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The term "Personnel for Procuremcnt,”" as come
monly undcrstood in plamming comprises the officers and
civilian employces necded for the 0 A 8 W , for the pro-
curement distraicts, for the arsenals, loading plants,
factories, and other ficld procurement agencies of the
S A S , and for ‘thosc parts of the War Department offices
in Washangton which have procurement responsibility

In discussing the subject, I propose to treant
1n some detairl matters relating to personnel for the
O A ST and to speak only in general terms of the problem
as 1t applics to the S A S  Poainting out to an audience
such as this the importance of suitable persomnel for the
obtaining of munibtions 171 war would be redundancy

For the War organization of the Office of the
Assistant Secretary of War, 57 regular army and 150 reserve
of ficers arc authorized, and, as specified by the National
Defense nct, they must be from branches having procurenent
functions  The number of civilian employees requircd 1is
now being calculated, ond will amount to about 350 Twenty-
scven of those regular army officers, and twenty of the
reservists are slated for Temporary duty with the Army and
Navy Munitions Board, the character and duration of that
duty will be discussed 1n a lecture by the Secretary of the
Munitions Board some time later.

Therc are now assigned to the Assistant Secretary's
Office forty-nine reserve officers, most of whom are com-
missioned in the Specialist Reserve, of which I shall speak
agoin, the remainder are from the supply branches  The
regular officers in the Current Procurement and Planning
Branches number 19, while the civilians total 23 It is
apparent that considerable expansion is contemplated

An essentinl step in preparing plans for expansion
1s to define what personnel 1s wanted, accordingly, that work
1s now being carried on as a part of the process of revision
of our mobilization plan  For convenience, the job specifi-
cations for civilian personnel take the form of civil service
designations, although there may be sorme doubt as to the
adequacy of civil service methods of rccruitment. Since all
the posibions for the office are covercd by thosec specifica-
tions, the task 1s one of time, rather than complexity
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Job specifications are also being preparcd for
the rescrve officers, and that, as 1my be inferred, is
rather rore of a problem than looking through a cival
service directory. The work necessitates formulation of a
separale specification for nearly every officer, although
a fer can be devised to cover more than one individual
The wntention 1s to indrcate the work the man 1s expected
to do, and the attainments in civil life which should fit
him for 1t So far, 1t appears less easy to preture the
1ar time activities of some of the positions than to
describe business experience which should provide surtable
background.

Detailled plans for recruirting emergency officers
to bring the office up to authorized strength have not been
made, but a section of the mobilization plan 18 to bs de-
voted to the subject  Technical and trade associations of
various kinds are likely to be valuable media for the dis-~
covery of surtable prospects, after we complete the job
specifications, we may send out representative examples to
secretaries of some of those bodies to get their comments,
and to ascertain the degree of difficulty in fainding men
of the caliber needed  Admaittedly, job specifications will
nol insure selection of the right men, but they should
narrov down the field., Ancther means of locabing prospective
officers 15 the keeping of a list of names of men who are
well enough acquainted with eertamin industries to recommend
desirable candidates, The Commodities Division has such a
file now, and the Construction Division 1s building one up.
Needless to say, all reserve officers on our roster have
specific war assignments The only exception 1s General
Hugh Johnson

The situation with regard %o obtaining additional
regular army officers is much more definite. As reguired
by llobilization Regulations 1«8, two types of mobilizatien
slates are required to be made up for each War Department
ageney as well as for troop units.

The permanent slale 1s intended to indicate the
pcacc tine office or duty from which each war time position
15 to be filled, while the temporary slate shows the M-day
post of each officer by name, and is revised annually.

It 1s scarccly practicable to make up a permanent
slate for the Var orgenization of the 0.A S.W. because of
the degrce of expansion of that office 1tself and because
of 1ts relationship to the Army and Navy Munitions Board.
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As T stated before, there are 19 officers in thc Current
Procurcment and Planning Branches, whereas the key posi-
tions, 1ncluding the Munitions Board, number more than
that Furthermore, personalibvics are involved, under
existing regulations the additional officers needed are

to be drawn from the staff, faculty, and incoming class of
the A.I C No attempt has been made rccently to draw up a
perrmncnt slate for the office, nor i1s 1t likely that 1t
will be done in the near future.

However, the temporary slatec can be gnd is made
up It shows with few exceptions the exact position of
each officer, for exarple, a cerbain student in thas
audience 15 assignecd as chief of the personnel section in
the adrainistration Division  lembers of this class wh?
are not on tne U A 8 'T or ilunitions Board slates are
supposed to have bcen reported to their chicfs for branch
assignments

In making up the temporary slate, the prospective
initial war time rank of cach officer is taken intec consid-
eration insolar as practicable  In that connection I shall
rcad part of a reccent confidenbial AGO letter concerning
ll-day promotions, as 1t ray be that some of you are not
farmiliar with 1ts contents.

