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. The basic--division of procurement responsibility withln the Army
Service Forces - and within the Wer Depertment as a whole except .for the:
Army Air Forces - was by seven technical services; each specializing in
varticular types of commoditles. .This was an organization‘which‘hbd
grown up.in piece-meal fashion for more than 100 yeara. -The seventh '’
of the technicel services, the Transportation Corps, was & product of
Jorld War II. Three of the services, on the other hand, traced thelr
origins back to the first years of the Republic. . .

Any discussion of procurement organization within technical services
must be -considered in the light of the War Department itself. For a long
tine War Department organization did‘nét give any tangidble recognition = -~
to procurement as a ;unction. Rather, each technical gservice at any
particular time followed its own inclination in orgsnizing its procurement
operations. The importance of commodity differentiation outweighed any
attempt to think of procuremgfit’ak &’ Eingle problem. While the chiefs of

technical services were responsihle to the Secretary of War, the Secretary
had no organization enabling him to deal effectively with the technical
services in their procurement operations. Apperently no need for any -

such organization was felt for a long time, -

- Our war experience increasingly revealed that supply was a vital and
even crucial phase of military operations. As such it could not be seperated
from @11 the other problems which-the mililtary conmander of every echelon
faced., The Jtailures of performance in the Spanish-American War and the
insistence of Elihu Roct as Secretary of War produced the War Department
jeneral Staff. Whatever the faults of 1its early experimentation, the
Jeneral Staff brought with it & recognition of procurement as a function.
Jorla Waer I saw the fruition of a tendency. The Director of Purchases,
Stores, and Traffic became in effect a Director of Procurement Operations
for the War Department as a whole. ' 5 B

‘In the years intervening between World War I end II, the procurement
function as a function was divided organizationally between the General
Staif and the Office of the Assistant Secretary of War. In World War i1
a single command, the Army Service Forces, recognized the procurement
operation as an important phese of military activity. Only the procure-
ment of aircraft and other items peculiar to the Army Alr Forces was exempt
from this command. And even so, the Office of the Under Secretary of War

provided & convenient channel for communicating many of the policies of ﬁhe

Army Servicé Forces to the Army Air'Forces for execution,

The detail® of War Department organization are not immediately _
relevant to & review of technical service orgenization. Vhat is important
is to remember that_commodity differentiations repreqqntedfby‘the‘techpiqal
services have been counteracted by e supervisory organization for the '

War Department as a whole. whigh emphasizes procurement as & function.




Perhaps a word should Be said te'make clear what we mean by procure-
ment as a function. Ifione thinke.for a momernt of the military units
employing the equipment purchased by the War Department, commodity spe-
clalization fades in importance. For example, no division is complete
vhich:has all of.:iits gmall arms. and ammanition but lacks.céommunications
equiyment.;:No-division -is: prepared for combat which has: its.food and
its c¢lothing but:lacks-trucks for traneportaticn. -No.division.cdn go
into combat.with-ite-artillery but-without ite engineer:equipment .for
speclaliassauli taske. .The corps and the ermy demanded: .even:grester
varieties: of .equipment. for. .their many different units.. Thus. procurement
becomes-first-of:all a problem in providing the: many different.types B
of supplies in the quantities required to equip. complete fighting units. -
Therefore any procurement progrem, however it may recognize commodity
specialization; must .make -sure'that it is:purchasing supplies-for the
same : number and’ types of troop units and for approximately the eame
time:, sehedule- DR e R T EEES B

Nor ie the problem of supply requirements the only phase of tne .
procurement functien;as: a fynetion.. : The. War . Department,:has:found it: de-.w
sirable-io haye..common contrect . proceduree? common-. legal: previeione, and: -
common, pricing policies.. The .demards- for,;raw materials arise.from many
different types of: commodities.  Copper. is equally important tq.-the wire o
of the.Signal. .Gorps; and: to. the automotire .equipment of. . the: Ordnance: .De-
partment. Steel castings and forginge are.vital to. the.trucks procured
by the Ordnance Department and to the caterpillar tractors procured by
the Coxpe.of Engineers. .Comservaiion of raw materials.involves s deci-
.-8ion about:the relative impoytance..of ; raw material demande regardless of. ..
the, individuel proouring agency. : The, determination of necessarygproduc- )
tion facilities and -the . establishment of priorltiee among . such faﬁilities,
is. aleo a, proplem which.must be settled on\the procurement front .88.8a. .
whole. These are. eufficient 1llustrationa‘to demonstrate the meaning of
the. procurement function et e C e e e >

