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DEPARTMENT OF THE AIR FORCE
STRATRGIC PLANNING

(8 Pebruary 1950) by
Lieutenant OQeneral Lauris Norstad

GENERAL BULL:s Gentlsmen, today we will hsar the Air Force in the
third and last presentation on the logistics and strategic planning in the
three Service departments. Oeneral Norstad will apsak on the strategic plan~
ning, and he will be followed by Osneral Griswold in the fisld of logistics.

General Norstad's very ocutstanding position in the field of plamning
in the Air Foroe is quite apparent 40 all of us as we trece through his exper-
ience during the war and since, fs started sut as A-3 of the 12th Alr Poroe
in the Northwest Afriean Air Forees, then as Director of Operations in the
Nediterranean Allied Air Foroes, then as Deputy Chief of the Alr Staff of the
Arsy Alr Forces, followsd by postwar sxperience as Director of Plans and
Operations of the War Department Oenersl Staff, and finally his present posi-
‘tion is that of Deputy Ohief of Staff, Operations, of the United States Alr
Force. This eight years ef experience in the high command and staff problems
certainly equipe him to speak with great anmty on his assigned subject
today - strategic planning.
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GENERAL NCRSTAD: General Bull, gemtlesen: It is a pleasure for me
to be here this morning. It is always s pleasure to appear before the National
War Oollege and the Industrial Gcllege of the Armed Foroes whose mesbers I
understand ars also here this morning. It is a partioular pleasure since I am
not required to make a formal speech and what is perhaps an even greater relisf
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to ms, and perhaps to you, is that you are not forced to listen to ons.

When my colleagues and I - Oeneral Gruenther and Admirel Struble ~
compared notes on our assigned subjects for this series of talks you are hear—
ing this week, we arrived at the conclusion we gould not all three spesk on
the subject of departmentsl plamning in the strategic field without duplica-
tion, The general principles, the broad structure and the mechanics of
oarrying out plamning are in substance the same in all three Services. It
was agreed that Admiral Struble would make the speech, and then General
(rusnther and I would appear later on the assigned days to answer any questions.

I don't propose this morning to go into any lengthy discussion of
the details of Air Foroe Plarming matters. I don't propose to elaborate on
the psouliarities, the virtues or the weaknesses of the Air Force system.
There are a few points, however, that I would like to touch on before I
throw it open for questions. In the questions that follow my wery brief talk
I hope you will direct and control the talk to mest your requirements rather
than to have me try to meet them. .

I hope in ny few resarks I can avoid adding to what appears to be
gensral confusion, if not chaos, in our thinking at this particular time.

I sa particularly ooncerned about that, since I have sither been labeled as

a planner, as Sensral Bull pointed out, or closely associsted with planners
for & considerable period of time. Ons characteristic which is attributed

to planners is that they speak a langusge and write a language which bears
only the slightest resemblance to English at times, and they use this lan-
guage in exoessive quantity. I hope I will not add to the confusion or chaos.
At thie point something should remind any speaker of a story, so I am re-

minded of a atory.

{_ Three men were discussiéalwhich was the aldest profession in the
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world. Thers were no members of the other mmurxt; so the scope of the
giicmninn was somewhat limited. For the purposes of this story we will say
& dootor, a laywer and a planner were discussing this matter. The doctor
insisted the madical profession - surgery - was the oldest profession in the
world since one of the first acts was the creation of Eve from Adam's rib,
He said, "The removal of that rib - the whole eperation - sertainly involved
surgery and consequently a surgeon must have been present, 8o ~ the medical
profession - surgery - was surely the eldest profession in the world.*
mmmmsumummmmm:wammn
the Jaywer finally spoke up. He said, "I greant you that you have considerable
evidense to support your position, however, it eccurs to me that the legal
profession is the oldest profession in the world. One of the first acts before
the creation of Adam and the oreation of Eve, according to the good book, whieh
I quote as ay mathority, was the establishment of order, the creation or opder
out of chaos, Now, the establisiment of erder and the maintensnce of it in-
volves eertain laws and regulations, and laws, regulations, and rules are the
prisery functions of mc. So, consequently, there must have been a
lawyer present when God created order out of chaos.*
The planner at that point looked a littls disoonsolate, and he
felt he was somewhat outdone by these two distinguished friends of his,
Finally, he got & twinkle in his eys and sparked up and said: *I have
listened to you two gentlemen, and I accept the fact that you have so much
weight to your arguments in favor of your particular profession. However, I
must cortest both of you, the position both of you have taken, snd I must state
the oldest profession is that of the planner.® The doctor and the lawyer wers
both completely astounded by that. Finally the dootor ssid, "I laid my claim
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on the fact that Eve was created from the rib of Adam, which certainly in-
volved surgery. I thought that would surely win for my profession, however,
the lawyer went beyond that. The lawyer claimed the honor for his profession
since laws and regulations were necssssry to creat order out of chaos, which
antedates the creation of Eve." He said, I think that has got it, the funo-
tion of the lawyer im cresting order out of chaos. But I camot understand
how you claim that your profession of planning was the first profession.®

The plammer then looked up and said, "I grant you that you have
made a good case. I am particularly impressed with the lawyer's argusents
on making order out of chaos, but I would like to ask one question: ®“who
created chaos*? ]

Now, Admiral Btruble spoke to you last week and gave the basic
talk on this subject of the mechanics of planning, and General Gruenther had
agresd that we were to speak for ten minutes. I understand he extended that
ten minutes to about forty. The only way I can excuse that is by the fact
that he is now an Operations Deputy and somewhat frustrated and took sdvantage
of his position down here.

