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1/0&% 1-2234, Commmications Construction Organisation; want to the
srinter. The function of this T/04L is to provide the necassary
ommmications Construction support for the Alr Force Commind
puch & unit aight be assigned or stiached.
this organization is cellular which permits the utiliszsation of any
cambination of the teama as sguadrons, separate fligl r detacimente
(individual teams) to fulfill effectively the comam ications ocnstruc-
tion requirements of the command to which it is assigned or atiached.
fell advanced at this time was the T/ for the Communications
perations (rganization which 1s alsc to be cellular in structure
because of the great flexibllity necessary
t is being designed to replace T/
operations elwasnts of tables for

n 23 January 1950, Standards Branch reviewed
’

regarding the assignment of functlons and responsibilities in

communicstions field and in general made the follow ing recoamendations:
SCARWAF wnits be transferred to
All spaces and retings supplied !
All Heserve and National Cuard Avistion
leserve or National (uard.
Ul recruiting, training, budgetary and
vant to avistion signal units go to BAr,
his matter was reviewed by Lhe Secretary of
and the entire matier was set aside pending a decislion Ly

dsveloping the fialds of responsibility of the several services,
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MANPOWER AND ORCANIZATION
!

HISTORY OF THE DIRECTORATE

1 July 1949 3 Jude 1950

PREFARFD FOR THE AIR UNIVERSITY HISTORICAL LIAISON OFFICE
BY: Captain Willis O. Bynum, Directorate Historical Officer
Lt Col Robert H. Allyn, Allocations Division

Lt Col Charles E, Wilson, Requirements Division
#r. Daniel R. Schimmel, Organization Division

DEPUTY CHIEF OF STAFF, CPERATIONS

HEADQUARTERS USAY
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PART 1 FORWARD

PART I1I MANPOWER ALLOCATIONS DIVISION HISTORY

PART III ORGANIZATION DIVISION HISTORY

PART IV MANPOWER ANALYSIS DIVISION HISTORY

THIS PAGE IS DECLASSIFIED IAW EO 13526



THIS PAGE IS DECLASSIFIED IAW EO 13526

The Directorate of Manpower and Organisation was established on
23 November 1949 as a staff agency of the Deputy Chief of Staff, Opera-
tione by directivel from the Office of the Chief of Staff, Headquarters
USAF. Some personnel were asaigned to the Directorate om 30 November 194
and the remainder on 31 December 1949,3 Brigadier General Edmond C, Lyncl
was appointed Direetor and Brigadier Ceneral Aubry L. Vocore, Deputy

Director. This action combined staff agencies formerly known as the

Organization Division, Office of the Assistant for Programming, pcs/o

and the Manpower Group, a seperate staff agensy of the Chief of Staff's
Office, The Direotorate was made responsible for the development and
maintenance of an integrated USAF manpower and organization program in
order to promote effective and economical manpower utilizationm. To
properly discharge this responsibility, the Directorate was organized
in three (3) Divisions, nmamely, the Organization Division, the Hanpower

Allocations Division and the Manpower Analysis Divisioch.

The Orgsnization Division was formed from the Organizational Plan-
ning Branch which had been an element of the Organizatiom Division as it

was formerly constituted under the Office of the Assistant for Programming,

DCS/0. Colonel Archibald J, Hanna was aprointed Division Chief, The

Memorandum for Deruty Chief of Staff, Operations, dated 23

subjeet, "Establishment - Directorate of Manpower and Organization”
william F, lYcKee for the Vice Chief of Staff,

Office of the Assistant for Programming, DCS/0, Persomnel Assignment
¥o, 7, dated 30 November 1950,

Department of Air Force Special Orders Ko. 247, Paragraprh 20, dated
21 December 1949,
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Divieion was made responsible for the development of modern organiza-
ticnal eoncepts in the USAF, the development of uniform organizational
terminology and the development and maintenance of the USAF organigation-
al sbructure.L

The Manpower Alloeations Division was formed by combining the Troop
Bagis Branch and the T/0&E Branch of the Organization Division as former-
ly eonstituted. Colonel Allem R. Springer was appcinted Division Chief,
The Division was made respcnsible for the preparation and maintenance
of the USAF Troop Program, the preparation of orders for the establish-
ment, assignment, or diseontinuance of USAF activities, and the final
review and approval of all USAF Tables of Organization and Fauipment ,
changes thereto, and Fquipment Wodificstion Lists to insure that they

satisfy established requirements and that the finsl drafts have been

prepared in accordance with established ;oliciea.5

The ¥snpower Analysis Division was formed from the Manpower Group
which formerly functioned as a staff agenoy of the Chief of Staff's
Office, Colonel Stephen C. Lombard was appointed Division Cylef, The
Division was made responsible for the development of work measurement
faetors and guldes used fci measuring manpower requirements and the

s of Alr Foreoe sotivities and programs with respeet to mission,

1 £
workload, and utilization of manpower rescureces,

N

Headgquarters USAir Force O
No. 7 Al.

Headquarters U.S. Air Force Organization and Functions Chart Book

No. 7 A3.

Headguarters U, S, Air Foree Organization and Functions Chart Book

No. 7 A2,

rganization and Fumctions Chart Bock
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and 6lst Troop Carrier Wings in the United States Airx

and the 59th Al in Third Air Division. As the

juiresent activities.

alr commar

jiepot maintenance

Alr Communications Servi

jsather & Replacement Training Units

Alr Transport

Service and Alr Traini those comands during

+

The eivilisn allocations to

Command wery awn until October and November 1949 to

rehabilitation of all C=54 aireraft

through cycle reconditioning depots.
In Third Al tyision the Production Line Maintenance systea, with

three eight hour shifts, lent

ghift was

Alraen Aggregate Civilian
295 299 72
363 367 106
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HISTORY OF THE

ORGANIZATIOR DIVISION

1 July 1949 30 June 1950

Prepared for the Air University Historical Liaison Office
by Mr. Daniel R, Schimmel (Historical Officer

2 February 1

Directorate of Manpower and Organization
Office, Deputy Chief of Staff, Operations

HFADQUARTERS USAF
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CHAPTFR 1

on of Aeronautical

Under the provisions of Air Force Regulation, 6 October
the Aeronautical Chart Service, responsible for providing =
aercnautical charts eovering the world, had been assigned t
Strategic Alr Commend. Approximately 1 July 1949, Strategic Air
Command, in a letter to this Headquarters, requested that due to
the Air Force-wide miasion of the Aeronautical Chart Service, con-
siderstion be given to the transfer of the Service frow Strategic
Air Command to sove other crganizational unit of the United St
Air Force.

The mission of the Aeronasutieal Chart S8 _rvice in providing
photographic services to the USAF 1s ver; cloeely related tc the
responsibilities of the Director of Intelligence, DCS/0, in pro-
viding Air Objective folders for the strategic warfare plans of

the USAF., As a result of this relationship, the Direector of In-
telligence recommended that the Aeromautical Chart Service be
established organizationally in a position which would provide the
most direet and expeditious chamnels of communication betwee

1

office and the Service.

R&R, Comment F2, O Sep 49, from Director of Intelligence to
Organization Division, Assistant for Programming, subject:
"Photographic Services" for a full discuseion of the mission
and functions of the ACS as it relates to that of Director of
Intelligence, Hqtre., USAF.
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of Intelligenece, in

iteriel Command shou

lyneh, from Org: ation Division,
Reassignwent of t ronautical Chart
staflf study.
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r Mat y]l Commend, in carrying ou

ce, remains a more logical solution to t
problem of Aercnautical Chart Service.
g possible that duplication of effort and expen

as well as overlapping of functions would result we
ronautical Chart Service located other than in the

mnizational structure."l

The Director of

telligence, therefore,

ment of the Aeronautical Chart Serviece be

portunity

ice were
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CHAPTER II
The Alr Force Wing

In July of 1949 the Orgsnization Division undertock a preject I«
effect a uniform Air Force base level organization to cover all elements
of the base with the exception of the primary mission group and its
direot sireraft organizatiocnal maintenance effort. This group and its
maintenance support required variation in organizational structure due
to the differences in mission; i.e., fighter, technical training,
medium and heavy bombardment, etc., However, 1t was belisved that the
wing headquarters, field maintenance, sotor vehicle and base supply
funoctions of the Maintensnce & Supply Group, the entire Air Force Group,
and the Wedical Group for all Air Force bases could be identical in
organizational structure and uniform in ;lacement of functionms.

It was not believed possible to effect complete uniformity immedi-
ately. Fach major command has certain staff and organizationmal con-
cepts which are too well acdepted through custor and constant usage to
ensble an identical organization structure in all areas to be installed
simultaneocusly. However, by concentrating on "selling" ome command at
a time, it was felt that ultimately all commsnds may be ]

desired uniform organization, Organization Division, therefore, adopted

this "selling” plan of approach. As of the end of Fiseal Year 1950, all

combat wings had been standardized through AFR 20-15. A 20-15 type of
Regulation (AFR 24-2) for the Alr Training Command has also been pub-

1ished. Proposed AFR 24-3, "Air Depot Wings" is approaching final form,

4
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Bacause of the new concept of combat group operations, i.e fixed

bese concept versus a requirment for rotation end wobility in SA( organiza-
eal requirement for Air Defense and Tactical Units t deploy
juadrons, Alr Force Regulation 24-4 1s being jrepared and
will supersede AFR 20-15 for combat wings. AFR 24-5 will cover the
bage level organization for Air Transport and Troop Carrier Wings. It
ig anticipated that after all major commands in the Air Force have
operated under the wing concept for a period of from six to twelve
ronthe, it will no longer be necessary to publish detailed informative
regulations. At that time, a staff manual or regulation will be pub-
1ished setting forth broad principles in operating procedures for Air
Force base level organizations and individual commende will be delegated
the authority of publishing their own regulations somparable to the
2/, Series mentioned above.
The basie cbjective of this project is to increase effectiveness
and efficiency in the Air Force. Uniform organizational structure and

assignment of functions facilitates ecuitable distribution of resources.

Furthermore, uniform organizetion will enable the Air Force to develo
g

staff and oommand concepts, doctrines and procedures so
smooth, decisive actiona whish prese tly do not exist,
There have been no tests, other than garrison-type operatioms,
which would serve to deeénstrate the combat effectiveness or efficiency
of the Air Force Wing. While it is true that the wing base organization

1s designed with the flexibility to permit, through sugmentation, the

structure and manning to undertake this task, the primsry interest is in
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the determination of the ccmbat potential, under actual conditions
of our fighting elements organized under this concept. In August
of 1949, the Inspector General, Wajor General Knerr, said:

time ajpears to be appropriate to extend operational readiness tests

3 : - "
to include the Wing Organization,"+ The Organization Division con-

curred in this.,2 This Division hss cecepted several proposals to
field test the wing base organization under simulated comhat or field
conditions,

The Organization Division feels that Air Force Regulation 20-15
provides the Air Force with the best basie organizationsl structure

we have to date,

1 "

1. Hemo to DCS/0 from Genmeral Enerr dated 24 Aug 49.

2., RAR to Inspector General from Organization Division dated 3]
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F THE MANPOWFR ANALYSIS DIVISION

1 JULY 1949 to 30 JURE 195C

Prepared for the Nistorical Office
Directorate of Manpower & Organisation, DCS/0, Hq. USAF
by Lt, Col, Charlea E, Wilson, AFOMO-G Mistorical Officer
: 5 February 1951

(Directorate of Manpower & Organization, cs/0)
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Actions on Alr Forece Directives Considered Unduly Rastrictive
Participation in Management Improvement Program
Special Studies

HAJOR PROBLEMS ERCOUNTERED

Inability to Accomplish Survey

lemorandum for Chisf of Staff, 1l Jamary 1949,
Subject: "Manpower Economy"

Organization Charts of USAF Manpower Group
Chartas Arectorate of Manpower & Organigzation as of 9 Peb 50

Extracts of
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FOFEWQRD

nderstand the activities of the Manpower Analyeis
Division it 1s believed desirabls to briefly review the Manpower Grouj
as the forerunner of the Analysis Division, The Manpower Group was
established on 10 November 1948, e Oroup, as established, was
under the command of Major General Eugere L, Eubank as Chief, Personnel
from the inactivated Manpower Economy Branch, DCS/Operations became
the mweleus of the lManpower ! rhe Group as a separate activity
reported directly to the Chie ' Staff, U was on a staff

or the Special
level equivalent to that of 1 r tl 1

Assistant for Feserve Forces,
The mission of the Manpower Grou
Alr Forece activities
personrel requirements, and effectiveness in the utilization of
personnel resourc and over-all operational economy, Field Surveys
degree in effecting the Manpower Group mission,

period of the Group, the Air Force

ycurement,

responsibility of the Manpower
utilization of Air Force repources so aull orized,
2

i hich has
The Marnpower Group established a program which has Deen

% % . - L am "
entirely incorporated into the Manpower Analysis Division, It is of

