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Gentlemen, this m&ning we are due for a very'i;xtwestin;: talk by 
Colonel .i?usus ell Skii:her . I have ;iGst had a-n o?aortuCty -to talk with 
him over in :q~ o.L"_"ice and I find he has lived this subject. I: knav he 
is going to g-ive y-ou a lot of valuable i~~fol*iXt,ion. ., 

Colonel Ski:-incr is ar: Ixfantrg, oi'ficer ~;~ho ha? co.q up thrcisgh the 
infmtrcy School, .the Comand 3:':d Genera:. Sic?ff School, and tias later de- 
tailed in the %ns:jec I;or General '3 ~:~e~:~ar~trx:~t. However, .bis .mi:i ifiteres t 
sems -to ceriter arox.nd -the fact t>?at he l;cs 3zen a mcm'oer of the Xar 
ljepartment Ilanp3wer Zoasd, since 1943. 'i: re?.i.l>- beli&~e he' has live0 the 
subject. .j ', 

He .x7iJi spe?lr to yoi! this mar rlirl~, 3:-i the ::tili&-tion 91" manpower in 
the Armed Forces. ,I take great :least-o in introduciq Colonel iZussel1 
Skinner. 

(Ap$aLls e j 

c CLOE\GL s I(I~.q(~;R. 

As General ~~cKi:j_,iey stated, gextle.zz:i, at the &&x&-g 
General i&rshall appoin&ed a ~5oa,~c?. cg.lLo< the War L'epartment 

of 1943 
blanpcmer 

3oard for the control of p3.rs omel :in 5he Zone of the Interior, This 
morning I intend. to talk principally a?xx$ the work OS that board. If 
ixme permits, I shall also talk about some personnel policies'tha-t 
affected tfle requiremen-cs :Yor perso:x2.e1. 

It can be seen from xhat, I have Just said that really the title of 
qy talk is somewhat of m.is:~oj~er because I shall nqt' talk abo-utt, the 
problem of utilizing manpower in the il?.'Yned Forces as a xhole; only in 
t?le Amy. I ilave a very- &~ccllent reason for not i;alking about the 
utilization cf zxanpo-wsr in the Eavy. 

Th2.t reason is Uiat I do not know aq!;hing aboxA i-t. Ear will I 
talk aSot& the l:tilizatio~ of persomel in all Aixy activities , I sh&ll 
not talk ab0u.t the utilization of man~)o-&w? in field force urrits for, 
instance. It see";s to me that the re:yujxersen, + for ;~e.rson.nel there is tied 
in with the c?.ec:isLons about the Q';e of war:i "are that is t3 be conducted, 
and so forth, and that mngower requi.re.neni;s flOiT Pc2 that aut~o~~atlcall~~, 

P r--:I r’;‘? x-3 -7, ;y ‘q 
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This zohe of the interior personnel about which I talk exclusively 
is the personnel that is used to operate IA3 zone of the interior es- 
tablishments. XL perso.mei engages in xnny missions,- the procurement 
of supplies and equipment, a certain a3oylnt of manufacture of su@ies 
and equipment, the storage of that equipment,- the eventual movement 
of supplies and equipment to the posts in the United States There it is 
to be expended, or to ports of embarkat-ion for expenditure overseas, 
and its transportation overseas to the ports on the othw side. 

ZI personnel also operates establishments for the training of in- 
dividuals and, as can Ye readily imagined, with five hundred thousand 
recruits coming into the Army for many? months during the war9 the require- 
ments for training establishtients at t9a-L time were lafzge. 

ZI personr,el also takes care of soi;‘!.ers and officers considered, 
I will say, as human-beings; that is p .tlis personnel aids in keeping 
them warm, providing them quarters, kee$.:y, C,hen clothed, taking care 
of them when they are sick, providing: amusamcnt for t.hem; and so on.. 

The efforts the !;ii)iB na& been ma',rincr:, T?:hether successful or not, 
to control the titiiizaticn 02 t‘nis persojinel were e-fro; i;s along a line 
that had never been attempted befcre. ':'ho control of the detqnination 
of rea-uirements for personnel in these many establishments on a scientific 
basis was an innovation in management, eithncr military or civilian. I 
suppose the best way to start ou-t tslking aboX% the s,@em we eventually 
evolved. is to talk about the way the :',I ~?KLS operate-l iin peacqtii-ce. 

First of all, ~2 had those same establisihmenta in peacetime, if 0~ 
a reduced scale. guring peacetime the Armed Services went to Congress 
for money for civilians. They did not' ordinarily put in for enough 
money lor all the civilians they could have used in the zone of the 
interior establiahzzents. Generally s>aa&;iq, they ;>:-rt in o&y for 
civilians for jobs that were so specialized that it was ho;jeless to loolc 
toi ordinary soldiers for their periormance, So there would be money for 
.two .or tkce secretaries arox& the headcparters of a Corps Area, and a 
few technicians, s,uch as plumbers and steamfitters around the posts, but 
that was all. 

'There was no attempt to su&y the rezlaining needs L'or ZI personnel 
from the military43y assignment, t'hat is.Take the Ordnance De;:ar'tmont 
at an ordinary post. An ordnance sergeant would be assigned. i-k WDUld 
supervise all ordnance matters there. 2wt when a carload of ammunition 
came ir?, he vould call on the troops at the Fast-.- the field force units- 
to send a detail over to unload the car, Aml when the troops wanted to 
expend the annwnition, the sergeant ;~oU1d oblige them to send a ~vagon 
,arounci. to get the ammunition and take it to the place where it was to be 
used, 

Cbviously, afte? the outbreak of wrTs it was not practical to 



/.LG jj $lJJJjj l..pgJ I )’ ,‘, .!* ,. 

utilize the persona in the :?ield force units in this manner. No 1Ollpx 
did the men in the field force units have years of experience and they 
could not ~thcreforc be diverted from training .Pom their unit, It was 
necessary to train thc;;l as rapic?l;; as ;:os8ibl e so thzt they co>~l<? go 
overseas to perform thil functions they '~wre destined to perform. Lmi 
mediatel~~,therefore, the decision was :~a& to Frovide a permanent 
com$iiment for the oF:rration of the ZI establishments. 

Throu::houi 1942, the XI:FJ hired civilians as fast as it could get 
them and put them in.thr 2 I establishments wherever it was felt that 
they could be used. In addition, the Arq~ 73s assigning nilitary men 
to those tasks, ma,iinly Limited Scrvicc. 

Some idea of k' ,ae imm~ensit;;jr of thosa establishments can SC gained 
y&en I tell you. t.hat 03 the first of darruax'y 1943, the number employed 
in the 2.1. esta b1j.s hy;ellts n~m~bere<, F host ti:rec liiillion people. I ,c32- 
not tell you ho;ii many th,z Navy had. :',"1-1; '; ;-ll- c c nillion in the AK.~ alone 
is a trsnonclous nurtbor . It ms obvi 0v.s 1- 'ri 2 t it was a .'.. ,< sufi'icicntly iarg:e 
segment 0.f the workin$ po@ation so that it had to Se taken into account. 

It was in realization of this fat? %a"; Genorni. I.&r-shall decided to 
form The Yar Liopartmcnt i*anpoxer &XWC~ 'to chock on the use of this 
personnel and keep iC, withiri limits. 

'The decision to do this reprcsonted ,-on&hin~: cf 9 change of Croont, 
During the course of 19/Q -thz cq$iasis hd Seen on getting enough people 
to do the job. Vzry little attantiori 772 s paid to w!xther too many people 
were being om$oyed.. The olc 1 funds restrictions on the employment of- 
civilians had, of course, com~lctcly dissppeared, The ArnTr TGLS getting 
1rIOTe IIXXIC~ than it could spcEd. Pior rja C" ttlerc at the -timQ any dearth 
of Clitary'for Z.I. use.. Cbvioi;aly, a cont.rol sgsC,em 72s required if 
the .Z.I. WE not going to absorb far mo32 pcoplc thnr, it should. 