- The Army Service Forcee ae e command recognized thie procurement
function. The large staff of the Commanding General, provided a. means o
for idbringing together as a whole the many common threads extending
through the procurement. operations of seven technical services baeed upon
commodity specialization. R

. LI

There ie one, other consideration Vhich should be mentioned before
procurement as a function is dismlssea. In the evolution of War Depart-
ment orgenization during the.lagt 45. yéars procurement as a function was
satisfied by an overhead organization in Washington which recognized the
responsibilities ‘of, the War Department as a whole._ Fach technicel serv-
ice then proceedsd to. Carry out its own duties within ‘the broad frame-
work of programs &nd policies established by the ‘War Bspartment. That
procurement as & function might have a counterpart outside Washington
within specific geographical areas was a lesson demonstrated by Worid
_war II alons. At one time in the 1920's the Office of the Assistant
' Seoretary of War experimented ‘with the ldea of procurement zonses. At “one
time the possibility of establishing & common field pattern for- the pro-
curement organization of’ technioal services was considered. These ideas
vere abandoned in the 1930's



) &

3L

When World Wer .1I begen, and even during the war, little excitement
was occasioned by the fact that six of seven technicdl services had their
own separate procurement offices located in New York City, or that five of
them had procurement offices in Chicago and five likewise in San Franclsco.
The location of individual procurement offices in the same city meant some
duplication in administretive overheed and perhaps some inconvenience to
contractors ’ Ae lohg ag eath procurement office was seeking production
facilities, there was duplicetion in making facilities surveys. Apperently
contractors complained but little, Most business establishments were
accustomed’ to selling to many buyers and found small reeson to remark
upon”an: arrangement whereby three or. four different War Department offices
were seeking supplies at the ~same time in the same locality.

Considerations of ‘administrative overhead and pogsible 1nconven1ence
%o individual contrectors were not sufficlent to bring about any geographical
procurement organization as a whole in World War II, The labor supply
problen was the one force which produced & new organizationsl pattern. As
handled during the war, lebor supply was peculierly a local problem. Ad-
Justments in housing, communlty services,transportation, and the meny other
phases of- labor supply had te bé‘scbpnpiishéd on & local basis.»

) The War Menpower Commission and the War Production Boerd 1n 19&3
inaugurated an area approach in meeting the labor supply obstacles to war
procurement programs in five west coast centers. By common agreement this
approach was extended to some 100 communities early in 1944, The War De-
partment then had to have a regional and local organization:to work as a
part of the System of production urgency committees and manpower priorities
committees ‘Bet up by the WPB and WMC. ASF Circular 85 on 27 March 194k
sstablished a reglonal procurement qrganization for the first time. Thirteen
regions were: created following WPB regional boundary lines. Each region

7as headed by & regional representative with an assistent designated as labor
advisor. These reglonal representatives were appointed by the ASF but

Jexre selected from among technical service officers in the region. Thus in
Yew Ycrk City the ASF.regional representative was the Commending Officer

of the Ordnance District Office. In Kansas City the ASF regional represent—
ative was the: Commanding General of &. Quartermester Depot. In Denver the
ASF reglonal representetive was. the Commanding General of. the Rocky Mountaln
Arsenal of the Chemical Warfare Service.

""ASF Circular 85 ves supereeded by‘War Department Circular 173 on h
May 16kL, This confirmed the already established regional organization for
handling labor supply. problems and:imade it War ‘Départment-wide in effect,
In other words Army Air Forces labor:supply problems in-the procurement ‘
field were made a part of the. same ‘organizational pattern. Where any dis-
agreementsin the field might occur between procurement repreeentetives of
the technical services and.of the Army Air Forces, the dispute was to be
brought to Washington and settled there.v

_ There is not time here te discuss the problems encountered by this
regional organization, There were divided loyalties. The geographical
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pattern»did not fit other geographical bolindaries: ueed xor procurement
and admipistrative purposes 1n the War Department e