Drawing on the incoming class of the A I C for
additional officers for the 0 A S.W and the army and Navy
Munitions Board has disadvantages which wall occur to you,
although such procedurg sheuld be very convenient from an
adriinistrative standpoint In order to arrive at an esti=-
mate of the potential effects of that policy, a study is
now being conducted to ascertain the amount and character
of the supply, procurement, and procurement planning ex-
perience which has been represented by each incoming class
for scveral years back. A correclated project i1s a record
showing the duty performed by cach army graduate of the
college subscguent to his graduation.

Praper trainaing of the rcserve officers assigned
to the Assistant Scoretary's Office 1s dafficult for a
nurtber of rcasons, chiel of which 1s the perennlal lack of
money  During the fiscal year 1936, nine of those officers
will have had a two wcek tour of active duty in the
Planning Branch, thosc nine constituting lcss than 20% of
the total on the roster Past perforrance has been better
than that although thc i1nterval betwcen training periods,
which averages 3 3 years, cannot be viewed with enthusiasn
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mother diffieulty is milcage, our officers are widely
scittered, several being on the west coast, with an average
distancce betwcen Washington and their homes of nearly 800
nilcs.

St1ll another drfficulty 1s lack of suitable in-
active duty training to f£1ll in the gaps between the in-
freguent tours of active duty Only four exbtension courses
for officers of the specialist rescrve have been prepared =
Military Discipline, Courtesies, and Customs of the Service,
Cormmercial Law and Contracts, Organization of the Branch %o
Which assigned, and Industrial Mobilization - and these are
suppoiscd to be corpleted within the two years following the
datc ' cormission.

In theory of course, the every day occupabtion of
the rescrvist who 1s slated for procurenent duty represents
the bul% of the training he needs, neverthcless, 1f he could
give ocecasinnal atbention at home to the problems confronting
his particular assignment his basic knowledge would probably
be of grcatcr value  That the framing of suitable courscs
for home study would involvc rmch labor by members of the
Planning Branch i1s patent, becausc of the variety of subjects
t) be crvered, 1l for no other reason

The active duty training which has been given
rcserve officers in the Planning Branch has gone through a
nrocess Of evolution, as has nearly everything else connected
with procurement planning. During the first few years, the
officers were usually called in individually at their own
convenience, and given reading courses or special problems
Muost of them came in the fall, but nearly every month saw one
or riore on duty here  After 1927 there was a tendency to
comeentrate them into two or more classes a ycar, although
a fow continued to come at other times,

along with devel-pment of the class 1dea care
problems and roports patterned to a certain cxtent after
thise of the A I C , and out of that proccdure grew a basic
and an advanccd course. That scheme of instruction was put
1ty effeet 1n 1930, the basic coursc covering historical
matters, then currcent plans relating to war procurerient, while
the advanced course dealt with imdustrial robilization  The
1dea was that officers assigned to the 0 . S.W, would take
botn courses, that as many as possible of the branch officers
would take the basic corurse, and that a few of those would be
brought back ~gain to take the advanced course In this way,
progressive training was to be afforded., In 1933 the two
courscs were combined intoe one.
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Under the training policy now in cffect, two
classes per year are formed, one in the fall and one in
the carly spring Instruction consists of lectures
corvering the activities of the Planning Branch, Current
Procurement Branch, and army and Favy lfunitions Board,
together with assigned collateral reading. Three or four
days are free for individual study according to inclination,
with written reports summing up the results »f their study
lcft to the optiom of the traineccs On the last day,
officers who are not assigned to the Assistant Secrctary's
Office are turned over to their own branches for what little
instruction may be given them in that liumited time  The
Supply srms and Serviccs are invited to scnd officers to
those classes, and all do so, their total for this year
(f 7 '36) arounting to about 23.

