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UTTLIZATION OF LAUPCiER I THE ARED FORCES

7 Iebruary 1947.

GEITERAL MoKTHLEY:

Gentlznen, this nmorning we are due for a very 1At£resting talk Dby
olonel Russell Skinner., 1 have just had an opportunity to talk with
him over in my office and I find he has lived this uhbj’ct I lmow he

is going to give you a lot of valuable information. '

Colonel Skinner is an Infantry officer who has. com ‘up throtigh the
Infantry Schocl, the Command and Qener-'1 Staff School, and was later de-
tailed in the Inspecher Generzli's leparument, Howover ‘his main interest
seems *to center around the fact that he Las bheen a memoer of the War
Department lanpower Zoard since 1943. I reaily believe he has lived the
S \Jept . . : . :

He-vill spe2ic to you this morns*“ on the AtlllzablOﬂ QL manpower in
the Armed Forces. I take great pleasurge in introducing Colonel Russell
Skinner,

(ipplause)

COLONDL Sk

As General kcKinley stated, gentlemen, the beginning of 1943
General Farshall appointed a beard czlliod tne War Leaartnent ianpower
Board for the control of personn e' in the Zone of the Interior. This
morning I intend to talk principally about the work of that board If
time permits, I shall also talk about some personnel policies'that
affected the requirements Ifor personnel,

It can be seen from what I have just said that really the title of
ny talk is somewhat of misnomer because I shall not talk about the
problem of utilizing manpower in the Armed Forces. as a whole; only in
the Army., I have a very éxcellent reason for not talking about the

utilization of manpower in Lh Navy.

That reason is that I do not know anything about it., Nor will I
talk about the utilization of personnel in all Arrmy activities I shdll
not talk about the utilization of manpower in field force huLtS for
instance, It seens to me that the requirement for personnel there is tied
in with the decisions about the type of warfare that is to be conducted,
and so forth, and that manpower requirenents flow from that automauLVGILV.




This zohe of the interior personnel about which I talk exclusivel
is the personnel that is used to operate the zone of the interior es-
taollshmeﬂts. 21 personnel engages in many missions,- the procurement
of supplies and equipment, a certain amount of manufacture of suppiies
and equipment, the storage of that equipnont,— the eventual movement
of supplies and eguipment to the posts in the United States where it is
to be expended, or to ports of embarkation for expenditure overseas,
and its tr‘nsportetlon overseas to the poris on the other side,

ZI personnel also operates establishments for the treining of in-
dividuals and, as can be readily 1mugLned, with five hundred thousand
recruits coming into the Army for many months during the war, the require-
ments for training establishments at that blme were large,

ZI personnel alsoc takes care and officers considered,
I will say, as human-beings; that i sonnel alds in keeping
them warm, providing them quarters, ﬁeoh"’”'th em clothed, taking care
of them when they are S1Cu, providing amusement for them, and so on..

The efforts the WDIIB haskbeen maxking, whether successful or not,
to control the utilization of this peFSOnnel'were efforts along a. llﬂe
that had never been attempted befere., The control of the determination
of requirements for personnel in these many establishments on a scientilic
bagis was an innovation in management, either military or civilian, I
suppose the best way to start out talking aboul the system we eventually
evolved is Lo talk about the way the 2I was operated in peacetime.,

First of all, we had those same establishments in peacetime, if on
a reduced scale. During peacetime the Aruwed Services went to Congress
for money for civilians, They did not ordinarily put in for enough
meney [or all the civilians they could have used in the zone of the
interior establishments. Generally sneaking, they put in only for
civilians for jobs thal were so speclalized that it was hoveless to look
to ordinary soldiers for their performance, So there would be nmoney for

“two or three secretaries around the headguarters of a Corps Area, and a

few technicians, such as plumbers and steamfitters around the posts, but
that was all,

There was no attempt to supply the remaining needs for ZI personnel
from the military—by assignment, that is.Take the Urdnance vaurtmer
at an ordinary pos®t. An ordnance sergeant would be assigned. He would
supervise all ordnance matiters there. Bul when a carload of ammunition
came in, he would call on the troops at the post-- the field force unitse—
to send a detail over to unlocad the car, And when the troops wanted to
sxpend the anmunlﬁlon, the sergeant wculd oblige them to send a wagon

around, tc get the ammmition and take it Lo the place where it was to be
used,

Cbviously, after the outbresk of war, it was not practical
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utilize the persons in the field force units in this mammer. No longer
did the men in the field force units have yesrs of experience and they
could rot therefore bs diverted from training from their wnit, It was
necessary to train them as rapidly as vossible so that they could go
overseas to perform the functions they were destined to perform. . Ime
mediately,therefore, the decision was made to provide a permanent
compliment for the operation of the ZI1  establishments.

Throus hout 194 the Army hired civilians as fast as it could get
them and put thom.ln the 41 establishments wherever i1t was felt that
they could be used. In addition, the Arny was assigning nilitary men
to those tasks, meinly Limited Service. :

Some idea of the immensity of thosc establishments can be gained

when I tell you that on the first of January 1943, the number emnloycé
in the Z.I. establishments numbered almos? three million peopls, I can-

not tell you how many the Navy had. Zubt three million in the Army alone
is a tremendous nmumher, It was obvious that it was a sufficiently large
segment of the working' populabtion so that it had to he taken into account.

