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FROM: Senior Adviser, Service Group 70: Chief, OUperations Division, CAS
1 “011 winge conmments 14 acnues o ne m l s 4 , ' £ ) L.
. Following comments, QAlSCUsSSiOn and recommendation are IUrinlsied AN

sonnection with the attached Staff Study.

“

SCUSSION

e

The purpose of this study 1is understood to be a determination “as
to whether there should e a Service Groun in the NPR", To start with the premise
that a service group 18 URDCCeSRALY faile to recognize the beglic issuve. Any s \ich
approach to the roblem manifestly leads to conclusions based only on such factors
or elements which tend to contribmte to the required proof. (There are two slides
to every cuestion., Both must -be carefully analyzed and evaluated. Bach has
advantages and dlsadvant ages.) As in any estimate of a gituation there are geveral
nossible solutions to & problem. The one offeringz the greates? advantases 1n
attaining the desired objective ie the one that should be selected. To build around

a preconceived plan could Dbe fatal.

American methods and procedures are shaped to meet American circumgtances.
They take into consideration American resources, industrial levelopment, managerial
and executive ability, educational staniards, tec! nological progress, inherent
national characteristice and the nat ional attributes of aggressiveness, i1ligence,
indepenKience, self-reliance, ingenuity, croative inventiveness, initiative and
force’ul leadership produced througi vears of sharp competitive experience in
the effort to achieve industrial and technical sunremacy. These factors are not
equally present in every nat ion. Therefore a scheme Or organization molded to
utilize these attributes of the American nation is not prime facie evidence that
they are the solution %o the problem of anotaer nantion.,. American Military Organl za~-
tidon has been modified repeatedly to conform to changed American reouirements.
The basis for adeption was not thal another nation had a different arrangene At .
General Somerville in an address before the C & G S College, emphasized that an
organizational structure maat be built to meet existing conditions and urged
gearing plans Vo eventualities rather than 0 wvhat may have been done before.
This principle might well be applied to the problem under consideration., Decause
a tyoe of organization {igs suited to American requirements is no guarantee it is

eoually applicable in Japan.

Experience indicates a raluctance on the part of the average NPR officer 1O
act independently. Commanders prefer to receive positive directives which
enomate from a superior who assunes all responsibility for the decision involved
and for the success or failure which may result., Rather than personally take
pogsitive action in any given set ol oritical circunstances they are pProie to
1ebate the issues with subordinates and adopt the plan which they mtually feel
constrained to agree to. Such a procedure produces endless delays, indecislion
and procrastination, It is a product of long years of regimentat:on and indoC-
trination in a fostered national policy of selflessness, contentment with ones
surrent lot and status in life, and a subordination to class and caste superiors.
It cannot be changed merely by adopting another nat ions ethics or principles.

Examples encountered are:

(1) Fallure to achieve positive action tO establigsh the Harilo Hosopital.
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(2) Indifference to suggestlon for acquiring suitable depot sites.

(3) Lack of initiative on the part of organization commanders 1in
rernestines needed supnlies and equipment.

(4) Dilatoriousness 1n secur ing accelerated periormance of con=-
struction projectis.

(5) Heluctance of Commanders to object to occupying camp gites
selected on a purely political basis and possessing none of the recuired essential
facilitles.

(6) Camp and group commanders withholding delegation of responsi-
bility for staff gupervisory fuactions and ignoring the necessity for admonisihling
subordinates for derelictions of duty or personally inspecting activities toO
ascertain deficiencies and inawrarating correctiive meas reg, without the impetus
being supplied vy top level commanders.

™Tegse are a few of the circumstances which indicate the need for a Type
of organization which will assure prompt accomplishment of supply miselons. A
gtrong forceful commander with a trained functional staif can OVercomne these
Aifficulties. Tactical missions will fail unlegs the back uy gervices are
jependable, adeouate and productive of timely results.

Tad F provides ench an organization. It eliminates the exXIiranecous layers of
groun and battalion staffes which notv only duplicate anch other but add nothing
to the accomplishment of the potential missions. It will provide the means
whereby agressive leadership and rositive accelerated supervision which 1is 80
vital in elininating delays, debates, and nrocragstination may secure gwift and

timely action.
)

The need for additional rersonnel spaces does not in {tgelf justify the
elimination of a command group capable of controlling and coordinating logistic
operational functions, even though it may De a means to an end, What nmay De
1deal for the United States cannot of itsell De considered ideal for other nationse.