{n this conmmetion a Memorandum (1) for the Chief
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of Btaff, dated 11 January 1949, subject: "Hanpower Economy®,
@ior Genoral Fubank, The significance of this merorandum

egment of Hqg, USAF
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SECTION I

ORGANIZAT IONAL DEVELOPMENTS

The Manpower Analysis Division was established 23 November 1
by Memorandum for the Deputy Chief of Staff, Operations, Subject:

"Establishment of the Directorate of Manpower & Organisation, DCS/O",

This ~'EirnMi'.m(1)by the Vice Chief of Staff, USAF, reduced the USAF

Manpower Group from & top leval agency of the Chief of Staff to that
of Divieion level within the new Diractorate, Personnel of the USAF
Manpower Croup were transferred to the Directorate of YManpower &
Organization by Paragraph 20, S0 247, dated 21 December 1949, Hq.
USAF (2) and the new designation of Manpower Analysis Division wae
thus implerented,
The Division (Office Symbol AF s piven the following
manning autl xri:‘,m,imn(:), affec nary 1950 as followss
Genersl Off1
Colonels
Lt. Colonels
Majors
" Civilians
Total
y (2) Branches and the Qffice
eoncurrent with establishment of the Divigion and were designated:
Manpower Analysis Branch; Manpower Standards Branch; and Office of

the Divisibn Chief, (Appendix 3)
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=

3 wisgior weht 1 tle
Establishment of the Menpower Analysis Division brougl ittle

. : PR
change in the personnel authorisation or duties assigned to the

T 1ar 1{aeron et s of t npower Grour
personnel, Just prior t iscontimence of the Manpow G 5

} G £ re sl
kior General Fugene L, Eubank, the Group Chief, was reassigned as
s T I
Deputy Inspector Gene ral, USAF wit station at 1003rd IC Unit, Kelly

Ar Force Base, Texas and was succeeded by Brigadier Ceneral Avbry L.
foore as Chief., Colonel Stephen C, 'D"bar(!(!) became first Chief

of the Manpower Analysis Divisicn, Colonel Philip D. Coates became
Chief of the Manpower Standards Branch and Colonel LeRoy Fudson the

. s ol Bl
Chief of the Manpower Analysis Branch, Colonel Charlea ¥, Seebacl

was asgigned 12 tarch 1950,

¥emorandum for DCS/0 fm Gen, Mulr S, Fairehild, Vice Chief of Staff,
23 Fov, 1949, Division Files

S0 247, Mq. USAF, 21 December 1949, Extract, See Appendix 4 e
¥anning Authorization, D/M&0, 1CS/0, 1 February 1950, Division Files
Extract Personnel Assigmment Nemorandum Mo, 1, D/I&%0, dated

23 Jamary 1950, BSee Appendix LA

v BT W)
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SECTION II

ISSION AND ITS IMPLEMENTAT ION

power Analysis Division as rresecribed
Organiszetion differed in small letall

rower Group. Actually there occurred

a restatement sdssion and functions previously existing.

)

on.y
1he Magion
"'he analysis, survey and & , of current and proposed

Alr Force activities i progran spect to the

workload and rersomnnel requirements 0 inpure the

most effective and economical use of manpower resources.”

fajor Functions outlined I« ve Manvower Analysis Division
conformed very closely to
- Function l(l)

", Study and ar alyze current an proposed Air Force
activities and programs with respect to misaion, workload,
rrocedursa, methods and utilization of manpower resources.

be Analyze functional area and activities to determine
and recommend relative position m i priority in the economical
accomnlishment of the Alr Force missior

g, Provide staff supery
of and provide consultant service to Command

de Conduct manpowsr surveys of selected areas as

directed or required,
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i

Develop, analyze, and test work measurement factors

ndards for estimating and substantiating manpower require-

swye that neither the Manpower Analysis
sdecegsor the Manpower Oroup were ever cherged
sr function of limiting, reducing, or in
any manner effecting the over-all Air Force strength authorisation
aving been

on's princiy

IBAF Organisation and Punctions Chart Book, December
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SECTION III
NI DS
of the Manpower Analysis Division,
and diversified, however, certain activities
vidual evaluation,

Alr Force Mapual 150-1, revised 1

was vublished and given Distribution aC" legs subordinste Air Commands,
] } af the
The manual, rrepared by f the D1

) 3 ¢ skill ir
wag & time consuming ectivit) d high depgree of skill 1

2 3 3 3 \ P | {ous staff a
preparatior puch pla I o don with varlous stall &

3 = 1 ¢ amriled w inte 3¢
and Major Comands, The manual ! y compiled was intendec

gerve as
within t! I in matters pertal
The "Yardsticks" so developed were based on workloads
considered valid. This Air Force Manmual or guide 1s considered of
prime importance as it provides unit cormanders with an efficient
tool in arriving at manpower requirements for certain functions,
(1)

FVLYS were a contimation of the old

Field Survevs

Decermbter
150=3 dated

ickee placed
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il

™V i r istions to M
for eonducting surveys, rendering reports and recommencs
4 ISAY
¥ on manpower matters. The Manpower Analysis Division, USAI
i hs v i4 4 {
left restricted survey functions and was chary ed with rendering

oclial surveyse

r Commands imrediatel)

f personnel {ent backgr.und ar

raised
was able

traini the surveys.
the Necessary as well as manuals
stated the

our nationa

PAviei
personne

of surv
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SAC, Carswell AFB, Texas, 31 August 1949

3163
MNlinois, 22 Dec.
Recommended
Kot avallable
ept Wing, AAC, Elmendor
(See commer elow on result
Auth. Asgd.
1017 5183 322 3063 994 4379 346 3751 1060 5157
1701st AT Wing, CNTLD MATS, Great Fulls AFB, Nont,, 25 Apr 50.
HRecommended

-

1537 268 198

. T ™
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In regard to the survey of the Alaskan Air Command eond
the Manpower Grouj that Command, a memorandum (4) for
of Stalf, USK 10 Hovember 1949, i:
Fighter Int
Manrovwer
96 Officers; 647 Airmen;
Troop authorimations were reportue

68 Officers; 457 Air

OR AIR TCHCE DI

(¥R, AFL, ATN's) wus & carry-over
Menpower Croup, USAF, howevel

€ February 1950 when the late

Memorandum(5) to Pirector, Manpower &

gotting up & Committee known as the Commiil
Directives. The Committee (CHD) was placed on TDY at

Base, Colonel LeFoy Hudson as Chairman. &n nsiva

of Air Foree directives to determine ! vere undulj

and appeared to handicap rather ¢ ist t nit cosmander,

same Lime the

A A

Com ! ttec

became thi

Alr Comranders were invited

on Alr Force directives al
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ocbgolete, or containing impractical requirements, Lt, General E

¥hitehead, Commanding General, Continental Air Comrand, under

. (3 :
of 5 June 1950 submitted some thirty-one (31) cohﬂont( ) on rod

rol
of the olicies,

miscel) ansous
A total ere rTeviewed,
A tote

Force dire s to

revies as

The main resu
evrrent status » rescissions, revisi amendvents,

ree Directives

( .  mular 4 - 1
revort covering one hundred (100) items of major importance in which

= 14
recommendations were made simplification of procedures, elimination

. o 4 . mant
of norwegsentiel, and 3 g regarded as improvements,

in the condition of

Th.s project resulted

irectives, larly those in effect before establishment

t of the Alr Force, The review is a contimuing function

the Department of

will require constant application since there are being added

(7)

monthly to the list of Air Force directives as many as 100 per month,

PAPTTCIPATION IN TIE VANACTITNT IMPROVEMENT FROCRAM, The Management

1} 1¢4henech 4§t - rtic
Improvement Program was contirmmed by this Division although its incertior

. ' —— neerned.
QL8 in so far as SA )

t charge

26 Meg

pertinent
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v « «Is or is not the manpower function intended %o
anagement? For best orerations 1t is felt that

iral aprroaches to the

be stated

Division
ranagerent im
estimated,
show the extent of Participation:

et
This study was undertaken with
involved
proposed t furnished quarters
three grades Alrmen (married
packing and crating, and cos
the Director

Narges

3 - a b v Mavy Q1C
guarters on an existing air i in May 49

a " > . . 3 Chiaf N o
and continued to FY=50, submit Lo th i nt Viee Chief of Stalf,

the

USAF., The study may have had far resching results inasmuch as

10th Air Foree was moved from Ft, Benjamin FHarrison, The lst Air Foree
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#tchel Alr Force Base; and 15th Alr Force from
Colorado to March Air Force Base.
Field Installations in the ¥asbington Area

. ] ol : St Rl
to determine essentiality of activities and pe:r 1 the Areas

i Chin AP & 24
ds survey was undertaken on instructions of Vice Chief of Staff,

dated 16 May 1950, subject: "Field

Installations in

Area", Teports of progress were subs it

periodically, however, as
of 30 June 1950 the project was only L0% completed,

d. Peduction of Pipeline Time for 0S Fe; lacenments
and Teturneesg The USAF system of reporting for reasssigmment was
studied and analyzed to determine its sufficiency, A survey team
vigited each OFD and PAE used. A report ws
rendered to DCS/Persomel with finding: i ndati

obtained or planned

Stations

jog at Hamiltor
Stoneman, Cal
The establishment of a reporting pe riod in advance
of reassignment which would rovide for "Straig!
between units of ZI and 08 Commands,
Alr

Force Prisoners:

1 . ) > Tatral
of the DCS/Personnel the qu n of e shing a Fetra

] s i vision 414 not feel
for Alr Yorce Prisoners cerphasized, Divis 444 n o

. r r Ang reounirement
that sueh wae feasible in f additional ing requir ]

v oy rther
and other considerations. The Armrehensic rograr was further
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studied to determine the justification for the maintenance of 12 ofriesrs,
282 airmen, and 104 vehicles as a speclal absentee-apprehension team
in ConAC, As the study progressed il was found to duplicate a speci=l
gsub-cormittee within the 0SD Management Committee, conseaquentl
study was dropped but contact with 0SD on the subject maintained,
The latest development was to the effect that ConAC had been directed ic
transfer the responsibility for apprehension of -absgentees to (GI
not later than 1 July 1950,

The time and effort contributed by the Manpower Analysis Divisior
during the period on Speecisl Studies, Problers, Coordination with
other Staff Agencies of Mg, USAF, indicated rather deep partieipation
i{n the Management Improvement Program, It was not & plamnned yrogram

on the part of the Division, but a reeult of the close association

of manpower economy with good management practices,

1list of Surveys conducted or begun in FY 50, Apprendix 5
Ltr, Assist. VC/8, USAF, subj: "Hanpower Groups®, 12 Deec 49,
eigned by Maj. Gen, William F, leKee, Division Files,
Munpower Surveys, FY-50, Division Files.
¥emo of Brig, Gen. Aubry L, Moore to C/S, USAF, subjs “Item for
Daily Staff Digest®, 10 Nov. 49, Divigion Files,
Memo of Gen, Muir S. Fauirehild, VC/S, USAF to Dir of M&O0, subjs
"Command end Economy of Operations®, € Feb 50, Diviaion Files.
Ltr, Lt, Gen, Ennis C, Whitehead, CG, ConiC, 5 June 50, w/attached
comments, Divigion Files,
From Project Fils by Lt, Col., J. T. Mercereau, 1 Aug, 50, Div Files.
Memo of Col, 8, C. lLombard, Chief, Manpower Analysis Division,
26 May 50 to D/M&O, subj: "Air University Management Program®,
Division Files,
Study on feasibility and dollar sevings in furnishing household
equipment in OB Sta,, 22 July 1949, Division Files,

10, From notes in Project File, Manpower Analysis Divisior, 1 Mar. 90,
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mnpower Analysis Division organized under the

ationg with a total
lian personnel coul
to surve) J C | s nw therefore
adjusted to perform limited surveys and superv sior This survey
responsibility suddenly thrust on the lajor Commands disclosed the
shortage of personnel equipped by training end experience in conducting
this new responsibility., The plan of develojment as set up by
the Manpower Standards Branch of the Division, was to hold initial

indoctrination conferences with the Command Manpower Uroups, explair

) 1 ¢ v B
the use of Manpower Guides, Workload Questionnaires, Survey Sheets,

and other tools. As early as 15 February '.‘"'((1) some eleven (11)

Commande had been given this initial indoctrination, The qualit)
Surveys conducted prior to this 1 ptrinati indicated the
of the yroblem confronting the Commands,

Another problem of g2 t importar

{stance to yse commands not organized
or ly p y organized under AFR 20-15, more yardsticks wo:
to be devised, The Standards B of the Division found itself
incapable of producing the quantity of yardsticks required to cover

the new recuirement, Solution of the problem remained for a later date,
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A feeliny appearsd to exist among the varioua C

te
rveved
surveyed

perpetuate

existence

tion could be obtained.
able to gradually overGome the preconceived
Commanders concerned,

The volume of speeial and nis

Division began to impose greater d

that was originally anticipated.

only © ly connects

therefore it was realized that a v

was Ywis followed at a later

Mviel

rom &

within a Directorate

various

Marmower & Organization becama

o PR . e o
and espential supervis n was fortheooming,
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o T

1. Trom Project F ls, Hanpower Analysis Division, 15 Feb 50, Div, Files,
2. YardsticksA Qualitative measuring device founded on an accurate
analysis of relisble data for the determination of Manpower Nequire-
r X € f a particular task unde:

ments necegsary 1

normel conditions,
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greatest contribution the period was ac
ilitary and civilian, manpower consc!

approach determining t} AN 4 quirements became more
more based on workloads, factors, and other systems. A beginning had
been made to more 21 1igently determine adequate personnel suthoriza-
tions,.