It was in realigation of this fact that Gencral barshall decided to
form The War Department Hanpower Beard to check on the use of this
personnel and keep it within limits, )

‘The decision to do this represented something of a change of front,
During the course of 1942 the emphasis had beun on ont,Lng enough people
to do th jobe Very little atiention was paid to whether too many people
were being employed.. The old funds restrictions on the omnlovment of
01v111ans had, of course, complctely disappeared. The Army was getting

more moncy than it could spend, lHor was therc at the time any dearth
of wilitary for Z.1. use.. . Chviously, a oqurol systen was required if
the Z.I, was not gro:LnP to absort far more pcople than it should.

When it came to our work, when vwe got geing, it was obvious to us
that the Tirst step was to find ocut what ZI activities were being carried
on and how many people werc beilng employed on them, So our first step
was Lo secure a basic inventory, by activity. Ve had a bit of trouble
with that., It was not as easy as we cxpected it to be, For one thing,
in the Army the officers had never thought of personrel in terms of
"oporating " vérsonnel and "other' persornmel. When they began making
their reports, they were inclincd to show all the trainees at a training
center as part of the training establishment. In our c¢ycs the persons
who operated the establishment'wore in the ”oparating" category; the
persons receiving the training werce "othor™, and should not have been
considered except as workload. We had some trouble in getting that
concept across., '

Also, the Arwy had been accustomed to reporting personnel in torms
of organization. Very often, when we would ask for a rcport on the
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personnel émployed on an activity, there would be a tendency to show
merely the strengih of some organization, That did not work in many
cases because the organization shown as performing the job might be
performing several othors besides. Lventually, however, we got a

list of the ZI activities that seemed satisfactory and eventually also
we got the number of pirsons employed. That is-<by the woy-- when we
learned that we had three willion people in the zone of the interior
activities,

Havrwb gotten our basic inventory comploted, ve had to decide on
a method of allotment of personnel, As I have said, there was no
control at all on the hiring of civilians and the assignment of military
personnel was not dicltated by any very scientific criteria., Inasmuch
as we noped to determine how much personnol was reguired for a given
anount of workload, we decided our allctment must be in terms of "total,™
We must make an allotment of so many ncople to perform the mission and
disregard whether they were soldicrs or civilians. To us, it seusmed to
make no difference.

So our allotment was sct up on the b,u¢s of an allotment in total.
It is true that later on we did break uho allotment down into military
and civilian, We oven broke the military down into types—-officers,
warrant officers, and so on. DBub we di id not do thet except for purposes
of administration. e had to determing how meny civilians could be used —
and how many of thabt number were avallable-$o decide how many military
had to be allotted. Ue nevor determined requirements in terms of the
categories "Hilitary" and "Civilian', except for this reason.

mands should have, we just

i gave them all the pvoplu they
were using., However, it weas inherent in our mission not to accept the
existing utilization of personnel as correct but, instead, to go into the
field to try to determine what was really needed.

‘Initially, in determining what the cor
assumed that what they had was vright and g

~

we felt we could do the thing in two
cither, curselves, go out and examine the
reqguirements of these 1@11‘1t es and comc to a decision and recommend
that.the Chief of S5tarff issue allotmenis accordingly: or we could
examinz the control measures bging taken by the various commands and’
notify the Chief of Staff as to whether they were adequate and whether
the matter of rannovfr,conbrol_wab being energetically pursued,

When it came to thab,
different ways: We could

K
=

the f4eld was that it savored
workings of the commander 's
his necl:. You could expect cvery

The main objection to geing in
a little of gﬂmr%>ﬂmothﬂlﬁ“r
activities and sort oI hreathing down

comander to object to ih“t Ihe reaction you could expect wos along
the lines of the reacticn of General So mg“wgil hen he heard about

4

this proposal, He said, "Huhl




The other wsy was open o ObJ’uZ;OV “oo becauvse eny conmander is
going Lo compute his needs in such a woy ss to be kind to himself,
That was covidenced later in the war o numbsr of bceasions To
illustrated specifically, a commander care in during 1944 f “or a hundréd
thousand more men for his activitIe®than le was using at the time,
Alter we had analyzed his regquircments, we recommended that the Chief
of Staff allot him ninety thousand less tharn he had, Thot is what he
got, Yow it is possible that that commandor later fell down in
performing his mission, but 1 do net belicove you would ever get any-
onc in that command to confess that that was the case.

tventually, bthe Board decided to g
business., We old it reluctantly beeausc
the WDAB would become synonymous with 30
out, W'%sammpﬁlmwmw% mmfxﬂw~ mﬂ*heﬁm@,cmmhmnmg

that all of 'us on the Board were cldcrly men with much of the milk

of human kindness in our hearts and ““W*C"Q-+Y toward the ZI opcrators,
We knew that they had a terribly difficult job and we leaned over back-.
a whore there

dent appraisal
on as we did
- it turned

vord to be fair to them. In fact, was any doubt we gave them
more than we.thought they actusily ncoded, that did not let us
escape the reputation we got of boing: bad, bad hovs, or verhaps I should

say of belng bad, bad 0ld men.