Ihe point'is that labor empply«recognized no. commodity differentia—
tione,,. When there were ehortages in any ‘given areabproduction urgenpies
had %o . be established among'various ‘programs regardiess of the. procure-
men& aeency. Manpover priorities ‘were-then settled: in. aocordanoe with
these. productionourgenciee. All ‘of “the procurenent: activ&ties of an area
- had to .be. brought together ‘and eurVeyed from.the. point of view. of the
procurement program ‘ag’ &’ Vhole. It wae ‘difficult to work out a common’
regional approach to’ labor eupply problems, and thie whole experience
deserves very caréful ‘study." RN S A SR I i -
- Ae early as December, l9h2, an arrangement waes:made between the Army
Alr Forcee, the Ordnance Depertment; and the.Navy Department, for ‘the_cre-
. ation of. audit coordination committees: in. certain selected. metropoliten
areas where, plants had - cost-plus—a-fixed-fee contracis. with two or more
of the procurement agenciee. ‘A repregentative of one. single procurement
office would then audit the ‘ovenhead in these. plants. . Generally the =~
agency with the preponderant -interest amsumed aydit reeponeibility. As-
preparatione were made for handling termination of contracts, the Wer and
Navy Departments in September; 1944 made an egreement.ito.extend audit
_.coordination committees into additional areas to- prcvide a single audit
of work in proceas and other iteme of plant cost... Termination coordina-
tion committeee were eetablished in. 16 metropolitan areas by early l9h5

ore informal and” individnal arrangements were made 1n meny ‘instance
to eliminate duplication of inspection: activitiee by various procurement
agencies in plants producing for more than ons. technical gervice or Navy
. bureau. The Wer- Department at.no time; established euch 8 central inspec-
" tion service as that of the Navy Department... Nonethelees, some local
cooperative arrangemente wvers--put -into . -effect.. Thus in the audit of‘
terminated contracts énd in the ! inepeotion of products, geographical ar-
rangemente were" madse “for" handiing certain phaeee of the procurement opera
tion regardlees of commodity differences. .

“In the yearedahead, the geographical phaee of the’ procurement func-
tion may demand more and more attention.. . Thig is at least & part of the
problem of procurement organization which ‘remains’ relatively unexplored.
The procurement function.for the War Department &s & whole may be ade-
quately recognized by & ccmpstent staff 1n Wbenington vhich incarnates
the responeibirity-of the Secretary of War and the Chief" ‘of staff. But
‘there 1is a c¢érregponding Procyrement. problem ae ‘s whole wiﬁhin geographi-
cal areas of the 'United Statee.. This 1s yet to be met with a satisfactor
orgenizational arrangement. .. ... .

Supervisory Orgenization in ﬁaehinéton A“pd"“ RIS

~'As‘already mentioned,. the technical services divided the procurement
reeponeibility among themeelvel by type of commodity purchased.. Their
nemes largely indicated the ‘type of supply which was bought.: The Ordnanc
Depaertment procured emall arms, artlllery, fire. ‘control instruments,ammur:
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and all types of wheeled vehicles including tanks and motor gun carriages.
The Quartermaster Corps procured food, fuels, end lubricants, clothing
eand all general supplies. The Signal Corps. bought .commynications equip-
ment; the Corps of Engineers construction equipment and supplies, demoli-
tion'supplies, &rd assault boats for lacal river.crossings; the :Medical
Department all types 6f medical supplies; the Chemical Warfare Service
incendiary bombs, chemical agents, protective clothing and supplies, and
smoke" equipment; the Tranaportation Corps railwey rolling stock, rdails,

_ “'There were fundamental differences among the technical services which
were not alwdys eppreciated. For one thing, procursment was the most
important operating responsibility of only three of the seven technical -
services -- the Ordnance Department, the Quartermaster Corps, and the
Chemical Werfare Service. On the other hand, the Surgeon Generel, the
Chief of Transportation, end the Chief of Engineere had other duties

which overshadowed their procurement essignments. The Surgeon General

was principally concerned with supervision of medical service through-

out the Army. The Chief of Transportation operated both inland and - ‘
overseas transportaticn servics fop the Army, whilé the Chief of Engineers
had: constructionand property meinténance regponsibilities of great im-
portence. The Chief Signal Officer stood in between. His procurement

Job was sizeable and -at thé same time he operated. the Army Communications

Service and the Army Photographic Service..