Ae advigers to the NPRJ, care shonld be exercised toO recommend a type of

organization that will not require revision at a time when decisive military
action is imperative to insure the preservation of Japan's sovereigniy and the

gurvival of a democratic influence in the Far East.

The tabs ntﬁgched to the study include a sumber of charts submitted solely
to encourage a tl*trow:h discussion of possible organization structures. SOme
vere definitely negative 1in character and were appended to present some of the

objectionable features that might develop.

b ‘\“'I ?'f 'ﬂi
. »

That en organizational struciure As outlined in Tab ¥ be approved.
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l. Attached hereto is a study of the organization of the Service Group,
NPRJ, together with a memorandum on "Consideration of Comments",

2. Recommend approval.

Incl: ROBERT L. WEBD
Study of Sve Gp Lt Col, Inf
w/memo Chief, Operations Division
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MEMORANDUM FOR: Executive, CAS

SULJECT'S Consideration of Commente llelerence
"Review of Service Group"

l. Thies study has the concurrence of the Comptroller, the Directors
of Personnel, Logistice, and Medical Divieions and ol the Juartermaster and
Signal Branches,

~

2. The Ordnance Branch which submitted comments through the Director

of Logistice concures except as to the establishment ol a procurement section
on a special staff level. Ordnance Branch believes thal each Technical Stafl
Section should be responsible for the procurement ol 1l& own materiel, becausce
of the technical problems inherent to each service.

3. The Engineer Branch which also submitted comments through the Director
of Logistice concurs except for recommendation 6d. The Engineer Branch belleves
that the responsibility for inspection should rest witnh ihe agency respons 10le
for procurement and that any division of respons ibility for procurement and
inspection would result in discord and make 1t difficult to fix and correct
blame. The Engineer Branch recommends that inspectors be assisned to the prin-
cipal contracting officer and that the technical services be authorized Lo make
such check inspections as they deem necessary, with the responsibility for ac-
ceptance or rejection of the product resting solely with the principal cone-
tracting officer,

L. Operations Division does not concur with the comments of either the
Ordnance or Engineer Branches for the following reasons:

a. It ies believed that a central procurement section for all services
would be more economical and eliminate the poesibility ol the different ser-
vices bidding against each other with a resulting increase ol prices and dls-
ruption of the National economy. It 1s further believed that a central procure-
went section would do much to decrease the possibility of grait.

b. The placing of responsibility Ior inspection in the procurement
section with only check inspections made by the technical services would pro-
bably lead to more discord than would De created by having the responsibility
for inspection resting with the technical services, Inasmuch as the technical
services will bear the brunt of any criticism of the materiel peculiar to their
services, it is believed that final responsibility for the acceptance or rejec-
tion of materiel should rest with the technical service concerned.
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SUBJECT: Consideration of Commente elerence

wReview of Service Group” (Cont'd)

Senior

wv thils UlV ision 18 that the
sion ol

5, Informal informatlon received D)
Advisor, Service Group, has received an extension of time for submit
comments until 1200 hours this date. Inasmuch as the deadline of this Divi-
sion is 1200 hours and the commente of Senior Advisor, Service Group, have

not been received, such somments have not been considered,

( ;Z»/ d\M

ROBERT L. WhaDI
Lt Cold, Int

Chief, Operations Division
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SUBJECT: Review of Service Group

l. Problem: To review the exiesting organization of Cervice Group.

oo Assumgttons:

a. That the NPEJ will not operate outside the territorial limite

LaA e

ol Japan.

b, That any expansion of the NPRJ would include a tactical command
and adninistrative headouarters, similar in composition and dutles to the U.O.
Field Army Headguarters, in addition to a central command, policy, and plan-

ning headquarters,

Facts Bearing on the Probulem:

Je

a. The establishment and organization of the NIFiJ Service Group was
authorized by a directive from higher headquarters dated 12 July 175V and by
Article 3, Prime Minister's Office Ordinance No. <.

b. The NPRJ Service Group Headquarters as presently organized
parallels the U.S., Service Command Headquarters designed to command Lhe ser-
vice unite and exercise territorial control (communications zone) in rear of
the army service force boundary, to support a combat force operating in an

overseas theater of operation.

¢. The mission of the NPRJ is to protect and guarantee Lhe public
welfare within the territorial limite of Japan.