Having decided on independent wnw“ﬂ‘sals, we realized
Sk

ourselves a real. job. liere were estalli
all over the United States. They were =o widespréad that 1 dOn’t suppose
you could have gone into a movie~housc in the coun'try in 1943, 1Q/A or 1945
and not have found some ZI empjloyec of, the - %r Department.,

Well, we concluded the first thing we needed to do was o determine
a wnit of work by means of whiﬁh the work pbrlormed by cach activity could
be measursd. That, in scome cases, was quite easy. Take a hospital), for
instance, Obv1ouslj, you can muusurxwthe work of a hosplital by the
nunber: of patie 1t9..ubv~‘ 51y, also you can measure the work of a
disciplinary barracks by the number of priscners.  hen we wers finally
able tc determine a satisfactory unit of work, we felt we. had advanced
far toward -our goal, There remained however bbc job of determining how
many people were required for the performance of a given number of units,
At Tirst, in orders to make this determination, we surveyed every
activity of a.typc vefore we came to any conc¢uulons. “We felt that ab
the end of such an exhaustive survey we could be fairly confident that
the ratios we developec would be right., TFor instonce, we surveyed all
general hospitzals, ‘o found that on the average, one man was roquired :
For every bed cceupled and we adopted that ratio as rcliable, . Therea tur,»
if we could foresec that there were going to be sixty thousznd vatients
in the General Hospital system in the Unitoed utiuUs, we allotted sixty
thousand peoplc Lo carc for them. uuurﬂ"ly individual establishmonts
required varying numbers, a greater or legs nuaber than that, Bub, you

SV R e 1 e
: ;

YT R ) oy e 20
Doy 1 PS4 ;
Lol 1 SR L@ ij




see, we were allotting to the agency thal had all the activities of
this type and we felt that we could leave it to the agency to make
those adjustments.

In the casc of other ac 1v1+1ps, it was almost impossible to obtain
a gecod unit of work. Take a headquarters for cxample. That was an
activity for which we never did develop a unit of work to satisfy us,
We had to be satisfied with adopting an uwnsatisfactory unit of work
and then applying it with due regard for its imporfections,

Let me be specific, to illustrate. In 1943 and 1944 the Ground
Forces headguartcrs, had forty or fifty divisions to supervise in the
Unlqu States, The Ground Ferces were conducting maneuvers somewhere
all the time, often two or three, in diffcront parts of the country.
That,of course, involved a lot of staff supsrvision, The AGF Head-
gquarters werc also gilving general suporvision to the replacement system,
although it was directly handlced by the feplacement and School Command.

n

The replacement system had hun,.rcd.n of thousands of Lraﬂqvc

u

U‘

later in the wear, as tho divisions went overseas and as the number

of trainhcus decreased, while we did not take either onc of those things
as a sobt messurc of the headguarters work, we did think the headquarters
strongth could be lowered, So whon we WOJ‘A get rceports——-and by the
ey 1 may say thet one feature of cur system was the calling for reports
of strongth, monthly, by activity--we woent over to see them and saild,
"You had 'fifteen hundred people in your headquartcrs in 1943 and 1944
when the situation was as it was. Uow in 1045, the worklosd has gonc
down, most of your divisions have gon: overseas and you have fewer than
half the trainces you used to have, It would appear to uz, on the basis
of thesc admitiedly unsatisfactory units of work, we should cut your

allotnent for headquarters from fiftceon handred uo cloven andr»df‘ You
ses, we wonld have to dicker with them on that kind of a basis, Fortu-
nuouly for the success of our activity I think well over half in the ZI
establishments could be neasured by a pretty satisfactory unit of work.
ln the field of thosc activities, we weren't so bad off.

,uv1ng got en the requirements one way or another for activities,

by type--so much for this type of activitr, so much ifor thce other--

we would add the reguirements for all of the activitics under a2 major
commnand and we would allob to the majer coumand what that commend
required for the operation of all the activities. e did not say that
the personnel ws had computed as necessary for sn activity would be

crployed in that activiiy; we left that to the commander, We only
uscd those ceomputations to determine the tolal. After we got the total,
he could use them anywhere he liked, Naturally if, ovor a period of
non+ho, we noticed from his reports that hc was ¢51ng a lot more people
on an activity than we -had computed he necded, wo would go eub and look
at that activity zgain tc sce if ouwr compubations were in error. If
they were in error, we. would amend thouw upward,

e




F on the other hand, we found th@m o be pretty sound in the
first pldcc, we took this noint of view, and my, oh my, how the commands
hated s lo“ taking it. We took the point of view that if, over a period
of months, they had seve rbl thous»na more people in an activity than we
thought thﬁy needed, they taking then away from some other activity,
hau achivity didn't nced them elther. Je'd

by the excase in the overstaffed activity.'’

3 e

and that was proof thet t
therefore ocut thoir totel

T would like to bring ocut this point, The brvngth of the ZI
esbablishments when we got golng, about vhe tﬂlrtleth of Jung, 1943,
wes four hundred twenty-five thousand ~o bhan 1t wos on ViE-Day; and
there had not been a notable diminubtlion in th workload during that
pericd, True, it had changed in character, There were [lewer posts in
opcration; but on the other hand, thure were a great many mere injurcd
being cared for in the Genersdl Aos:itals. I do not believe that the ZI
reduction of 425,000 was dus to the Board, I do not clain that at ail,

. But T do believe that th existence of the Board, the fact that we were
wetehing all the uh1¢c d a salubary effoct At any rate whatever the
cause, thers was a Tud& L an, ¢ bo make ancther point.