After these two talks, as I told Qensral Bull this moming, it
cccurs %o me now that the third talk should Mhly be on the subjeot of
what is wrong with our system. I am not prepared to go into that in detail,
but I would 1like to raiss one or two points which appsar to me to be danger
points in our present system. Since there are no Chiefs present, I think we
might start with the Chiefs themsselves - their position as Service Chiefs and
members of the Joint Chiefs of Staff,

It has been ¢ matter of concern to them, and t0 everyone else
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directly involved in the Joint Chiefs' activities, that the nature of their
duties, their function as Service Chiefs and Joint Chiefs of Staff, gives
them little time to get into the planning problems and the policy problems
to the sxtent that they should, and must, inormtecu'rymm&rm;
tion properly. Each of the Servioe Chiefs is charged with & large share of
responsibility in rumning the largest businesses in the world today. I think
it is safe to say that each of them is directly involved in rumning substan-
tially a four billion Wollar business. By law and by custon, they have be-
come involwved in a great mumber of duties which, even before the war, when
we wore maintaining smaller establishments and had fewer problems than we
have today, took all of their time and all of their attention. In addition
to that they hawe %oday the tremsndous burden of their function as Joint
Chiefs of Staff, Those of you who have had ¢exrtain functions in the planning
_and policy business, know from yowr own experisncs, how it ocoupies all of
your time, all of your thought and all of yowr attention. The pr esent burden
of the (Chiefs, which I wonld say today lies perhaps i{n the Joint Chiefs fumo-
tion in wearing their hats &s the Joint Chiefe of Staff, is of the order af
two or three times what it was, just in quantity, in mass, in volume, three
to four ysars ago., If you consider the complexity of the problems that oon-
front them, the seriousness and the megnitude of these problems, we multiply
it many, many, times. I have no solution to this problem. I can offer mo
suggestions as to &8 way in whioch the Chiefs can be given time and the oppor-
tunity to get into these problems as fully as they should. Several alterna-
tives have been mentionsd, but all of them, I am afraid, are bad ones.
One step which has been moposed 4is that the Chiefs should have a
DECLASSIFIED IN FULL
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deputy who owns no empire within the departsent, who has ne responsibility
for the day to day ruming eof that department and whose funstion is in the
field of the Chiefs' joint responsibilities and activities. This deputy
would constantly follow on the Joint Chiefs' duties. Ne would be charged
with soquainting the Chief, with doing the studying for him and of telling
him everything he should imow in that field., There are obvious bugs in that
systen.

“nother alternative, and one which is to some extent prectioed
today, is to pass the responsibility for the day to day rumning of the depart-
ment to the Vice Chief - to his second, The Chiefs, about a year ago, when
they realised the Joint Chiefs! problems were getting somewhat out of hand,
took t‘ho position that they would pass more and more to their Vice Chiefs.

I believe that has been dons in all departments. In the Air Force it has
‘boan done to a considerable degree. 1 think that iz carried now to perhaps
the limit that it can be done without establishing a clear break between the
Chiefs and the Vioce Chief. By a clear break, Imnnn;nngmcmaby‘
an order or dirsotive, perhaps by an sct of law - where it is possible to do
oertain things by law - of the responsibility of rumning his department.,
However, there are still tremendous amounts of details that the Chief must
concern himself with,

A more extreme alternative has now been sugpestéd - it has been
kicked around - and that is to divores the Chief from the department entirely
and put the department in the hands of a commander. In that instance, the
Chief would still be the senior man of his Service, that is, the responsible
policy man of his Service, but he would not be concerned with the day to day
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running of the department, Under that scheme the Joint Chiefs of Staff would
extablish military policy, they would do the atrategic planning, they would
arrive at the requirements in consultation and with the help of their Services,
tmwﬁdmiﬂltsmmntdmwmmmm&mﬁfw

| . Servicss would be merely %0 carry out and meet the requirements sstablished
by the Joint Chiefs of Btaff. Thers are obvious bugs in that sclutien. Meny
people would consider it wnsound to divide the responsibility for polisy snd
for plamming from the responsibility for operstions. There are many shades
of solutions between these two extremes; one axtreme. represented by what we
have now, and the other by this last solution. It is & problem, howswer,
which will constantly eonfront the top military policy members in the Military
Establighment, Perhaps the solution with the fewest bugs is the systen we
have at present, but if the Joint Chisfs are to be effective, they will be
constantly required to push off the danger of the danger of being overwhelmed
by their day to day work, I would point that out as one of the partioular
dangers of our present system.

