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NEMORANDUN for Colone) W. Preston Cordersan
SUNJEC?: Officer Personnsl Allotment

1. RESQUa3JON.

1. Tt is propossis
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"% Yt bhe offiser persomnel allotments made on_
xzmm 19419§onmordimw un;taottho 3 Sue
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b, That each subordinute unit be authorized a certain
susber of officer ysganciee.
¢. That no distribuiion of vt:m m be made to

nubordimu \mif.- oum' than the Second Signal Mﬂim Pﬁmm

m TS g_ an

1, mmmﬂwmlmwer@dth_
Agoncy by higher headquarters {a a talk allotment of grades and vasancies
yather than s Tabls of Qrganisation. Fron time to time suballcstomts of

both grades and wacanoles have besn mads to aubordmu unit.a within the

===

8ignal Security Agency. Referance is mde to Tab "A", Thess distributions
were aado un the basle of reguests froa the vsrimc unit.s.

3. Rvery operating branch has, at one _t.iu nr umthm-
presénted justification in support of the number of officers requested
for the parformance of the misaions of the branches, Studies conducted
by Headquurters Branch and, subsequent to the reorganisation 21 August
194y the Uontrol Offico, bave revealed that sach requirexcnt submitted
hy the brenches wae based on perscnnel required to oartry out ourrent
ilsalone. Little or no "padding” wes found. Werk Joads may vary and
qualified persormel are not always obf.aimblo, with tho reanlt that several
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of ths branches are substantially under thelr presently authorised officer
strength. This cordition, projected to the Agenicy level, haw caused the
Signal Security Agendy to ba undax;atrmath in officer perscnnel.

ks Aot no justifiontion other than by a eompurison of the
structural organization to u field consand, anidd have been offered by
the branches in support of their request for allotpents of grades hecause
Job audits of officer poaitions, to detormine tho maximum grades which
eould be held ty incusbents, were mever contucted. Consequently, allot-
pents of grodes wera made arbitrarily.

5. Argusenta presented in Ffavor of sllocating pffiomr yacanoies
to subordinate unite are:

&« Rach mbordinete unit heed *knows where he stande’.
¥hen requirements exist, he moy procure additionsl officers up %o the
astrength suthorised without the neoessity of providing detailed justi-
figation in every gane.

b. Considerabls flexibility {e provided at hyanch level
for reorganisation to rwet new jroblems, assigroents of duties, mnd for
_ the training of oertain offivers in functfons For which 1t Is Jmowmn
overseas requirensnts will exist at & Iuyture dale.

0. Distribution.of officer vasanaies to branches and,
honos, to speclfic positions, Andicates to higher headquarters that the
total allotuent of the Signal Security Agenny ie required to parforn
the Agency's mlssion. On the other hand, if vacancies were not alloted
and & large nusher were held in ressrve by the Comaanding Officer, higher
authorities might well oofifiude that the totel allotment of the Agency ia
in excens of the agtual requirementa.
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&, Arpmsnts presented againat the allotact of gfficer
Yaganoies to lower echelons ares
8. From the viewpoint of the Comnanding Officer, considen.
able Inflexibility exists in the mattor of providing those units having
Justifisble requirasents with increasea in their allotmenta, 4s san
exgellent oass In point, the following is submlitted:
(1) The Development Branch was anthorized a strength
of forty two {i2) cfficers on 2 Decssber 1%hi.
Farty (40) are surrently assigned and two (2)
are on requisition. A considevabls worklead,
brought about by a badklog and by recent improve-
mente in the development of eryptogrephio equipmesnt,
«rists at this date. Becausas of the ilnability of
the Personrel Branch to prooure qualified oivilian
mchanics and snginsers, and because of tho re-
stristions placed on the procurenont of snlisted
personnel, it hes beon necesasry for the Davelopesnt
Pranch to request forty nine (49) additionnl officers.
Sinos a1l exvept fourteen (14} vacancies of the bhulk
allotoent of the Agency have been suballoted, it
will bo necessary o “rob" same other branch to meet
the requiresents of tho Development Branch. %he
Persornel Control Committes is presently studying
this case and will make appropriste recomiations
to the Comawnding Of ficer.
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b. JYaproper utiilisation of paracmnel is snomuraged. Those
unlts whose nllotments are in excess of thalr trus requiressnts pay have
of fieers porforaing Jobs for which qualifisd wivilisne are xvaiisble,

¢. Certain branches whose allotments mre in excess of theiyr
gurrent requircmenta are iying up vecancies which may be needed in other
branches. An extmination of Tab "% will reveal that while sonme bLranches
ara anderatrength, others, which require additional personnel as fndicuted
in Tab ¥0¥, are up to aubthorized strength and are jestifying requests for
mors officars.