Throughout the war and sin ﬂade reduction“ on Drima

yhov.

facie evidence, Wo have 2 o they
were appropriate. That is why L say we o lﬂo~“0°”b‘q and nico,
in spite of the reputation we ! 1T hher was any doubt aoout hvsd

computations werc ?L:AL,

Naturalily, you will never g
you wont to gpt large raductions g
to say, cub arbitrerily.

cutbs that way; never! If°
simply make themy that is

However, in a case likc thet, a ZJoard like the WDITB is uscful., Iif,
for instance, during nhc war the Chis? of Staff had found it nocessary
to cut the ZI (for reasons aside from thoir nceds ) and had cone up and
said, "I've got to cut the ZI., Sheil I cub all commands alike or shall
I cut Air so nuch, Crdnance a lessor amount, and Chemieal Warfare more?”
In that casz, I think we would have be:n in a position to recommend which
ones wereo \1utchly fat, I will not tell you which ones I thought.
(Lavghtor) : o

I have alreéady uscd up half an howr, but I will use five minutes
more for another phasc of this mattor, '

Conpled with our Wl'@ion of determining whothe r thoe commands were
using toc mony people on obviously riccessory jobs, thy~on1ci of Staff
asked us to look intoe the ncccas¢by for all tha d'?«crsnt qctivit*ﬁ
He wanted uws to find out whether there was any nec all for
certain activities and if there Tere, whether they cou ldn’t be racuced
in scope. I have remarked that when wo sald, "You have too many plumbers,
too many steenfitters, too meny clerks, “oo many messcongers'”. It got us

into a leot of trﬂwujo with the commends. Inagine then how much trouvble




we'd have got into if we had gone to them and said, "Your system of
training establishments is all wrong. You should cut out your re-
ception centers and send recruits direct to the training cenfbers.”

I think you can readily understend that the major commanders, who did
not get up there by being pushed a;ocﬂa, wouldn't be likely to take
kindly to any such suggestions. the same time, 1t must be noted that
certain cormanders showed a tendency te operate in an unduly extravagant
memner. Commanders, being huwnan beings, more or less lock cub for their
own and let somebody else worry about the effect on the War Department
as a whcle. They haven't got an over-all point of view and you cannct
expect them to have, For instance, wouldn't-the Surgeon General be
stupid if he did not try to get all the hospitel beds he possibly could
so that if another fiu epidenic-came aleng he would be set to handle it?
Yet if all the personnel werce to be assigned to the hospitals, there'd

be nobody to fight.

So somebody up topside has got to adjudicate between cormands and
cut those back that get out of linc. e did not think we were the Dpeople.
to do that. The Gencaral Stafil zgoncics arc sct up for that very purpose.
S0 what we did when we found that a conmg secrncd to be getting too
large a place in the sun was to notify the appropriate Gener 1 Steff
agency and set forth ocur reasons for thinking that the establishment s
cperating in a manner that unduly consumed por SOuLGL, or erployed
personnel without an adequate amount of roturn. Now I don't know how to
say this, to prevent it sounding objec ctionable and T don't mesn it that
way, but, in genecral, the General Staff Sections dida't do anything about
it. Thﬂrv werc two reasens for that., U(ne reason was that they wure,
under the terms of War Department or”ﬂﬁlzatlon, so-undermanned that thqy
simply could not nake an evaluation of the worth of the Board's suggest-
ions o

The other reason was thet it wes 2 policy of the Chief of Staff
and of the Army to leave major commandors alone and Yet them run their
own show., Of courss, nobody can quarrél with that decision. However,
it is egually true that you cannot let cne man run away with cverything.
T rust say it is ry honest convicbion that there was not cnough control
over those major comuanders during the wer, As 2 result, thoy were
allowed to retain activities that used up persommel necdlessly, or at
least they were allowed to retain “ct?Vltlv& that used up personnel that
could have becn used more advantageously scmewhere else. 1 won't say
they were useless activities, but tﬂbj were not strictly necessary., They
were embroidery, in some cases. :

I notice I have uscd up thirty-three minutes, Colonel Greer and
Genesral iicKinley, I an going to talk about some of these personnel
policies at the seminar this aftcrwoong Would you rather leave it until
then? They all deal with those mattors that you want to talk gbout this
afternoon,

H

<3 AR [ S T i F“\ C“T hy 5\
: RESURIBTED



<

I
5D
B
[:::in
U
=)

LIEUT. COLONEL CGREE

Please weit wntil later, Colorncl,

COLONIL SKIUNSR:

Then I am through, gentlomen. Thanks a lot.
(Applause)

"‘”AL McKINLEY:

I vrould like

the Quartoermaster General's

6 of ficer requirements,
nstigated by yvour group,

to ask the first gucestion myself.

or was thot a
COLONEL SKINNER:

Mell, General
General two or thrée tires.
Gericral's survey. It would
it must have becn for other

Kinley, we lcoked

mattors.
GZNERAL FeKINLAY:

»Iﬁ was. for officer requircnents,
COLONEL uKITJ“"

requirencents 1a the the QIG?

fice Office of
Inspector ConeraLV

" COLONEL SKIW”“

Gcncral, I don't knowe.

GENERAL MoKINLEY:

lonel Ray was the orne I came in contact with.
examkle of hew kind-hearted you v
there Wwith the express purposs

but T got E) th1+ur—fcur mérecent increzsc out of it,
OLOI EQ.SKHHE"
Ch, we ran into thos¢ smoothies all the time.

~Gm

Was the survey of
Uffice, for instance, here in Washington as
when the Inspector General came dovm, something
group within the Army itself?

at the Office of the Quartermaster
But I don't know about this Inspector
not be for persommel reguirene

nts. I believe

It was made by the

That was an

7ere because I know they came down
of ¢ uLL»ﬂg the office thirty-five percent;

(Laughtor )




w!
U

i
Inr

A STUDELT OFFICER:

I want to ask what classoes of people made these independent
surveys? lWere they eminently quelified, generally, to make such
surveys? What were theilr qualifications? I anm speaking of those
pecple you had in your orgenization making thesc independent surveys,

COLOWNsL SKINNER:

Yes, sir, Well, they were all cld mcn like me, and with virtues
and the defects of a person like me. They had gotten rather mellow with
the passage of time and were sympathetic with the man doing a job because
they had -all tried to run jobs themselves and knew that that was trouble-

SOome.