'Jhen it came to our; ;:;ork, Tzhcn ;:;c ~0% going, it G:S obvious 50 us 
t!?at the iirsl; steg was '-to find out l;++i;lt 31 activities xere being carried 
On and PLOT: ma:nv people ‘S'ieTc d 7boing ,e:npicT-,-ed on thorn, So our first step 
'i:;1s to secure a basic inventory, by activity. ik had a bit oi' troi$ble 
with that. It was not as easy as r,:e cxsectod it to bo. For one thing, 
in the 'Arqy the officers hai' never .tho;+ht of personr.el in terms of 
"operating "I pGr3 0nlXL an3 t'othcrf' p';rsonnel. Tihen they hogan making 
their reports, they u;ere inclir,cd to shn~,,; all the traincos a-t a training 
center as ;;art of the training cstablishmont. In o=w oyos the persons 
who opera-t'ed the cstablishmsnt wxe :in the "o~xratin~; !I category; the 
persons receiving the training were "or,h2rig, and should 'not have been 
considered exce;jt as workload. 32 !lad son0 trouble in getting that 
concept across. 

ALSO, the Arqr had been accustomed ‘Lo r$>orting personnel in t,:rms 
of organization. %x-y often, when -w ~o~ll.d ask for a report on thr: 
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personnel &m@oyad on an ac%ivity, ther2 would be a tendency to show 
merely the streng';h of sor20 organization. '%a-t did not pork in r;any 
casts because the organization shof,n as ;J.erforming the job might be 
performing several others besides. :<vi?ntuaily, 'nowever, '2e got a 
list oP the ZI activities that aee?xec? satisfactorly and eventuall-y also 
v,re got the nur;lb::y 0.f p.+ons eqdoyed. That is-;bg the bay-- when we 
lcnrned that we had three million people in the zone of the interior 
a &iv-;ti es l 

Having gotten our basic inventory cm@stcc!., I-E 'had to decide 013 
a n&hod of allotment of pcrsoiinel. As I have said, there was no 
control at all on tile hiring; of civilians and. the assignment of military 
personnel ~'tas ;not dictated '0~ any vorg; scientific criteria, Inasmuch 
as -ce hoped to determine hov: much personncl ;cas required for a given 
anount of workload, we decided our allot:;~2n-t must Se in tc-rms of "total." 
TJITe mst make a?? aliotment of so many .~ople to perform +,hc missionand 
disregard whether they Caere soldiers or ci15iians. To us, it se:;mcd to 
make no &.'fTOerence . 

So cur cllotmnt ~2s se-t up on the bmis of an nllotmnt in total. 
It is true th2.t later on ;mss did break %ha t allotment ~3ol;~n into military 
and civilian, .de evcx broke the ~i1i.t;~~;~ dowe into types--officers, 
warrant officers, and so o-2. Ibb ":z c3.d not do that. except, for purposes 
of administration. 'Je had to dcicrmins ho:: may civilians could bo used - 
and ho77 many of that number were avai.lebl~.. &o decide how many nilitary 
had to be allotted. Ye rmmd detcrmi:lec! raquireiznts $3 -ter:m of the 
categories t~XU.itaryl' and "C~vrilianl~, exc3nt for this reason, 

-,- .initiallv J 9 in determining what the cormands should have) T:: just 
assumed that -hat they had 7:a.s right and s'.vo them al.1 the poop10 they 
v-m-c 3s ing . Ho::over, it ~;i;ls inhcrcnt in 0~ mission not to acccpt the 
existing utilization of personnel as co?roct but, instead, to go into the 
field to try to dctcrminc -&at was roa1l.y needed. 

Alen it cam to that, vx felt .we could 60 the tl?infi: in Tao 
different ways: ?ie cmlb cithzr, curselvos, go out and examine the 
reqcircmsnts of these activities and come to n decision and. rccor:Ecnd 
that.the Chief cf Sti,ff issIte al' ~c~tmcni:s accordingly; or we couid 
examirr the control measurss bqing t&on by the various c0~mand.s and 
notify the Chief of Staff as 50 -;she%her t!xy -cscrc adequate and whether 
the matter of nanpolt;cr ,con-trol ~sas bcini; energetically .pursued, 

Thz main objection to going 1 'ho the field was that It savored 
a littlo 0" gottine; into the interior rnCykin~:,s of the com:lander 1s . . actlvitles and sort gf 'or eathing down his ncc:,: ~ 

to object to t~!~~.-t, 
You could ex~px-t VJorg 

co3xa-lde.~ The reac-Lion you c ouid expect 52.s nlong 
the linas of the rcacticll of Gcnoral Sc.m~:::-veil xhsn he hoard .,:.bout 
this pr071osal. He said 9 1 s ;<l*L ! (1, CT; ;q > &;,'!il 
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TL\c 0 2; ho r T,CJ<~ .~,a- -p;r; 8 open -I;0 obj .:i:-I;Lc;,n ';oo 13ec,z1zse nny coma-der is 
g oi i7.g -Lo cornplt'~ ks gee& 53 suc!l a ;8::;y a.::. $0 be k-i& to hiITX?lf. 
i":la$, >lglS cv$J-je:2cod la-twp j-11 the T;\':‘-:r r;;~ :I ‘?ll::i‘!iOr at- occasi0'3. To 
il.1.usi;r,-ted speci.Cicrzlly, a C oi,lXarKb3~ c:;:.: ;il: in fiuring 19&+ for a huxhd 
tho!;sa-$ filQi'@ men for j.?.iS aCtitit~T~~~'tl~~l lit; 1::?2 :Ising at thC> ti,FlC?, 
Af tc:r :3's pAad nnalpcd his r cq:kxmwds, T:O rxomx:ndecJ, the-t the 2hie.f 
of Stci_Ff' allot him nimty Mousand less tl:.m ho had. Til:!,t is dlat he 
got. i\'O:i it is possible that +' .unat cx,iz!~ld 2:" later fell cl own in 
perfrrxin~ his xizsion, but I do net 5ol:icve you '201l.l.d. cv"r get my- 
one in L9xt co-mend to 'confcss that kl.~a-l xs the case. 

ikntu:--lllg, the Board dccij.cd LO 2;i.j in-to the independent ~.pl~aisd 
bus inc?s s , iYe. did It rOlLlC~tc?rtl~ bcW.l.iS $2 173 hi,:7 tha.-: as sc\on as IW did 
$he ::ai1;13 ~;:ould &cone i;jriloripqous y&t!; SO:. 'That -js .j& 7;:;1'-:j' i-i; t~rncd 
0u.t. It 1s.s 31nGs is tg how much they ha -km?!;. 1:s around the Amy, considcrixg 
tha-'; all of 2s on -ihi: &r,rcj rgc:l-c eltj,rly gxtLcmen ?;si i;h rm.& of the milk 
of humn I&r&loss ic OUT hcarts and. r;i::~xc~~-il’.ly -to7#qrti the 21 opcrnlors l 

vie knar;; i;:q& t,hcy ;i+cq a terribly d~fl‘jscl;lt job 2nd 7x3 leant-d over back-. 
'$Xi"d to be lair to them. In fact: i;'k:rc: tl-.::;y.: ~J,:F~s cny :Youbt :ye gave them 
ITIOIT than xz thouch-i; they act~.nlJ~ mAA. 3lIL -i,hat did not Ict us 
escape the raputatiop Ye got 0; bokrq;~. !,X!C~, b3.d bc;l-s, or .;;crhaps I slloulcl 
say of being bad., bx! old xen. 

Iiaving' dcc~.ckd. m i.ndcyxxdcaL op$-~jg~J.is, xc1 realized me had given 
oursaives a reel job. j:rxre ~y-,;7e nc--f 
all over the ?nited Statzs. 

tii> ~3:;1?':kg~>~lt~ 02" 3vix-y kj.nc!, scat",ered 
They wer‘ i) c'c xJ.dcspr&d that i don't sux~ose I 

>vou could have gone into a * jiIO\‘l~-PLOl>s i: 3.x: -s-l? coun’try in 1943, lg!J+ 0; 1945 
and not have I"ound SMU ZI ex:~lo~~,: o:'Y the ~+r Depwt:wnt. 