It 1s interesting to mobe that the first reserve
officer traincd in the Planning Branch was Brigadier Gencral
S E Wolfe, FD , an 1923 The rccord continucs as follows

F Y 1923 1

1924 14
1925 23
1926 36
1927 46
1928 75 O .S™W &85 48
1929 49
1930 59 Reserve Officers
1931 72
1932 77
1933 42
1934 15
1935 43

This makes a total of 542 attendances, but 1t reprcscnts
fewer Hfficers, as nany are includcd morc than once  The
number of individuals who have been traincd is probably
cqurl to the nutmber of rcgular armv graduabtes of thce & I C.
(Lbout 420, Junc 1936)

Related to the problem of pcacc-timc instruction
for rcscrve officers alrcady on the rolls 1s the question of
trat ning for officers newly cormissioncd shortly before or
after M day  Just what that troining should be 1s not easy
to decide, nor 1s there anything in mobilization regulations
cHvering the rmatter. Certainly a civilian commissioned and
placed o1 duty in thc Var Department should be given cnough
instructinn to cnablc hin to function as an officer, and for
that rcason preparation of a training anncx to the 0 .. 5 W
robilization plan 1s on our list of objectives,



Turning now %o personnel for the 8 A S. procurc-
ment activitics, 1t 1s possible to state the requirermcnts
only appro zirmtely, bceause reorrgnnizations under the 1933
Gencral Mobilizatiin Plan are in progress. Considering
civilian personnel first, close to 100,000 wall be required
& large proporrtion of these arc tq/%%cqunted for by de=-
mands »f the arscnals, loading plants, and fachories of tho
Ordnance Deprritment, Cherneal Warfare Service, and the
Ounrtermaster Corps. This represcnts an expansion of at
least ten »r twelve taimes, since the number of eaivilian
crolsyces now engaged on procurement duty or manufacturang
18 somewhcre around 7,000 Vhith regard 4o civilians, not
rneny definite plans have been made = perhaps rightly so
cmsidering that planning personnel, which by law cannot be
inerensed beyond the nurbers ewmployed on that duty in 1929,
18 very much occupicd with rmatcriel plans. Since industrial
deferment £Hor men dralted under sclective service systen
w1ll be corvered later in the course, I shall make no corment
m thet ~spect »f the problem

The best cstimnte I can give £y »fficcr reguire=-
ncnts 1s that there will be needcd about 275 fron the regular
army and in the vieinity of 5,000 fr m the rescrve, with
nearly h~1f £ the latter desired by the Ordnance Department.
Even though these fagurces are not exact they show that the
bull¥ f the wory rust £al1 t> reserve officers, who consti-
tute sme 94% >f tre trtal, and of whom about 2,700 are now
enr 1llcd,

Citing the number of reserve officers now scheduled
for procurcrnient tasks braings up a fundamental poliey with
rcgara ty those assignments It 1s given as follows in
por le, 4 R 140-39 "The chiefs of supply arms and services,
11s0far as practicable, will assign to procurcment activities
rcscrve »fficers cormissioned in those arms and servicess
Porsitivns 1in the procurcment organizations which cannot be
filled by such officers, »r by civilians, may be filled by
the appointment »f ~fficers in the specialist reserve, provided
that not t) excecd 60% f the aggregate (including specialists)
peacco-time procurement sbjective uf officer personncl assignecd
t procurement activilics >f each supply arm and service be so
f1lleg "

The thought prompting that proviso was that many
very able and desirable men would nyt assurme the obligations
“ a reserve Hificer 1n bime of peacce, but would aceept come-
missions 1a the event of war  Leaving 40% of the vacancics
ur 1lled woruld provide places for them
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Further restriction has been placed »n filling
vacancics by suspension of all original appointments and
all promdytions 1n the specialist reserve for an indefinite
period  Because such action would appear to impede the
progress of procurement planning, because the chief source
of rescrve officers for the O...5 W 15 the specialist
scetion of the rescrve corps, and for the reason that about
one=-fourth »f the S A S, procurement officers are in that
category, 1t mav be worth while %o review briefly a few
points i1n 1ts history.

The 1dea of specialist officers had 1ts genesais
in the World War, as 1s well i1llustrated by a letter which
I came upon i1n going over the 201 file of one of our officers.,
Dated Mey 21, 1918, 1t read as follows* " In transmitting
the commission hercwith the Secretary of War directs that you
be advised that this commission 1s issucd for service on
statistical duty solely, that you will not be assigned to any
other duly or to command of troops, and -that upon your being
relieved from the duty contemplated by this appointment and
your serviccs being no longer required during the war, you
w1ll be discharged from the service " (Major Spurgeon Bell,
Nationel Army)

The next reference I found 1s an » G.O letter
dated april, 1921, which establishes, among others, a scction
in the riserves to be known as the Specialists Officers
Reserve Corps, with grades from 2nd licutenant to colonel,
inclusive To gquote the letter "In this section will be com=
rissiored those persons gualified and required for duty as
officers in tire of war, the dutics being such as do not
pertain to any other section of the O R C." One 1s tempted
to speeulatc on whether the word "Specialist" really meant
"Miscellaneous" at that time

The next official document was A R 140-39 of
Junc 15, 1925, which contained one paragraph giving the
minimum ages for oppointment in the specialist reserve, and
providing that applicants for appointment or promotion must
have demonstrated their ability to funetion in the specialty
end in the grade for which the appointment or promotion was
t> be made.