4. The fant thet the 24pnal Securivy Agengy is currently
underatrength in officers can be traced to the "ying up® of vacanoies
by those branches which do not ourrently need them. The increased work.
loads and new missions assuswed by other branches might indloate that a
foyuest for an incroased bulk allotzent should bs placed with the Assistant
(hief of Jteff, (-2, B8inoe the Agenay &% & whole iz understrength, the
plaoing of such a request would be entirely impragtiosl.

7. Avguments presented &n favor of suballeting officer grades
to subordinate units are:

i A. Opp;rtunitina for prosotion seen wore apparent to -
individual officers. As long se hranches have large quotas of unused
caphaincles, majorities, etc, morale iz favorably affectad.

b. The suballoeation of grades nffords the Branch Chiefs
the imowledge that grade vacanciss exist to covar those officers whom
they miy recomad for pmu_nti_.op.

a. Yhe 'mhaﬂoeat!-[on of grades is a tontrol on officer
prorotion in that the higher grades are spread throughout the organisation,
Aommmiations of high Wrades in one or two branches arw pravanted.

—— i
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8. Arguments presented against the policy of suballoting

officer grades to subordinate unils ares

a. The allocation of a block of officer grades to a branch
invites the less conservative Branch Chiefs to recommend for promotion
officers who barely meet the minimum requirements for promotion. .

b. When, in the opinion of the Commanding Officer, an
officer is deserving of promotion, the Commanding Officer will withdraw
an appropriate grade from some other subordinate unit to cover the
promotion if no such vacancy exists in the recommended officer's branch,
The effect of losing a grade vacancy in the branch from which the grade
is withdrawn is most undesirable and undermines confidence in the tables
of allotments,

¢. The suballotment of grades dlscourages the assigrment
to the Signal Sccurity Agency of well qualified officers in the grade of
captain and above, With an allotment of grades at his disposal, each
Branch Chief is desirous of promoting from within his own organization.
The’ policy of promoting from within is sound, but only when applied at
Agency level and only when it does.th preclude the assignment of well
qualified officers to the Agency.

de The suballotment of grades causes a "Lle-—up™ in the
promotion policy in that certain officeras occupy positions which have
been assigned grades higher than those actually held by the officers.
Reference is made to Tab "B", In many instances, they will n&t neet
the requirements for promotion for a year or nore, Therefore, the higher
grades are not readily available for other deserving personnel,

ne
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§. It sy be pointed out that both the Military Distriet of
Washington snd the Office of the Assistent Chief of Staff, -2, War
Pupartment General $taff, ars sithorised bulk allotments of gredes and
vatancies. Heither organisstion makes subsllotuents to subordinate unite.
The Commanding Officer of the Signal Security Agency has axpressed his
dagire to bx'!;u; the Aganay's promotion poliqy in line with theb’ol G-2.
It 4s believed that the determination se to whether ar not officer grades
should bo mballoted to subordinate units should definitely be considered
as & phawe of the promotion policy.

10. From the arguceats presented above, it is gonoluded that:

& The personnel authorisation of 22 Decesber 1944 has
not, bean Sosplstely successful in providing an adequats distribution of
officer vacancies or providing internal slignment of grade allooations
for the promotion of officers.

b An allotoent of officer wacancies to the operating
branches and to the Socord Signel Bervice Battalion should be made, lut
& substantial nusber of vasancies wust be wiihheld by the Commending
Ofticor to pest Justifieble future requirements such as thoss indicated
in Yab "Cv,

d. Ko allotmont of officer grades ahould be made to the
operating dbranches of the Signal Security Agenoy. Instead, the bulk
lotoent of grades should be held by the Commanding Officer and used,
sach grade individually, to effect the prasotion of any deserving officer
within the Agency or to pnrmit the assignment of any well qualified
officer %o the Aguncy. ' _ '
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d. A study muet be conducted to esteblish an internsl

Alignmnt of officer positions in order that the Ocmmanding Officer may
know the highest grade which mey be held by the incumbent of & particular

wi.tion a8 oompared with all other posItions In the Ageriey.

N 11 It 1s recomwnded thats
“The Pbraom-l Control. Committes propnu for the
Uomawm Ofer a rodistyibution of officer wacanodes, withholding s
glnim ar ﬂ.ﬂ.y (50) to be und anon the recommendation of the Cosmdttes,

———

%o ﬂﬂ. ruturc muirammf.n.
| C . W7 'e suballotments of officer grades suthorived on
22 Devkeber 1944 be withdvaws.
J 8. & #fudy of all positions, oscupied or to be ocoupled
b;r E}fiur p-x-aomsl be mtlsrtaken by the Perasonnel snd Tralning Division
%o dJ:um!.na the mmm grade umah the incusbent of sach position mey
nttaln.

Dk ol Ll

4. ¥Tie Chief, Personnel and Training nmnm detoraine
\i»‘hvaﬂnbility of gredes from the bulk allotaent of thc Agenty for the
px}nction of eagh ofliomr reovmended and for the unipmnt of any
q«h!,ﬂcd offiser mmde available to the Agenay. «
s. The ochief of sach subordinate unit m-inramd of the
" akliin grade which the inoushent of each posfiion in the undt say atéaln ——
U otherwise qualified for prosotion.
£. A bdudk allotment of officer grades be mde to the
8econd Bignal Bervics Battalion for suballolment to the monitor stations.
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I, CONGURRTNCES.