:&--1, :";c conci.itd~d -t&e first tLh: ;ig :::e r,c?cd,ed to c! o :ms -Lo dc$crmine 
a unit of WOJ-Is by means of r:hich the: ~;ork ,,3r_"&med by cnch nctPtity could 
1)s ]:<cas:Jye(:i l ‘Plato, in SOLlC crses :‘,qy q~i+~f> easy. 

instanca. Obviously, you cxi m&ku.i. .tIx 
Take a hoq~ital; for 

~:ork of a hospi-tzl by i;hc 
nLm3er ' of j?a-tients . . i:b-vi.o::s l-j':, 3.1s 0 J;'OU can .xc-".surc the iwr!x: of a 
disci-c!liilart~ .I bar,~acks ijy the ntmbcr 0.:" ~orisoners , 'il:len -,*,7e meri f 
a'~le tc detzrxine r 

inalb~ 
d snti~.frtctor;~ unit 9i‘ -.-rork, 'IF:C fois we had advaw cd 

fnr toY~ard our g 031, ?k?re remiried ilo>:;<:vey .t;hc j ~b 0.f dz-t;e:?ntinii-ig hp\r 
mny people -mre rcquisect i'or -the ~ICTfOYSia~:lce of a ~<j~cn TlXQbor of units * 

At first , iii crc'!ej:x to make this c'.zLi;mi.n-ItLon, 7x3 swveycd cvcry 
activity of a. typ2 bef0.r~ tre carte to 3ry conclusions, 7;s fel-b ";r b.at at 
tk!.c cnc! of SUCll xl oxhaustise survqy- a:-~ r:o!:l.d ba fairly co,?.fident that ,, 
the rzi;ios ?i% devclopcc: wo::ld be rig;,i?i;. y'o,- :ks'nrncc, -x survqod all _, 
g3~~al hos;dtcls. ','jc ,fo~~l--~:;!. -i;j::*: -h on -t h:; aVeri gC 9 0;n.i' man 33s rc'qG.red 
.for l2V"ry ~JC?Cl CcC~~.~;icd :.x1 72 ,-,d.opted ti-m-'i ra.ti 0 as r el:ia'bllc, 
if wc co1116 .fordseu that there were going to bc si.xty thous:md 

TIYc-V'&tfq : 
g.",ien-ts 

in the General Eospita2. sysl;'crr in the 'I:nitzd StaLes, 7;:~ 2llotted sixty ., 
thousmd ?e,oplo to cart i'or thei-,. TIat~irn;Zy indi';ridu,l c~t~ablis~ho_r."is 
required varying nu&m33, 2 gx~2.2tci* or le:::; n?;&cr t&.3 that. &t, you 

' 
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see, we were allotting to the agemy that hnd all the actitities Or" 
this type and xe felt that xe could leav-c it to the agency to make 
those adjustments, 

in the case of other activities, it -i-:as alrxost imposei!:le to obtain 
a gcod unit of pork. Take a headq~rttirs for example. That xas an 
activity for which WC never did dcvcl_op a unit of xork to satisfy us. 
Ye ha.3. to be satis.fied. wi-th adopting: an unsatisfactory unit of work 
and then applying it 1~5th due regard for its impsrfec-tions, 

Let me be specii"ic, to illustrate. .h 1943 and 1944 the Ground 
Ti’oy”es hea&qi!l~.rtcJ-s y had forty or fi.Sty divisions to supervise in the 
United States. The Ground F OrCCS WC?rZ conducting IXIlC?U~Ti~Y’S SO3diCXC~ 
all the t&x?, often two Or three, in &if.Zwcnt parts cf the country-. 
That,of cowsc, . . involved a lot of sta?f supxvx3ron. The AGF &ad- 
quarters were also giving general su::ervision to the replacement system, 
although it ias direc-cloy hardled 3~ the 3cplacernont and Schoo?_ Command. 

_ The replacement v s-rstem had hundreds of thousands of trai:~i.es s 

Zatcr in the 'ijcr, as the. di-i-is-ions x?nt ovws ens and 2,s the number 
of trainees decreased, while :;ie did not take eithl'r one of those things 
as a set n)i3fisuri.! of -the hcy.dqa~rta-s mrk, -m did think the headquarters 
stroqth could be loxwed. So xhen :;ie wo.~lc! get reports--and by the 
my I may say that one feature OS our sptcn ws the callring for reports 
of strcn~th , monthly, by activity--xc wnt over to see thcx and said, 
"You had'fifteen hundred people 3-n your headquarters in 1943 and 3-944 
when the situation was as it was. lit?;: :in 1945, the workload has gone 
d 0wI-i y most of your 5 ivisions have goni: over.seG and you have fcmer than 
heif the traintics you ussd to ilavo. 8 : It xpuld appear to us, on the basis 
of these ad:nittec',ly unsa-clsfa ~,!;ory un-i-ts o:C work, VW shOulR cut your 
ellotIn;Jnt for he.adquarters from :7'$E'tcon hl?nd.rzd 50 &even hundr,zd." You 
s c tQ 9 ;"r'e woul6 llave to clicker Tvith thcll 02 that kind of a basis. For tu- 
nixtelxy for the SL~CC~SS of our actir;ity i think well over half in the %I 
establishments 
in the field of 

could he measured buy a i'rct'- qr satisfactory unit of work, 
those activities, w weren’t so bad. off, 

k2.virq gottq2 the requirements one -TT~ \(<&y or another for activities, 
by hype--sb much Par. this type of nctivitr, so m.ch ::or the other-- 
m ~roulc?. acie the rquirxxnts :F'or all of the actiti-tics under a. major 
command erd -v-x I . ~o~lc! allot to the i:;ajcr CG;:E~~C! what that COAXES 
required for the operation of all the actixiti&. 2~2 did not say that 
tlx pcrsonn~l 5-76 had computed %?necessx-y :for an activity would be 
txqloyod in that activi+,y; I-E left tha'c to the co~;landcr, Xe only 
used those ccqutations to determine the total. After :i'c got the total, 
he could use! them .s.nJwhcre he liked. ?iaturaliy if, over a period of 
months y we noticed fro~a his reports that hc 53s using CI lot more people 
on an activity th‘an vx -ha? corqutod he xtdod, t's:: xould co nut, .a.nd look 
at that activity zgaiil to see if our computations were in error' if 
they were in error, we woxiLd amen? then uri-r"rd. _i SC. 
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X$, 0.n the other hand, ~~!il(;' ~OUI.I+ thee to be pretty sound. in the 
first g&c 5 9 7:s .to& this yjint of yi.Cv,r, arKI yfp Oh TT ' 2 9 ho\-: the coxmands 
hated I:S for taking it. ;:fe to& t;j~c! ;>o'in,'; oi' .vicm that if,' over a period 
of months, tlwy had E e-nrnl Lh 013 and :!xY 2 pmple in an activity. titan w(3 
tho:.;ght i;hey needed, they r.;ust be kaking %i?c:? away ::PJ:G SO~C 0th~;~~ actiirity, 
and that was proaf t?Lc:t t!la~; ac$-i-~~~;;r did;1 It n(:c>$. $hcra eith::;r. lie ' d 
therefore rpt thciir totil tj ,"7 the (2x-lcL.c: j-;Q Qlc: ovc~staffc? activity.~' 

I -,-rcu.id. like: to bring cjut this p~?i.n-t. Ihe strxlgth of thu ZI 
establishyrents @len ye got go.ing, abCWL i;& thirtieth of .2Un~S, 194.3, 
;;:a s four h:y&- ecj tweg kjr-five thou 9 and x0 ,-c -';I?q.n it m-p on T&Day; and 
vnare had no-b :)cz:n a n0tabi.c diKL:-x-Lion in l&z workload d.uri:l@ kh.a% 
pi:r iccl . W.E, it had clxagad in ci~.reztw. There were fewer posts in 
operation; but, on the other hand, t,k,::;:c: ;::erc 2" 5rsa.t; xa~y mar o inj-xcd 
being c.zrGd for in thy Cisllf?rSl Iim ;:~ii;d.s , I do not belicvc that the ZI ,. 
reduction of 425,000 -es c?uz to t!W .TkXrd e L do not clair: -tf-lr.t at all, 
13ut I do bcl5.cvi: that the existwet? o' i;hc .?3c)ard, the fact thnt we wr c 
~~;~:t,cb;.n;; 3.1.1 the dzilc, had a salul~ary o:?f;,ct. At any rat,: wh.ntovtxr tha 
C-?USB, .thercl 'was a rdJr:tiori, a.nyhoT~. 7 : r: like to :;!mke uncthw point e 
%houcrhou.t the ~~yp.;:* and si~ico NC l:c2~r::? nCvoi* :nzdc reductions cn urim2 t, 
facie evidence. ';-#rc !,la yT:d 
-zF-2.pprOp?i2t;c. 

