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: Introduction 

The subject of this talk fs the "Prewar orsanization and Division 
of Functions in the War and Navy Departments:--- the 19&2 Reorganization." 
I will confine myself largely to the War, Depart:.:~nt; aspects of this 
subject. CaF, t~in Henning will follow, emphasizing the Navy aspects. 

As uae of the series of talks on "Organization for Mobilization and 
Procurement in World War II," we can only hope: to hit the highspots and 
confine our emphasis to the changes that 0ccurred, first due to the 
declaration of a limited emergency and, later, to bhat of an u~ulimited 
emergency and the advent of a shooting war, Subsequent talks will 
develop in some detail the actual war-time organization and operations of 
the War Department after the re0rganization of March 1942 and of the Navy 
Department about t h e  s a ~ a e  time. 

Within the War Department, the activities with which, we are largely 
concerned relative to industrial mobilization and procurement, inclu.ding 
the necessary plaruning for them, are two, -- (1) the Office of the. 
Assistant Secretary of War (later the Under Secre.tary)~ and (2)the 
supply arms and •services, later" kn0~)n as the technical services and 
certain activities of the Army Air Forces. Some consideration must be 
given , also~ to the activities of and relationships with the Supply 
Division ~- G-i/-- of the General Staff, Certain interdepartmental 
activities~ such as the Army. and Navy: ~uni.tions Board, and the relation- 
ship of the War Department with' the War Production Board and its prede- 
cessors, are, a necessary part of the picture. 

• ' . • . ..... A . . . . . . . . . .  ' 

source and Soo  - Of A uthorit,y 

congress has endowed by law the Secretary of ?.~ar, the Assistant 
Sccrebcr;/, the CJ-~ef of Staff, and most of the technical services with 
certain responsibilities. • Such modifications as may have been made under 
• broad • emergency legislation will be swept away after the end of the 
emergency unless these basic stat'Utes are amenrled or changed prior to 
that time. Specific statutory grants of authority, because they are 
usually in general terms, required implcmgntation by Presidential, War 
Department, or lo~er echelon orders. -Furthermore such .grants are not 
• comprehensive enough to cover all of the act~vitkes ~e ar'einterested in. 
It )'~ill pay us. to .brief.ly :rcvie-~] Some of 'the principal :d~Ic:gation's and 
clarifications of authority. 

[ 

• . . . . . . .  7 ..... - 

Assistant S cCFC.L~. ~'Ii ~ of War.~•~ '" T~e/Ni5.15nai Dof~Li~sc AcZ •of .i9•207-:Tn ' 
o ection $a~ •' c'har'ged the'As~isZ,int Secretary, under th~ direction Of the 
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Secretary of War, witb<~"sup.ervision of. th£ ~ procurement of all military 
supplies and other business,of.the War Department pertaining thereto and 
the assurances of adequate provision for the mobilization of materiel an( 
industrial organizations essential to war time needs." An amendment to 
the National Defense Act aS of. lo Dcc0nber !940 (t& Stat. 122A) granted 
the powers of supervision of procurement directly to the Secretary of War 
with the power to delegate them to the Assistant Secretary or the Under 
Secretary, which office, was provided for in this Acre 

The statutory responsibility co'erred upon the Assistant Secretary, 
plus certain delegated duties, were spelled out in War Department General 
Order No. Al, 16 August 1921. This order resolved some of the apparent 
areas of conflict with G-~. Later it was found necessary to define more 
precisely his duties and relationships with the General 'Stgff; this was 
accomplished by AR 5-5, 16-July 1932. • .i. ...... 

• As you will recall, the •Act af 16. December 19He, vested the" super- 
vision of procurement directly in the Secretary of VJar. He, in turn, 
delegated these powers to the ~ n~vly crea£'ed Under Secretary • (Vf, D. Orders 
C, 21 April 19&l). : . . ....... 

