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THE NECESSITY FOR RAPID DETERMINATION OF MATERIAL REQUIREMENTS 

@ J~nuary 1951 

CAPTAIN HARRISON: Gentlemen, this morning we come to the last 
formal lecture of our requirements course. I am sure that many of you 
are not quite happy with the determination of requirements process as 
to methods and speed; and, from what I read in the press, I am sure 
that other people are not. 

Our Speaker this morning is interested in this subject. It is of 
particular interest to him, because he was recently the chairman of a 
committee that submitted a paper on how to reduce the time between the 
approval of a JCS plan and the determination of military requirements. 
As you know, he is Chief, Petroleum Division, Munitions Board. He has 
had a great deal of logistics experience. It is a great pleasure to 
welcome back our oi~ friend, Admiral Biggs, who will talk to us on, 
"The Necessity for Rapid .Determination of Material Requirements." 

ADMIRAL BLGGS: Gentlemen, before we start on this windstorm, 
there is one ~hing I would like to make very clear; that is, I am here 
this morning in purely a personal capacity. Anything I say should not 
be taken to be the opinion of the Navy Department, the Munitions Board, 
the Joint Chiefs of Staff, or even the Petroleum Committee. 

Now, if any of you came here of your own volition, which I doubt, 
expecting to hear someworld-shaking, brand-new expos~ of the determina- 
tion of requirements, I advise you.very sincerely to make Yourself just 
as comfortable as possible and sleep with the minim~n of noise. 

It is a '~ell-known secret" that."the determination of requirements ~ 
in the military establishment has been probably one of tile most overworked 
phrases in the Whole Department of Defense. Miles of type have been 
expended On %t.. :Some of our finest columnists and editorial writers 
have covered acres of space to develop the theme that a large proportion 
of our troubles, both national and international, can be traQed to the 
lack of a statement of military requirements. There is one great difficult~ 
as I see it, and that is that none of us use the expression with the 
same connotation. All of us have a slightly different idea of what we 
are talking about, 

Now, the very much overworked computers o.f requirements in the Army, 
Navy, and Air Force have been making the welkin ring for lo, these many 
moons with these.questions: "Requirements for what and for whome? Are 
we preparing these figures for the Joint Chiefs of Staff, t,he i~iunitions 
Board, the Bureau of the Budget, .the National Security Resources Board, 
the appro'priations conmlittees of Congress; or, perchance, does our ' 
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Secretary have to make a speech to the Congress of Industrial Organiza- 
tions or the National Association of Manufacturers? Or is it pcssible 
that some lon~-suffering operational commamde~ i~ ~oin~ to have to base 

some of his decisions on these figures?" 

Now, the terrible fact is that the results of these computations 
may be used for any of those purposes. Does that complicate the matter? 

It most certainly does. 

Some of the things that we would like to know about these figures-- 
and th@ computer wants to know them too and frequently has great diffi- 
culty in finding out--are: First, who wants the answer? Se~cond, what 
will he do with it when he gets it? Third, what will be the effect upon 
military readiness in so far as my particular military department is 

concerned? That is what he wants to know. 

I believe all of us are pretty well acquainted with that$,, eternal 
- 

cry from the front office, "Where are those budget figures We have 
been harassed with those things since time immemorial. It has to be 
done. It is part of the business. But that particular wolf has camped 
outside our door so long, beyond the memory of the oldest of us, until 
we got pretty used to him. In fact, we have practically taken him in 
as a member of the family. But, like that stray cat we took in some 
time ago, we now have a whole family of eats or wolves and we have to 
detail an expert to listen to the various howls and try to identify 

them. 

Nhat has brought this about? The thing that ?~s brought it about 

is a change in the character of wars per se. You don't just figkt a 
war these days with an army, a navy, or an air force. You have tO fight 
it with all the industrial capacity and with all the human and other 

kinds of energy that is available to you. 