ac~:e!-;t& -the cbleigation of proving til~sy 
‘ihat is v&y 1; sq- -;rc; -;yjfe so kind-kxrtad and nice, 

in s,7itc of t@ 1~eputation we ix.c~. If :;:(:erd 7m.s ,ail\r d~~'bt abO:lt >,;;hns d y 
com'.-,utntioris mere: .ripht, -m ~cr:c~~tcd‘ t?:x; .; 0.f tjlc using; q:;cncy. _ .' 

Natural.ly, pJu iTi 2-i :-lc v:: r get l??&LC31 cu-tx that my; never ! If' 
YOU lf:t.jlt $0 get l.argC r~~dUC4~iOX JTll XiYtt ~,i;~pl~r 1~2kc them; t;?li; is 
to say, cut arMtrwi.ly. 

I!olmvcT in n c:~sc like tk.t, 2 .!xxx:rd likti the VjT1?3 is usafUT, 
for imtnnce: bring the 

If, 
war the %i';Z of St;.f.'f harl found ,i.t ~iccCss2~y 

t9 cut the ZI (for reaso31s nsidc I~YOX th;i.r needs ) and had. corn up and 
said, "I've got to cut the ZI. Slxll I cut, all. cor3w.nds nl..ike or shrill. 
1 cut Air so m7.~ch, ,Grdxt:lce a lcssar arxmnt, 2nd Chc:CxA. Jxrfare m~re?'~ 
In that c2.s 3 I tliink WC xn;ld 
cncs -mm: r:iati&ILy .fat , 

have bti;;l in r, I position to recox;and -which 
I ci.11 not tell you which ones I thoughtr 

(5aughtx) ~ 

1 hBVC 2,llTC?ZLdy 1lSCd lip half cFX! hCX~' I !7uZ I will hsc five aLnutes 
more for anoth2-c ph8.se of this mattw , 

Couykd w$kh ou mission of dcter:;dn.ing whcth:.;r .ths commands were 
using tat r?,r-P.:J pc oplc or: dy,-j. ou:; ly rict:: c?g 5 I: pj~ Cjobs.,' -tIlti. Chief: of Staff 
aSly.Cc? *as 'to loQI< i:i-';:: -tllC nocossity for ,212 C,ll:.3 tlifiurent activitlcs. 
& mntd. u.s to .T'ind out :dv2thsr there w3.s my nscessity r.t all for 
certain acti.viti2.s and if thcyc: 7crt: , !r!!.et~~or thsy ccx.ldn 't be rc:duced 
in scope. I jl,lTJe l"~Iil~J?I<:Cd t~+rl..i; :3':li2R ‘hrC S ,?iiJ “You hzm toi; r,~ny ~~iumbers, 
too many stccx2itlzrs, to:: 22.ny cierks, zoc &ny ncssing3rs I'. 1-t got us 
into a lot of troAlx with th;= c c:xxK?s . Ir::agine Chx how much tr a-.ble 

; 



we 'c! ha.ve got into if we had gone to them and said, 'Your system of 
treining- est~blishmcnts is all Virorig, You should cut out your re- 
ception centers and send recruits direct to the trainin? cenit;ersO1' C 
I think you can readily understznd that the xajor commanders, -&.o did 
not gzt up there by being pushed around, wouid.n 1 t be likaly to take 
kixdly to any such sug~ostions. At ths saxe time, it must SC noted that 
cer*tain commanders shoxod a tendency -Lc operate in an unduly extravagant 
ixxmer a Cocmx3ndcrs9 being hux2.n beinr;s, more or loss look out for their 
o~:n and l'ot somebody else worry about the effect on the War Dqartmsni 
as a whcl e. 'They haven't got an gvor-all point of view and you can&t 
expect thorn to have:, For ins;tance, xouldn'tthe Surgeon Goneral be 
stupid if he d' Id not try to get all the hospi-tel beds ho possibly could 
so that if anothx flu cpiciL'xi.c oame z:icng he ?;ould be set to handle it? 
Pet if a11 the pc3:-sonnel xere to 00 assigned to the hospitals, thcrz'd 
be nobo@ to right. 

So somebody up topsioc has got %o ~adj:dicnt~c bo-txccn cpmands and. 
cut those Sack thnt, goi; o-it cf i',ni:. 'ale did not think me we;e the people. 
to do that. The Conoral Staf:' agoncics arc set up for that vury pu~posc. 
S 0 -&at we (';id .;(;heg yfe cound. el-:pL-t a cor:i;m~Z secmod -to SC getting tee 
large a place in thu sun i;'as tc notify the ap~:ro~x3atc General Staff 
agency and set forth our reasons for t?Lnking that tha establis'hmcnt 7tas 
operating in a manner that unduly cons-upd pureomci, or cr:@oyed 
personnel without ai? ad.cqiJ.ate amo:;nt CL? I‘, :turn a ',:cw I don I t knrjr~ how to 
sev this, to ~x2vent it sounding o~ojzcitio~able and 5 don't mo:r.n it that 
~a>~ but, in general, tke Goneral Staff Sect.i.ons didn't do anything about 
it, Thers were t;::o reasons for that. i!;?e reason v;;?s tllat 'c!xy.w~.ro,; 
under ",he terns nf Jar Ik~~rti~.C3~t organ5.zntion, so undermenned that they 
simply could not make <an evaluation of ti CG worth of the i3oa.rd 's suggest- 
ions.' 

The o-thdr reason W?.S that it ~5s .a. 201 Icy of the Chi.i:f of Staff 
and of the Army to leave major co::mand~:~:'s, alone and. let them run their 
own shox, 6f course, nobody can quarrel with t'nat decision. Zo~ever, 
it is equally true that gon cannot I.tit cno man run away with everything, 
I must say it is my honest conviction that there was not enough control 
over those .J r,aj or c omxanders &.Ti~lg t'h2 v:3r e As 2 result, they were 

all~oxcd to retain ncti?Ltics t&t used u;; F<rsonnsl needlessly, or at 
least they were allowe? to retain activities that used up personnel that 
could have be;:n used more advantagoouslJj s cxewhert: else . I Won 't say 
thc~~ were useless activities but tiioy ;t;erc> not strictly necessary, They 
we& embroide.:y, in some cas As a 

I notice I. have iced. up thirty--tllrco minutes, Colonel Gretir and 
Gcnaral I.cKir?ley. I a2 going to .t.>.l-k 2%:oi:t som of t&se pei~sormel 

policies at the seminar this nftcr::oon. i'/buld you rather leave it until 
G-XXl? They all deal ~6th those mattxs t5at you xant to ,talk about this 
aftsrnoon. 



,$” I ,r/, 

. . 
TJ-p;;u T . C (; LO;,j$Li;L Cr,Td’E :k 

pleas8 7vzi.t until later, Colonel, 

S[ I;OI’L’L sI(I’~‘p:‘;2* 
. i’,..J., D 

Then I am through, gcntiomon. T??a2ks a lot. 

(ApplaVse) 

I v:ould like to ask the first c;uosticn ~;:yszlf. Tfas the survey of 
the Quart.xxxter General's Office, Par in.stc:ico, here in Xmhin@ton as 
t c: 'of fi CC?I' requirements , .Aen the InspxLor Ccne?al cnx do~,x-, s oxthing 
instigated ;by :crour group, or WAS thut a grooup within the A.r::~y itself? 

ccJj-J);d~,L Si(-JyEj]: 

Yoli, General J/xcMnley, WC looked at the Office of ths Qu$rtsr,mster 
General -t:~o or three t&~s. 5115 I donIt know about this Ins;xxtor 
Gen2ral's surv2:y. It ~~mlr! not bo ,for >,ersarlnel req,uirer.;.cnmts . I believe 
it mst have box for othm matters. 