A better understanding with a higher degree of cooperation
beginning to me fost as Commanders came to realize the need

best utilization pos: a of a Tesoureas yrde he Nation under

the 4R

utilized elsewhere, he over-sll

both civilian and military during the so-called Fconom)

directed by higher echelon on factors best known to those lons,
As the manpower program of better utilization bagan to reap some

regults the Xorean situation burst uvon the Internati The

gram was paralysed

was ori

overboard,

became rore imvortant than ev andd se repains,

The Xorean sitmuation and other considerations rointed out the

need for sironger ranpower controls, These indicated some changes were

needed, if the Manpower Aralysis Divigion was to be anything more than
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stractions. PResultant changes did occur at a l

ater

END
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APFENDIX NO.1l
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EEADQUARTERS

US AIR FORCE

ENITFIC
ADVISCRY BOAJ

CHAIRMAN Ma) .Cen Eubank
Dr. Von Karman .

(TLITARY DIRECT(R
Brig.Cen, Putt

THIS PAGE IS DECLASSIFIED IAW EO 13526



THIS PAGE IS DECLASSIFIED IAW EO 13526

)
o
=
=
Lon
=
=
&=
<

THIS PAGE IS DECLASSIFIED IAW EO 13526



THIS PAGE IS DECLASSIFIED IAW EO 13526

SPECIAL ORIERS)
NO. 2L7)

EXTRACT

LR IR IR S B

20, Ea of the folgenamed USAF offs (presently aspd to K U8:F), ie reld fr dy
in Office, CofS, Manrower Gp, and ig aspd to 4 ice of DCS/0, Directorate of
Manpower and Orgm, rrtg NLT 28 Dec L9 at Poom 1ELC8, The Pentagon, for adm rurposesi

COL PHILIP D COATES, 4%3A

COL LEROY EUDSON, L0284

COL STEPHEN C LOMEARD, 217A

COL WALTON E KOCETO, 40366391

LT COL WILLIAM & 3ONER, 45484

LT COL ROBERT W BOKIES, ACR84372
LT COL GEORCE V BCCE, 28214

LT COL EDWARD ¥ HONWER, JR. 63224
17 COL CHARI®S A KELLY, A0883477
LT COL EDWARD ' T.ICKTFOOT , A0325807
¥ COL ROBERT E MALONY, 21514

I¥ COL JAMS T 'WTCITEAU, A0195682
LT COL ALDEN C PEYROLDS, 2886A

IF¥ COL CHAPIES E WIILSON, AQ221127
AJ JMES ¥ EEEEE, 26224

¥AJ REXFOFD H IBTTHE, JR, 9768A
MAJ CECRCE O HUBLER, 4559A

MAJ WILLIAY J LAVEK, 28044

[AJ WALTER 8 FECTOR, 63304

WAl TEVING P STERN, AOL00147

$J JOCEPE T WAUGH, AO30767S

CAPT WILLIS A EYNUN, 134254

L.LJUDCE
Colonel, USA¥
Alr Adjutant General

TRIS IS A CERTDNI
CHARLES F, WILSON
Lt, Colomel, USAF
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IEPKRTIFNT OF THE AIR TORCE
KEADQUARTERS UNITED STATES AIR FORCE
DIRFCTORATE OF MANPOWER & ORGANIZATION

DEPUTY CHITF OF STATF , OPERATIONS

EXTRARCT

having been assigned to Directorate of

rs,

, in accordance with par

t of the Air Force,
wrnrower Annlveis Div

npower and Orgenization, DCS,

effective 28 December 1

2CLA Chief

40366391 Asst.Chief

1470
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COLOXRL COATES, PRILIF D.

Manpower Standardg Branch

LONEL

a3 m =
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MANPORER. SEVEYS

COMMAND UNIZ
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LOCATION

Alr Proving Cround Hq & Ng Sq
3203 W/8 Gp

Alr Training 3605 Nav Tng Wg
3516 Pilot Tng Wg
3110 Tech, Tng Wg
3750 Tech. Tng Wg
3575 Pllot Tng ¥Wg
3525 Pllot Tng Wg

Alr Univerwity 3800 AU Wing
3820 AU Wing

Continental Air 2595 AB Gp.

Hq ConiC Hq & Hq 8q
2230 AFRTC

78 Ftr. Wing, Jr
2347 AFRIC
#2585 AFRTC
First AFP-HRS
250C AB Gp.
2233 AFTRC
2am
2600 AB Op.
Hq. 10th AF
Eeadquarters 1050 AB Wg.
1100 AB Wing and
1100 Air Mess Gp
MATS Hq Pac. Div.
1500 AT Wg w/1500 Med Gp,
1453 Med. Evac. 5S¢
Hg. MATS
1701 AT Wing
Special Weapons SWC
Strategic Alr 97 Bomb Wing (M)
7 and 11th Bomb Gp

Bomb Wing (M)
07 Bomb Wing (¥
2rnd Padi 2
L " »

\

N
Alaskan Alr 7th Ftr Interce
Far East Air Torce Ba & Ha Sq

35 Ptr. Wing

Deputy Comptroller
MATS - Overseas 701«5 Alr Transport Wg
Third Alr Div. #50 Air Denot Wing

S - 7500 AB Gp

Eglin AFB
" "

Ellington AFB

Randolph ATB

Scott AFE

Sheppard AFE

Vance AFB

W{lliams AFB,

Maxwell AFB

Tyndall AFB

Brocks AFB

Mtchel AFE

Floyd Bermett Faval
Air Station

Hamilton AFB l‘/"."“'-ll/,’."

Long Beach, Calif, 5/50

¥ami, Florida 7/5¢

M tehel AFE 12/49-1/50
n Rl 1/VVL .‘-_2/5(
L] L) "/:)y"

fHare, Chicqgo 6/"

Fope AFB

Selfridge AFB

Andrews AFB

Bolling AFB

NSNS
e y ©

A PN

Hickam AFB
A

n LJ
Andrews AFB
Creat Palls, Mont,
Kirtland &¥B (2 cys)
Biggs AFB
Carswell AFB(By USAP

Team)

Davis-Monthan
facDill ATE
Brooks AFE

Japan

Elsendorf AFB
Tokyo, Japan
Johnson AE
Tokyo, Japan
Elmendor{ AFB
Burtomood
Victoris Park E
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COMIAND

United States 86th Ftr Bomb Wing
AF in Euroype #36 Ftr. Bomb Wing
#501 AC&W Gp.
#7030 AS Gp.

#7350 Base Comp 8q

! i g™ W
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] P BY T} A
T ' ientiy 4} &4 e
Maior Proiect
Ay e —
¥ ) f ¥arpower Surv

5 v3 1 1 i ! C : s o N =5

Surervis sl i g g oo

lanpowsr Surveys 1 .’,‘”f- . g Tor the TTO8
ti ator ny f o atd
tt f o

% Dy, sribiy rdforn placenment
b sdeatdoy £ Al 3 ; .
Feorganiza e hege o ; B -
Wings ) : s Al : -
: nd/or
14 A reaud .
1 ringe.
3 atoTT rosaible del .
Sivdv anf Furotid B 3t ~ .
B 1 b ~ sl
’_)“ ¥ f ) i Y L 3
4 :
| [ Sypte <
A¥ re f ; -
roxis )
¥
»
M anio L0C, : ey
in estin -
nhotr's.
— ' "
> etery € ;
Survey of Activillies

PoR TS : . 1 e on,
Washingtlon Aare

1 - ) atdfiontion for ¢
5"“{; & e . - - 4 ."" ,A : i '~. e ntete
Apnprehension 1 4 - team, B uhee ent 1 o
Prisoners o alury - :

- sl eomvat ibd ty, essent ity,
The Evaluatior ‘ - : gy g Seenhs '
Approximate 1y arn X

and thaet only the minim neceas
- 4 ) b ¢ s X :
Pirectives B o ke sy ’
Action has been LaK to 1
revisi « rect .

CIrEREEL
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Obisctive of the Study

The development of manpower yard
the use of staffs of all echelon
conmand which will provide guidance
:ffective manvower control,

Level

Managemant Pr ang recom-

nn P tha improvement thereol.

requireraenis

revorting and

ynnele
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HISTORY OF THE DIRECTORA .
MANPOWER AND ORGANIZATION = » = =

! ; "__, Y w
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irectorate of lanpoweT
1 ation

-----

es of Or
iroop Basis Sranch & Enuipment BHranch

ry we
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Directorate of
Hanpower & Urganization

Manpower Allocations
Division

Military Allocations Allocations Activations & ’

Branch flecords Branch = |

-
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ISTORY OF THE MANPOWER REQUIREMERTS DIVISIOR

1 JULY 1950 to 31 DECEMBER 1950

Prepared for the Historical Office
Directorate of Manpover & Organiszation, DCS/0, Hq.
by Lt. Col. Charles E, Wilson, AFOMO=-G Historical Officer
9 February 19561

irectorate of Mannower & Organimation, 8/C)
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equirenments Division resulted from a reorganizatic
...... nder authority of
, dzted 20 November 18550.
{ons previously performed and added
r{ciences recognized in the previous
;ower Anslysis Division., The T/04% Division

nch of the Manvower Requirements Division.

anvower Requirements
tandards Sranc
Ratioc Facto
Yar
tilization
Survey Section

Performance Zvaluat
sction

rora

ection
Section
...... Sectiorx

ers. Auth,
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chiefs of Division Branch & Seetion:

s Fudson, Division

Seebach, Utilization Branch

Halversen, Survey Section

;ard ¥, Hoover, Evaluation Sestion

standards Branch

*hilip D. Coates,

1. Col. Harcld A. Pruitt, Ratio Factors Section
ard M, Lightfoot, Yardstiock Section
Graves, T/0&k Branch

Lust, T/0 Secticn

Reynolds, T/D Section

Col. R. M. Grek, Equipment Section
he Division thus set up (3)was believed more capable of verformi

ast,

Manpower Function imposed upon the Director than had been trus in the

Measures were located in a single Division capable of analyzing and evalu-

ating manpower requirements, develor new tools for determining adequate

manning, measure the degree of utilization, and then by apvrovriate r/o's

or T7/D's establish more intelligent manpower manning documents,
iw Division lost one of its most respected and beloved officers in

Robert iwloney, 2151A, 3 December 1950, 3cl.

ivied the Manpower Analysis Diviel

the nev Manpower Requirement
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Per asgmt Memo No. 19, D/M&0, 20 November 1950, Div. Files,
Transfered to Alr Bugr. Development, Tullahoma, Temn. prior to per-
forming this duty.