Later on, in 1926 and 1927, cfforts were mde to
prescribe the qualifications for the various grades, and at
least onc rather voluminous draft was prepared, giving the
proposcd qualifications in considerable detarl Howevcr, ‘they
were not promulgated.



Then, in 1931, a revision of the regulation was
published, definirg specialist rceserve officers os thosc
nccded for industrinrl mobilization who were not appointed
in sther scctions of the rescrve corps, and whosc appoinbt=
ments were snceilficnlly approved by the Sceretary or hs-
sistant Scerctary »f 'ar  The toxt went on to repcat what
had been ¢ ntained 1n the 1925 version, and addcd a pora-
graph stating that the . S "I, would prescribe the training
»f specinlists assigned ty his ~ffice, while branch chiefs
would d» likewzisc.

Finelly, » R 140-39 was revised agaan in 1933,
dcefining sorewhat morce clearly the atbributes of o spcecialist,
~s 711 ws {par 1b) "The spccialist reserve includes not
mly nfficcrs highly spceirnlized an some technical profession
but als thise whosc dcemonstreted ability and cxperience in
civil lifc mnkc 1% espceianlly desireblc that they be cormis-
sioncd Tor spceafie dubtles in the procurenent organizations

f thc supply armns or scrviccs, or for dutics in conncetion
irith 1ndustrial mobilization®.

Perhaps the most signaificant characteristics of the
syzeaclist scetiun was that sriginal appointments could be
made ~bove the grade i 2nd licutenant - a proiccdurc which,
barrin, a few erceptims, was peculiar t> that part of the
rescrve corps alone, That proviso rnde 1t possible t5 c¢om-
nission orominent and able men for procurement assignnents,
1wk~ becausc of their ages coruld not accept appointments as
2nd licubcnants, or would n>t d> 1t becausc of high standing
rad atrainments in thoir own comunities.

iThile the bulk »f the men s> ¢ mmissioncd were of
the type desired’ and had genuinc intcrest in their assigne
ments, subsequent events showed that a few >f them regarded
the porsitinn as only 4 sinecure  Furthermire, some appoint-
nents were mnde without very definite ideas as to the part
1> be f1lled, and 7 mokc maticrs woirsc, plans and schemes

£

f rganization kept -n changing

Pr thrse rcas.ns the ban on appointments and pro=-

mnotions was pub inty effect, and at the samec timec the 8 & S
werc dircrted Lo submil Jjob speecifieatiens for the positions
vhich could nnt be filled by officers of the brench, but

nly by speceinlists  lany spscifications arc yet %o be sub-
riitted, aad the ban i1s sti1ll in foree In the meontimec the
nuriber »f specielists has been dwindlaing, and now arnounts o
ab ut 640
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The foregoiing remarks about Job specifications

may hove created the 1mpression that the uassistant Secre-

tary 1s prone ty intcrfere in branch personnel affairs,

but such 1s not the case. The current atbtitude 1s +o

2ll nr a maxirmum of frecdom and no attempt i1s being mnde to

¢ rwel uniforrity of poliey with regard t> schemes for

manning the various echelons  as your cormittee Ny 6

will discover, there is considcrable dissimilarity, the

Quartermaster General intends to have regular army officers

head his nine procurement zones, while the Chief of Ordnance

plans to hnve a reserve officer or prominent civilian in

charge f each of his fourteen or fifteen districts,

similarly, some 60% of the Ordnance officers in procurement

districts will act as army inspectors of ordnance, while the

Sl;nal Corps percentage for parallel duty amounts to about

27%

In o like manner, training of reserve officers
assigned to procurcnent duty is left to the branch chief
concerned, he divides his moncy bectwcen procurcement, field,
and vther training as he sees fit The only way the » S W
enters int> the procedure 1s t) invite the branch chief to
send s vany ~fficcrs as practlicable to the Planning Branch
fr one >y more tours of active duty.

To examine the relationship still further, the
bronch chicf 1s frce £ shift his reserve officers from
procurcment € other assignments, and vice versa as he
wishcs, so long as he djes not excecd the 680% lirit I
mentil ncd previously, and so long as the specialists are
glven procurement work only

I hope what I have said has served to outline
the situntin as 1% now exists, and since I shall be

glrd tH answer such questions as I can, I shall not atbteript
ty malkc a4 summary
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