It ?%;Is for o.Ci'icor i?C~Ui~CXlCKtS. 

CC\LOi'JF'I. SKEN33* . I ", 

Officer rcqu.ircnents in the C'ff:i.::e oP ;l;he $:G? It >;as K?ade by the 
'Inspector General? 

Gg& :ij\l. ;{cyJ;,'r;y: 
" 

it was, 
. ” 

c 3 I,OpTz j-- s iyJ-$lE 2 * , .* 

Gerleral, I doil't know, .a I. . 1 . . ',I .,, 
G~~J~llAL. ;J KII;rJj3;: 

Colonel ,hy w2.s the :mi I cailo in ccnt~ct with, Th,?-t ?Z$S an 
example of how kind-heart& you -::erti because I know they cam dowa 
there r$ith the expresg purpose of cut-Lii:g the'office thirty-five percent; 

! but I go-t a thti$y-four +rccnZ incro~sc o:lt o? it. 
'. 

" Cs:jL()l\EL 'SI(IN";E~;z 
: 

Oh, -m ran into thosti' snoothios al, the? time. (L&ghter) 



A STTJT;E::T OTFICER: 

I want to ask what classss of pccpl~ made thesc independent 
surveys z iierc they eminently queli.ficd, gonerally, to make such 
s ~uvoys ? '3hs.t VEX their qualifications? I am speaking of those 
peopl; you had i,n your organization making thcsc indepcndcnt surveys . 

cgL@$j-;L sjQ.f‘;~@l?* A 1 L. 

Yes, sir. dell, they wore all cld non like me, and with virtues 
and the defects of a person like ;;E. 'rhcy had gotten rather mellow with 
the passegc of time and were sgmpathotic with the 'man doing a ,job because 
they hac! all tried to run jobs themje1vc.s and knen that that VK~S troubie- 
s OLl,' . 

I thi;?k that is more important than being tough, The inspecting 
officers had the oxperionce of many years behind them. I think when it 
cam;‘ to inspecting such things as tr,-.ining establishments, station com- 
plencnts, ~disciplinary b.arracks, and hospitals--even hospitals-- they 
were pretty good. 'When they inspcctud the. depots and arsenals and ;?orts, 
they wcrc net so good. The only reas3n that t'ncgi.di'd as v:ell as they 
did do wz';s tlriat in civery ono of thzc highly-tcchnical‘&ctivities, xhen 
it ail simx?rs do\n:n 9 about cv~ryone turns out to be either a typist or 
a messenger. For example, right in .this school thcrc is a group teaching 
but the bulk of the people are clerks, t)Tist!, ncssL:ngors, firemen, 
janitors, and so on. 

So we looked at that typo of personn;l and lot the technical 
p2:rs onxl pretty much clone. ;'rc? did not feel hesitant about taking away 
E file-&or]<, someone in the motor pool, suplAy scrgoants, moss sergeants, 
and all persons of that kind. Cur insxecting nfficcrs were good there. . 

1 said that generally, the inspectors mere of the old gentlemen type 
b-tit, that was not entirely true, Sic did. have t?n admixture of scmc people 
that, in civil life, were indus-trial-mr_nngenent people. -iYe had maySe 
ton or twelvct of thos;. Xe v.sed them mostly for evolving what we called 
a yardstick, which I have not mcnt2on.A before. A yardstick for an 
activity was supioosed to sot down? ~:ha-t each fact of the activity really 
needed to operatc. Then our inspection teams would go out and use the 
yardsticks tA.at the technical specialists cvolvod. 

I won&x+ if you xould elnboratti on -:;hc dcvclopacnt of the Var 
Daprtpent I ianpcvrcr Board ilI:iide thz :k.r Ccpnrtment and the roq.uest by 
Congross in Public Iax I think i-t Y:CS forty-scvon or forty-nino--fifty- 
seven or fifty&ine--f&r all govurrU::<Zit agcnciSs to report ion utili- 
zation, through the Eureau of the %dget, Nasnft thcro spontaneous 
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d@vclop~ent ;nsidc Qf the t;‘,?r ih ;Jmt:iac?d 4$.nFo?xr %arc’? ‘i;ms it, not 
related outsid:: the: request of thd Congress a-t that tint that there be 
r~anp,o~~cr-uti:iznticn SlJrv~ys c~rritx!ci C!it and rc~ortcd to -the congress 
throvgh t1x Eareau of t'hc 3ndgvcu'r 

As far as I 2nox, sir, Ccn,q;ress w23 paying no attention to pmsonml 
requixmcnts, cj.vili2.n persormej. rwLuircnc.nts of the Arrneci Forces, at the 
tirr,c T;S tax into being rvhich was, .cs L told you, in ~%xc~~~cY of 1%2. 

Nm Puklic hi 49, som3~h2t la%z-, did put a ceiling cn certain types 
02 en$zyces and directed the egencies to scrutinize their needs ve;iry 
carofullg. As fer as I kno7~: the iddc of the 3oar3 dewloped in General 
%rshall 's own !Q,LC? 1 " ) I'11 -tell yo12 dx2.k I, t.Mnk brought ,ft about. He had 
gone to t'hc -?resic?ent, in conn2cticn x$.th considering t'nc,nccds of in- 
dustry. it lc?oked ~.qx~s:~ibl~ to t;_iivc -SO ~j@t -.lillion -Lxo hundred 
thousr.nd pcoplc for tlx i'irq-, th,? rl~y;-f,) ;i 1‘ T,'J,2 had hoped to get. Genmal 
Xxshnil agreed to cut f'.jvc h~~irod thousrnd of the rr,iU.-L,?ry off thet. 
f'&t", hc: snid to ?61::scli", "1 %? :rot @ving :1;, zxy ;xr?; cf the Zstzblish- 
r;cnt,, 2 Then ha said to .X;;;,:;KLf, ":;Tj&re cy.2 1 gjt. r&u&ions? " U&l the 
obvicus pixc ti=?s Z~OL& the c~:~l!;ry her,, 

Lqbe that is the explmM.on for it. .Thzt is ,mt a wry good e>x- 
,, j' &matior,; I did not ?mwcr it catwg,,,~i.c,~l~~,' but tl;? reason is I cr?n.'t, 

! 
G%I{ZSAL i.;c I(I‘RJTaS,Y : ('. 

I wmtcd to mk th,o,t question. >.!G-;J the bu?,not is the ceiling czar, 
isn't it, m ~crsonnol? 

. 

Yes, ’ SlT. 

(;qJg-~~!:. ;;;c KpJJ.;;‘$: 
D 

They deal directly v:itll ycu,and :'ou head up the i&r Departxcnt. 

It's this way, Gencrnl, The v~~:ious agencies comz in to the Budget 
Wficm, -$Ja_r Dcpzrt;rqent, ytith -their cstimtes of requimc!ents for money 
for the pay L7f civilians. Th~:t is scrutinized thori; and cvcntu;lly the 
reyl2est, D.S ol-j.gj.:&Qr presented or FE I:iodificd, ~CXS to the BL~XC~IU of 
the Badgot. Thc?t . cmtcx~ 3 rcqu:,;st f or civilian5. 

Jell OUT part in thzt C.s this: 'I'hc .~.xQct Officer, Xm 02~mrtment, 
wherever thorn is an itcn invdving pcrs&al s0rvi.0'39, pay of civiXan3, 
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comes up, calls on irs for an estimate of whether that estimate is-in 
accordance xi.th the real needs, . 

G’I’pj>, :?J! J, 1:~ R1NLE-f’: 

That is no:v. 

That is now; yes. It gets I:i?<i:e&ag this year, 

: " ' ,,,, That is, now that money !-as taken a hold as the controlling; element. 
There were years 9 towards the end of the war a-r-d just following the close 
of the war) xhen the ceilir?g on i;ersonnel was much more- tiestricti-ve than 
the money. t There WSS @LEXlt~* Of 2lOiley . . 