~ In the second place, gs far as procurement was concerned, there were
greatidisparities in-the magnitude of the procurement burden of each
technicdl service. In the fiscal year ending 30 June 1945 -~ the last
complete yser of var'purchases and the year of largest wer deliveries --
the dollar volume of Ordnance procurement came to 11.6 billion dollars,
50 pér cemt of the procurement of.all seven technical services, . ERICE
Purchages by the Quartermaster Corps amounted to 6.5 billion dollars
or 30 per cent of the totsl.. Thus two services, Ordnance and Quartermaster,
‘between them accounted for 80 per cent of the total procurement for all .
technical services. Corps of Engineers and Signal Corps purchases in the
fiscal year 1945 amounting to 1.9 billion and 1.4 billion dollars respeci
tively or another 1k per cent of the total. Three: technical services,
Medical, Chemical Warfare, and Trapeportation, split the remaining six
per cent of all procurement. e o . s :

- These differences in responsibility and in procurement operations were
naturally reéflected in the internal organizetion of technical gervices.
Thus, as would be expected, the principal worries. of the  Qrdnande Depart-
ment -throughout the war were the development of new materiel, the procure-
ment of Ordnence supplies, and their storage and distribution. Accordingly
the three major divisions of the Office of the Chief ‘of Ordnance were a.
Technical Service, an Industrial Service, and a Field Service. . But even
in'the“Ordnan¢e Department there was a constant pressure for commodity
speclalization to achieve separate recognition from the procurement func-
tion. Thus the Tank Automotive Center located -in Detroit end later offi-
>ially known as the Qffice, Chief of Ordnance - Detroit,. assumed responsi-
bility for the reégar¢h~and'developmen;,.thg Procurement, and the storage -
ind distribution of all tank and automotive equipment. ’ In11945 this field
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of-priocurement ‘alone ‘totalled 40: psr.:cent-'of all Ordnance purchases. ' Ac+
cordingly the Technical. Service: concentrated -its development -werk in the -
fields: of :artillery,. ammunition, and eméli arms. The gate wag true-of '~
the. purchasing work of the Industrﬂal Service.v Co LT
Lhe Office of the Quartermaster General in Washington went through
a. dlfferent orgaenizational history./ Here the situstion’ was complicated
by thse traditional:method of Quartermaster procurement which gave commod~
. ity specialization to individual depots scattered throughout the United -
States. For example,the Boston depot was the center for shoe procure-
ment. throughout. the: COuntry,'while the Philadelphia“depot was the center
of clothing: procurement.. " The Office of the GQuartermaster-Gsneral in
Washington- early assigned the responsibility for: superv13¢on of &ll” phaSez
of depot operations to. a:single-division. Then late in 1942 and early '
1943 a:functional-:organization developed, differentiating research angd -
development including the determination of military-requirements, procure
mentlsupervieion, and.: storage and distributiOn supervieion

.'i L

But commodity pressures oncee again brought a change in this" pattern
Subsistence procurement beceme.so large -and B0 vitel that -a- eepara%e sub-
sistence -division was created in Washington. In the 'fiscal year' 10h5 '
60 per.cent.of the: dollar. volume of all Quartermastér purdhases were’ ‘for
fopdstuffs..‘This subsistence :division tendsd to. supervise all -research"-.
and development, procurement and distribution of foed suppliés. A maJor :
responslbility of the office in Washington was the handling of all re-
lationa-with. the War Food -Administration. 'A Fuels &nd .Lubricants- vai-
sion waa also set up in 1943 to handle the requirements, produremen€ and‘
distribution of gasoline and other petroleum products. Whilé& iri d6llat-
volume the .actual procurement was not.large, in comparliscn with ether~ff"'
programs, fuels .and lubricants presented- peculiar'problems.J~Withindﬂhe'g
United States. .all purchasing was done. on.a local-basts, thé ﬁetroleumi“ B
industry.providing the necessary.storage “snd distridution facilittes:" :
~ Bven, storage for: oversesas shipment wes ‘performed by the petroleum indus- -
" try.. The importance of Jjoint action with ‘the Navy ‘and .of cooperative Yo~
lationships .with the Petroleum Admindstration for War: helyed to: Justifyi“
the separate commodity recognition: of this fileld of procurement “ As g
result, the Office of the Quartermaster Generalk:-continued to handle “- " -
development and requirements,. procurement,: and:dist¥ibution’ functionally '
for clothing, textiles, and general supplies. . i iis