Suppl,y Arms and Services -- At various times and in varying degrees 
Congress has given specific procurement responsibilities ~ •in both mandate 
and permissive.terms, to the chief.s of most of :the supply arms k~nd 
services. I.t may be -of interest that the,.Air Corps has very, 'little such 
authority and that the responsibility for,transportation~rests .~in ~the 
Quartermaster Corps, although a Transportation Corps was established in 
!9~Z.~un~er emergency pO~ers, .:.... ' ": i! ~ ~ z-.. . • : . ... :,-.~ :,' -.:~ 

• : . . . . .  ° 

The~ only p em..~an,-~jm:t: s t~tu.tozy~clhange ,during: this~ '4mergbr~y charged :' 
the Chi.ef (of: Engine, o~s ;vi.th ••the dir ection of< ,construe tiong- maintenadc~e~ •' 
and rope<its <fOr~: thoi:Ar~ ~formerly divided':bebwcen ~ineer s dnd Quarter- 
master!. (55 ~Stat..:78.7, ~l. Deccmbem 19Al.).~..-,: ', ,...: :~'- " " " i:". ,:; ~ :,". : .' . . . 

.'-.. L<. :~!~-~ [! i.,, .'. !;'..;.". : ..~ ' : : ": ':. ]: 7 ; '.~ • ; " • ', ' -'- 
The, duties ~and,,r esponsibfli t£es •of tH e. ,ehief s' Of' th°e ~Seveg~l"s uppiY 

arms:, a~nd se rv i c !e s • ,  p r i o r  .• t o  : t h e  : r : e o r g a n i z a t i o n " o f  th6 A r m f : u n d ~ r  e~9:ergenC; 
pow ers-~:are found in vari0~s ~'~r Department orders gnd regulati0ns. .... 
These directives were issued)' of ~co.urs~e; with:duekregard to such ~.andhtor~ 
statutory authority as the chiefs may have had at the time. 

L..:...' i.~.~...:.:. ~:....~.:~'~. ....... i.. :., .i~ ..L'. i ~ -. ~ .; :...~.i 
Assistant Chief of Staff G-~ ~ The We~ Department General staff 

~,~as established in 1903.i In. Section 5:of:the National D~fense Act of 192( 
certain s:ta%utory authority -was given to, the Chief:of St/if in regard 
to, supplying the equiping the Armyof the United ,Sta.tes. The Chief of 
Staff wals empowered to: act as agent of the Secretary of War in carrying 
out such plans as he, .the Secretart~, may h~vc-approved. Thus there was ~ 
some re.on for~" conflict ~n the o~erations of %he Assistant ~ Secret'ary and i 
those of. %he Chief-of Staff, • partic~ul~rly in:ttb ,planning fieid; '~ : 

. : }The responsibilitiesl 05 ;the Supply •. Division of the Ooheral~ staff 
are outlined in broad terms in ~ A_R 10-15 (AR 10~15~- 18 August 1936; O. 2, 
iO October 1939; VCO Cir. No. 81, I, 19&O; '~%© C£~s. Nos. 33, II, 77, II, 
and 152, II, 1941). 

" Relationshios o f . A s . s i s t a n ~  Sccre.ta:r~/~.:C--&,i. and  C h i e f s  of"  Suplpl ,y Arms" 
and Services -- The above described statutory and %;~ar Department delinea- 
tions of the responsibilities of the Assistant Secretary, the General 



Staff, and the chiefs,'of the several.~:supp~rg"arms.am4..services¢...resulting 
as they did in some cross conflicts, ~erc thd basis, ~tleast in part, for 
certain coordinating procedures designed to alle~late theme It Was 
obvious t hat'ell such!problems sh0uld not be br0ught one by one to %he 

• , \ 

personal attention of the Secretary of War. 

B~foteexamining the more~portantCoordinatingbodies, i% should 
be pointed out that the chiefs of the supply arms and services reported 
to the Assistant Secretary in matters under his overall supervision and 
to the Chief of Staff in other matters. 