,* ,C<;L@E L, sJ;I9;T;tij’L: 

Thronghout this talk I have b een sgeaking primarily about what is 
needed in wartime. At the ;?esent tir:e we arz of the opinion that 
ci%-ilian personnel ceilings should,!ne removed because, 5s the President 
pointed out in his m,essage to 8cq;-~-ess; they constitute a second control. 
:ihen you have two controls ovey the s-3.~:~ 'corrwdity you have trouble 
gearing them together. '%e think that a civilian personnel- control noin‘, 
over and above the mone~y control, is bad. 

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

Yes, sir, it is an absolute co:i!,rol. There isn't any need for 
personnel ceilings, 

GjiJJ%xL .~,b![IJjLY~~k': \ 

Etit, as 1 say, there Iyere ceilings Xhat,came 6cwn on us when we 
had plenty of money and, the emphasis MS .on bettcl' utilization of 
personnel. I wondered if the B&get, at that time, was active. They 
came into the,pictuure,.I don't know just xhen. They worked through 
you and along with yoyi 'I " 

COLOfJ:&;L si<lT.$;,~Tz: ", ,, 
: 

For a v;hi.le, we didn't have any restriction on the errrqloyment of 



;-. !- 
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civilians, as I said. 'Then, after a while, Congress passed whatwas 
known as l?ubii c La:,,; 49, later 106 and rm'c5' 300 , , which states that graded 
civilians are under a ceiling and cc*.. --inot exceed a certain number. That 
j-s ovei* and above the money restriction. ‘i’izey are both on US now. It 
is indeed quite a task to coordinate the allotment of money aid the aliot- 
ment of personnel so that the one won't stop the other. Whichever one is 
*the loTest, that one governs. It is bad, we think. 

I am trying to develop a f‘ew thiqs. You -uer-e L-.Iking about units 
of work* The technical services did a great deal-- 

sQjAOr,J$L S!CI]~~,Ti.‘R* .d . 

Yes, sir. 

And., t0 that exten.t, YOU did not have to concern yourself with 
them so much, did. you? 

:\- i. ‘0, SiY l I had an eye on the clock: and 'rras rushing to get tizough 
here, SC 1: did not. go in-to these det,a.ils. I did not @ve dlle credit 
wheil I said persorinel ri7erit down four ?u:idred twenty-.E.ve thousand. 
Perhaps I Inc',irectly indicated ;ve i::ere -the ones responsi'cle. I dc not 
mean tha-L at ail. 'The technical services if<ere active, ioracticaily all 
of them, in evolving units of work by means of which they could measure 
the perfc.rmmce and then get a ratio of requirements. ife, in many cases, 
took -their computations, accepted them gratefully, and used them. 

G$J$$R i;L I+ I<~‘“,~T j7-g I _ -Ll.La 

I was getting to the poi.nt 'that there was a question originally 
asked about what kind of personnel you used for that, There was a great 
deal of technical personnel used at the loJn;er levels, wasn't t?lere? 

Oh, much, 

There were management engineers, and all that sor-L of thing used to 
develop estimates. . 
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COLWZL SXIB!EP* ". 

Je had ten or twelve people, or twenty, around us in 'Washington. 
'i;Jc had, maybe, eighty people out In the field. I think the number we 
had altogether WA one hundred, Flow you know one hundred people are 
not going to inspect three million :3sople, scattered ali over the United 
states, personally. Ke seized and ~ra'o'..~~d from evorybod~ we could. F3ut 
we also did what we could cn our own where we could and y?:e had in most 
cases to com;~te requirements for ourselves. 

Gx;Tz&!J, ]$c III >jLEk’ : 

‘. 

The thing particularly interests me because I was a budget. man; I 
was a money man, When money lost its control, this other co;~irol went 
in, as far as personnel is concerned. The :!vhole thing is in the area of 
nanager2en-t. 

That's right. \ 

(;GJ~\l~_Q~L. i,,~($Ii~L’!iT * L ” * .Jlb 

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

COL~OIEZ SKIEN?X 

I would not have any crit'icisn o-i' the technical services' yfork at 
all, except to make the criticism that every 'human-being rates. Every 
huTan being is going to try to grab 05 a little reserve for an emergency. 
He will try to get a little bit more monay than he seas he is going to 
need. because he can 'i; tell W'TIA~ might turn up. He will get a fev; more 
people, if possible, than he really ncods because he can't tell what is 
goiiig to ccrx? up. If he is arr; good a% all as a boss, he wili do that. 
Bow our business mas to take awy that little comfortable cushion he was 
surrounoiii~ himself with for an emesi;e.1cj 0 

GSpF&RAL; ;,:c ;CIfiLEY s _ I * 

I will make this remark on your arbitrary cut. You remember where 
you said you found in some places they had switched them around; well 
when you do that you merely make a challenge to the m&n to pad and fool 
YOU. Nobody ever cut me in the Eureau of the .Zudgef, that "ay that I 
didn't go back and get a few extra million the following year, 

COLORX SKIMFLEE: 

I do not, for one moment, ir:ant to claim w weren% fooled. Ye were 
fooled oftener than not. 

-14- 
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2e are'talking generalities here. If you want to get down to 
.' practical. ap$Zcations of the restristkm by budget or the re- 

stric ti.03 bTr ilU2bEJ~S 1 (-J 0’1 t t -I- 3 . 

'&en you rf$ tyi- ct, k7-' ?y&ye'~, 
~423k we’re 0 ,.etting our money's worth. 

you 134 nr: 11:; ~Ltk: more chiefs and very ,.---LA 
few IndLans. 

Cu_r experience at dright Field, when this manpower cut came, was 
that the higher-bracketed Civil Seervice em@oyees were all so tied up 
in Civil Service rules and regulations ae could not 2~2.t rid of them, 
Y$e had to rewrite job descriptions so they -;;ould stay on -:he job and 
we got rid of the others. So many of -212 ones that were on the job 
r!uring the mar proved to be more ca?a3lo t.han the ones with twenty- 
five, or more, years experience, .7 il e :xuld much rather hang on to 
the young ones, 

There are, in.%rZ-te ~~m@icati~ns. YJyight Field, especially, was 
a problem. That w,as an intricate &.ace out there; very difficult, in- 
deed. IncidentaT I-7 -4 Y9 3e are going 0v.t there before long, 

In your initFa2. census , Coionel, of three miLLion was there in- 
cluded the force that was cscc?. ix ths nat~ure of contract i.abor that 
was being wed around in the insLaX.stix~s? . In ot.her lords, when you 
set a ceiljng, it did not preclude the chief of a technical service 
fro? going out and contracting Sor addit5onal labor as he saw fit, did 
-it? 

* That is correct. 

However, to be honest, I do not believe that the technical servZces 
availed themseivcs of t!?at wry muc~l; .that is, they did not do it im- 
pkoperly at all. There are some contracting jobs, like stevedoring, 
for instance, I thtnk, that are more econor?ically done that ;:;ay. 1 
have not seen any efforts that would? indicate there has been any undue 
resort to that. I hope there has zot been because Uonday xe have to 
report to Senator Epd whether or not that is true. He has asked that 
very q~stion and he wants an answer. 

Did your board have the fob of deterr.lining the essentiality of the 
actiti.ty as well as the essentiality of the personnel used? 



CCLO?E:I, sxI~ixE3: 

Yes 
1 _ 

Y sir. You know, xhen I stol~~xx?. here one minute before the 
hour and then started again? Yleil, tha~t ‘s xYkn I -K%S talking abcmt 
that subj ec t . (Laughter) Seriol?sly, though, we reported to the 
General Staff agenqr concerned $x2 they took such action as they sm 
fit, in the c~~rcurnstances. 

Then it was not your job. 

COLOKXL. sKII\:~<,i;L: P.-)T 8.‘” . 