A related problem, and one which I think all Servioces have iried to
beat, is the question of direstion, direction to the working peopls, direction
to the backroom boys. (I moted in Admiral Struble's talk the other day he
referred to Indians. I realised for & long time that there were Indians in
the Army, but it is the first tinme I kiew there were Indians in the Navy
Department. I thought that was peculiar to the Army)., It is » Question of
how much direction and from whom this direction comes to these Indians. To

the working people; to the plamming paople on the warious levels of plarming.
There is a great danger, if we arrive at hard and fast Service positions
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before we mest with our colleaguss from the other Services, that the result

may be compromise. Now I think a compromise can involve two things or have
hornﬁta. One is a free combination of views, and we always have to have

that, The other is that we may, by compromise, get into the position where

we are bargaining, and when we bargain there is danger that the sclution may

be somewhat less than the best solution, There is also the danger when we
instruct eur people with a servics view, when they mset en their planning

leval, when it is apparent that that view is mot going to prevail - and some-
times you come in with three views - that all rrogress steps: They have to

go back again for instructions, and yca take sway from the planning in that
particular level, all the initiative, By the time it has gone through the *
several steps of going through a planning agency and back again to the depart~
ment for new instructions, for more latituds - baok and forth ~ there is & "
considerable time loss. muim enough lost in the clearest and most
direct solution of these problems without adding to it.

Bow, I know all Services are sware of this. I think all peopls in
the planning agencies are aware of it, I believe the Services are doing their
bast, each in its omn way, to correct this. I think Admiral Struble has told
you how it is done in the Navy, MNaybe General Oruenther mentioned how it was
done in the Army. The Alr Force system is perhaps somewhat different in that
our planner does not have s emall empire of his own in the first instance.

He does not have a particular group of working people for whom he is responsible
and who are responsible to him, Bculmtotamplmaumplm
and operations directory. In addition to that, at all levels above him, we

try to avoid talking to him, telling him what owr views are prior to the time
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he has met with his colleagues -~ the other plamners. We are svailable to
him for guidanos., The problem is one of judgment as to how firm the guidance

is, and when the guidance is so firm that 1t becomes in fact instruetions,

One of the greatest potential weaknesses and dangers in our present
systen is the fact that it does not require, but it permits, firm instruections
to our representatives on all of the planning levels, The great danger is the
danger of compromise, Compromise is necessary and useful if it results from
a free combingtion of views, but it is dangerous if it involves another defi-
nition of compremise which is to expose to risk. I believe the danger of risk
is involved whenever we depart from an sffort to arrive at a free, unchstrucped
combination of views and resort to bargaining for position,

As T mentioned earlier, I hope, by your questions, you will bring
out any points you want olarified as to the organisation and methods that we
use in the Alr Poroe in strategic planning. But before opening up the ques~-
tions, I would like to briefly mention one other point, We have beoome in-
volved in the last few years, in a much broader field of planning poliey than
we have ever experienced before. The last tangible manifestation of this is
perhaps our part in the North Atlantio Treety Organisation. In comection
with the North Atlantic Treaty Organisation, we hear considerable about mili-
tary assistance - <the MAP program. We are inclined to consider that program
and the NATO particularly in terms of material assistance, It is natural that

) we should do that because we have the problem with Congress, we have the prob-
len of working out programs. I think we tend t0 weigh the progream in terms
of dollars and in terms of material equipment that can be made awsilable, It
is my view, and I think you will share it, that when the history of this period
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is written the measure of our success in this eritical time in our history
will be in terms of wisdom, judgment and thinking, and in the strength of

our coursge in carrying out our judgment. M¥AP and cther forms of material
aid are essential, dut whether or not they succeed in accomplishing the pur=
poses for which they are made available will be determined by the quality of
leadership. leadership in the full sense that we have svailable during this
period,

Many of you psople have been involved in the plans and policies
before you cams to this school. This school has produoed many fine and able
men in the planning and policy fields. It will produce mere, The problems
will go back to, those of you who have been in this business befarse, and the
problems you peopls will face for the first time, are of greater magnitude, of
far more sericus consequences than anything you have faoed before.

) The great weakness - I have mentioned two or three weaknesses and

) soft points in planning - is now, and has been in the past, and perhaps will
dmb;,tMqudtbpm. As T stated earlier, I have been i
hbahdtphﬁnnrormmn,mdhﬂabmumm'ﬂhmn,n
my regard for them, maturally, is about the highest. But the big problem ‘
today in the military field and I balieve it holds in all fields of Government,
and perhaps in al) countries, is the quality of the thinking, the quality of
the planning, that is, translating our thoughts into a plan to do something,

. and the courage both in the thinking and carrying out of our plans.

I see, like Qeneral Qrusnther, that I am also suffering from
frustration and have excesded my %en mimubtes by twice that amount.
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