Ses Organ. Charts. Appendix I

Col. Stephen C, Lombard with the 0ld manpower group and the Manpower
Analysis Division, as Chief was transfered %o AMC prior to reorgan-
isation.
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issi of the Manpower Regquiremonts pivision changed very

14ttle from that under the Manpower Analysis Division. The additional

function of the T/0&Z Branch was the differende. The missior (L under

whieh the reorganized Division was to function:

#7he analysis survey and study of current and pronosed AT activities
and vrograns with respect to the misaion, workload and person el require-
ments, vrovide final review and arproval of all AF manning and equipoing
documente—--in ordsr to insure the most effeotive and economical use of
manvower resources,”

Implenenting that nart of the mission pertaining to the added
Branch imposed no new requirement on that ranch as this had been the

main function prior to reorganization.

T USiF Organisation and Junctions Chart Book 1 December 1550.

) wv

l | %
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SECTION iIil
ACTIVITIES
The sotivities of the Division eontinued along previous lines wvith
some new functions nddod.grgunlvnti':n into dranches with sections thereto
provided a greater degree in specialization, such as the Ratio, Factors
disonssed below, Heretofore limitation as to personnel prevented much
Aesirable research into nev devices capable of being used in accurate, or
. avrroximate manning requirements, but with addition of several civilian
loyees s analyets and statistlcians, vrogress along these lines bocamme
likely of attainuent,
AF Manual 150-l, Hovember 1850 was revised, amended, and additional

yardsticks provided, thus superseding the manual published 1 January 1950

4 JRaua Mo

Flels .‘_;Lvoxn,(l)for the period eontinued in accordance with vprovisions

of AFR 150-3, dated 20 July 1949, The volume of surveys received was con-
siderably decreased due to the impact of the Korean situation. In order to
stimnlate the Commands, especially ZI Commands, supervisory visits were made
by personnel of the Survey Section as follows:

ConAC, AU, Seott AFB, Lackland AF¥D, ANC.

IAFE, AMC (3 tripe), AFTRC.

MATS, AU, Carswell AFS, AMO.
APTRC (3 trips), AMC (3 trips), Comal.

MoChord A¥E, AMO

Conal
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onitoring AF Directives continned on a decreased basis. in seneral

econfined to review of provosed changes or drafts of roposed new regulati
iate of 18 Decen

a memo to reonnel of his

reneved 1 January 1

31 March 1951.

“lanu.'e:mz!‘.t improvement Program. I srticipation in tha pro

throughout the peried in hiech numerous special studies were made, ome of
the more significant studles are taken up below.
Special Studies in connection with Management Participation:

urvey of VWashington Area
put as stated nothing accomplished exce
study was conducted in conformanc
M&0, Brig. Gen. Bdmund C. Lynch, dated 11 May 1950. The at wly was based upon
the supposition that the AF was frequently under criticism for the namber of
veovle in the Washington Area-ons particular ares being the Washington Nationsl
Adrvort. Generzl Lynch set forth these criteria:

1. *Doe= it have to be done in

for

The above instructi

16 May 1950 from the office of th Chief «¢ ff and the survey

fismedlately started., The scope of the survey was all Washington Are: inite,
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MATS and Hq, Command being the princivals. Heports were renderesd by

phases, Several recommendations were made, but in general, it may be

gadd that little wss accomplinhed within the eriod. The survey originclly
{ntended to do sometiiny about eonditions at the jashington National Alr ort,
avrarently brought forth mo sclution acce table to agencies involved. The
survey clearly indicated that %oc much was undertaken at one tine nd under
the hesding of one ntudy, &I roject be reopened at some fulnu
date, 1t would anvear fes le to begin 2ll

use data nov obsclete.

b. A study for the determination c

nler coul
the manhours evailable and utilized
his determination had long been cor
essential in vorking out Manpower Require

nation with the Deputy Chiefs of Staff a pro 036

' L w ™ :
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c. A atﬂdy(s)to determine the most efficient and economical

{gational stmmeture for the verformance of the Alr Installations

tekan By this Division,

arently 1t wounl

&1 time
-
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9. Revision of AF Directives pertaining to the manvowver
Suprort required for a Major Command Headquarters when

tenant and when in non-temant status,

YARDSTIOK DEVELOPMEN nder date of 3
to the major commande, inviting their comments reg
presentation, format, contents, efficacy of, or requirement
Manpower Gu The general concansus
desired standards, hovever, only
plan (AFR 20~15) were adequately

revised to incorporate suggest!

November 1950 revision.

differing
which rajsed
arrived at was to require the Major Comma work up ti » yaxrdsticks
and submit to this Division for review and publication ’his requirement

was sent out to the comuands between 10 November and 27

4

lezter,(c’)-:uhj@ct: develovment of Manrower Yardaticks,

herance of t!

s were present,
Brig. Gen, 3. Lymeh, talks a resentatior { b t n BARnPOVer

folloved. The conferemce served to implement the »rogram of develoning

yardstickes by the commands, Some feeling wvas expressed by the com
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that develonment of yardsticks was noi necess arily their
wor considered essential to their operations., This was
esnference as indlcated by a lp‘tar(”f)‘:\m Major

yers, Vice-Commander ConmAC. General iyers in his

¢ left to a later veriod.

See anvvendix 2 for partial list of Field Surveys.

Memo of B. G. Bdmund C. lLymch 11 May 5O to Col.

Div. Flles.

A Staff Study on Alr Installations USAT, Div. Mles,

Special Studies and Projecte from Div. Files.

Ltr. from Chief Mamrower Requirements Division, Subj: Alr Yorce
150-1, Manvower Guide, dated J July 1850, Div. Files.

Ltr, from Chief, Nanpower Requirements Division, Subj: Development of
Manover Yardsticks, 10-27 lNovesber 1950, Div. Files,

Ltr. Maj. Gen., Charles T, Myers, Vice-C.G. ConaC Subj: Development ¢
nvover YTardsticks, 27 December 1950, Div. Files,
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SECTION IV

{ DEVICES
WIRRMINTS

requires
for increase

as a matter

ables,
{anpower Plamnin ables. hether or no 1 rogran ander-

ivision brings forth lution remains to be seen, The

Ratio Factors Section, Standards h and the Performance Evaluatio:

Section « he Utilization Branch were 3 y explore all possibil
evel
created
other process,

rovidie a bagts for estimation in those problems which 4o not
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lend themselves to m rsdnction to T/0AE's, yardsticks, or b i¢ planning
tables, e problem w to reflect relationships within fundamental
elements involve n a man ower problem in crder to faoilitate broad
estinmates o y heishten specific comparison. smmles of this would

be the ratio of suprort personnel to aireraft,

personnel y ntudent load,

ing
8e orking out Basic Flanning tables r those non~T/0&
vossesnod homogeneity.
b. Subject the renmainder of the 1‘.0'\-?/".- 4
analysis snd to determins the extent to
ossible for vrogram-ing vurposes
Manvower Plamning Factors.

The section had effected its orgenization, laid ont its program,

some reaearch by the cloao-of the period,

BUANCE EVALUATION: This section was charged with:

ynitoring the manpower utilization program AY wide,

valuate the performance of and provide ¢ nsultant services to
Command manpower groups.

command manno

mampower surveys of selected areas as directed.

a manvower statisticnl analysis mnd research program
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rimarily engaged

4
ri

anthor
enred to offer possibilities
roximately linear relations

of headquarters personnel and comm
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r» correctiy he

he commands had

Finod: senddtion occansioned I

“rv " L C A
hizher echelon ealls for immediate submission o
availabdle,

2e ee footnote Yo. 7 to Section 111

o B Sl
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tugene Zuckert, Assistant Secretary of the A¥
1 (date of about 26 Decesber 1800) quoted

-

:68 the status of the manvower progran al

At present many of our AF unite an organizations are over-
The person el are there to obtain training and to get accustomed

to military 1ife, As new units are activated, the souree of person

sxisting units. All 'surplus? wi be drawvn off to man new units

as revlacements. As this source becomes less and less, 1t is then
procedures, plans, ani devices now at hand 11 be of greatest ald vhe
unit commanders. The controls and wmeasures mow at hand will serve to pr vent
conditions of large sroups of personnel being improperly utilized. The man~
agement progran, analysis of cost revorts, ani emphasis at all echelons on
proper utilization will certainly aid the AF in its problen of obtaining a
full return from ite manrower. The work being dome by thes AF in mampover

4

allottment, control, snd utilization is intensive, continuous, and plan wd in

1. Project Files, Col. F.D. Coates, Standards Br. 1 Oct 1950, Div. Files.
2. Memo for Mr. Zukert, Subj: The AF Manpower Utilization Program,
Degember 1950 (date of preparation) Div., Files,
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tion Chart, Manoower Requirements Divis
¥&0, DCS/O

38

Kt
Manpower Req. Di
gffice of Chief

g
!
3
:

Iﬁilluticn 3r Ftarih,u:di ﬂ

A TS

|

urvey alvatio Ea?ic_ Tqrdsti:ﬂ
ectio ection dastors Se Section |
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MANEN T
AZZ

COMMAST UNlT

Alr Provin round Purchasing and
Contracting Div, D/MAT Eglin AFB 31
Alr Training USAF Ext. Course Gunter AFS ‘B/ 50 "
Continental Alr 326 FTR ¥g (All vea) MeChord AFE 1( //51:—11),(~_)
*Hq & Hq Sq - ConAC Hitchel AFB 4[; 550
2465 AFPTC ‘old=~Chamberlain 10/50
LG50 AB Vg Andrews AF 3
(2nd Survey)
Eq Alr ¥Yeather Ser Andrevs AV
136 Radio Security Brooks AFE
Sq Hq
136 Radio Secarity Langley AR
Sq Det H
135 Radio Security
Sq Det €
156 Redio Security sClellan
q Dot J
*llq & Hq Sg
'.’f;ﬁ." Alr Savport Vg Sehulthorpe
7504 Air Sapport Vg Lakenheath
7511 Alr Sappert {1ldenhall

Pok Japar
fokyo, Japan

136 Radio Security akne

q Det A
*2nd Radlio Sq Mobile arms tadt
®3rd BEadio Sq Mobile ilmandorf

*1st Nadl

& B -...—- wy
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HISTORICAL SUMMARY
THE DIRECTORATE OF COMMUNICATIONS

HEADQUARTERS, U.S. AIR FORCE

1 JULY 1950 = 31 DECEMBER 1950

Lt Ccl"i&; 8? Voshel

Bxacu ficer
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HISTORICAL STUMMARY

THAE DIRECTORATE OF GOMMUE ICATIONS

ARADQUARTERS, U,3, ATR FORCR

is, Col, M. C. Voshel

Exscutive Officer
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CHAPTER I

In the past ne training faeility existed within the Alr Force
to train officers in frequency allocations and assignaent type of
work, To alleviate the situation facilities were set up within the
Directorate of Comsunications to train two officers, one Yajor and
one Captaln, apecifically in the field of frequency allocations and
assignsents within the Alr Force. Two officers were assigned in
July 1950 from the 3310the Technical Tralining fing, Scott AFB,
Belleville, Illinois, for one year of lantsnsive frequency training,
It was plenned that the training, while postly “on-the-job" in nature,
would consist of courses in Radio Propagation sad other problems
encountered in the selectiom and assignaent of radio frequencies,
Instruction on the organisation and functions of other governsent
agencies such xs the Departsent of State, Federal Communications
Comnission, Department of Commerce, Departzent of Interior, Depart-
ment of Justice, Department of the Army, and the Departasnt of the
Navy, was also imocorporated in an atteapt to peint out the inter-
dependengy of all government agencies upon cne another in tele-
coasunicstions matters on both a national and international tasis,

In July, it became apparent tiat the requiresent for communiocations-
slectronics types of officers was rapidly approaching attrition, Steps
were taken to realign the comsunications-slectromics plcture to the

view of encouraging officers mot fully sualified for such duties %o

apply for training in one of the several comsunications-elsctronics
Y

training ocourses,
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During July, the job description of SSH 7888, Radar Observer, RCM,
was reviewed and retitled "Electronics Counter Neasures officer,"
By the end of July 1950, events in Xorea made it apparent that
it would be highly impracticable, if not impossible, for the United

States to embark upon any sxtensive program of revising the structure

of its radio fresuency sssignments, It had earlier been contemplated

that, at the Sxtraordinary Adainistrative fadlo Conference (BARC)

scheduled for The Hague, Netherlands in September 1950, steps would
be initisted to bring world frequensy assignments inte conformity
with the Atlantic City (1947) Allocation Table. At the suggestion
of the United States, the EARC was postponed until iugust 1951. The
Directorate of Communications furnished representation on conmittees
preparing the United States position on a variety of technical and
poliay suestions., Preparatory work, of a sisilar nature, had already
been carried forward for those radio frequency problems of primary
interest to the countries of North, Central and South America,

