from President Eisenhower, pointing
out that the authorities of the Chairman, Joint Chiefs of Staff, would remain
clearly circumscribed and subject to acceptable controls under the proposed
plan, were also placed in evidence. Those witnesses favoring the Hoffman
resolution included Ferdinand Eberstadt; Charles E. Bennett, a Congressman
from Florida who was not a member of the committee; Thomas K. Finletter,
former Secretary of the Air Force; and others, including several retired Navy
and Marine Corps officers. Most confined themselves to the matter
immediately at issue—the authorities proposed for the Chairman. Several
ranged farther afield, notably Mr. Finletter, who criticized the trend of events
since 1947 and urged a return to the original concept underlying the National
Security Act, with the Secretary of Defense as a coordinator rather than an
executive. Former President Herbert C. Hoover, though he did not appear as a
witness, submitted a letter in which he supported the Hoffman resolution.

The arguments of witnesses hostile to the enlargement of the Chairman's
authority proved convincing to the members of the Committee on Government
Operations, which approved the Hoffman resolution on 22 June. Five days
later, however, the House of Representatives rejected it by the substantial
margin of 234 to 108. Accordingly, Reorganization Plan No. 6 took effect on
30 June 1953 in the form in which the President had submitted it.
Subsequently, on 1 October 1953, the President and the Secretary of Defense
promulgated a new directive governing the functions of the Armed Forces
which revised the chain of command to accord with the President's announced
intentions.

In July 1954, Secretary of Defense Wilson issued a directive to the Joint
Chiefs of Staff that was intended to give further expression to the principles
enunciated by the President on 30 April 1953. It provided that "the Joint Staff
work of each of the Chiefs of Staff shall take priority over all other duties," and
that the Secretary of Defense and the secretaries of the military departments
would be kept fully informed of JCS deliberations. It also required the
Chairman, Joint Chiefs of Staff, to forward to the Secretary of Defense his own
"views, advice and recommendations" whenever he found himself in
disagreement with his colleagues.

Chart VI shows the JCS organization on 30 June 1953, the date on
which President Eisenhower's Reorganization Plan No. 6 became effective.

35



CHART Vi

JCS ORGANIZATION

30 JUNE 1953

JOINT STRATEGIC JOINT
SURVEY COMMITTEE SECRETARIAT
'---—--- L8 8 B N § }
I -= e
I =
I DIRECTOR I
I JOINT STAFF :
i
1
| | |
& | 1 | |
JOINT JOINT : : JOINT
STRATEGIC PLANS LOGISTICS PLANS | I I INTELLIGENCE
COMMITTEE COMMITTEE : : COMMITTEE
I 1
: STAFF I
1 JOINT JOINT JOINT :
} STRATEGIC PLANS LOGISTICS PLANS INTELLIGENCE 1
i GROUP GROUP GROUP :
1
I----——------------------------------—---_----------I
JOINT
COMMUNICATIONS: JOINT MILITARY JOINT JOINT MUNITIONS SPECIAL JOINT
EECTRONICS TRANSPORTATION METEOROLOGICAL ALLOCATION ASSISTANT FOR ADVANCE STUDY
et COMMITTEE COMMITTEE COMMITTEE NSC AFFAIRS COMMITTEE

NOTE: ONLY MAJOR ORGANIZATIONAL ENTITIES SHOWN.
















The House hearings began on 22 April 1958. Testimony was taken from
all key defense officials, including members of the Joint Chiefs of Staff. For
nearly four months the President's legislative proposals underwent detailed and
critical examination by the Congress. The unusual prestige of President
Eisenhower, particularly in military matters, did not prevent extensive
questioning of the need for and motivation behind the proposed changes in
defense organization. Some legislators, public officials, and private citizens
questioned the need to broaden and strengthen the powers of the Secretary of
Defense. They were concerned as well by the apparent intent to diminish the
roles of the individual Services, to centralize authority in the person of the
Chairman, Joint Chiefs of Staff, and to enlarge the Joint Staff and widen the
scope of its responsibilities. Some read into the proposals an effort to induce
Congress to relinquish its authority and control of some aspects of national
defense. There were others who feared that passage of the legislation would
lead to a merger of the Services or the abolition of the Marine Corps.

In the lengthy congressional hearings, proponents of the President's plan
attempted to make it clear that there was no danger of the feared developments
and that the reorganization was necessary in the interest of national security.
The testimony before the congressional committees by key officials of the
Department of Defense was, with one exception, in full support of the
legislation proposed by the President. Typical of the testimony offered by these
officials was that of General Twining on 28 April.