• Onc of the organizational procfdures used was that of the. War 
Council created late in 1917 by the Secretary of V;ar. It was recreated 
by the National Defense Act of 1920. Consisting of the Secretary, the 
Assist"~nt Secretary, and the Chief of Staff, it was, of course, thetop 
policy-n~king body of the War Department in both military and munitions 
matt ers. . .  

Prob-~bl~" more i~aport~nt from our point of viev~ v.'as the organization " 

of the Gencral Council in 1936 ( V , Y ) •  Cir, No: &, 17 January 1936. AR 10-15, 
18 August 1936). It consisted of the Deputy Chief of Staff, %he" Assistant 
Chiefs of Staff; and the ~cutive 01~ficer to the Assistant Secretary. 
_ cn~c~ of th~ cr.:is ca%d services and Several other top 7~Tar Department 
chiefs and executives sat as members, also, in matters involving them. 

.... ~ In lower echelons it is probablethat v~rious means of formal 
rcsblhtion of any conflicts of the above description existcd in the 
sta~f'organization of the chiefs "~ o~ the supply arms and services. For 
ekamplc, technical co~nittecs have been formcd by some of-the procuring 
services ~in order to coordinate the interests of the using arms or ser- 
vices i~ith those of the procuring services. 

.Joint Arn~.{ and Nav~{rOrganizations ~- Various joint Army and Navy 
boards and con~nittees ~ere brought into existence from time to time v~hich 
are of interest relative to 9'dr analysis. Probably the most important 
from the point of vie~ of procurement planning and industrial mobiliza- 
tion is the Army and Navy ~unition s Board. This Board ~as first created 
in 1922 as a result of recon~mendati0n~ r~ade by the Joint Army and Navy 
Board. By Executive Order in 1939~ it :~.nd certain other joint boards, 
i.e. The Joint Army and Navy Bgard , the Joint Econ0~%V Board~ and the 
Acronautic~l Board, were brought directly under the direction and super- 
vision of the President as•Co~m~.ander.in,Chi~f , The Munitions Board 
consisted of the Assistant Sccrqtarv of War (later the Under Secretary) 
and the~Assist~'~nt Secretary of. the Navy. 

Functions and O~ganization • . 

We have seen that the Assistant Secretary of ~:~Jar, the Chief of 
Staff, and the chiefs of the supply arms and services have been endowed 
with certain responsibi!itics by statutc~:and by delegation, and that 
certain connecting ].inks v~ereforgcd at a hig h !evcl toassure coordi- 
natcd action; A more detailed analysis of their-~functions and the organiza- 
tions to coorry them out is in order, but in no sense is this a critical 
analysis of th.oir opere~tions, 

(Chart -- Figures 16 and 17, betv~een pages 
I00 and lO1, "War Department Procurement 



Planning," AIC Special Text No. 98) 

Assis.tant Secretary of War -- The Assistant Secretary of War by. 
statute (later the Under Secretary by .dolegation).was charged,~'n 
abbreviated terms, with: 

I. Supervision of the procurement of all military supplies. 

2. Assur'<ncc of :'dcqu--.te provi~ions for the mobilization of 
materiel and industrial organizations essential to war-time needs. 

,. - : 3 , ~  . . . .  .Production in.govcrnment~-owned plants of supplies and articles 
needed .by!the iW~r D-~<,rL..mnt tu th? ~=x~ent that capacity or economical 
operations p.ermit. • ~ • . ~ i ..... 

In addition the Assistant Secretary .W~9 delegated certain duties of 
a more specific nature such as direction of {he n.ational cemeteries and 
supervision over the .acquisition and ~disposal of. real estate. 