... The Office of the Chief of Chemical: Werfare: Service was’ organiZed
functionally, Bifferentiating e technical: diviedon, an’ 1ndustrial di* B
vision,. and & eupply division.- _ua;Luh., R

The Chief of Engineers, the Chief Signal Offieer, the ourgeon Genera]
and the Chief. .of. Transportation: lumped their supply activities as simply
one phase of their responeibilitieg.. A :supply-division‘and later an “f‘
hssistant Chief -Enginger for Supply -handled -ald ' ‘pliised Bf ‘resedrch, pro- -
curement, and.supply of engineer equipment. - The :0ffice 6f the Chief‘”"f'
Signal Officer had an Engineering and Techaical Serv*ce ‘ehd a separate e
Precurement and Distribution Service. The -Surgeon’ ‘General's Of‘ice had

a Chief of SuppLy SerVice, while the Chlef -of - ’I‘ransporta;tion had a S



Director of - Supply..'Their immediate operating responsibilities other than
prOCurement provided the remsining me.jor units in their offices.-;“,

There are three important aspects about the organization’ of the
office of each chief of technical service. Thuse even in the office of a
chief of technical. service the procuremenx function competed for recogni-
tion with commodity specialization, The importance of tank-automotive
procurement broke down the functionel orgenization in the Office of the
Chief of Ordnance.  The same thing happened in the Office of the Quarter-
master General in the fields of subsistence and fuels and lubricants.

In the second place, there vas & tendency. to glve separate attention
to the functions of research, procurement, and distribution. ZEven where
all three: activities were lumped under a Director of Supply, a&s in the
Medicel Department and the Corps of Engineers, the next dbreakdown of
responsibility followed thie functional differentiation. The Office of
the Quartermaster General begen with a single unit supervising both pro-
curement and storage operations at depots but ended up with two functional
units. “Both operations were on such a large scale in the technical serv-
ices-and both presented such different problems ~- the one involving re-
lations with contractors and the other a large materials heandling opera-
tion --‘thst functional specialization became necessary.

- In~the,third place, the actual purchase of supplies, involving the .
letting of contracts, all subsequént relations with contractors, and, of
course, the' storage operation, were handled outside of Washington This
was: different- from the practice of the Navy Department, where the indi-
vidual bureay headquerters in Washington directly let all 1mportant Nevy
contracts. - Almeost no Wer Department contracts were awvarded from Washington
The office of a chief of technical service was a supervisory office estab-
lishing programs and policies for, and following the performance of,
field offices

Field Organigatio

Geographical decentrallzation became a fixed pattern in War Department
procurement during World War I. In the Civil War the Quartermaster Corps
completed a procurement pattern which assigned country-wide procurement
on & commodity basis to individual depots. The purchase of all cotton
duck, .saddlery, and other general equipment, for example, was the respon-
81bility of the Jeffersonville Depot and it remained so even throughout
World War II in spite of the inconvenience involved in getting to Jeffer-‘
sonville, Indiana.

. Ordnance procurement was decentralized to 13 district offices in
World War I at the special Insistence of Edward Stettinius, an advisor
to the Chlef of Ordnence. This served &s a pattern for the procurement
operations of other Eechnlcal gérvices. This field organization provided
for the purchase of all types of supplies within an individual technical
service on a geographical basis. An Ordnance District Office purchased
small arms, artillery, and the coiponent parts of ammunition. The dis-
trict offices, however, had no responsibility for the supervision of
Ordnance arsenals or of government-owned contractor- -operated plants.

_7-
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Powder, plants and ammunition loading plants likewise'fell outsias The T

Jurisd‘ction of’Ordnance district offices.. With these'exceptions the
Ordnance Departmernt ‘mhintdined 1te 13. district offices ihroughout worid N
War II.* 'On 'tHe other hand, the 0ffice, Chlef .of Ordnance-— Det o t e
bought automotive ‘and tank equipment . on a cenxralized basis ﬁhrougho
the Unlted States. Occa31onally it reguested the aesietance of the dis
trict offlces in the procurement of particular automotive supp%ies' :