I think that is morc important then being tough. The inspecting
officers had the expericnce of many vears behind them. I think when it
canz to inspecting such things as training establishments, station com-
plemeonts, disciplinary barracks, and hospitals--cven hospitals-— they

i~

were pretty good. When they inspectud the depots and arsenals and ports,

they were not so good. The only rcason that they .did as well as they
3id do wos that in every one of.+h¢sc highly-technical activities, when
it all simmers down, about ¢veryone turns out to be either a typist or

a messenger. For example, right in this schocl therc is a group teaching
but the bulk of the people are clorks, typists, messengers, firemen,
janitors, and so on. . o

So we locked at that type of personncl and let the technieal
porgennel pretty much alone. We did net feel hesitant about taking away

& file-clerk, somconc in the motor pool, supply scrgoants, mess scergeants,

.

‘and all persons of that kind., Our inepecting officers were good there,

T said that generally, the inspectors werc of the old gentlemen type
but that was not entircly true, We did have an admixture of some people
that, in ecivil life, were ilndustrial-menagement people, We had maybe
ten or twelve of thosc, We used them ﬁOStlj for evolving what we called
a yardstick, which I have not mentioned before, A yardstick for an
activity was supposed to set down what c:oh fact of the activity really
needed to operate. Then our inspection teams would go oul and use the
yerdsticks that the technical speeialists evolved.

MR. PIZRCE

E)

I wonder 1f you would elabora

¢ on the development of the Var

at
‘D’Oartmcnt ranpower Board inside the “lar Department and the reguest by

Congress in Public Lew, I think it was forty-seven or forty-nine—-fifty-
seven or flftymnlnu——for 21l governmont agencics to report on utili-
zation, through the Bureau of the Hodget., Wasn't therc spontancous




development inside of the Tar Department MHenpower Board? Was it not
related outside tho reguest of the Congress at that time that there be
manpower-utilizaticn surveys carricd out and reported to the Congress
through the Bureau of the Budget?

As far as I xnow, sir, Congress was aV11° no at entlon to pvrsonneL
equirements, civilian pﬂr:on el req
2 camc into boing which was, =85 I told fou, in Lccgr cy of lCVQ

3 N K]

o]

Now Puklic Law 49, s ,nuwh later, did put a ceiling on cortain types
of employees and directed the agencies to scrutinize their neods very
carcfully. As far as I know thp idea of the Board AOVO7Opbd in General
liarshall's own hoad 11 tell 7, L think brought it about. He had
gone to the Preside t, in bOﬂﬁthlOﬂ with considering tnc needs of in-
dustry. It looked impossible to give uws aight million two hundred
thousznd people for the Army, the number we had hoped to get. Genoral
¥arshall agrpud to cut five hundred thousand of the military off that.
"But”, he sald to himsclf, "I'm not giving up any part of the fstablish-
ment.”  Then he saild bo himself, "Where con Iogot reductions?! Well the
obvicus place was around the counbry herc, ' :

4;_5\,

it, 'That is not a wory good ex-
“icolly, bub the reason is I can't,

'

iinybe that is the explanation

L0
planﬂtio T did not answer it cats

for
¥

GENERAL LicKINLEY:

T wanted to ask that quostlon. Now the budget 1s the ceiling czar,
isn't it, on personncl? : :

JOIIO;\'L.LJ L.)YI?&ITJH e
Yes, sirv.
JENERAL LicKINLEY: -
]

They deal directly with you and wou head up the War Department.

COLONRL SKTHN;

It's this way, Gencral, The various agencies come in to the Budget
Officer, War Dopartment,‘with thelr estinates of requirements for money
for the pay of eivilians, Thet is scrutinized thorce and eventuslly the
request, as originally prasented or as modified, goss to the Burbaa of
the Budget, That centains a request for ~1v11wan

Well our rart in thet is this: The Budget Officer, War Dopartment,
wherever thers is ankltcm involving poerscnal servic ces, pay of civi llans,




conmes. un, alls on us for an est“mate o, Whather that ectimate 1s 1n
accordance Wlth the real needs

GENLRAL McKINIETY:

That is now.

That is now; yves. It gets underway this year.

. That is now that money has taken a hold as the controlling element.
There were years, bowards the end of the war and just following the close
of the war, when the ceiling on personnel was mch more restrictive than
the money. , There was plenty of mongy. Coo ‘

CCLONEL SKI

Throughout this talk I have been speaking primarily about what is
needed in wartime, At the present tine we are of the cpinion that
civillian personnel ceilings should be removed because, as’ the President
pointed out in his message to Congrese, they constitute a second contrel.
When you have two controls over the sa 'c,dmodlty yvou have trouble
gesring them together. We think that a civilian persomnel control now,
over and above the money control, is bad.

b4
mne

ENE AT MeKINLEY:

In time of peace, the money is in control, It is an absoclute
control,

COLONET. SKINHER:

*
i

Yes, sir, it is an absolute control. There isn't any need for
2 2 :
nergonnel ceilings, o L :

IBRAL LeKINLEY: A
But, as I say, there were ceilings. that.came down on us when we
had plenty of money and the emphasis wds -on bBétber utilization of
personnel, I wondered if thc‘“ucgot, at that time, was active., They
came into the. pleture, I don't know qut when, - They worked through
vou and along with youys - ° - - C

CCLONEL SKIMNER:

For a while, we didn't have any restriction on the employment of



civilians, as I said, Then, after a while, Congress passed what was

known as Public Law 49, later 106 and now 390, which states that graded
civilians are under a ceiling and canncot exoevﬁ a certain number, That

is over and above the money restriction., They are both on us now. It

is indeed quite a task to coordinate the allotment of money and the allot-
ment of personnel so that the one won't stop the other. Whichever one is
the lowest, that one governs, It is bad, we think,

CEMERAL LicKIVIEY:

I am trying to develop a few things. You were uq¢k1ng about units

of work, The technical services did a great deal--
CCLONEL SKINNER:
Yes, sir.