In order• to carry out the statutory'functions, the Office of the 
Assists.hi Secretary was org:{nized into three principal branches , 
the Current Procurement Branch, the Planning Branch, and the Army 
Industrial Collc zc, .We nee.d not. concqrn o,4rselves ' with mos:t of ~his 
other activities except those pertaining, to the,Army ~nd Navy Munitions 
Board.. Thepersonnel, both of£icer~ and civiltan, .to staff, the Office of 
the Assi.st:'.nt Secretary ~ere,- by. statute, to. be detailed-from the branchc 
of the Army engaged fin procur.ement... .... " .. ! .... -- 

4 

Prior to the emergency the principal emphasis was given to procure- 
. merit planning,! includiag :the broad:.asp~ots _of. planraing .for Lindustrial 

. .mobil iza.tion... The: C~rre~t. Proc1~re:~nt : Br:~,nch, as :its. name impli~s~ .... 
axerCised a limited, degree Of .staff supervision overt th.e largely auto- 
nomous supply arms and services.in their~ourrent and re!atively small~ 

• -procurementprograms. .... By..s~:tuto,. ho~9~yer,, the Assistant Secretary had 
th e aufiherity<to .require dir.ect: reports from the ohiefs of. these arms.and 
services regarding all n~tters of procurement. This Bra~:ch was " 

responsible for the" issuanoe of. procurement-regulations which established 
gener, al .IbuFchase: and. disposal policies!for the..War,Departmeat.. .- 

"" . ' . .  : v . .  ~ . . . .  " . '  . . "  . . . i  . ' f ~ C .  . : '  ." ' . , ~  . " (  : ' .  " • • 

In~us. tr~.~l Col.ie~r~ ,~riginally .established in 1925, had ~ .  '. i ~ :  , T h e - , .  Army ' • .o . . . . . . . . .  

~the: mi s sion of;..trainimg .. s e:l. ee.bed. Army,~ Nayy:, .. and. ~rine C0.rp~. officers:.. 
in procurement and procureme~t~ p l.anning/,aad:,was the recipient of the. 
benefit of their experience and studies. 

~ '  " : : "  . . . .  ' .  ~ '  " ~ " ' " ,  . . . . . .  " . . . .  ' i- " . . . .  - ; "  • 

" . . . . . . . .  % . . . . . . .  . . . .  .',.;~ '.£.,; L ".~L _, " .............. . ....... :.~ ..,~ ........ ,.; . ~ " ..~ ~--. ~ - 

. i : .  The P-,lr~,~ng .Br:~=~-.~n was responsl,~le for suocrv~s~on of. tne suoply 
a~nm and @.ervices:in ~pianning ~or: war-time prQcurement and for the de- 
~ielopmen..t of ,pl%ns..fo<::industr.ia, 1 mobilization,.. Tk~ Bz::",,ch wr.-s divided 
into. s.everal di,visions,, the names .of.n%os.t :of which are indicative of 
their functions. Among them were: 

t 

• Contributory 
.. • Proc ur era-ant. Plans 

Standards " . 

• C o / ~ , , o d i t i e s  

i 

F{:.cilities : :' 
Gonstruction • . 

• Power and Fuel 
Legal 
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The s't~ff: 'of :thf's Blanch, together with ~the corresponding Staff in .the 
N<!.gi~ De?;~;i~ng constituted the staff of the Army and :Navy 51unitions 
Bo i . -  ; i '  : ' ' " 5 " , i ' (  , . " ' .  

:Beforeaniiyzing the principal act:ivities "of the Office of the 
Assistant Secretarx, :pargicula~2y' those of the Planning •Branch," it will 

' b e w e l l  to, t r a c e  the  chadge~s i n  o r g a n i z a t i o n  up to t h e : t i m e  of the  o v e r a l l  
WirDepartmcng reorganization i~ March •1942. 

Th~ above description has been confined to the peace-time organiza- 
tion of the Office of the ~i'.-;sis~ant Secretary, Plans for its war-time 
organization had been worked out'to be put into effect at iM-Day. These 
plans called for the establiskment of a Director of Procurement and the 
merging of the staffs of the Current Prucurement Branch and the Planning 
Br:mch. It was contemplated that a super-agency would assume responsi- 
bility for carryihg Out the over-al ! industrial mobilization plans 
developed by the Planning Branch and the Army and ~ Navy Munitions Board. 