The Upited States Alr Force as the Executive Agent for Joint Task
Force THREE had the responsibility of procuring radio high frequencies
to fulfill operational requiresents, In July 1950, Colonel Wesley
Calkins, USAF, Joint Task Force THREE comaunicatioms ataff, presented
the Directorate of Comsuniostions with s consolidated list for all
Task Groups, In April 1950, the U,3. Army had established an ACAN
circuit from the testing ground to Zone of Interior, This, plus

existing AAGS and Army services, provided {nter-theater fized communi-

cations., Intra-thester cirouits were assigned frequencies te carry
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the load of additional operstions and aduinistrative traffie,
Frequencies were also allocated for weather sollsction and dissesiration,
aireground-air, facsimile, solentific groups and numerous moblle

uses, (Rastricted)

Un @ August 1950, the Standards Branch recomaonded that the
Air Comsunlcations=Slectronics Staff Officers course be reduced in
length and mergsd with the Alr Cozsand and Staff School, Fach student
thereafter would receive a course of {nstruction approximately 350%
purely coamunicatlons-electronles and 50% Alr Coamand and Staff
instruction, Fleld grade officers recalled to active duty would
then be entered Into this school as sarly as possible after recall,

(m 9 August 1950, the Nilitary Services, CAA and the FCC rsached
an agreement on a common freguenay for direct Center to Pilot cossuni-
cations,

During the sumser, accelerated procureaent and installation
action was taken through meetings with the various senufacturing
concarns, These actions included {noreased ezphasis on developaent

of 31I during July and August 1950. Particular action was taken to

ship AK/UPN=4 beacons Lo Sores :or LIon ne demarkatlion purposses,

\cecreat
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CHAPTER II
In the early Fall, the function of operating as Executive Agent
for the Alaskan Command was transferred from the Office of the Chief
Signal Officer to the Directorate of Communications, In the capacity
of FExecutive Agent, the Directorate assumed responsibility for all
frequency coordination and assignment messages for the PAPUSJCEC for
Alasks regardless of the service requirssent, This was an administrative
task devised to minimise inter and intra-theater interference, (Restricted)
In October 1950, steps were taken to organise and man units which
were to ocarry out the mission of the new Air Force Plan 51 uyntn.z
It was decided that the system needed centralized operatiomal ceatrol
and that such control should be vested in the Directorate of Communications,
It was proposed, therefore, to establish a separaste group, assigned to

Headquarters Command, USAF, with headsuarters located physically at the

Pentagon, Thls group would be parent unit for the five field detachments

located at the Pentagon, and F¥axwell, Wright-Patterson, Carswell and
MoClellan Alr Force Bases, The Washington Plan 51 Center would include
the functions of the Air Force Comsunioations Center and would be
organigzed around the 1908th AACS Squadron as a nucleus, Actiwvation of
the units was planned early in Jamsmry 1951 with implensenting of tha
system scheduled for 10 February 1931,

On 9 October 1950, agreesent was reached with RCAF to adopt the
USAP Primary Oround Contrel Intercept Frequency as a combined USAF-RCAF
Air Defense Frequsney, The frequency had been implesented in all usar

GCI stations and USAF aireraft cosmitted to Alr Defense, The RUAF was
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mersens toouuieTs wrTe o

saring bovesher (Y5, Maxdaris Brenc: of e
emmisstiose reviesed wnd socerted witk: minar sodifisatisms the
Airmes ‘ommmicstions Tperstiosms lereer Tleld,

x 5 Levesber 199, the JUEC approved the Fregaeney Allecatios
lan for tae 225 - 40 %¢/s vand, Ia peserel, the plaz Ls based o
s latereparsed amsignaent of channels 200 ke/s la width, with 212
shasnels sach ailotted for prisary use of the Alr Foree and Navy, 42
shamsels allotied for prisary use of the irmy and 10 channals allotted
for jolnt usage. The assignsent of chansels for use in coanestion with
mdleo relay whish are 364.2 to 378,56 Me/s and 33,5 to 400 Na/s is
delayed pending service tests of AN/TRC-2, equipment by the U.5. Army,
Absut A4 frequencies have been nssigned for fleld tests and evaluation

with the aew UNF equipsents, No fism assignseats will be made unstil

the squipments are tested on all frequencies. (Cenfidentisl)
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Since GLOB:COMY requirements became more or less firs during
the susmer, efforts were sade to clear and assign frequencies to the

various proposed circuits, Fhase I which consisted of existing and

new circuits was put into being without teo much trouble, Fhase II

shich was prisarly the single side band belt around the Globe presented
guite s dilemaa regarding frequencles, In Fhese II the circult from
lashing to Casablanca appeared to be the comson denominatcr, Tnee
frequencies could be cleared and assigned to lt, the others could be
processed with comparmtive ease. However, after four montha, the
frequencies for this path were still in a nebulous stage, Four men
have at various times gome through the frequency spectrum, spending

an average of six man hours a duy on the project, Howsver, only six
frequencies on the upper side of tne HF band paseed IRAC, although
over two-hundred had been proposed for coasent in order to provide

the negessary high freguencies above 12 megacycles. Requirements

froa 6 to 11 megscyoles would be dirficult te fulfill, Other circults
designated for implemsatation in Phase II have had frequencies assigned;
however, these wars not final and in some cases had to be shilfted to
insure less outage, lastricted)

m 22 Deceaber 1950, the Alr Defense Comsand was authorised to
disocntinue the standard very high frequency used by sirerait for
comsunications with the ¥Wilitary Alrways System in order that tastical
frequenciss resulred for the support of Alr Defense sctivities amight

be substituted, (Restrioted)
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The preparation of JANAP 193(4), United States Air Force Freguenocy
Plan, & publication intended for the use of Alr Commands end Joint
Flanning 3taffs comsenced in July 1950, and the final mamuscript was
delivered to the Onemmtions Division late in Deceaber, This document
sas lotended to show all fresuencies utilised for major communlcatiocas
activities, cross-refarenced by maerionl order of Trequency aand
operating circuits, The most important function of the publication
was the decentralisation of vital USAF radio frequency information
previously obtainable only a% this headquarters, (Confidential)

Among problams ocoasionad by ths separation of functlons from
the Signal Corps was the necessity of establishing for the Leparteent
of the Alr Force a ssparate reglster of frequenciss in ihe Presideatial
Exscutive Ordsr., This separatad register of {requencies was obtalned
by interpreting the old Far Deparisent Executive Opder listing as
"Aray" or "Alr Forece" according to the existing usage of the frequencies,
fork has progreszed to about the one-half poiut, Compistely separzte
Exeoutlve Order listings and assignwesnte in the IRAC Statlonm Lists
have been established for both Army and Air Force up to sbout 10 ¥o/s,

4 considerable incresse in the volume of medisc propagation data
furnished to Alr Force commands is an indication of growing aj preciation
and application of this informaticn, Principle Alr Foree users are

Aireays and Alr Comaunications Service and the Strate tic Alr Command,

The data furnished consiects of basie propagation 'v:*?.*'.hiiom,:’ prepared

by the Ceatrul Radio Propagation Laboratory of the Hational Bureau of
Standards, and oredicted optisum frequencies lor specific point=to-point

and ir-ground circuits on & world-slde besis,
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OLOSSARY

Fregquency Allocation Penel, Jaint Comsunications-
Electronics Committes

Ground Controlled Intercspticn
Joint Communicntions-Electronics Comaittes

International Radio Advisory Committes

Joint Army-Navy-Alr Foree Publicatiom

Short Interval Identification
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1 JANUARY 1951
to 30 JUNE 1951

1 JANUARY 1951

to 30 JUNE 1951

TIONS DIVISION 1 JANUARY 1951

to 30 JUNE 1951
ORGANIZATIOR - MANAGEMENT DIVISION 1 MAY 1951 to
30 JUNE 1951

MANPOWER REQUIRIMENTS DIVISION 1 JANUARY 1951
to 30 APRIL 1951
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DIRECTORATE MILITARY AND CIVILIAN AUTHORIZATIONS

1 January 1951 - 30 June 1951
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or T0T
AFSC OFF
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LYNCH, Edmund C.
MOORE, Aubry L.
ELLIS, Weldon T., Jr.
DAVENPORT, Robert B.
BOWLES, Robert W,

ROSTER OF KEY PERSONNEL

RANK
OFFICE OF THE

Maj Gen
Brig Gen
Civilian
Colonel
Colonel

DIRECTOR

Director

Deputy Director
Civilian Deputy Director
Executive

Assistant Executive

ACTIVATION AND RECORDS SECTION

FISHER, William R.

Colonel

Chief, Activation and Records

ORGANIZATION MANAGEMENT DIVISION

SEEBACH, Charles M,
NUZUM, James R,

Colonel
Colonel

Chief
Deputy Chief

OQRCANIZATION PLANNING BRANCH

WASEM, Clinton V,

Colonel

Chief

MANAGEMENT DMPROVEMENT BRANCH

NICHOLS, Roscoe T., Jr. Colonel

Chief

MANPOWER MANNING STANDARDS BRANCH

MOODY, Charles O,

MANNI)

Colonel

Chief

> DOCUMENTS BRANCH

GRAVES, Frank N,

Chief

WAIMAN, John F,
McCHRISTY, Albert J.

CARMACK, Beverly E.
KOWALSKI, Andrew

Ceclonel
Colonel

Chief
Deputy Chief

MANPOWER PROGRAMS BRANCH

Colonel
Lt Col

Chief
Chief Plans and Mobilization Section

&
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RESTRICTED

DEPARTMENT OF THE AIR FORCE
HEADQUARTERS UNITED STATES AIR FORCE
WASHINGTON 25, D. C.

MEMORANDUM FOR: DEPUTIES, ASSISTANTS T0 THE DEPUTIES, DIRECIORS,

Al IEFS OF COMPARABLE OFFICES

SUBJECT: Management Improvement Through Better Organization

The Directorate of Manpower and Organization was reorganized on
1 May 1951 for the purpose of providing a way to meel increasing workloads
without hiring more people. When this reorganization was in the proposal
stage, it was presented to the Assistant Deputy Chief of Staff, Operations,
for approval.

Sinece the procedures followed and the results achieved were considered
to be of such general interest to the Air Staff, a brief of the method used
was prepared in the form of a case study for circulation to Air Staff Agencies.

%/y’u ff/lzm

Incl WAYNE E. THURMAN
Case Study Colonel, USAF
Secretary of the Air Staff
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MANAGEMENT IMPROVEMENT THROUGH BETTZR ORGANIZATIOR

(A Case Study for Air Staff Use)

I.

1. At one time or another, every Staff Agency in Headquarters is faced
with the problem of handling increasing workloads. If additional qualified per-
aonnel can be hired, solution of this problem from the standpoint of getting the
work done in some manner, is easy, It is common knowledge, however, that thls
simple solution is prohibited by:

a. Office space and personnel authorization limitations
b. Critical shortages of personnel
¢. Fund limitations

2. As a matter of policy, the solution of tir Force management problems
with numbers alone is not adequate. By-passing of more scientific routes is in-
compatible with over-all Air Force management objectives. The shortage of per-
sonnel at this time simply accentuates our need for re-evaluation of internal
menagement processes. Quality and quantity of production for each individual

have to be raised. The statement of this objective is simple, but achieving it
is not easy. It requires a lot of hard work and the application of common sense
on the part of everyone. There are no hard and fast rules which prescribe how
this work should be done. A rather superficial approach to the job is through
a statement: "Conduct a comprehensive organization and management survey of your
agency, use the latest survey techniques and tools available, and apply sound
principles of organization and management.”

3. Although there is nothing fundamentally wrong with this approach, there
is a need for a concrete illustration of how results can be obtained by applying
sound organization and management practices. Since one Directorate recently
completed a reorganization which produced some gocd results, a brief description
of the steps followed in this process is being made available to other Staff
Agencies for whatever assistance it may provide. While this was a solution to
its problem, it may not necessarily be applicable to the needs of other agencies.

II. PROBLEM OF THE DIRECTORATE

Fron June 1950 to April 1951, personnel authorizations were increased sub-
stantially. The continuously increasing workload and overtime would have re-
quired an additional authorization of twenty-eight (22) people. In view of
office space and personnel limitations, a eritical examination of organization
and procedures was made to see if the increased work could be handled without
additional employees.