L. Discussion:

a. Normal U.S. procedure regarding matters pertaining to this study
is ae follows:

(1) U.S. procedure is to have the central command, policy, and
planning headquarterse, through the Technical Service chiefs of the Headquarters,
develop, procure, and control stock levels of equipment and establish Lhe base
installations necessary to support a defense force in the zone of interior.

(2) U.S. procedure is to have the tactical command and adminis-
trative headquarters (Field Arrny) organized for command and operational control
of all service organizations attached or assigned it for support and to addi-
tionally provide technical supervision over all organic service organizationse
in assigned or attached tactical organizations through the Technical Service

chiefe of the headquarters,

(3) The technical service chief of the central command headquar-
teres exercising command reeponsibility for base installations or base depois
commande those installations which pertain to his service,

(L) Tab A is a chart which irdicates the normal organization of
a General Depot. Normal command and operational control of General Depote that
include several services, by the headquarters exercising command responsibility,
is accomplished by assigning the technical service chiel who has primary respon-

sibility for the depot, command responsibility.

b. Tab B is a chart of the presently organized General Group Head-
quartere which is operating in the zone of interior as both the central command ,

policy and planning headquarters and the tactical command and administrative
headquarters for the NPRJ, with a theater of operations communications zone
headquarters (Service Group) in the command channel between General Group

e s \




SUBJECT:

e installationes and service units. This system 18
reonnel and time since it inserts an additional
and installations thus
ocordination of train-

Headquarters and its bas
complicated and wasteful of pe
headquarters between the commander and the units
increasing the problem of control and making the proper C
ing more difficult. Thie system also requires liaison between the Service

group and the technical staff of General Group Headguarters. [t also violates

the accepted U.S. concept that the chiefs of Technical Services command unitis
and installations oi their respective services which are not agsigned Or

attached Lo subordinate commands.

c. Tab C is a chart ol a proposed organization which would retain

a Service Group Headgquarters and establish army service areas and army service
unite, Such an organization 1is wt a solution to the problem of simplifying

the command and administrative procedures Or the development of normal techni-
cal unit command channels. Inetead, it would increase the number of personnel
required to operate the organization., IV also places the responeibility for

procurement in the Service Group.
wosed organization which would place lhe

Chief of Service Group directly under the neneral Staff of General Group head-
quarters with tne technical staff under control of the Chief, Service Group.
This organization would increase the administrative and command problem and 1in
addition place the commander ~f a force between the General . taff of General

Group Headquarters and the Technical Staffl.

d. Tab D is a chart ol a proj

e. Tab E is a chart of a proposec organization which et tablishes the
Service Group Headguarters under Chief of Logistics and includes the normal
Technical Staffe in Service Uroup Headquarters, This organization would place
a member of the General ! taff in a command position in addition to his dutles
as a General Staff officer. The technical staff ol service Group Headquarters
(a logistical command headquarters subord inate to GGHQ) would be responeible
for planning and technical supervision over technical service activities and
unite of the technical commande. This plan would also preclude normal stalf
relationships of other general and special stafl elements of GGHQ with the

technical service chiefs in service Group Headgquarters.

f. Tab F is a chart of a propo sed organization retaining a Service

group Headquartere 1in which the Technical Staffs are eliminated. This plan
cservice chiefs of the central headquarters in

doees not place the Technical !
command of their installations and unite nor does it solve the problem of elimi-
dquarters from the command channels between the

nating an additional command Hea
Technical Service chiefs and their installations.

g Tab G is a chart of a proposed organization which retains a Ser-

vice Group Headquarters and adds a Group Headquarters with a General Staff to
the command channels., This plan does not place the Technical Service chilels
of the central Headquarters in command of their inestallations and units nor
does it solve the problem of eliminating an unnecessaly command Headquarters

from the command channels.

h. Tab H ie a chart of a propo sed organization eliminating the Ser-

vice Group and providing for simple and effective control of all operations,

planning and formulation of policy. It provides for the control of technical
unite and inetallations by the Chief of the Technical Service concerned and

will function with a larger force as well as with the present force. This

proposed organization provides for a separate procurement section on the same
level as the technical services. It is believed that any organization which

may be adopted muet provide for an increase in personnel in the technical ser-
vices in order thatl proper may be made prior Lo accep-

tance in the NPRJ, Additional personnel will also ©

e needed in the technical

—
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oUBJECT: Review of Service Group (Cont'd)

stalfs for coomand and supervieion of technical service units and inetalla-
tions, These spaces can be provided for from the present Service Group Head-
quarters organization.