' The, Signal Corps ‘likéwise began: with a geograpbical organizatlon o
with procufément district “offices in. Philadelphia, Birmingham,.Chicago S
and San Fran¢1s8éd.“- The- complexities of ‘communications. equipment, arising
largely out of constant changes in models:- resnlting from. technlcaL im-"‘
provements, quickly brought a change. Instead, three procurement’ offices
vere established specia1121ng in ‘@ifferent types of equipment. The .
Philadelphia depot ‘purchased telephone eupplies, wire, and ragdio; equipment
Ft. lonmouth became the’ center not.only -of electronics research but’ of -
electronics procurement “Thé. procurement off'ice .dn Daytcn located at’ wrigl

hField specialiZed in the'proourement ef all communicatione equipment for '
*eircraft 4 > T

From the ‘Point of View: of‘the purchaeing~reeponsibility of tﬁe Chief
Signal Officer this last was a "misteke.” The Army Air Forces afgued
that since all Signal Corps procurement for aircraft was concentrated‘et
Wright Field it had become in effect & part of AAF operatiene,,‘Accordingl
_,.the Army Air Forces requested the trensfer of the entire’ of fice’ from ths -
'Ch;ef Signal Officer to the Army. Air- Forcee, -and-thie.vas_ gpproved by the
Députy Chief" of Staffiin: ‘Auguet) 194k .: ' The tramsfer jas.. com@iete",
1 April 1945, " The Signal’Corps’ might:argue: that, the,, Uright Field
had” obtained miich ‘assisténce from Monmouth and Philadelphia, b
curement tranefer was effected just the same.

A8 a resulty che Signai Corps: ended the warewith.a procurement office
in Philadelphia and one at Ft. Monmouth,each for the most part specializin.
in two different fields of procurement. Procurement inspection ‘zones
provided d special arrangement for handling contract. administration on an
area basis. Production expediting wag similarly handled.

The Chemical Warfare Service began the wer” with five procurement
offices located in Boston, New York, Pitteburgh, Chicago and San Fran-
cisco. It ended the war with six such offices, a new one being added
in Dallas. Even so, there was a trend toward commodity speciallzation
among these offices. Thus the New York office became the center for re-
latione with" the" chemical industry as a whole. The other district offices
largely became administrative offices handling chemical contracts after
they had been awarded. The Medical Department began with four district
offices loceted in New York, Chicago, St. Louis and San Francisco. It

*These. distiict officee were located in Boston, Springfield, New York,
Rochester, Philadelphie, Pittsburgh, Blrmingham, Lleveland, Detroit, Cin-
cinnatd , Chicago, St. Louis, and San Francisco.



vnded vwith a single procurement office iIn New York City, with the St. Louls
iepot serv1ng as & sub-procurement’ office.

‘Because of the office shortage in washington the Chief of Transpor-
.ation had to locate the bulk of his procurement supervisory force -in
‘incinnati. This became the center directing the procurement of trans-
ortation equipment. For the most part New York and Cincinnati divided
etween them the purchase of reil supplies and boats, with offices in
lew Orleans and San Fraricisco participating in the procurement of marine
iquipment. .

The Corps of Englneers did a good deal of shifting around in ite
‘ield organization. It started the war with supply sections in Engineer
iistrict offices in New York, Philadelphies, Pittsburgh, Chicago, Mobile
nd San Francisco. The district offices were the local offices handling
onstruction as well as civil activities on rivers and harbors. In 1943
,he Chief of Engineers established 10 Engineer procurement divisions,.
itill utilizing district office facilities dut providing a distinct chain
f command. In 1945 procurement was for the most part assigned to divi-
ilon engineer offices. There were. 1l such-divisions in the United States.
;ven these offices tended to speeialize. ‘Thue the New York office pur-
:hased air compressors on & nation-wide basis. On the other hand, boats,
;ools, bridging equipment and other suppliea tended to be purchased on
. straight geographical basis. Lumber procyrement was separately handled
;hrough three offices in Atlanta, Memphis, and Portland, Oregon. This
s & joint operation with the Navy Department. '

As mentioned previously, the Quartermaster General began the war
rith a traditional arrangement whereby depots purchased types of commodltles
m & nation-wide basis. Separate market centers handled the local procure-
ient of food under the  -general direction of the subsistence offlce located
it the Chicago depot.  ‘Interestingly enough, this nation-wide procure- ,
ent arrangement produced consilderable criticism from certaln geographical :
reas. Thus the textile industry in the south was inclined to believe
hat the Philadelphia depot favored the New England and New York indus-.
ries over its own erea. And there was some complaint about cotton duck
rocurement from Jeffersonville. A newly developed clothing industry -on
he west coast felt even more geographically isolated. Such criticism
nduced the Quartermaster General to establish procurement districts in
is more irportant depots such ss Atlanta, Kensas City, San Antonio, and
iakland to serve as administrative areas for local procurement directed
1y parent depots in Boston, Philadelphia, or Chicago.