III. BACKGROUND

1. In November 1950, the organizational structure and functional assign=
ments reflscted in Tab A were developed to provide for the following:

a. There was a need for orientating the organization to the expanded
Air Force and for providing for the possibility of mobilization.

b. The 0SD ¥anagement Comnittee stated, in August 1950, that emphasis
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on economy in dollars would be shifted to the fields of organization, manpower
and logistiecs. The objective behind this change was to remove obstacles to
achievement of basic missions.

c¢. In Sentember 1950, responsibility for the Management Improvement
Plan as specified in Bureau of the Budget Circulsr A-8, was placed in the Office
of the Deputy Chief of Staff, Operations, and the Directorate of lManpower and
Organization was designated as the operating egency in the Air Staff for carry=-
ing out this responsibility.

d. In November 1950, the Deputy Chief of Staff for Operations was
made responsible for Management Engineering functions in the Air Force. 3ince
these functions werc considered to be of an integral nature with the Air Force
Management Improvement Program, they were assigned to the Directorate of Man-
power and Organization. When the organization of November 1950 was established
several of the changes reflected in the current organization were considered.
They were delayed, however, for the purpose of providing for gradual phasing,
in order to minimize the effects of re-assigning personnel and the general loss
of effectiveness that imnediately follows major reorganizations.

2. In April 1951, an analysis of the statistics collected during March,
led to the conclusion that an organizational change should not be delayed long-
er for the following reasons:

a. Civilian and military personnel worked a total of 1,443 hours of
overtime during the month of March.

b. The number of action papers had risen to fifty-two (52) per
person, per month, as compared with seventeen (17) per person during the month
of June 1950,

IV. STEPS FOLLOWED IN SOLVING THE PROBLEM

1. In November 1949, the Directorate of Manpower and Organization, DCS/0
came into being by combining the Organization Division which was then under the
Assistant for Programming and the Manpower Group, Office of the Chief of Staff.
At that time, only those major organizational changes required to eliminate
overlapping of responsibility and duplication of effort were made. Detailed
changes were delayed to provide for evolution and evaluation of operations,

It was subsequently revealed that the basic objectives were not clearly defined,
were not generally understood, and were not being achieved satisfactorily.
Therefore, long and careful consideration was given to the spelling out of the
basic objectives and defining the principal goal of the agency. This step was
taken to assure maximum direction of effort toward achieving the basic purpose
for which the agency exists. The process of definition and evolution of the
organizational structure are illustrated in Tab A, which shows initial, inter-
mediate, and present structure and functional statements.

2. The principal objectives were subdivided into logical, coherent seg-
ments and the basic organizational structure was almost automatically deter-
mined. In breaking down the objectives, particular attention was directed to-
ward preventing excessive layering in the supervisory structure, over-division
to the point of unnecessary duplication, and compartmentalization to the point
of obstructing desired integration and coordination. (See Tab B)
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Project officers are provided with the freedom they need to
ssignnents.

The flow of ideas from the tottom tc the top of the agency is
increased.

The possibilities of obtaining coordirated staff work are en-
hanced.

d. Paper work is reduced and the number of people who have to be
informed of most of the details is decreased.

e. Supervisors are ensbled to direct the efforts of more people or
are free to work on projects themselves.

f. The flexibility in making assigmments which 1s permitted, facil-
itates the handling of unususl worklocads in certain functional areas.

7. The best organization planning is weak and non-productive unless it is
integrated with a sounc persomnnel management program. In order to provide for
this integration and for motivation and stimulation of the will of individusls
to work, the following actions were taken:

a. The gqualifications of all individusls were reviewed in relation
to the jobs to which they were assigned. Particular attention was directed to
the ability of individuals to perform assignments under the delegation of auth-
ority referred to in 4 above. Changes in assignments were made for the purpcse
of achieving maximum utilization of employee skills and abilities. In some
cases, employees who were definitely unsulted for work in the Directorate were
encouraged to find jobs in other egencies. This last step was relatively easy
during this period of build-up, and it was an action which frequently resulted
in a service to the employees concerned. (See Tab D).

b, Job deseriptions of civilian employees and assigmments of officers
were reviewed to determine whether confusion or jurisdictional conflicts could
result from vague assigmments., The clasnification Branch, Secretary of the Air
Staff, on request from the Directorate, conducted a complete survey of all
civilian positions. In order to encourage the exercise of initiative and in-
dividual development, promotion ladders were established for both military and
civilian employees.

8. Workload and overtime records were kept as indicated in Tab E. These
records provided a basis for determining just how much business was increasing,
where it was increasing, total personnel needs, and needs by organizational
segrents, If it had been feasible to develop and use individusl performance
staendards, the accuracy of estimating personnel needs would have been improved.

V. SWEARX OF RESULTS

1. Objectives, programs and procedures were clarified or revised.

2. Unnecessary divisions of activities were eliminated; activities of a
similar nature were consolidated.
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DIRECTOR OF MANPOWER AND ORGANIZATION

DCS/OPERAT IONS T MAY 1951

RECTOR OF MANPOWER AND

ORGANIZATIONAL MANAGEMERT
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BEFORE 7A

DC/S OPERATIONS
DIRECTOR OF MANPOWER AND ORGANIZATION

DIRECTOR OF MANPOWER AND ORGANIZATION j INITIAL STAGE

MANPOWER ALLOCATIONS DIVISION
Chart 7A3

|
|
J

| Decamber 1950
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TAl
DCS/OPERATIONS
DIRECTOR OF MANPOWER AND ORGANIZATION

ORGANIZATION DIVISION

ORGANIZATION DIVISION

avelopme: msintensnce of the orgenizetiocnsl strue

MANAGEMENT IMPROVEMENT BRANCH g

ORGANIZATIONAL PLANNING BRANCH

®
stes Alr

_—1
|

| December 1950
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TA2
DG/S OPERATIONS
DIRECTOR OF MANPCWER AND ORGANIZATION

MANPOWER REQUIREMENTS DIVISION

Poges

MANPOWER REQUIREMENTS DIVISION

sed Air Foree act

|
MO .

UTILIZATION BRANCH

STANDARDS BRANGH " T/0BE AND T/D BRANCH

and spproval on AF Table

.......

| December 1950
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e st DIRECTOR OF MANPOWER AND ORGANIZATION
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TA
DC/S OPERATIONS
DIRECTOR OF MANPOWER AND ORGANIZATION

INTERMEDIATE STAGE

DIRECTOR OF MANPOWER AND ORGANIZATION

MANAGEMENT ENGINEERING

PERSONNEL PROGRAMMING MANPOWER UTIL!IZATION

ORGANIZATION

Originates or evaluates proposals concerning
the USAF organizational structure.
Recommends assignment of responsibilities tc
major USAF organizational elements
Develops and directs the USAF management
improvement program

s current and projected Alr Force man

tes military and civilian spaces !
iizational elements
Prepares directives act
tlons In accordance

G -
ORGANIZATION DIVISION | MANPOWER REQUIREMENTS DI
|

BRANCHES

Organtzational Planning
Manage ment improvement

!
|

| April 1951
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MEMORANDUM TO ALL PERSONNEL, DIRECTORATE OF MANPOVEF ANL

SUBJECT: Organizational Change

1. Since June 1950, personnel authorizations for this Directorate
have increased 66% as a result of increased workload. The work is
still increasing. Present limitations on personnel authorizations and
office space for Headquarters, as well as a limited ability to hire
qualified people, have required looking into other means for solving
the problem. The attached memorandum of the Vice Chief of Staff explains
the problem.

2. When we adopted the present three division organization in
November 1950, we also had under consideration an alternate proposal
for two divisions. Three divisions were retained then because that
plan involved the least change and 1t was believed that some ewvolution
would be helpful.

3, Due to the limitations described above, we have re-examined
the two division proposal and have decided to place it into effect
with minor revisions because:

It provides a smocther flow of work.

It further consolidates activities of a similar nature.
It provides more operating flexibility, particularly at
the lower levels.

4. The attached chart shows the major shift of functions as a

result of the change.

UND C. LYNCH
jor General, U. S. Air Force
ector of Manpower and Organization
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RESTRICTED

DEPARTMENT OF THE AIR FORCE
OFFICE OF THE VICE CHIEF OF STAFF
UNITED STATES AIR FORCE
WASHINGTON, D. C.

17 April 1951

MEMORANDUM FOR: DEPUTIES, DIRECTORS, DIVISION CHIEFS, AND COMPARABLE
OFFICES, HEADQUARTERS USAF

1. I had intended to present the following thoughts to the semi~
monthly Directors' meeting on Friday, 13 April 1951; however, I believe
it important that all echelons of the Air Staff receive this information
first=hand. Pertinent facts concerning the growth of this Headquarters,
personnel situation and status of office space in Headquarters USAF follow:

a. I think you will all be interested in the fact that we
have increased our authorized strength in Headquarters USAF by
2,090 since 1 June 1950: this represents an increase of 844
military personnel and 1,246 civilian persomnel. I consider
this a sizeable increase.

b. It seems to me that we must slow down this quantitative
trend and concentrate on qualitative improvements. Obviously,
the Air Staff cannot continue to grow at the present rate, Man-
power and space limitations make it impossible. This leaves only
one course of action: better staff work; better supervision; and
a determination to do the job with what we have.

¢. The office space situation in the Pentagon and in Washing-
ton in general, is very critical. We know that the Directorates
are below 30 square feet per person. Our people are making every
effort together with the appropriate officials in 0SD to acquire
more office space to alleviate this situation. Our office space
needs have been presented to the proper authorities in 0SD, end
we have been assured that as space is acquired it will be allocated
to the Air Force on an equitable basis. In the meantime, we will
have to live with this crowded condition.

d. We know that there is a serious shortage of stenographers
and typists in the Washington area. Our people are working very
hard on this problem and exploring every avenus to bring qualified
people in the stenographic and typlst fields to duty with the Alr
Force. In this connection, each Director should look into the
utilization of the stenographers and typists he now has in his
Directorate to make sure that stenos are doing stenographic work
and not just straight typist or clerical work, and that those

1

RESTRICTED
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MANPOWER REQUIREMENTS DIVISION ORGANIZATION DIVISION

BRANCHES BRANCHES
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Listing of pertinent directives and regulations:
1. AFL No. 15C-1
2. AFR No. 150-1
AFR No, 150-2
AFR No. 15C=3
5. AFL No. 150-3

4 . " ENwl?D
6. AFL Fo. 15

B =
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1 3 3 . A affic  this
Fxtract from a letter written by a former officer of this
Directorate who was encouraged to fird a Jcb more in line
with his qualifications:

I believe that I have

3 $ + nlv ate Ao 1 . = .
finally found a job that 1 no nly cen do well but am doing

well. I feel good inside at the end of the day. I have
managed to work myself up into a very respected and
ble job and feel that my senlor officers respect me

essing a fair percentege of brain power."
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Hours of Overtime Torked
During the Period, March 1 - 31,

Branch A

Branch B

Branch C

Branch D

Individual Totals

Grand Total

™ ™
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HOI 150-12
i-4

HQ OFFICE INSTRUCTION ) HEADQUARTERS UNITED STATES AIR FORCE
NO. 150-12 ) WASHINGTON, 17 MAY 1951

PROGRAM AND MANPOWER

Development and Implementation of an Air
Force Management Improvement Program

Paragraph
Purpose
Policy
Objective
Responsibilites
Relationships ..

1. Purpose, This Instruction describes the assigned responsibilities and clarifies the working re-
lationships within the Air Staff for the development and implementation of an Air Force-wide Manage-
ment Improvement Program,

2. Policy. The Air Force will accomplish its mission in the most effective and efficient manner,

3. Objective. Command and management are synonymous. The improvement of management will
strengthen command and expedite the acc omplishment of the mission.

4. Rgspons\bilingg:

a, General. Every element of the Air Staff {s responsible for ascertaining that there is contin-
uing improvement in the carrying out of each of its functions. This responsibility includes guidance
within each functional area outlined below, as well as periodic appraisal of the activities involved and
covers all organizations and all levels, consistent with normal command prerogatives.

b. Primary:

(1) The Deputy Chief of Staff, Operations, is responsible for giving general direction to the
Alr Force-wide Program.

(2) The Director of Manpower and Organization is the operating official in the Air Staff for
{he development and implementation of the Air Force-wide Program.