The rapidly increasing procurefaent program of the War Department 
during the creeping M-Day period resulted in an evolutionary development, 
not .~ithout growing pains, in the organizablonal pattern. As a result, 
we find, just prior to March 19~2, an organization in the Office of the 
Under Secretary composed Of three principal branches, disregarding the 
Administrative Br~,nch, r~Lich, however, had. a .few functions at the time, 
such as those relating to tax a]~ortization~ of interest to us. 

• A Director of Pcoduction, General Knudsen, had been designated. 
A Procurement Br..~.,~"~ as contemplatbd in the war plans, had been set up 
and, under it, a number of divisions, Deputy-directors for production 
and for purchases assisted the Director, Gener,zl Hayes. 

The Rcso.Trc~s Bi"i~ch, ~. direct descendant of the old Planning Brnnch, 
c~ncerned itself primarily, although not entirely, with those activities 
which had inter-departmental aspects. It constituted the Ar:~.3~ dtaff of 
the Ar:[y and N;:~vy i~{un_tlons Board; its staff reoi~esented the W.r:r Depart- 
mcnt in most of its relationships with the Uar Production Board and its 
predecessors. ' " • ' ° 

¢ 

In addition to the Procurement and the Resources Brs~nches, a 
' St~:~istics Branch, with Genera! Ayer@ as its ~..~_.~ ~ had been acfiivatcd 
~,:ith the primary function of providing 0vet-all inform-ation on the progress 
of the procurement program. The Under Secretary m-~intained a stable of 
special advisors and trouble-shooters who gave special attention to 
matters such as construction, labor problems, and economic warfare, which 
might or might not be, also, .functions of some of his staff divisions. 

Last, but by no means least, it should be eJ\o.hasized that the Under 
Sc~ret'~.ry is the acting Secret::.ry of War i%i the latter I s absence. 

Supply Ar:~s ~?~id Services -- It has been point.~d out that the chiefs 
of the supply arms and services have certain statutory responsibilities 
~nder the direction of the Socr~tagy and that they have been delegated 
others by War D~partment Order. It is not possible to exa~ine them in 
detail in this paper. One point, however, should be emphasized again. 
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The chiefs of these branches had operational responsibilities for procure. 
men$, including the necessary corollary functions of procurement planninl 
purchasing, production in War Department facilities, and inspection~ test 
and acceptance. In these matters they were subject to the supervision 
of and reported to the Assistant or Under Secre.tary. In~addit.ion..they 
had r esponsibilities' r'~ative'.t0 f eq~rements[ f0r: and. iris., Storage, 
issue, and miintenance, In :these fields they wereunderthe'supgr.vi.sion 
of the Gcnc1"r_l Stc-££. In summary, then, they were told ~hat was wanted 
and when by the G-ncral St.:.f., :they.were told how. to purchase or. produce 
and under what Conditions ::to accept0rrejedt :by the Assistant Secretary; 
-! they Were told ~hat and ,~here jto:store and under.:w£at con~tion s to issue 
the accepted items ~by the General Staff. Naturally the operations were 
not this simple. ~" 

The organizatio~l pa.tte.rns ad0ptc'd to accomplish these missions • 
varied gr early from s ervfc e to . S er~ice;i" 'In' general, how ever~ each: .chief 
of •servicehad set-uP Cerlte[in Staff divisions i,n Virashi£gton. By and • 
large the de.veiopgent and testing of ~.litary materiel was accomp!ished 
in field laboratories, . The Cd~ntry"~a'S' divided into procurement.di.s .... 
-tricts by e~ch servic e and p d~Chasing was, to a considerable .degree:, • 
decentralized, particularly after the procurement program b~e<~ne.iarge, 
Knspection and acceptance Variedgreatly; thesefunctions were generally 
performed at point of delivery, i.e, the depots, w hen:procure~,ent..~as 
small but~ inthe most part, at point of.origin late.r]in the .emergen@y, 
• Many Service depots~ere establishcd at ,~ihich Armymatctli.e! was .stored: 
and frbm which-'ft ~as issued . . . .  i . .-. : : " ~!;: 