RAL IcKINIEY:

Ard, to that extent, you dyd not have to concera yourself with
them g0 much, did you?

T Ty
COLONBL SKIWNLEH:

Y
b

o, sir I had an eye on the clock and was rushing to get through
here, sc¢ 1 did not go into these detalls I 3id not give due credit
when I said personnel went down four huudred twenty-Tive thousand.
FPerhaps I indirectly indicated we were the ones responsible. 1 dc not
mean that at all. The technical services were active, practically all
of them, in evolving units of work by means of which tb@v could measure
the performance and then get a ratio of requirements. We, in many cases,
took their computations, accepbed them gratefully, and used them.

I was getting to the point that there was a guestion originally
asked about what kind of personnel you used for that. There was a great
deal of technical persomnel used at the lower levels, wasn't there?

COLONEL SKINNET: . +
Ch, much.
GENERAL McKINIEY:

There were management engineers, and all thalt sort of thing used to
develop estimates, ‘ .

-13-
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COLOREL SKINNER

We had ten or twelve people, or fTwenty, arocund us in Washington.
We had, maybe, elghty people out in the field, I think the number we
had altogether was one hundred. Fow you know one hundred people are
not golng to inspect three million people, scattered all over the United
States, personally. We seized and grabbhed from everybody we could.  Bubt
we also did what we could on our own where we could and we had in most
cases to compute regquirements for ourselves,

GEMERAL McKINLEY:

The thing particularly interests me because I was a budget mang T
was a monsy man, When noney lost its control, this other control went
in, as far as persomnel 1is concerned, The whole thing is in the area of
-managenent,

COIONEL SKINNLR:
That's right. v
GENERAL McKINLEY:

It is the same management-control technique with a different control
riding in the saddle, It really is., '

COLONEL SKINNER:

I would not have any criticlsm of the technical serv1ces' work at
all, except to make the criticism that every human~being rates. Every
human being 1s going to try te grab off a little reserve for an emergency.
He will try to get a little bit more Lonuy than he secs he is going to
need because he can'ft tell what might turn up, He will get a few mare
people, il possible, than he really needs because he can't tell what is
going to ccrme up. If he is any good at all as a boss, he will do that.
Tiow our business was to take awey that little comfortable cushion he was
surrcundinf himself with for an emergency

o

GENERAL McHINLEY:

I will make this remark on your arbitrary cut, You remember where
you said you found in some placeo they had switched them around; well
wher you do that you merely make a nall snge to the man to vad and fool
you. HNobody ever cut me in the Bureau of the Budget that way that I
didn't go back and get a few extra million the following year.,

.

COICHEL SKINNER:

I do not, for one moment, want to claim we weren't fooled. We were
fooled oftener than not,

14—
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A STUDENT OFFICER:

We are talking generalities here, " If you want to get down to
practical apilications of the restriction by budget or the re-
striction by mumbers, I don't thirk we're getting our money's worth.
When you restrict by budget, you wind up with more chiefs and very
few Indians,

Our experience at Wright Field, when this manpower cut came, was
that the higher-bracketed Civil Service employess were all so tied up
in Civil Service rules and regulastions we could not get rid of them,
We had to rewrite Job descriptions so they would stay on she job and
we got rid of the others. So many of the ones that were on the job

during the war proved to be more cazable than the ones with twenty-

five, or more, vyears experience, We would much rather hang on to
the young ones.

.

COLOREL

There are infinite complications. Wright Field, especially, was

a problem, That was an intricate place out there; very difficult, in-

deed. Incidentally, we are going oui there beflore long,

In your initial census, Colonel, of three million was there in-
cluded the force that was usad in the nature of contract labor that
was being used around in the instellations? -In other words, when you
set a ceiling, it did not precludé the chief of a technical service

from going out and contracting for additional labor as he saw fit, did

it?
COLOBEL SKINNER: |

"That is correct.

However, to be honest, I do not believe that the technical services
availed themselves of that very much: that is, they did not do it im-
properly at all, There are some ccniracting jobs, like stevedoring,
for instance, 1 think, that are more economically done that way. I
have not geen any efforts that would indicate there has been any undue
resort to that. I hope there has not heen because Monday we have to
report to Senator Byrd whether or not that is true. He has asked that
very question and he wants an answer,

A STUDZNT CFILCER:

Did your board have the Job of determining the essentiality of the
activity as well as the essentiality of the personnel used?

1

1]
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COLONEL SKINNEXH:

Yem, sir. You knOW, when I stepped here one minute before the
hour and then started agaan Well, that's when I was talking about
that subject. (Laughter) Seriom sly, though, we reported to the

1 Staff a .gexrv oonoernod and they took such action as they
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General
£it, in the circumsiances.
A STUDENT OFTICER:

Then it was not your jobv.

