#4-241

Memorandum for the Secretary of War

February 10, 1944   [Washington, D.C.]
Secret

Subject:  Serious personnel shortages.

At the present time the Army is short approximately 200,000 men due to the inability of Selective Service to deliver personnel as requested.  The most serious aspect of this shortage is the fact that there is an urgent need in February for approximately 134,000 already basically trained men for units to be trained for shipment overseas before August 31st.  These units are required for scheduled operations, the earlier ones are essential requirements of OVERLORD and ANVIL.

Further, General McNair has been unable, due to short deliveries from Selective Service, to provide the trained replacements required to keep current operations going.  Therefore he has had to strip divisions of men—a most wasteful procedure.  As a rule, the divisions now going to the base ports for shipment to England or into the Pacific receive two to three thousand men about two months before they sail.  This necessitates a revamping of the training and in effect lowers the efficiency of the divisions before what would otherwise be the case were we able to keep them filled up.  At the present time the Ground Forces are short 87,000 men.

I have been personally directing a careful canvass of the Air, Ground and Service forces to discover whether or not the present deficit in basically trained personnel can be made up from these forces.  I have pressed MacArthur, Harmon and Nimitz to close up rear installations and economize in men sufficiently to obviate the necessity of sending certain quotas or units to them.  I have part of Gasser's personnel Board in Africa combing over that situation and Eisenhower has been directed to exercise rigid economies.1  I am now convinced that we cannot provide the necessary men under present conditions.  However, material savings in personnel to meet requirements for units to be activated after the 31st of August for the last half of 1944 can be managed.  But it is the next six months, particularly February and March, that present the urgent problem.

Two weeks ago we reversed the policy carefully established to permit the rapid training of units by requiring divisions and other combat organizations to furnish a large percentage of the housekeeping details required in large cantonments.  This means that company units, or even battalion units, may be removed from training for as long as two months at a time in order to perform the guard, utility, and other jobs now handled by station complements.  This was done in order to release a sufficient percentage of the station complement units of trained men to enable General Somervell to organize immediately troops that must be ready to sail for England and the Mediterranean theater at an early date; even so, they will only be sketchily trained for their specific jobs.

A considerable number of Air and Ground stations or installations are being closed.  Even with these economies we have been unable to meet the requirements.

I am aware of your strong feeling regarding the Army Specialized Training Program.  However, I wish you to know that in my opinion we are no longer justified in holding 140,000 men in this training when it represents the only source from which we can obtain the required personnel, especially with a certain degree of intelligence and training, except by disbanding already organized combat units.  I recognize that it would be desirable, if circumstances permitted, to withdraw personnel from the Army Specialized Training Program only as they complete scheduled terms of instruction; however, our need for these basically trained men is immediate and imperative.  It is understood that appropriate compensation would have to be paid to the institutions in the cases of students withdrawn prior to the completion of a term that has been commenced.

I therefore propose that a maximum limit of 30,000 students be established, this number being required largely for the supply of doctors and dentists and such other highly trained technicians as the Army may be unable to procure from other sources.  Further, in order to take maximum advantage of the superior intelligence, education and training of the men whose release I am proposing, that they be employed in accordance with the following general plan:

a. Such numbers to be assigned to the Army Service Forces as can be employed immediately in new units as non-commissioned officers and highly rated technicians.

b. The majority to be assigned to the Army Ground Forces with the stipulation that the Ground Forces transfer an appropriate number of men of lower intelligence to the Army Service Forces for use as enlisted fillers in the new units required.  An appropriate number of men relieved from the Army Specialized Training Program to be assigned in the Army Ground Forces to new units where it is expected they will provide the majority of the non-commissioned officers and highly rated technicians.

The remainder of the men released from the Army Specialized Training Program to be assigned to divisions, and an equal number of men of lower intelligence to be transferred from the divisions to be used as enlisted fillers in new units.

The outstanding deficiency currently noted in our divisions is the number of non-commissioned officers who are below satisfactory standards of intelligence and qualities of leadership.  The men from the Army Specialized Training Program made available by the foregoing proposal should materially raise the combat efficiency of the divisions now scheduled for shipment overseas.

If you feel that the Specialized Training Program must be continued approximately at present strength, then the following action must be taken immediately:

10 Divisions, 3 Tank Battalions and 26 Antiaircraft Battalions will be disbanded or deactivated.  Even so we will still be short some 90,000 men and are now considering today whether or not we must disband combat units to meet the deficiency.

My recommendations apply only to the Army Specialized Training Program students who have been duly inducted into the military service and are included in the overall strength of the Army.  It is not proposed at this time to withdraw 17-year olds from the Army Specialized Training Reserve Program or that we in any way curtail that program at present.2
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1. Major General Lorenzo D. Gasser was president of the War Department Manpower Board, whose activities had been extended to overseas theaters.  See Marshall Memorandum for the Commanding General, U.S. Army Forces, North African Theater of Operations, January 18, 1944, Papers of George Catlett Marshall, #4-201 [4:  235–37].

2. Following the February 18 afternoon Cabinet meeting, Secretary of War Stimson warned President Roosevelt that the manpower shortage had rendered it "imperative to shorten the ASTP.”  The president "expressed much chagrin at that and asked if the medical students were going to be preserved.”  Stimson assured Roosevelt that they were, but "I told him that the matter was already decided and that General Marshall had made it clear to me that we faced the alternative of either making this immediate cut in ASTP or losing ten divisions from the forces which were necessary this summer." (February 18, 1944, Yale/H. L. Stimson Papers [Diary, 46:61].)  For Stimson's opinion regarding the Army Specialized Training Program, see Henry L. Stimson and McGeorge Bundy, On Active Service in Peace and War (New York:  Harper and Brothers, 1948), pp. 458–61.

A copy of this document was sent to President Roosevelt on February 21.  Marshall also directed that the memorandum be mailed on February 24 to the presidents of the colleges participating in the A.S.T.P.  The copy sent to the colleges omitted only two words—"OVERLORD" and "ANVIL" in the first paragraph. (Joseph T. McNarney Memorandum for the Commanding General, Army Service Forces, February 24, 1944, and J. A. Ulio to the Presidents of the Colleges and Universities Participating in the Army Specialized Training Program, February 24, 1944, NA / RG 165 [OCS, 320.2].)

For more information on this subject, see Marshall Memorandum for General McNarney, February 18, 1944, Papers of George Catlett Marshall, #4-261 [4:  308–9]; Army Cuts Specialized Training Program, February 18, 1944, #4-262 [4:  309–11]; and Marshall Memorandum for the Secretary of War, May 16, 1944, #4-382 [4:  447–50].
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