(3) The Secretary of the Air Staff is responsible for that portion of the Management Improve-
ment Program that pertains to the Headquarters USAF and its field extensions.

Functional:

(1) The Deputy Chief of Staff, Comptroller, is responsible for conducting and for obtaining
maximum improvement in the comptroller system, including: budgeting, accounting,
progress and statistical reporting, {nternal auditing, and the administrative organizational
structure and managerial procedures relating thereto,

(2) The Deputy Chief of Staff, Development, is responsible for obtalning maximum improve-
ment in the fields of research and development, and with determining qualitative
requirements.

(3) The Deputy Chief of Staff, Materiel, is responsible for obtaining maximum |mprovement
in the Tield of logistics, including: procurement, production engineering, industrial re-
sources, maintenance engineering, supply, transportation, real estate, installations
planning, and construction.

51-6017, AF

-
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HOI 150-12
4-5

(4) The Deputy Chief of Staff, Operations, 1s responsible for obtaining maximum improve-
ment in all phases of management, including: plans, programs, organization, allocations,
manpower utilization, management engineering, operations, unit training, communications,
and intelligence.

The Deputy Chief of Staff, Personnel, is responsible for obtaining maximum improvement
in all phases of personnel management, including: recruitment, individual training,
career monitoring, selection, effective personnel utilization, elimination of the unfit, and
standardization of personnel administration procedures,

The Air Adjutant General is responsible for obtaining maximum improvement in the fie Id
of administrative procedures, including: the administration of records, printing and
publications, mail and postal services, and still photographic services.

The Inspector General is responsible for obtaining maximum improvement in the fields of
{nspection, investigation, {nternal security, counterintelligence, and flight safety. In
evaluating the over-all state of the Alr Force, through inspections, he will aid in identify-
ing areas needing improvement,

The Surgeon General, USAF, is resonsible for obtaining maximum improvement in the
fields of dental, medical, and veterinary services; operation of medical facilities, procure-
ment and distribution of medical supplies and equipment, and administration of medical
records.

5. Relationships:

a. Sound management is impossible without coordinated staff work, Coordination cannot be
accomplished without teamwork. The principle of coordinated staff work through teamwork will govern
the development and implementation of the Air Force Management Improvement Program.

b. The Directorate of Manpower and Organization is the Air Staff office charged with seeing that
a formalized Air Force-wide Management Improvement Program is developed and implemented. In
discharging this responsibility the Directorate will work with and through representatives of those Air
Staff offices charged with management improvement responsibility {n the various functional fields and
with the major air commands. Those Air Staff offices and major air commands are responsible for
furnishing such technical or specialized advice and assistance as may be needed in the development and
implementation of the program.

BY COMMAND OF THE CHIEF OF STAFF

NATHAN F. TWINING
General, United States Alr Force

Yice Chief of Staff
OFFICIAL
K. E, THIEBAUD

Colonel, USAF
Air Adjutant General
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AFR 150-1 Manpower and Organization

AFR 150=2 Manpower Utilization Program

AFR 150-3 Operation of the Manpower Program

AFL 150-1 Manpower Utilization Program

AFL 150-3 Manpower Measurement

AFL 150-12 Allotment of Man Hours - Commander's Gulde
HOI 150-3 Personnel Allotments in Headquarters USAF
HOI 170-3 Wartime Planning Factors Manual

ARM 150-1 Manpower Guide
P

THIS PAGE IS DECLASSIFIED AW EO 13526



THIS PAGE IS DECLASSIFIED IAW EO 13526

A REPORT T0 THE SECRETARY OF THE AIR FORCE
by
The Committee on Personnel Utilization and Training
% * * %
Chapter VI

" RELTORATE
| DIRECTORATE

Organization

Inquiry by the Committee has brougnt forth a wide range of commenda-
tions on the manpower utilization work of the Air Force and the activities
of the manpower and organization directorate in particular, As of this
date, the opinions which we have sampled outside of the Air Force have
agreed that the Air Force is ahead of both the Aray and the Navy in its
comprehension of the problems involved in manpower utilization and in what
it is doing to put its house in order. Commanding officers in the field

had words of praise for this directorate., The specific suggestions which
the Committee has to make are directed not toward the correction of an
unsatisfactory situation, but of the more effective implementation of a
well-planned program,

Despite the casual treatment which this function received in the Air
Force immediately following World War II, the wartime accumulation of
knowledge and technique was not entirely dissipated, Recent efforts to
strengthen this directorate have resulted in placing under it the functions
of determining requirements, making allocations, revising assignments, and
monitoring utilization, We feel this combination of functions will make
possible the achievement of the assigned objectives,

The Comnittee discussed at some length the issue as to where this
directorate should be located within the headquarters organization. It
considered whether it should remain in operations, be transferred to
personnel, or the Comptroller, or whether it should report to or be made
a part of the Office of the Chief of Staff, It was concluded that the
organizational location of this directorate is not so important today as
are effective top-level understanding and support by both the Chief of
the Alr Staff and the Office of the Secretary, and an experienced and able
staff to perform the assigned functions of the directorate, The Committee
did not wish to raise possible organization questions until these other
two elements have been established., If an organization change becomes
necessary or desirable at a later date, we feel this change will become
apparent to the top command of the Air Force as they continue to give
this activity the necessary support and attention,

The Committee would like to emphasize one continuing organization
requirement which the directorate must always keep in mind--the close and
effective coordination with all of the headquarters directorates, Success-
ful manpower utilization cannot be made the function of any one office, It
is inevitably an activity which permeates in great detall many of the day-
to day activities of operaticns, personnel, and the Comptroller,

iy #g
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HEADQUARTERS LEADERSHIF

In its visits to the various field commands, the Committee has observed
an almost complete lack of uniformity in the manner in which the commands
have organized their staffs in relation to manpower utilization. The
Committee suspects a similarly wide variation in the effective utilization
of manpower among and within the various commands, This observation indicates
that headquarters must take an active leadership in working with the various
commands to improve their operations,

Specifically, the Committee believes that the manpower and organization
directorate should make an intensive survey of manpower utilization through-
out. the headguarters USAF, and that the personnel making the headguarters
study should then be assigned to make a similar study of each headquarters
command, Commands in turmn should direct similar surveys of their stations,

These surveys cannot be left to the sole responsibility of the various
commanding officers under a philosophy of decentralized authority and
responsibility. Each commander must be given the authority and responsibility
to use his staff as he sees best, But no commander given 2 mission to per-
form can be relied upon to be wholly objective as to his own requirements and
use of personnel. Independent evaluation and guidance must be given by the

headquarters,

The preceding suggestion ¢
g te has
backing and support of both the
support must be extended in such a way as
officers in the field,
outstanding achievements of the Air Force in
troller function during the past 4 years.

An im e area juiring -side support is the staffing of this
directorate, None 1e mili > nnel at the division of branch level
in this directerate has I training or experience in the

) ire is to carry out success
ced persor

experier

direct

The Committee would suggest that the commission be made for a period of
from 2 to 3 years and that the individual selected, in addition to having had
a broad civilian experiemoe, should also have had sufficient military experi-
ence to be able to adapt himself readily to such a military assignment, We
believe that an officer so commissioned will be able to select from the Alr
Force reserves, or from civilian life, four to six experienced personnel who
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o form a nucleus to plan, t n, and ca
X It has been the observation of the C
director of ver and organization has had so Ad
demands upon his time that he cannot also effectively
operations,

PROGRAMMING

Adequacy of the staff and its procedures I onstitute
elements of top-side support for this directora Fonor.u ally

have decisive top-level guidance for programming purposes

The Committee recognized that top management in the Air Force
often must await guidance on which to base firm decisions. However, i
absence of such guidance, Air Force programming cannot come to a stop.
one must make the decisions. As a result, the major operating decisions
direct the Air Force are sometimes made by the lower echelons in default of
top support. For example, the numbers and skills required to operate the Air
Force are determined by the size, composition, deployment and level of activity
of the major operational elements; strategic, tactical, defensive, and trans-
port. This is so_mti—gx‘ovided the necessary decisions as to the size, compo-
sition, deployment and level of activity are made by those charged with this
responsibility. But if the assistant for programming cannot give the director
of manpower and organization the necessary progranm guidance, either the
director must make his own estimates or the director of training must make the
programming decisions in order to avoid bottlenecks at the induction centers
awaiting instructions as to how many of what type should be trained "in
accordance with the Air Force program." The director of training cannot await
"top-level guidance"; he must act on the best informmation available to him,

Similarly, it has been reported to the Committee that because of con-
gressional delay, bud ;vtdr_, and manpower allocaticns have been as late as 6
months in going out to the Commands., In such cases, the Commands are forced
to assume the responsibility avoided by top management and make the program
decisions, These decisions are undoubtedly made with the best of intent,
but without central guidance they are of necessity uncoordinated.

The top management of the Air Force must accept the programming respon-
sibility when direction is not forthcoming at the prescribed time ihrough
normal legislative executive channels, Programing is an area where close
review by the Office of the Secretary of the Air Force should be exercised,

NDARDS

The Committee recognizes the critical importance which standards or yaxd-
sticks play in arriving at planned requirements for the Air Force; however, it
did not explore the work being done on these standards in much detail nor did
it explore the problems of :'18.»\11.'11'1{.* and adaptation to program changes
required in the application of T/0 & E's and T/D's, Coincident with the
appointment of this Committee, the Air Force retained a firm of managemen
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engineers to make a detailed study of require

of yardsticks, and the use of T/O & E's an
Committee did not feel it was callec
of this firm,

* »
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ITI. Major Reorganizations Authorize:
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I. DIVISION REORGAN LZATION

II. CIVILIAN ALLOCATIONS
[II. MILITARY ALLOCATIUNS

Iv. ROGRAMS
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MANPOWER ALLOCATIONS DIVISION -

Division Reorganization.

The Manpower Allocations Division reorganization on 27 April 1951
added the Program Analysis Hranch to the three Branches previously
assigned. The new Branch provides for systematic analysis of the USAF

Troop Program and assembly in one office of related functions including

preparation and development of machine run programs. The principal

difficulties encountered in commencing operation have been lack of office
space. Full operation is expected at such time as adequate space is
available.

IXI. Civilian Allocations.

Continuation of the Korean Police action and the general Air Force
buildup resulted in revision from the FY-51 opening strength of 154,000
to an approved strength of 278,400 for end FY-51, and 319,400 for FY-52.
This position was modified by the 28 April 51 decision of the Office of
the Secretary of Defense to place a 260,000 ceiling of the Air Force,
Labor shortages resulted in a reduced hiring capability which made this
ceiling adequate for an end year position. Increases to the 260,000
ceiling may be obtained by presentation of adequate justification to the
Office of the Secretary of Defense.

The Civilian Allocations Branch participated in the preparation
of detailed and general statements, charts, answers to anticipated
questions and general backup to be used in defense of civilian personnel

strengths before the Budget Advisory Committee, Office of the Secretary

of Defense, Bureau of Budget and Congress.

e
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III. Military Allocations.

Normal allocations activity continued during this period with

emphasis on security, Alr Defense and the general Air Force buildup.

During January Luke Air Force Base was activated and a Fighter Combat
Crew Training unit assigned; 45 officers and 1300 airmen were
authorized Continental Air Command for additional security require-
ments, and 18,300 additional military personnel were authorized for
an expanded AC&W program. Continental Air Command Aircraft Control
and Warning (AC&W) Squadrons were activated and/or reorganized to
accommodate the first 24 permanent ACEW sites. CONAC authorizations
were divided to provide spaces for Air Defense Coumand (ADC) and
Tactical Alr Command (TAC).

In February San Marcos Air Force Base was established as a USAF
Liaison/Helicopter School. All Zone of Interior engineer Scarwafl
units were assigned to CONAC and the Headquarters Aviation Engineer
Force authorized CONAC for activation in April. The transfer increased
Air Foree installations requirements and 3 bases (Beale, Orlando and
Walters) were activated to accommodate the units. Further emphasis
was placed on tactical air operation and Tactical Air Command expanded
the Air Ground Operation School at Langley Air Force Base.