General Twining spelled out for the House committee the specific military
objectives being sought in the proposed reorganization. The first was to
streamline the chain of command. A second was to strengthen and widen the
authority of the field commanders. "We cannot afford to delay until after war
starts the processes of assigning and rejuggling our major combat forces," he
stated. The third major objective was greater flexibility in adjusting the
functions, roles, and missions of the Services. "I think it important," the
Chairman told the committee, "that the Secretary of Defense have the authority
which he needs in this area." The fourth objective was to make the Joint
Chiefs of Staff the "directing agency for the field commands." A fifth objective
involved making certain minor changes in the role of the Chairman that would
lead to more efficient management. "No sweeping realignment of the services is
contemplated," General Twining said, "but we do want a better mechanism for
providing for decision in areas which invite duplication, waste, or inefficiency.
A man on a white horse cannot emerge from this legislation. Civilian control is
clearly delineated; the Joint Chiefs of Staff, as a corporate body, retains their
present important powers; and numerous checks and balances will continue to
exist."

To refute charges that a Prussian general staff would result if the Joint
Staff were reorganized as proposed, General Twining presented information on
the form and history of the Prussian staff system, pointing out its differences
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concept the reorganization would follow also required careful consideration. It
was possible to view the President's brief reference to adding "an integrated
operations divisions" as setting a limit on the scope of the Joint Staff
reorganization. In light of Secretary McElroy's instructions to consider the
spirit and intent as well as the detailed provisions of the President's message,
and with growing awareness of the dimensions of the new responsibilities to be
assumed by the Joint Staff, the Joint Chiefs of Staff became convinced that a
broader approach was necessary.

The reorganization plan that the Joint Chiefs of Staff approved provided
for a Joint Staff arranged in the numbered J-directorates of a conventional
military staff. In this form it would be organized to work effectively with the
similar staff structures of the unified and specified commands. Transition to
the new arrangement would be accomplished by realigning and redesignating
the existing Joint Staff groups, accompanied by a phased absorption of
additional personnel. From this process would emerge a Joint Staff composed
of the following elements:

J-1 Personnel Directorate

J-2 Intelligence Directorate

J-3 Operations Directorate

J-4 Logistics Directorate

J-5 Plans and Policy Directorate

J-6 Communications-Electronics Directorate
Joint Military Assistance Affairs Directorate
Joint Advanced Study Group

Joint Programs Office

With the approval of the Secretary of Defense, implementation of the first
stage of the JCS plan began on 15 August 1958. The existing Joint Strategic
Plans Group was divided to form the nucleus of the new J-3 and J-5
Directorates. Similarly, the Joint Logistics Plans Group supplied the initial
personnel for the J-1 and J-4 Directorates. The Joint Intelligence Group
became J-2, and the Joint Communications-Electronics Group became J-6.

During this same period of organizational realignment, the Joint Chiefs
of Staff progressively assumed operational responsibility for the unified and
specified commands, which passed from the control of the military
departments that had theretofore served as executive agencies. Both this
transfer of responsibility and the reordering and expansion of the Joint Staff
were completed by 1 January 1959.

On 18 August 1958, General Twining had requested the Secretary of
Defense to authorize a Joint Staff of 356 officers and 79 other personnel and
an overall strength of 902 for the Organization of the Joint Chiefs of Staff.
Secretary McElroy did so on 23 August.
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The 1958 reorganization required revision of the two DOD directives,
5100.1 and 5158.1, which prescribed the functions of the Joint Chiefs of Staff
and their relationship with the Office of the Secretary of Defense. After
extensive consultations, the JCS and OSD differences in draft revisions of the
directives were reconciled in meetings of the Armed Forces Policy Council. On
31 December 1958, Secretary McElroy issued the final version of both
directives.

The formal statement of the functions of the Joint Chiefs of Staff
contained in DOD Directive 5100.1 reiterated their legislative designation as
the principal military advisers to the President, the National Security Council,
and the Secretary of Defense. The Joint Chiefs of Staff were designated the
immediate military staff of the Secretary of Defense, serving in the chain of
operational command extending from the President to the Secretary of Defense,
through the Joint Chiefs of Staff, to the commanders of unified and specified
commands. The Joint Chiefs of Staff were to recommend to the Secretary of
Defense the establishment and force structure of unified and specified
commands and the assignment to the military departments of responsibility for
providing support to such commands; also they were to review the plans and
programs of commanders of unified and specified commands. The basic
planning function of the Joint Chiefs of Staff was directly related to the
operational command responsibility by the following provision of the DOD
directive:

To prepare strategic plans and provide for the strategic
direction of the armed forces, including the direction of operations
conducted by commanders of unified and specified commands and
the discharge of any other function of command for such
commands directed by the Secretary of Defense.

The remaining functions assigned to the Joint Chiefs of Staff were to:

(1) prepare integrated logistic plans and plans for military
mobilization;

(2) review major personnel, materiel, and logistic
requirements of the armed forces in relation to strategic and
logistic plans;

(3) recommend the assignment of primary responsibility for
any function of the armed forces requiring such determination and
transfer, reassignment, abolition, or consolidation of such
functions;

(4) provide joint intelligence for use within the Department of
Defense;
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