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. LECTURE TO BE GIVEN BY GENER:4L HARDIGG, INDUSTRIAL COLLEGE, 7 May 1947.

I havé been asked to talk about the eperations of subsistence
during the war, and especially to discuss (1) allocation methwds
used in comnection with the food requirements of the military and
civilians during World War II, (2) the ﬁechniques involved in-
issuing food get-aside orders ahd other controls, (3) coordinated
kprocu:ement achieved in subéistence in World Yar II.

I shall not attempt to cover the many changes in food control
during the war. The power to allocate food for a&ll purposes was
delegated to the Zeeretary of iAgriculture by fxecutive Order 9280
of 5 December 1942, | |

REQUIREMEN?S:

‘These are probabiy an old story to you, but, as in all other
supply programs, the first essential to succsess 1s an accurate fore-
cast of reduirements, This includes not only requirements for con-
sdmptiéﬁ but also suppli;s to esﬁablisﬁ and maintaiﬁ stocks and to
cover thoss'suppiies in transit.“ : |

The first step in sabsistehc; reéuirémenés is to establish
menus for overseés theatérﬁ and for ihe zone of the interior. I
assure yoﬁ thét the soldiers will eat’better if £he ﬁenué dictate
the supplies purohased rather than have the supplies purchased
dictate the menus., From the ménus wé easily determine the guantity
of each item of subsistence needed for l,OO’ rations,. The meﬁus do
rot have to remain rigid, but can be changed to su}t climaticrcon~
ditions or to sﬁit gombat conditions.,
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Some requirements, such es canned fruits and vegetables, must
be forecast more than a year in advance, as fruit and vegetable can-
ning is seasenal and they are packad only once a year. Other items,
such as fresh fruits and vegetebles, are purchased from day to day
on the open market and requirenents are stated only a month in advance
for procurement purposes,

The forecasts of subsi§tence requirements worked veiy well,
indeed, when we consider the constant changes that wers gsade in the
projections of men to be in the Army.

One important element in subsistence requirements is the high
degree of substitution that is possible. Caﬁned pears are squally
as acceptable as cannéd apricsts; and roaét turkey is és accéptable
as roast chicken, 1f the soldler does not get any item so often as to
tire of it,

ALLOCATION METHODS:

¥hile the allscations wers not the same for 21l items, the
prineiples did not vary. Each cléimant agehcy (the ¥ar Department,
Nazvy Department, Marine Corps, Department of agriculture, Ear Ship—
ping Administration, Veterans administration, etc.) submitted its
requirements to the Pepartment of agriculture, Thesé were compiléd
and compared to the total of the estimated supply of the item., &
meeting of the Requirements Committee was then held to make any neces-
sary adjustments that appeared necessary before the formal apProvat
of the sllocation was made,

Perhaps it will be well to diseuss the allocztions of canned
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fruits and vegetables that were actually made in the Subsistence
Division, although the approval of the allocations and the issuance
of the War Food Order were under the Sscretary of Agric uLt re,

Canned fruits and vegetaibles are an extremely important

item cf food supply for the armed forces overseas. . We can and did

mit the use of them in the zone of L

I.,,l
oo

products were availablc for uur 1y to the armed forces. Their

reat importance to the armed forces was recognized by all concerned,

0q

and at no time did we have difficulty in securing the sllocaticn cf
cur reguirements.

Since it is Important to have the seb-aside crder in effcct

at the beginning of the packing season, the reguirements of all
& &y I vy 3 4

agencies from the season's pack would be called for in the suring,
These would be tabulated and the totnls comparcd with the anticipated
J.

or the scason. Representatives of all agencies would
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then attend a meeting, vhere the reculiremenis were adjusted., Few

pecple realize that the pack of fruits, and to z considerable cxient

the pack of vegetables, depsnds on nature and the season, and cannot

cherries, peaches or any other troc fruit beyond these avallable
from cxisting trees. Ve can influence the proporticn that goes to
Jam and to frozen fruit, bubt we camnot incrcasc the total.

ach claimant had his favorits fruit.