COLONEL SKIMNZR: ‘ :

g, sir. It was our job to tell whether a job was. essential, or
nob. Ti it were not considered essential, we were to rcport that Tact
to the proper General Staff abency, whinzh we did, We made many of those
reports, too. As I said, most of tﬂﬂ“ were not acted on -and perhaps

! Je only saw one side, you see; the

most of them shouldn't have beor,
General Staff had the overall point of view.

A STULENYT OFFICER:

sane organization?
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COLONEL SKINNER:

Yes, sir. e went overseas to North Africa and ‘to Lngland and
did the kind of job we do in this country, There it was, mainly a
job of folding up. The Chie? of Staf? g#ot concerned as to whether
they were folding up as fast as possible. It was a different type
survey, although along the same general lines, There, essentiality
was the principal point. Ve wen®t to Casablanca for 1nqtance and.
found that the depot there did not seem to be needed any longer so,
we merely recommended that the depot should be tlosed. 'As a matuer
of fact, we recommended that the port e closed. emember, we were
mainly concerned with the essentiality of the establis hmento. That
was in the foreground in the North African and U.K. surveys, As a
result we had little occasion to examine to see whether activities
were overstaffed,

A STULENT UFFICEE

Weould you care to state tns pereentum of gervice troops needed to
mzintain the combat force in uCJP" I don't want included in that figure
what is known in the War Department as combat service for the operation,
COLONEL SKINNER:

You mean not combat support, but the support one level farther back?
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A STUTELT OFFICER:
That's right.

COLONEL, SKINNER:

There, again, I do not know the answer. I cannot give you an
answer on that, However, I would like to talk it over with you this
afterncon. If T could understand it a Little more exactly, I might
be prepasred to answer that in two or throe days,

L

A STUTENT COFFICER:

Excluding the combat scrvice peonle,
COLONEL SEINNELR:

You don't count them?
A STUDENT OFFICE?:

fIxcluding them and going baciz to the th »d linz, how much do you
need? What is the poercentum of your mobhilized forces?

COLONEL SKINNER:

A

answer that one avaer,

]
y
f‘

No, sir; I don't think T cou
A bTUDENT OF? CER:

I would like to hear your cormments on your idea of what it costs
to maintain an establishment like the Service Forces during the war
in comparison with an orgenization like we have today, where the activity
‘is carried on by a CGeneral Staff secticn

‘ Do you think if the commanders had some sort of small working
complement to help them do the housekseping work, and so forth, it
would be much cheaper?

'COLOKEL SKINI'ER:

That is a big subject, I have such violent convictions on that
that I am afreid if 1 really got suart d you wouldn!t get out of here
in time for lunch.

Don't vou gentlomen in the Navy have Shore Establishment people
that run thom absolutely,completely, whorever they arc, regardless of
the forces that use them?

N
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A STUDENT QFFICER:
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COLONEL SKINNER:

A sea outfit comes in there and uses the Establishment, but they
are just gussts at the hotel, so to specak. Isn't that rlghtf

A STULENT CGFFICEI:
Yes, sir, We have a District ieadguarters.
COLONEIL SKINIER:

That was what the Arny did at these posts during the war, T like
it and think it is good. It is betbor than the other,

How that is Just answering yow in a word. . It would take half an
hour to go into all of the ramifications. But I think that system is
okay .

A STUDENT OFFICET

o T

Is it more costly in personnel? How much more?
COLONEL SKTNHLR:

I think it is slightly more. 1t is more DxpenujVL in that your
manpower unit in the place has to be maintained in . adfition to the
headquarters, or:basc, or post, as the case may be.

. There Will be less personnel used from the general reserve units.
Now that may or may not be bad. If the same man commands the people
that commands the unit, he will take the soldiers out to whitewash

rees; so your complement can be reduced in size. Bub, also, the

5

reining of the individual is reduced in scopa.

One of the reasons why it seemed to me that it was such a good
system was because the hase commander was never going to get any help
from the unit that was being served, That unit was there "for free',
to do nothing but train and go about its owvm business,

Is that an answer?

A STUDENT CFFICER:

Yes, sir; thank you.
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£ STUDENT QFFICER

T was connected with the Navy's attempt to reduce the naval
personnel, " ’

You mean the manpower board that went around the country?
4 STUDENT OFFICER:

No. I worked with the Chief of Haval Overations, in the office,
I was wondering if vou had the same trouble we had and that was the
technical services and the Gencral Stafy continually adding funciions
to the psople in the field without 2o a of manpower and then giving
out crders For a survey or an inspection that was necessary only once

EAp

4

~or twice, without ever cancelling that order, and having a function

ontinue on for many years, I think that was where our personnel was
used, by just ordinary surveys. It was not until we started reducing
functions that we could save any p“?sonnel at alli,

COLCEEL SKINNER:

Ch, ¥yes, o 1. - Everybody had his little private
project that he wante s. Aight now we are being pestered with
that thing. We _hink this celling imposed by the toerms of Fublic Law
390 is going to ce:us to let go aboul one-~third of ouwr greded civillians.
So it seemed to us that the forshan ﬂOd thing to do wes to call on every-
body to tell us what they could.glve us because, obviously, ve have got
to cut out scmething.

€r
ca

Be ;orz r place af which to start was
the Gener : h , buruen. hey are the only ones
that can l¢“¢na+e a Punctl ile  Therc is no use te;llﬁg an Army Arca
Commander not to run a disciplinary harrascks when he is told to do so
by the Provost darshalZ, : '

_ So we would say to a Ueneral Staff Scetion, G-2, for example, "You've
got these intelligence detachments. If we had to ouu those, could you
get along without them?" "Nol'" In each case we got the samo answer,
fhen we finglly got throogh, everybody wanted everythinge.