Yes, sir. It was our job to tell :-:hOther a Job was. essential, or 
not. If it were not considered esseztinl, ixe xere to report that fact 
to t,he pope- Genera!. Staff agency, 75:;i:h y~:e did, Te made many of those 
reports, too. As I said, most of' t~xx.:. WX~ not actad. on ,and'perhaps 
most of tlxm. shouldn't 2ave been. ?k o:~~l.y sa*g me side, you see; the 
Gsn,eral Staff had the overall yo.iint 0.: -ti5ew. 

. 
A S T’[TI;:;E;FJ:r 0 !;‘FI GE’?. * I - . 

The Gasser Fioard, is that t,he s.?:x organization? 

COLONjg, SpJJ@@: 

Yes, sir-; he went overseas to Earth Africa and.to &gland and 
did the kind of' job we do in -his country. 
job of folding up. 

There it ?vas 
The Chief bf Staf$Y got conoerhed as 

mainly a 

they were folding up as fast as :jossi'ole. 
Eo whether 

.Lt was a different t:;pe 
survey, although along the same general lines, 
was the principal po-int. 

There, essentiality 
Be went to Casablanca for instsnce and. 

found that the depot there did not seem to be needed any lonper so 
we merely li?eC0m%?rded. -thal; the depot should be closec$. .&j a3nat-& 
of fact, Tve recommended t2u.t the port 'se closed. Remember, we mere 
mainly concerned with the essentiality of the establishments. 
T.vas in the foreground in the Korth Jlfrican and ?J,K. surveys. 1. 

That 

result we had little occasion to examine 
Js a 

to see cvhe-Gher acti.vi.ties 
mere overs taf Ted. 
A '&y !JJq"i' (J.*qq~:p;~@ 

Woulc! you care to state -t;he percenturn of service troops needed to 
maintain the combat force in Seing'? I 
d-&t is knolxn in the ‘Jar DapartmenS as 

'don*t want included in that figure 
combat service for the operation, 

You mean not co3b.t snppo~%, but tkc: supart one level farther back? 



Ii:’ r ! ! I3 ‘T? 
!J 

--!.ui ii;‘, // ;$pJ k @ 
Ai.kJ u,L 

.Q b, ,- ) 
8 i :’ ” 

A STUJXIJT OYFICER: 

mat 's right. 

COLONSL SKi?JX%'2~ I . 

Thare ) again, I do'r,ot kno-lJ the ans:::er. I cannot give you an 
answer on that. Ho~,wer, I rr:ould like to talk it over ~vith you this 
afternoon. If I could understand it a little more exactly, 1: might 
be prepared to a nswx that in tzo or thrzc days, 

* 
-A Sm.CEz,j:j o.?'FICz!?: 

%Excluding the combat scrvise p,:o;Gc. 

CCLi)l&L ,~I:I$Jy>;J~ 

You don't co~qt thcrr" . 44 *. 

J, S'I"UCEK'r: (yj$yq cx 'i: 

&cl?ldir.g then and going bac;r to %hc tMx? li~lz, ho;;; much do you 
noed? What is 5he prcentv.x of yaw xlo~-)iiizcc? forces ? 

C3LOJ!E% SE:II\Ix&;R: 

No, SD; i don't think I co-d+ a?lx.~~:r t&,t one 2vor ; 

-4 STrrosFJT O+FmCE;“,: 

I would lik:: -to hear your com;cnts oy; your idea of ~:hat it costs 
to maintain an establishment like the Service Forces tiuri:?g the YET 
in coqpari.&on si.t,h a2 orggeni.zation like 32 have today, where the activity 

-is carria>d or S.r a <' nwai - " i .I *c?' __ Staff s2ctio~~. 

Co you think i2 thti corinar:ders had some sort of small ~*;orking 
complement to help tham do the: hollsckseping yrbrk, and so forth, it 
Titivould Fe much chzapsr? 

'COLONEL SKINI-EX: 

That is a big sub;jcct. I ha& such violent convictions on tiiat 
that I am afraid if I really got s-2zrt~:J you wouldnlt get out of hero 
in timo for lunc3. 

Don It 170~ gsntl.‘:mcn in the ?yTcl g 1~ ‘7 bavc Shore 2stablishmcnt people 
that run .thsm absolutel~,completcly, :-~hcrcver they ar2, regardless of 
the forces that USC 3zm? 

. 

-lf- 
~~~~~~~~~~ 

,. , ,,_ .“i -. -.._.__-__ “-__.~, -i_ ,,~ 
,...^_, .,,~ -,.. I .I ~,I *” .̂. 



COLO??dL SKIXBEIi: 

A sm outfit comes in there and vses the Establishment, hot they 
are Just guests at 

JA S'-fUC%;NT &CE2 

Yes, sir. -tie 

c"L(-J~~-p-~ s);I"J:-~R" L. 

That wzs what 
it an3 think it is 

the hotel, so to speak. Isntt that right? 

have a District, Iiea@iiarttrs~ 

thti Arr~g did at thcsi: posts during the war. I like 
good. 2% is '0-t +. ‘iv than the other. CL J v ..I ~. 

P!o~J that is -just answering yox in a word, It would take half an 
hour to go into 211 of i;hc yaeti.Jjecai,j.pA-ls . &t I tElink that. q&em is 
okay, 

A S'jJJ~;E~,J;I' fj>*~I;~~e~* 1 

.rl it nor2 costly in persor22c2? .." 5~; 'much more? 

CCLONEL SIiI~JIQ.i3: 

I think it is slightly more. if' is more expcnsivc in that your 
:;unCo:~~er unit in the place has to SC naintainc!d in‘ad;'ition tc the 
l,ea&part~c~s, or'bas~, or pas-i;, as the cast maim be, 

'6 Thcrz till be less persc~nel used from the general reserve units. 
Now that map or may :HA be bad. If the same tian c,ornmands the people 
that COZI~X% the tinit, he ?611 tekc the soldiers out to lkhitew3sh 
trees; so your comp1eme:-tt CR3 be r3c~~~cd j.n sizzi, aut, also, the 
training of the individual is red-tic& .i~ scope. 

One of the reasons why it seemed to me that it was such a good 
system was becaluse the base com~ar,der -;:a~ never going to get az~ help 
from the unit that was being scrvcd. 'Thai; unit was there "for free", 
to do iothj.ng 'out train and gu about :i..l;s OX~ business a 

Is that an answer? 

Yes , sir; thn3.k you. 



I T?as connected ysith the &T~'J ei;tem$ to reduce the naval 
pers onne!, . 

You mean the manpxx bo-3rd that vent around the country? 

&k SnJ~ylTi‘ ‘r-f O”;.-ISp: 
.L/di+. -. . 

lb 'b. I worked ;yith ths Chief of 3aw.i Gpcrations, in tho office. 
I was xonc:eering if you had the sacre tro~blc xu'3 hnd and that :2'-1.s ,tho 
tcxhnical services and the General Stafi' CQ ~ntinually adding functions 
to the yople in the Piold xii;hout z:;;F idea of manpo'~l'cr and thon giving 
0U-t erdvrs for a surve,y or an inspcc~tion tL?;::;t was 3cCeSS2i~,r only once 
or tmice, without ever cancclling' tixt Order, and having a function 
contiriue on :ror rn2r-p p;:?rS . I t1iiP.k th:$ :?ras -dlere our person.nei was 
used, :J; just ordinary surveys. I t, -,yq s 30% uintil we si-?.rted reducing 
functiox tha.t 'cw coulc! SavS any p)::'=i ,g:,nel at ai:, 

r-1 
vn ) yes. That is the ~z.y it was . - Evor;ySody hah llis little prl-irate 

project tixt he wanted -put acres::. &c.;]]-t IlSI': r;J(? are Sa.i,g pestered vri th 
that thirlg. 

yT i: 

tltizk this ceiling Il?r;;,osod >;- t:re %crms of Public J&T 
390 1-j go -: fq?cc? us to 1e:, 
So it so&$ to us 

go &~i~.~ o~le-t;!i~d 0.: 0:~ gl-z,.d.&, civilians. 
that +hc foroihaLn<ocl thing to do WPS to csl.1 on cvi;rv- u 

body to tsIi1 us l+Xt they COljld, c$VC i:S h?CZlEfZ, o'3TtiOLLS1~9r, 7'2 'rl?IVEZ got 
to cut out sorwthing. * 

-I 201 or:; ,:;.e rj id -that J ?T:;e <cl", +;- '> \li:v pr >p3? place at 7rhich to stnrt ms 
the Ge.r-ural. Staff 'Occ~~i;so it ioposes t.he Swden. They arc the onLy ones 
that can oliniilat;e a fEnctim. Thcr3 is 20 use telling an A3.q;~ Area 
Com7ander nat to rUE a discipliw.ry Ssrrr:cks x%en he is told' to do so 
by th:: >ovost Zirs!~al2!. 

SO s;'i: ~;ould soy to a Cen..zal St&f S(:&ion, G-2, for t?Xlmpli3, "YOU'VC 
got these i,r-,-t&ligcncc detachments. Zf CT hzd to cu-t &lose, could you 
got along ;v:ithout them?'! "XO!" In each case XC get the cams ~ZIISIW~. 
Then ;w finally got t?xough, every'x~rjy ~::2;:ted evwything. 

A S-zU?-g;T c F:yICE;'Z: 
. 

ma t :nclchiner;r did ynu hcvc for %rnnsferring overage from on:: area 
to anof;&;- ;?.‘,“l;>r ycu h2.d rnadc y0v.z ini-!;iq.l. SL-~VC~Y? 

We did not &al with bodies. :62 de~~urxincd. requiremzxts. As soon 



as we discovered overages we notii'ied the agencies that moved people 
about--+ i, 4,10~e that hsfldiwd people as ~:eoplo instead of as positions- 
and they would take steps to move them out. The prnctic'e in the Army, 
especially in A.S.F., was to move them to the nearest training centor, 
whore they wculd be reclassified and put in the replacement stream. It 
wasn It a bad system. I thought the A.S.?'. had a good system. 

There wre thousands and thousands of "~ombies!~ 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 ccntcr 

I l?:here he could be prccc" ,sed and somthing could be made to'happen to 
11' I lrn. 

A STUD$JjT ()FF-JCEn: 

Nhat success did your survey Lams '?mve vsith the proljer utilization 
of the FOX's in t'ne zone of the interio?‘? I?:, you think they were 
propcrig used as far as their skills wcr.: concerned?, 

That 7;~s a headache. These p$isoners of war came to the number of 
three hundred sixty thousandc' The Arm-y got the job of taking care of 
them. Unfortuna-tely the Army did6 no t get the use of them, entirely. 
They were supi:oscd to bolster the civili& ecotioqr, especi,ally that of 
agriculture. 6fhen the crops v:ere to be hareested, they wcro supposed . . to,be diverted, going nare, there, and ovzryPzhere else, y$hich kept us 
from using them on a full-time basis. The danger Teas, &.en an outfit 
got through a job, picking apples say, at Cam;, Devors, they might just 
be allned to stay there idlc untii tho next apple season came along. 
;ir nit vere sorrw we were not allowed to onploy them on a permanent basis; 
then we could havt: got-La: scye good ilk 

% 

I think, on the whole, wher;.: 'we ha: 
not have to lend them to agriculture or 
else, ~ffe c'i_d prett;:r well, especially in 
units. dc: 'organized those units mostly 
and such tasks as that; They, I'tllink, 

, sane number of civilians. 

They used them in the laundries in 

A STUDE:JT OFFICE% 

Colonel, I would like to have your 
centers ant", the geoplc: gcing into b;sic , 

pC the'& 

exclusive.,use of them and did 
the'mining industry, or anything 
the case cf the Italian service 
f'or the repair of motor vehicles 
i,r:er 32 vcrg much better than the 

. . fkmfail, 

corxxxts on the reception 
training. 