. - . T

canned figs, and was always given the licon's share, The British

alwzys wanted 211 the apricots they could get, and we always had to
2
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trim the allocation to the War Food Adrunlstr tion which included

the British requirements., The Army liked ple cherriss,

¥

sentatives In the meeting would adjust their requirements bhetwaen

items, so that cach roceived his total regquirements of fruit in pounds
and 28 necarly as possible in the varieties desired. At the same time,

R ]

the balance available to the civilian requirements was kept in view,

Ny

in order tc insure that the supplies available to them were reasonably
balanced in the major items. Vhen the requirements had veen agreed

: the

(“7

upon, they were taken fo the Department of Agriculture, wher
actual allocation was made, and the Department issued the War Food
Order calling for the set-azside of the necessary npercentages to cover
the rements of all agoncies,

Ir the vear 1942, the set-aside percentages werc aprlicable
to the amounts of the 1942 or current pack. Due to a deliberate
increase in the set-~aside percentages to providc against any shortage
in the estimated preoduction and tc provide for any increasc in the
mobilization rate; and also duc to an excellent scason and a pack
exceeding the goals in several items, the Army found itself as the

purchasing agent for all Government agencies in possession of supplies

in excess of its needs in

agencies had been apportionsd only the amounts inecluded in the
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regquiremcnts; conseguently, the Army was in posscssion of
the excess. Tho actual meobllization was far in excess of the program
on which the recuirements had been based, but the additional amounts

needed for the additional men wers not sufficient to absork the

excesses in some items of vegetavlos., The excesses were the cause
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of considerable publicity and criticism, but were abscrbed the
follewing year without rnoticeable loss, TFor 1943, and succeeding
years, the set-aside percentages were applied zgainst the previous
year's packs. This worked well, as it gave each producer the exact

amount of his set-aside at the beginning of his packing season, and.
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ments. + will be confusine if you attempt to follow the

bt

percentages of the set-asides and the production of the same year,
as the percentages always apply to the previous year.

The allocation of other items followsd a similar pattern,
although the timing variéd with the item.

The Army was always able to obtain the allocation of food
supplies to meet its requirements. OUnly conce was its allocation
hat case was on ils reguilremen
of meat for the second guarter of the calendar year 1945. An attempt
wag made to cut the allocaticn of meat to the armed services, and it
was necessary to appeal the cut to Mr. Justice Byrnes, who was the
Director of Economic $tabilization, He confirmed the allocation of
the full requirements to the armed services, as otherwise it would
have been necessary to cul the rations on this most important item.

In submitting its requirements, the Army fcllowed certain

1. Tt kept informed ocn the supply situation and, -
insofar as possible, reduced its requirements of short items by
substituting items in more plentiful supply.

2. Its requirements were honest requirements, exactly

what was needed - no more and no less.




3. Tt was always ready to make the basic data on

al

stocks and requirements available to those meking the allocations
and to give and take whers the scldier's rabion was not lmpaired.
Since the armed forces enjoyed first priority on thelr food
needs, it was necessary that only the scldier's ration be included
in the requirements. Rarly in the war, the policy was established that
officers and scldiers liﬁing with their dependents and maintaining
homes would be rationed on exactly the same basis as the civilians.
Eany amusing incidents arose. A Sergeant at West Point, living with
his famllw in Highland Falls, wanted his coffee rationing coupons
increased Lo the soldier's ration ellowance, but did not insist when
1t was sugge gsted that if whis ccffee waé so important he should eat

with his organization. The post h,unangeo, rost restaurants, war
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plant cafeterias, stc., etc., were constantly trying to get
wants of sugar, meats, coffee, and cther scarce items from the armed

services allocabions.

The sales of raticned items in sales
the war were governed by the same ration regulations ds governed the
commercial stores. Strict orders were placed in effect to insure that
Army dependents and those amployed by the Army did not enjoy special

e |

privileges. It would have been difficult, if not impossible, to have

iy

s

mdﬂnfalnnd the priority enjoved by the armed services if
and large allcwances in the soldier's ration had not been reserved for
those actually in uniform and actually subsisted in messes. Actually,
those of us liv i,g at home were woriking and living under the same

conditions as the civilians and were not entitled to any specisl

consideration,




TECHNIOUES INVCLVED IN ISSUING THE FCOD SET-ASIDE CRDEES AND
CTHTR CONTR.Lo: ‘

The method of arriving at the total requirements of 211
Government agencies has been explained. These were ccmpared with the
supplies expected to be-available and the percentage of the set-zside
necessary to make the required amounts available to Government
puréhasing agencies was determined. . The Deparitment of Agriculturc
then issued the set-aside order or aubthorized the purchasing agency
to.use priorities to the amounts of its requirements, In general, it
is much more equitable to industry to use seb-aside orders than
priorities. The set-aside bears ecually on the whole-indusiry, where
a priority may be used by a purchasing agency against only a few firms

or individuals.