This brief review of field experience presents two general subjects
‘or consideration. The first is the problem of reconciling geographical
r aresd conslderations in yrocurement with commodity specialization.

'he war experiecnce wes replete with various adjustments of one to the
ther.

In the second place, the relation of procurement to depot operations
g a constant concern. This. became mors evident with the introduction
n 1944 of the Supply Control System.: The essence. of this system was the
alculation of procurement requirements upon the basis of distribution
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exper_.ence. The Quartermaster General used depots as procurement centers.
The Ordnance Department had almost.no organic: ‘relationship: in the fleld
between procurement ‘on the' one. hand and storage ‘tnd distribution on the
other. 7Yet, on one occasion; ‘when emmunition supply became c¢ritical, a
central ammunition office was, created in St. Louis directing .the procure-
_ment, loading, and- dietribution of ammunition. ‘For-a time in l9h5 about
50 per cent..oftha: ammunition ehipped overseas’¥ent directly from load-
ing lines te portsioft: embarkation for: immediate‘transport. Bringing
about cloeer relatdone between procurement and distributlon An the field

_ ices at the end of: the war .,

Miscellaneous Organization Problems

o Two other cheraeteristiCs of procurement organization by technical
- géy 1ces should .be- mentioned in passing. For the most part, the technical
services procured eupplies for the uge. of the combatant arme - This was

The Medical Department wes especially concerned with' the procurement of
supplies and equipment” for'use by medicak- -officers, but even it obtained
“items for issue to and-uss by Andividual soldiers.- Englneer eguipment
was used - by Engineer-units of the. Army Ground Forces as ‘well as by Ingi-
' neer. units trained under the Cnief .of .Engineers. This'was true, -also of
Signal Corps equipment.’ Transportation equipment: was,’ for the moet part,
used by units, trained under the Chief of Transportation.j\;

R
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developed between the procuring serv1ce and the using service. ..There wert
occasional instances of disagreement.: Certainly- there is nothing in:the
record of World War :II which 1ndicates that a procuremént gervice .at.any -

~time opposed the intreduction of new. and: Jimproved equipment ﬁor the coms.
batant forces. . Indeed;" the’ Ordnance.Department can point ‘Yo its work
“in the develOgment ofthe heavy tank which: precéded the final. demand for-
“such” equipment: from. ground forcés OVereeas.;nOrdnance estimates of the. -
need for. heavy artillery proVed in the long .run'far more accurate -than:
“those of the :Army Ground’ Forces.a The combat ‘boot wasg’ originally develope
by the Quartermasteerorps, rejected,by the Army Ground Forces, and later
adopted throughout' the Army ‘on the basis of need demonstrated overseas. -
There might be .long end ‘even acrimonious -debate - between“the tecnnical
services and the using arms about who was. responsible'for various pleces
of equipment Such debate would be of little usefulness

What 1s important is simply thie‘h The tecnnical services at all
times recognized that ths . using forces were the final arbjter -of what
should be procured and on what scale. Relationshlbs vere qulte close.

It is unlikely that any charge w1ll ever s made’ that the. procuring serv-
ices. hampeicd thc.acvelopment of new military equipment

The Army Air Forces e an outstanding 1llustration of a contrary
practice in the Wer Devartment. It insisted upon its own procuremsnt.
of aircraft and all vital aux1liary air aupplies. -The Army Air Forces:
followed the centracting, purchasing, renegotiation and termination et

Lo
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Policiss and procedures developed within the Army Service Forces. Other-
wiss their procurement operation was quite di ferent from that of the
seven technical services. :

. Sécondly,the purchasing operations of the technical services were
intended to meet virtually all military supply demands. This could not.
be entirely accomplished. Overseas commanders were encouraged to develop
local sources of supply in order to alleviate the demands upon overseas
shipping ‘space in the first pldce, and upon American productive resources
in the second place. Local military installaticne in the United States
purchased many types of supplies directly from the .local merket. This
was the established pattern for the procurement of fuel and was so recognized
and controlled. The game was true of the procurement of coal. Many
.building supplies for maintenance operations were purcnaeed locally, and
uthe same ‘was-done for automotive spare parts.