In March Gila Bend Gunnery Range was opened for use by Luke AFB
and Amarillo Air Force Base was activated as Lhe 7th Tech Training Base
(Aireraft Maintenance). Sixty-two (62) additional ROTC units were
approved for FY-52 and 1 Troop Carrier Wing, Medium was ordered to

active duty and assigned to the Tactical Air Command. T™wo (2)

|; - e ™ -
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additional Troop Carrier Wings were assigned in April and three (3)
in May with the necessary TDA for support. Increases in Fighter
Forces and Aircraft Control & Warning (AC&W) units resulted in an Air
Defense Command reorganization which provided the Central Air Defense
force as an additional subordinate Headquarters to the Air Defense
Command. To provide coverage for radar gaps, low altitude or radar,

the Ground Observer plan was implemented and two (2) additional Air

National Guard AC&W Groups were ordered to Federal Service.

In April one (1) Tactical Reconnaissance Wings and two (2)

Fighter Bomb Wings were federalized for duty with Tactical Air Command.
The Newark Transportation Control Depot was established with a
Materiel Control Group M.D.A.P. The Air Force assumed responsibility
for operation of Aerial Ports in FEAF at a cost of 116 officer and
10,006 airmen. Operation of hospitals at Johnston, Nagoya and
Tachikawa in FEAF was also assumed during this period.

In May Spence Field, Georgla, and Bartow Field, Florida were
established as contract flying schools and assigned to the Air Train-
ing Command. Additional Department of Army requirements for Tow Target
Squadrons resulted in the activation of the 2d and 3rd Tow Target Squadrons.

In June Wichita Municipal Airport was activated as a B-47 Combat
Crew Training Station. Hondo, Texas was activated as the 5th Contract
Flying School and Bryan Air Force Base was established as an Advanced
Single Engine Jet School.

During the six monthe period the USAF Security Service was
expanded by four (4) Radio Squadrons, Mobile; TOKE Crash Rescue De-

tachmert s were organized Air Force wide and Communications Construct
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Units were organized in each Air Materiel Area of Air Materiel

Command. Project Greenhouse was dissolved and two additional Tactical

Air Command Control Groups authorized (one for deployment). The

Air Defense Command activated or reorganized ACAW Groups and Squadrons

to provide for 75 permanent AC&W sites and the interceptor program

was accelerated by ordering to Federal Service 9 Fighter Groups and

21 Fighter Squadrons. Korean support resulted in considerable augmentation
of the Air Materiel Command purchasing program and several specialized

depots were activated.

Iv. Programs.
Troop Programs developed during this r eriod were
a. 87 Wings - 971,000 Military Personnel, FY-51.
b. 87 Wings - 850,000 Military Personnel, FY-51.
c. 95 Wings - 1,061,000 Military Personnel, FI-52 (two editions
prepared).
SSN and AFSC officer and airmen identities were prepared on each of the
above programs, except for the end FI-51 position. Pilot seat require-
ments were determined for the end FY-52 position. Military Personnel
Forms based on the above listed Troop Programs were prepared reflect-
ing
Military grades requirements
Rated and non-rated crew requirements
Deployment of Military personnel by location
Deployment of Military personnel by identity - officer - airman -
male - female,

for use in budget hearings.
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.

Special project type data for use in support of Military Troop
programs before USD, BOB and Congress reflecting
a. Functional identification of component parts of Uilitary
personnel requirements.
Utilization of programmed pilots - Peace and in the event of
Mobilization or War.
Other Special Projects included
Pilot requirement based on JCS outline war plan. (Unclassified)
Personnel requirements for NATO Air Forces. (Unclassified)
Preparation of Troop Basis for Air Force Mobilization Plan
(AFMOP 2-51) (Unclassified)
Preparation of overseas Ilroop Basis for Air Force Emergency

War Plan. (Unclassified)

Preparation of new Air Force Regulation pertaining to Flyinhg

Status of Airmen. (Unclassified)

Study of RAF /emthods of administering manpower allocations
and utilization. (Unclassified)

"Order of Magnitude" study of ground defense requirecents
for USAF bases. (Unclassified)

USAF Reserwve Forces Program. (Unclassified)

Transfer of Engineer Aviation Units from Army to Air
Force. (Unclassified)

Determination of manpower requirements for forees proposed
for the Air Force by JCS documents. (Unclassified)
Determination of personn=l requiresents of new air bases

for use in negotiating air base rights in foreign countries.

(Unclassified)
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Items identified as "Unclassified" applies to the subject only and

not necessarily to the content of the document or study.
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SECTION I

ORGANIZATION AND FUNCTIONS

The reorgenization of the Directorate of Manpower end Organization

as of 1 May 1951, placed the Organization (formerly Organizational)

Planning Branch e of the two Branches of the Organization Mana
Division,

The Branch was not orgenized into Sections, but as one cooperating
group. In order, however, to insure expert knowledge of all that per-
tained to the organizationas of the various commands, certaein officers
or groups of officers were assigned commands as their special, but not
exclusive function, Because a large number of projects not directly
related to organization planning were being hendled by officers
to the Branch, those offlicers were designated as specisl project personne

The function of the Branch was not materially changed. It was set
forth as follows:

1. Determines the organizational structure that will most
sccomplish the mission end reduce to a minimm the qualitative and
taty requirems

f organizatl
management,
Develeping pl

component is & loglcal, seps

Appendix 3
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jon, having commensurate respons
ity and accountability.
organizational objectives and
s pertaining thereto.
ng and enalyzing mission directives and determines
assignment of functions to major organizational

elements,

. ik
2. Determines the gqualitative manning requirements, physical

and mental, generated by the mission and by the organizational structure,

In order to fulfill the various aspects of the functi
nlementation was prepared, This was to be used as a guide
2
to provide information to others.
organization, Col. C. C. Wasem,
ning Branch was ir ea,s Col. W. C. W, Clatanoff,
Deputy, acted as Chie It soon became appsrent that many of the
other personnel assigned would not be eveilable for Branch work. It

necesssry, therefore, for all avallable to work on whatever came

See Appendix 4 for detailed statement,
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SECTION II

Branch deslt
importance and magnitude.
sccordance with well-esteblished principles of orgenization, It

attempted also to insure flexibility and mobility of organization

Avd
and also to insure strong central control ¥y the maximum possible

decentralization of responsibility and authority.
Examples of types of projects of some significence are given belows

A. ganizetion and Menpower Reguirements of Intermediste Commands

(A Continuing Project Project Officer—W/C Burgess)

This project originated from the knowledge that major command
planning to organize intermediate headquarters below the Major Alr
mand and Air Force. The problem is to determine the proper organizeation
of these intermediate echelons.

To do this, information must be obt ined as to the proposed
of these echelons and the projected manpower requirem nis.

To date, the mumber of intermediate echelons of command between
Mo jor Commands
1‘:.‘ command as
determine the proposed

quarters. To do this, it is proposed to visit the commands c ncerned

and obtained this informstion,
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Considerable material has been collected end following steff visits
to the appropriste command hesdquarters a i study will be com~
oiled, This should lesd to recormendations concerning the orgenization

and function required in the intermediate command echelons.

B. Reorgenization of Z] Alr Weather Service (Mr. A. E. Pierce)

The Alr Weather Service under the Military Mr Trensport Servic
been orgenized geographicelly in the ZI. A squadron in a given geo-
grephical arec m through its detechments, Air Weather Service to the
seversl major command instellations in that ares. This service has failed
to meet the peculiar and speciel need of those commands,

Furthermore, staff weather officers heve been assigned by AWS to

commends as needed, They have been in AWS command channels, but not

connected with the AWS detachments and with no suthority over them,
To improve the situstion the ZI Air Weather Service 1s to be so
orgenized thats:

1. An AWS Group will be ace Command Hesdquarters of
each SAC, TAC, ADC, ATRC, AMC. Other commands will be
hendled by one group.

A squedron of the groups located at commend will be ad-
jacent to each of the Com

A detachment of that squadron will

Force's bases.

The Commander of the AWS units at each level

staff weather officer for that level,
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ation it 1s hoped thats
the special needs of s glven comr and ;
staff service, and
shet more closely integrated inte Alr Force activities,

sed reorganization wes discussed with the pertinent Al

Orgerdzation Planning Branch, the Organizetion and

Management Division and other offices of AFOMO sprroved the idea, Other
1 geme 4
agencies also concurred,

3 zat W Ter 3 s sign
A letter approving the reorganization was prepered, This was signed

& Qtaf L T 11 <
by the Assistant Vice-Chief of Sta £ and sent to MATS on 3 July 1951.

> on F 1
C. The special projects function of the Organizetion Flenning

an and Others) is to determine the quelitative

t} 3 nel
menning requirements, physicel end mental, genersted by the orgeni zationel
: 5 L Y
structure It is ‘rid 1th the survey of menpower requirements and
ucture, t is :
utilization in specific arees and the preperation of reports pertaining
thereto within the command areas — Secretsry of Defense, Secretsry of the
O o - "Ai 5
Air Force, HQ USAF, and Directorate of Manpower and Orgsnizetion

D. A specisl report: "Methods and sdure for Determining

3 3 #2148 catds P > e Mannowe Re-
Manpower Requirements, Maximum Utilization o F¢ Menpower Re

r . ; nret ad 1
sources ves prepered 1

2 May 1951 for the As § sy of
Defense (Manpower & Personnel) subsequent report

) 1 1 4 e
game subject on 21 May 1951 and 15 June 1951 in more

latter, a presentation for the Congress.

3., See Appendix &
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B "y e Pr e
On 15 June 1951, e report was prepered - "Execution of Pro

ha Bt Eall B T
grem of DOD Menpower and Personnel Controls in the United States alx

4 1 ‘ t ] ouro far A1)
Force" 'as a brief of the major additionsl programs and tools for man

power and personnel utilization end controcl,

F. Special survey and report for Assistent Secretery Rosenberg

- 2 - -+ Samman ol
on utilizstion of militery and civilian pe rsonnel st Sampson and

Sheppard Air Force Bases in answer to queries generated by Sensator

(Report Classified)

; tations
Lyndon Johnson's visit to these stations,

4 See Appendix 6
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THE PHYSICAL DISABILITY RETIREMENT PROCEDURE

On 12 January 1951, a meeting was held in the office of the Deputy
Assistant Secretary for Progress Management during which the Bureau of the
Budget presented the results of a survey they had made. This survey showed
that the time involved in the administrative procedures incident to physi-
cal disability retirement was excessive. In a memorandum on 19 January
1951 to the Organization Division, General Lynch said:

"This is a worthy project for Management Improvement. I
suggest as an initial step a procedural study or flow
chart showing how these cases are handled in Hg. USAF, that
is the routing through the various offices and the action
taken by each one. From that, we can derive general ideas
as to improvement.

nAfter we have a general idea of what should be done, I
would suggest getting the principle staff heads together
in Mr. Sweeney's office to get a full understanding of the
problem, a general agreement as to the solution and their
full backing on working out changes designed to improve the
system."

With this as a charter, the Management Improvement Branch formed a
teanm with the Secretary of the Air Staff to survey the Headguarters por-
tion of the procedure. The emphasis throughout the entire survey was
placed on the savings of hospital beds through an improvement in the admin-
istrative procedures; that is, no attention was paid to the medical aspects
of the problem.

The survey team examined the procedures of the Air Adjutant General,
the Directorate of Military Personnel and the Secretary of the Air Force

Personnel Council. Ome 26 March 1951 the results of this survey were pre-

sented to all interested staff officers at a special briefing. Mr.
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Sweeney, the Deputy Assistant Secretary for Program Management wrote
following:

"] was very much impressed by the briefing this morn-
ing on the disability retirement procedures.

"] was even more impressed by the fact that after the
meeting, Mr. Palmer of the Bureau of the Budget adwised me
that the Bureau was proposing to discuss with Mr. Zuckert
the pessibility of a 5% reduction in hospital facilities,
as a result of their work in the field.

"7 think it behooves us to continue this study in the 1
field and to cut down the time required as much as possible.”

The field portion of this study was initiated by a memorandum to
General Lynch proposing a series of hospitals to be visited and the time
schedule of survey. Two representatives of this Division visited Brooke
Army Hospital, San Antonio, Texas, and Westover Air Force Hospital,
Massachusetts, and charted the procedures in use at these installations.
All aspacts of the problem were discussed with appropriate officials both
in the field and in Headquarters, USAF and suggestions and recommendations
were made as the survey progressed.

With the presentation of these suggestions to the appropriate offices

in the Air Staff, in informal sessions, the work of this Division on this

project was ended. The responsibility for adoption or non-adoption of all

suggestions were left to the appropriate staff offices.

1. Memorandum for General Lynch, 26 March 1951 from the Deputy Assistant
Secretary for Program Management.
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