, ASsiStant Chief 0f Staff G-A -~The supply DiV.isi0n of..the ~ener-al 
Staff was charged in broad terms ~@ith the functio~.sU6f: . .... . ' 

: ' • • .[ " . .;/.' • C ' .." . . . . . . . .  " " :" " " ; 

I. Preparation of basic supply plans ~s are required by mgbiliza- 
tion~, training, hnd stra~cgic;plans.. ' ' ' " i"~' ~ : : . . .... .':i.... 

:-'- '2. ad3ustment of ~hCSe pl.ads to Ch~ingi6g .ni!itary :needs and 

procurement po ssi'bilities, .... " 

: • . 3.. Distributi0n, .stordge, and issue of suppl£es .And equipment. 

A, Transpor ta on. . . . . . . .  • 

5. Determination Of the types of militi~.rysuppiios required by 
the Army. 

It should be mentioned :that C--A was dependent upon other divisions, 
particularly G--3, for the mobiliz~%tion:and strategic Plans upon ,~'~hich the 
supply plans ~ere necessarily based. 

G-A was organized into several branches of ~hich several, sections 
of the Planning Branch and the Policy Branch would be of interest to 
us~ The rapidly increasing procurement program of the Army, beginning 
particularly i n 19&O, necessitated an increase in staff to a point ~here 
it began to become top-heavy. 
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A study was made by the Industrial College in 19A5 at the request 
of the Under Sccrct:~ry d~.signcd to aid him in the performance, after 
the end of the emergency, of his duties under the National Defense Act 
as c~nended. It is probabl~ that the pre-emergcncy legislation will have 
become obsolete prior to that time but certain conclusion in this study 
afford us an excellent summary of the r~sponsibilities, the authority, 
and the relationships described above. (Quote fro.u ~.g~s 30-31 of 
"R~por't - Studies for the Planning Activities of the Under Secretary of 
War," AIC, 18 August 19~5). 

Reorganization of 1942 

It is almost obvious from what has been said so far that an un- 
wieldly organization, both in the Office of the Under Secretary and in 
the General Staff, with convm~nd che_nn~is not too clearly defined 3 had 
come into existence by the time of Pearl Harbor. There were too runny 
possibilities existing for operations at cross puzrposeS and in ignorance 
of what was being done elsewhere. There were too many chiefs reporting 
to the top echelons. And there was the ~mperativc need for formalizing 
to a greater degree War De~rtmcnt rclationships with other war agencies. 

As .~ result, 'rid ~'~oith the ~iuthority of the First i,~ar Powers Act, 
the President issued an order reorganizing the War Department on 28 
February 19&2 (Ex~cutivz Order 9062). In broad terms this action was 
more fully described in WD Cir. No. 59, 2 March 1942. It was effective 
on 9 March. 

(Ch~rt fro u V~© Cir. No. 59) 

It is not our purpose to describe in detail the full implications 
of this reorganization nor the functions and operations of the several 
segments of the new order. Later lectures in this series will clarify 
the picture. For contrast, however, some of the results may be pointed 
out. 

The staff of the Office of the Under Secretary was largely absorbed 
by Headquarters, Services of Supply. Hid office came to consist largely 
of a group of special assistants and advisors. D~ to day supervision 
over procurenlent was delegated to the Commanding Generals, SOS and AAF. 
As a consc'~u~ncc, hu ~rci~d th~ broad fur~tion of supervision through 
only these two chiefs as contrasted previously to theseven chiefs of 
the supply arms and services. The staff of G-A, also, was drastically 
cut and mzny of the staff functions re]ating to storage, distribution, 
etc. were delegated for all practical purposes. The m~mber of chiefs 
reporting to the General Staff on these matters was similarly reduced, 

Thank you. Questions rr;~y be r~served for whatever time r~nains 
after Captain Henning has spoken. 
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