Rinton B. Allsopp

Colonel,, Signal Corps

(hief, Sscurity Division

February 1945

Rxtenelon 241

Eardle P. Cook
Golonel , Signal Corps

hief, Opemting !.wicen Division

February 19435
Sxtouneion 303

Baroeld G. Hayos
Colone), Signal Corps
(nlef, Entetiigance Diviston
Fabruary 1945
Extennlion 31)

s E. Slacik
Colonml, Sighal Corps

Hdrinistrative Officer

Pabruary 1945
Sxtonalon 213

Sima? pa
Chisf, Yor mel & Training Division

il
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Branch
Office of the C.0. 1 1 1 1l 4
Control Office 1 1l 1 3
&dw Office, AHS 1 & 3 9 7 2L
Hq, 2d Sig Sv Bn 2 L 5 5 16
Chief, P/T Div 1 1 2
Poersonnsl Br 1 2 6 9 7 25
Training Br 1 1 4 [ 9 21
Chief, Op Svs Div 1 1
Communications Br 1 5 7 13 13 39
laboratory Br b 1 3 2 ?
Machine Br b3 A 9 22 35 0
Supply Br 1 2 4L 3 2 12
Chief, Security Div 1 1 2
Prot. Securdity Br 1 3 & 5 2 15
Cryptographic Br 1 5 9 2 35 A3 117
Development. Br 1l 2 7 16 16 L2
Chief, Intelligence Br b 1l 1 1 i 5
Language Br 1 1 2 2L 61 86
Military Crypt Br 1 1 3 14 35 29 83
Gsneral Crypt Dr 1 b 13 20 15 53
T/A & Control Br 1 2 5 25 36 69
I & I Branch 1 2 I 6 3 16
Resorve Pool 1 1 2 B
(YNot allocated) I —
TOTAL 1 8 2L 5 115 234 297 726
24 51g 8v Bn 1 3 7 2 L3 L7 125

{excluding Hq at AHS,
including all fleld :
stations)

Ll — manand  @nimae sty

97 139 277 3hLh 851

TOTAL S8ignal Becurity 1 9
Agency
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OFFICER POSITIONS WITHIN THY SIOGNAL SECURITY AGENCY

RANCH OR DIVISION

Office of the C. O,
Control Office

Adnintstrative Office, AKS
Hq, 24 8ig Sv Bn

Chief, Personnel & Training Div
Personnel Branch
Training Branch

Chief, Operating Services Div
Commmnications Branch
laboratory Branch
Muchine Hranch
8upply Branch

Chief, Security Divialon
Protactive Sscurity Branch
Cryptographic Branch
Developnent Branch

Chisf, Intelligence Division
Language Branch
Military Cryptanalytlc Branch
General Cryptanalytic Branch
*/A & Control Branch
I & L Branch

Reserve Pool (not allocated)

TOTAL

2d 8ignal Service Battalion
(excluding llq at AHS,
including all field stations)

GRAND TOTAL

*2 officers, N.E.I.D., authorized Protective
Security Branch from allotment of 2d Sig 8v Bn

AUTHORIZED
ﬁ 22 Dec &42

&
3
2,
16

n

25
21
1
39
7
70
i2
2
15
117
42
5
86
83
53
&9
16
14

i

TR6
125%

851

"Field, Outside Conitinental U.5."

ACTUAL
(5 Feb L5)

5
L
23
17
3
37
20
1
34
7
49
12
2
18%
91
L0
5
T2
65
LT
35
i3
1

621
103

Ty
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GHANGES IN THE OFFICER FERSONNLL ALLOTMENT OF 22 DECEMBER 194k

The following unils have requested, or are about to request,
increcases in their officer personnel allotments for the reasons

indicated:

&

b,

G,

d.

Office of the Conrmnding Officer

Will request an increase of one (1) officer to perform
e nevw administrative function which has been created.

Chief, Personnel and Training Division

Has requesied an increase of one (1) officer to perforn
the duties of the Awards Officer, a new position recently
crastad,

Personnel Branch

Hes requested an inerease of sixteen (16) officers for
duty as {ield recruiters. By diroction of the Comranding
Officer, the number of officers on recrulting duty was
increased by sixteen (16) over the number ccntomplated
originally.

Commnications Branch

Has requested an increase of two (2) officers for duty
as Radio Engineers. Since it lias bsen inmposaible to
recruit qualified eivilians for these jobs, the
Corrunications Branch has had to increase ita require-
ments for officer perscnnel.

Development Branch

Has requested an increasc of forty nine (49) officers
to meet increased workload. Civilian technicians are
not available, therefore, it necessitates an increase
in officer requirements,