" This. local procurenient became & major problem ‘before the war wes
done. With growing shortages in the civilian economy, much criticism
was leveled at military purchase of items on the local market. Such a
situation can be anticipated in the event .of another war. More and more
attention had to be given from 19%3 on to the imposition of new controls
on local procurement. Oftentimes a malfunctioning of the Army distri-
bution system led individual military installations to resort to local
procurement of supplles. This was recognized as an undesirable practice.
Fiscal controls, improvements in the Army distribution system, and actual
prohibitions upen the procurement of certain types of items had to be
used. This whole subject will demand greater attention by the procure-
nent organization of the future.

Conclusion

- Thls present discussion has not dealt with all phases of procurement
organlzation. No attempt has been made, for example, to mention the
varieus problems of procurement cooperation with the Navy Department
or of handling procurement relations with the War Production Board and
other civilian agencies. Rather, the major issues in the procurement
organization of technical services have been briefly reviewed as a basis
for moré detailed discussion to follcw.

It has not been my intention to propose specific answers to the
problems which have been raised here or to make recommendations about
future procurement organization in the War Department or within technical
services. A number of recommendations have already besn submitted. The
Army Industrial College hss mede proposals to the Under Secretary, General
Somervell when retiring as Commanding General of the Army Service Forces
made specific proposele about procurement crgenization, and the War De-
partment has had other recomusndations put forward by an official board
rresided ovsr by Lieutenant General Patch.

At the szme time, there would seem to be at least five principles

which must underlie the future organizetional arrangements for procure-
ment within the Wer Department.
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1. Procurement must‘te recognized as.a single fuiction. There must
be common leadership providing procurement goals and establishing pro-
curament policies and procedures. .

2. Procurement organization must continue to recognize commodity
differentiaticns. There is & need for commodity specialization, since
there are fundeamental differences in. the characteristics of such various
fields as ammunitien, tank and automotive equipment, food, fuels and 2
lubricants, axd medical supplies, to mention only'a few

3. - There" will have to be an improved arrangement made for handling
the common procurement problems which arise in’ prcdnction areas outside
Washington and which do, not ‘follow along commodity liries.. The lebor =
supply problem is the outstanding 1llustration, although. undoubtedly o
much can be done to reduce unnecessary -overhead where several proourement
offices aré located close to each other, and to eimplify. relations with -
contractors. - The oontract termination program end the inspection’ arrange-
ments, not to mention. the i9h2 agreement whereby the War Depertment turned
over all facility surveys ‘to “thé regional offices “of - the -War . Productioh
" Board, "~ illustrate ‘phases. of ° ‘the procurement. operation which can bé o
handled on a common basis Within a geographical area.~ﬁ»..,, N 4d;‘f’j"d

Y, Procurement mnst be' closely tied to distribution.- The war ex—
perwence ‘Fevealed that there is no clear dividing Lline ‘between the func-'r
tion of procuremsnt on. the one ‘hand and storage and lssue.on the ‘other.' T

two merge  into the common problem of: supplying combatant forces with glr-"
that they need for effectlive operation against the enéiny:: - Moreover,, j,'”“
distribution experience must serve as an important elemsnt~in determinin8
procurement requirements. . -

'5. The-experience of the technical services indlcates that procure-
ment does not have to. be. performed-by the using arm. Nonetheless, T
search and development and the determinatilon of requirements must be .
accomplished with. the closest cooperation between the using arm and the
procuring service. . S S . Co

Many different arrangements cen be made in organizing procurement
operations while recognizing each of these fundemental principles. Un-
doubtedly in ths years ahead, all of these subjects will be carefully
debated and & number of different ‘propoged solutions tried. Fortunately
organization never. needs to be a final. proposition. There is room for
experimentation while searching fox- satisfactory solutions. Such
experimentation, within reascnable. limits, should be encouraged in the
years ahead : —
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