A STUDENT CFFICER:

What machinery did you have for iran

ferring overage from one area
to ancther after yeu had made your 8

survey?

COLOREL SKINNED:

We did not deal with bodies. We determined requirements. A4s soon

R RESTRIGTE




as we discovered overages we notified the agencies that moved people
about—-those that handled people as people instend of as positions-

and they would take steps to move them out. The practice in the Army,
especially in A.S.F,, was to move thom to the nearest training center,
where they would be reclassified and put in the replacement stream. It
wasn't a bad system, 1 thought the A.5.F7, had a goecd system,

There were thousands and thousands of "zombies! floating around
all the time. The A.S.F. simply solved their problem by moving every
zombie, as fast ‘as he was discovered, to the nearest training center
wherz he could be preocessed and something could be made to happen io
him, :

A STUDENT OFFICER:

What success did your survey toams have with the proper utilization
of the POW's in the zone of the interior? Do you think they were
properly used as far as thelr skills wer: concerned? . '

CCLONEL SKINNER:

That was a headache, These prisoners of war came to the number of
three hundried sixty thousand. The Army got the job of taking care of
them, Unfortunately the Army did not get the use of them, entircly,
They were supposed to bolster the civilian econony, especially that of
agriculture. When the crops were to be harvested, they were supposed
to' be diverted, going here, there, and everywhere else, which kept us
from using them on a full-time basis. The danger was, when an outfit
got through a job, picking apples say, at Camp Devers, they might just
be allowed to stay therc idle until the next apple season came along.

We were sorrv we were not allowed tc employ them on a permanent basis;
then we could have gotiten some good cut of them,

T think, on'the whole, where we had exclusivé use of them and did
not have to lend them to agriculture or the'mining industry, or anyihing
else, we did pretty well, especially in the case of the Ttalian service
units. e organized those units mostly for the repair of motor vehicles
and such tasks as that. They, I'think, were very much better than. the
same number of civilians. : :

GENERLL MC&INLEY:
They used them in the laundries in Hawaii.
A STUDENT OFFICER: | \
Colonel, I would like to have your comments on the‘reception

centers and the peoplc going into basic training.
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You are saying that because I mentioned that that was one thing
we thought was wrong with the tralnLﬂg establishment systen,

After a man was 1ndhcuea, he was sent immediately tc a rcception
center, Only one thing was done there, of any importance, and that was
decide which of the major commands he mould ge to, including Havy and
Alr, Of course he got, incidentally, some clothes, some Lrmunization
shots, and s0 On. uut as soon as his classification was. ,omante his
fate was decided right then and therc on the basis of that necessarily
perfunctory andé sketchy classification,

We felt we should ship thosc peoyle to basic training centers
initially and give them the training common to every soldier, deciding
the arm they were to go to only at the and of basic training,

I, personally, couvld see no reason in the world for those reception
centers, Don't forg t that perscnnel pr oV,SSLHg establishments in .
gencral--Oh, I hatc that word "processing", but I have to use it all
the time because I don't know any other-—were gigantic users of personnel
for overhead. Hhy 1t seemed to me that every 'tine a sqldler set his
barracks-bag down somebody was trying cither to pui an entry in his
service record or trying to discover whether or not he had hemorrhoids.

jaa)
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A STUDENT OFFICE : : .
Did you investigate the replacement depots?
CCLOMNEL CKIWNER
Yoz, sir. I am glad to answer that one but is that germane to our
subject? It does not have anything to do with the proper vtilization
of manpower.,
A STUDENT OFFICER:
Well, I certainly had that in mind.
COLOWEL SKINNER:
Did you?
A STUDENT OFFICET
Decause we know that thousands upon thousands just rotted around
re. They hung arcund those nlaces for six wecks, elght weeks, or
etimes eleven wecks. #dHe know some of our peo;IJ ieft without per-

on, Some of them went AWOL--officors and enlisted men, alike-~ to
ek to their units.
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COLONEL SKINNER:

Yes they did. The replacement depot is one of those personnel
processing establishments I was just talking about. We nevor worked
out a scheme for moving people expeditiously from one place to another.
7111 tell you why we couldn't.

You talk about a square peg in a round hole, Well, we had pegs
of geven hundred different patterns; that is to say, seven hundred
occupational specilalist types. 2Zach was & pipeline. Then, within that
specialist category, the individual might be black or white, male or
female, they might be master scrgeants, toech sergeants, corporals or
privates., ZEach of those was a Iresh pipeline, Everybody wants
specialist-trained people, and it is understandable., For example, if
vou are going to run a quartormaster truck company overseas, you would
certainly like to get 2 man who knows how to repair trucks.

But I do not belicve, administratively, it is possibleéto train the
way we tried to train during the war, We got people s0 narrowly trained,
that there was little chance of finding a hole for them. I know it is
not administratively possible to divide soldiers intd as many categories
as we had divided them.  For instance, we had categories like a laundry-
rmachine repair man., Now 1f you are going to provide laundry-machine
repalr men, you are likely to have them in a pool for a long while before
they are needed. ’ '

GENERAL McKINLEY:
You have some idea now.of what you are in fer this afternoon.
Thank you very much, Colonsl Skirnor.

“COLONLL SKINNmR:

Yes, sir. It will be a lct of fun,

(27 Mar. 1947=-400)E
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