>« Conclusions:

a. That the present Service Group Headquarters 1ie unnecessary to
the efficient operation of the NPRJ.

be That the Technical Service chiefs of General Group Headquarters,
in accordance with normal command and operational procedure, should be respon-
sible for the command and operational control of their corresponding service
installations and units not assigned or attached to subordinate commarnds.

¢« That the Technical Staff sections of General Group Headquarters
be auzmented with personnel and spaces from Service uroup Headquarters to com-
mand and supervise technical units and inetallations and to provide for adeguate
materiel inspection prior to acceptance by the NPRJ.

d. That a procurement section be established on a speclal staff level
in General Group Headquarters to execute contracts and process all procurement
demands developed to equip and maintain the NPRJ.

0. Recommendations:
4. That the present Service Group Headquarters be eliminated.
®« That the proposed organizatione indicated in Tab H be adopted.
¢« That necessary action be taken to revise the present directives

establishing the Service Group and the Prime Minister Ordinance No. o2 to
conform to a and b above.

d. That a directive be issued providing for adequate inspection of
materiel by the technical services prior to acceptance Oy the NFRJ.




PROPOSED FUNCTIONAL ORGANIZATION
TACHIKAWA GENERAL DEPOI

ADMINISTRATIVE CONTROL AND ORGANIZATION AND ADMINISTRATION OF
COMMON DEPOT FUNCTIONS AND ACTIVITIES.
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¢ Not assigned eor attached to subordinate units.

# Dual command and staff function.
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Remarks:

l. References:

a. Secret memorandum for G-3 from Executive, CAS, project: "Revision
of NPRJ and T/0's," dated 15 August 1951.

b. Secret memorandum for all Divisions and &:“ﬂ‘e Adviser, Cervice
Group, subject: "Changes in the Organization of NPRJ," dated << August 1951,

2. Attached is study prepared as directed by Executive.

3. Request comments and/or concurrence by 1700 hours 30 October 1751.

(A
1l Incl: ROBERT L
Study, "Review of Lt Col,
NPRJ and T/O's" Chief, Operations Division
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SECRET

GENERAL HEADQUARTERS
SUPREME COVVANDER FOR THE ALLIED POWERS
Civil Affairs Sectlion
Executlive Office

15 August 1951

MEMORANDUM FOR: G=3

PROJECT Revision of NPRJ and T/0Os

1. Situation: a. Reference - Study on expansion of NFRJ.

b. Exverience after one year of NPRJ operations indicates
that changes in the composition of the regions and service group
and modification in the T/0s of many urits are necessary. LExperl-
ence also indicates that there are some units that should be
eliminatedsy that station complements, school troops and other
special units should be considered; and that units, particularly
combat tvpe should be augmented 1in strength.

c. It 1s dAifficult at this time to predict the strength,
composition, or even the nature of the NPRJ for the future. In >
developing a new organization and new T/0s for the NFRJ, however,
certain specific assumptions can be logically made:

(1) The NPRJ region will receive logistic, adminis-
trative, and combat support from Corps and Army Headquarters and
troops.,

(2) NPRJ installations will require personnel to
maintain utilities and to provide normal station complement support.

(3) The current functions and responsibllities of the
Service Group can, and may be performed by GG Headquarters,

(4) Unlimited Japanese manpower resources permit
complete flexibility in determining strength of units and 1in
developing T/Os.

(5) Special units such as school troops, band, and
ranger u its, are either desirable or necessary in the NFR and may
be included {r

the organization.
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PROJECT: Revision of NPRJ and T/0Os (Cont'd)

s N ™
PRJ

2. Reguirement: DBased on our experience with the Nrid,

prepare a study which will determine:s

a. The organization and T/0s for NFRJ reglons.

b. The units that should be tncluded in a Service Group
(1f one is considered necessary) and the T/0s for these unltis.

special units to include,

c. The organization and T/0Os for
and infil-

but not limited to, school troops, band, ranger units,
tration type unlts.

3, Coordination: All divisions including Senior Adviser,
Service Group.

4. §!!§Q*’*'“$e= l N(')Vf'-"'f'ber 19#10

' ' -( "
FRANK KOWALSKI, JR.
Colonel, Inf

Evecutive Officer

Distribution:
G=1
G2
G-4
Comptroller
Vedical Division

File
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