As a general rule, sat—aside orders should be used |
an item 1z in short supply and the tobtal reguirements of all agencies
is 10% or wore of the total supply. Speclal cases arisc where there
are a very limited mumber of suppliers and the pricrities can be
effectivelv used, but in gencral the 107

COCRDINATED PROCY

Frior to the war, the Army stocked no subsistence In its

depots, except canned meats and a few special items, It purchased
its needs from month to month for dJrvcv handling to the port or the
clic

using station, This was a sound busincess
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n the Army, scattered from Portland, Maine, to Manils, it would have

[

cost more for the Army to have installed a distribution system of its

o

own than it did to pay the profits of the distributing industry,

As soon as the mobilization was well under way, it became az

arant
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that ihe @rmv cot li not be cff1c1untly served by local or cven reglonal

procurement, since the large concentrations of men were in the arcas

o i

of small production and small distribution facilities. OSteps
were taken in 1941 to stock the depots with those items that did not

require refrigeration or special handling to prevent deterioration.

(n)

stence requiring

®

Even in World War I most items of subsi
refrigeration were purchased locally., A few major items, such as
peef, potatees, etc., were centrally purchased for direct delivery to

the using staticn. This did nct permdt a flexibility of merus, and

resulted in the use of s high percentage of cammed foods in Army messe
In 1941, the Quartermaster Corps sebt up a ket Center Syst

for the purchese and districvution of fresh frui

products, ,DALtr“, ezgs, meat, and olher

became necessary to establish large stors

guch as beef, butter, eggs, and choeese, so that the armed forces!

" CO

and they could reducs their purchsses or stay out of the market in

the sessons of low preduction. Its business promptly reached very

large proportions. As a matter of fact, the Ary used a

<

portion of perishables during the war than it had in time of peace.

if they could

they cculd have obtained from local

Cernter System made it possible for troops to obiain betber

les, dairy

have obtained them, and to buy them at a price that zllowed the liberal

se of citrus and other fruits, frosh vegetables,

o

the messes. It also made large savings in transportati a bies

znd prevented the distrubance of local divilisn mark

RESTRICTED



gquantities were required. I shall not ~tfempt Lo go into the
organization and operaticn of this verv intercsting organization,

It was in the ¥Yarket Center System that the Army and Navy
started their coordinated buying of foods, which gradually spread to

PO I

canned fruits and vegetables, coffee, camred meabts, canned milk, flour,

'3
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and other items, until between 80 and 90% of all the foods for the Nevy

(3

subsistence buying

and Marine Corps were purchased through the
organization,

F o P 3 N . ERSRL IR
the success of the Joint

purchasing of food important is that of personnel.
It was possible for the individusls in charge of the programs in the
services to cooperate to the bhenefiit cf all concerned. Of nexb
importance is rprobably. the scund organization. At the begimming of

the Jjeint effort, the Navy was asked to place a Navy cofficer in each

icer were

Varket Center serving Navy stations.
to present the requirements of fhe Havy and to see that requirements

ipplies. here purchases were
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were filled on time and with suit:

made for direct delivery to the Navy, this officer was

of paying the invoices and sccounting for the supplics.

supplies came from stocks, it was recessary for them to be transferred

in the usual manner, The Navy officers hs

operation of the Markest Center or for the

as this would have resulted in a division of

derket Center, Otorage stocks beyond the cavicity of the Ravy

facilities were storsd by the Army end transferred to the Navy as
required. In some cases wherc the Army was short, the Wavy would
transfer supplies storcd in its establishments for Army use,

-G -
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The joint holding of stocks reduced the tobal reserves necessary for
the armed services and made possible a better rcotation of stocks for
everybody,
It -secms to me that some of the nore imporbtant lessons
to be derived from the experience of the war are:
1. The tremcndous assistance of the men from industry,
first from the VWar Froduction Board and laver frem the mon wao cam

to the Army in uniform. Much of thelr busincss

applicable to the very large program nocssSsLly
the armed forces. I shall not attempt to nams namss,

would be too long.

supplics that are commercia
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2. The joint supnly of =l
or have immediste commercial counterparts will, in my opinion, work

Joint supply of subsistence,

wed forces must contrel the procurcment,

o

PO (PN P S s > bl rr e e
of their foodstulfs if they are te be
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other branch of the Governmend

enization to do this task cffectively.

suvplies which are snd which vary in

~ TN

availakility from day to day should be organized on the comuodity basis
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