~~~~gj~g=pl-gD ..- ., 



You are saying that bec?.use ? ncntioned that that rm's one thing 
we thought was vrrozkg with the tr?.inl.ng establishmn-L. system, 

Aft;:r a xan was &duct ed, hc was smt imediately to 2 reception 
center. Only one t.hing mm done there, of any importance, and that was 
decide whidh 05 the .mjor comm.nds he xm11d go to, inclxding lJa~,y and 
Air. Clf course he got, incidentally, 30%~ clothes, so& irmxxization 
shuts, and so on. 73ut as socn as 'h?s classification r;as soqicte, his P, late w,s decided right then and there on the basis of tSiat necessarily 
perSu.nctor-- an6 sketchy zlassi3.catTon. 

3e felt we s hmld s&p those people to basic training centers 
initiall;s'and give then the traiG.ilg common to ewry soldier, decidir,g 
the aTi;;, %bCy l,hT?rC t0 [{O t0 Gjc?iJT at the 3rd of basic traii+.ng. 

I, Fe=; sonally, collld see no reason. in the wcrld fo~.those reception 
centers, Don 'ii %rgc-t chat pcrs~~n:icl.procossing establishments in 
genGral-Ah, I ha-tc that word "processing", b:~t I have to use it all 
the ticlG because J. don 't knm any othfzr --were gigantic users of pers‘onnel 
for overhn?cT * "c. <. Xqy it seemed to 3e that every 't2.m a sqldier set 'his 
barracks-bag dcwn sowbody was trying tiithcr to pu?, an entry in ?iis 
service record 0T tryin,, 0 to discover vllethor or lzot he had heKo&rhoids, 

Did yoz investigate the replacznent, depot+' 

Yes, sir. I am glad to answer t'nat one but is tJ:at gemam to ow 
sub jcct? It does not haw anything to do with the proper utilization 
of TEElpoT~er. 

7>/eii, i certai:lly haci t'hat ir! mind. 

c [)L@j,,:$)L SgyyiE 9: 

Did you? 

Bezausc VE kno-G that thousands u?on Q..ousarlds just rotted around 
t&rcj ~ They hurlg 2.r o?xnd tiles c _ "Ucos for six mzks, eight meks, or 
ssme-tl-mcs elcvcn LY~5kS . 8s 1~ nor: 3 or32 of our poo$2 Left, iyje-l;h3v.t pdr- 
mission I SOZlC 
got baci t,r? 

of thcrn xent AX~L--ol'flcsrs and enlisted men, alike-- to 
tilcir uni-ts . 

49.2 , 



c cLOEx, SKINNER: 

'Yes they did. The rcpiacement de-got is one of those personnel 
processing cstablishzwtits 1 was jus% talking about. 'Je never worked 
out a scheme far raoving people expeditiously from one place to another. 
;I11 tell you y&y TV.? couldn't. i 

,You talk about a square peg in a round hole. -dell, we had pegs 
of seven hundred different patterns; that is to say, seven hundred 
occupational specialist types. Xach :;'a3 a pipeline. Then, Cthin that 
speciaiist category, the individual might be black or white, male or 
female, they might be master scrgcants, txh sergeants, corporals or 
privates. Each of those was a fresh pipeline, Everybody wants 
specialist-trained people, and it is understandable,:, For example, if 
you ar2 going to run ,a quartiw:mstcr truck co;mpany overseas, J 7 ou xould 
certainly like to gL:t a man ?;:ho knws hlo;l;r to repair trucks. 

?3ut I do not believe, ad&& trativel~~- 
way we tried to train during the 'XYX. We 

Isl, it is possible! to train the 
got peo$e sb'narrowly trained, 

that there xas little chance of finding a hole for them. I knox it is 
not administratively possible to divide soldiers into as rxxny categories 
as we had di+ided 'them. 
r;Tachine ropa'ir XXI. 

For instance, MC had categ:brios like a laundry- 
NW if you are going to provide laundry-machire 

repair men, you are likely to have then in a 2001 for a long y;hile before 
they are needed. 

GgI5; &I L &I(-J2T’LIEi;y * ‘ . 

You, hwe some idea now oi: ~h,?:t you arc in fcr this afternoon. 

Thank you very much, Colonel Skinnx. 

CCL(-&i$L SWI$JIJZ;X: 

7 T 
Lcs 9 sir. It will be a ic.t c-7 .Zun. 

(Appi?lus c ) 
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