You cannot superimpose your military requirements, even after they 

are determined, on top of the national economy just as a layer. There 
• o licated orocess of integration that has to be gone through. 
is a c mp • - ~ ' ~  ,~+~ ~ r ~ ' Y "  essential civilian requ irements and your 
Unless ~ne in~egrao± . . . . . . .  a . . . .  . . . . . .  .~ ~ . . . .  . . . .  le at a point where 

r r~ uirements is done, you may ~±~u ~ . . . . . . .  ~.. milita y q " - ......... ~ +~erebv vour miil~ary 
your essential civilian suppor~ has co±±ap~eu ~ .......... 
has been rendered practically impotent. 

If we consider this concept of total war just a little more, take 
a quick look, we find many other things. We observe that there are 
numbers of vital materials which lie outside ~he United States. In order 
to get those materials, we must make some sort of arrangement, not only 
with allie ~d powers, but with associated ones and with these peculiar 
new ones, the benevolent neutrals. It is going to be extremely difficult, 
I am afraid, to make that type of arrangement without having a rather 
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definite idea of what we want; and, furthermore, some sort of a 

relationship between those vital elements and some determination of 
their degree.of Criticality. 

We seem also to be getting some notice about this war situation. 
Heretofore we have been proceeding, I believe, on the concept of an-all- 

out~ unexpected, sudden attack. As a result we have been making certain 
plans and certain assumptions~ and those are based upon that philosoohyo 
As a result we have gone through the cycle of a planned infeasibilit~. 
and then writing another plan which is worse than the first as ~o feasi- 

bility. However~ at.the present moment it seems to me that we are given 
a little more time~ Certainly the danger signals are hoisted° Therefore, 
if we have a little more time~ wouldn.'t it seem appropriate tS~%t we get 
our basic plan lined up~ that we pr~sent our requirements under tha.t 
plan~ and that then we join with t~e other agencies of the Governmenv in 
making the basic decisions? R~aybe we haven't enough time, but at lea'st 
we have more than we had beforeo 

The next q-u~astion i s~ In }ghat terms shall these requirements be 
stated? Here we ha~re to go back to "Who wants the answer, what will he 
do with it. n ~ 

. a a what will be the effect 05.' the use of this answer on 
military readiness?" 

There are three very broad classifications under which we can state 
requirements. The first one is the cost--moneyo The next one is end 
items--items ready .for military use. The third one is basic :materials° 

The Bureau of the B 
udgec has been in the dollar business, as I said 

before, for many moons. ~o one of the first things it v¢ants to know is, 
How much does-it cost? The formulation of a budget is the basis from 
which stem tax iaws~ appropriation laws, ,'-md many legislative acts b~aring 
on our national economic health~ That is really where it all starts. 
So the congressional con~nittee wants to know, How much do all these itsms 
Cost? What are you going to do with these items? and ~.qly, oh why, do 
they cost so much? Quite properly,. thos~ answers have to be ~urnl~ned.~ " ~" 

What are the. operational f~ctors in our delivering that answe~r? 
If' too much emphasis is laid on one item; it is rathe1: obvious that it 
is going to weaken the others. If you emphasize too much getting air- 

olanes, you may find that you have airplanes and no gasoline to out in 
them. You ca.u make your o~m decision under the table, so to spe~k; but 
*vhe~ you present it to the Congress, you have to show the relationships, 
so that you can get a balanced answer, so that you don't have too much 
of one thing and not enough of another. 

-So much for this dollar business° It is obvious t}~t this is one 
type of answer that could be used for a certain type of activity, but I 
don't think you would insist that it has unlimited use° 
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The end item is the next thing, items ready for use by the military 

services. At one time or another we have all seen Joint Chiefs of 
Staff plans, and in one section there is usually a set of tabs called 
"force tabs," I believe,, Those force tabs are a statement oi' zhe 
military requirements--one big Army, one big Navy, and one big Air Force. 
They are very excellent euphemisms for the ~ubliC speaker who doesn tt 
have to define what he means by "big" and doesn ~t nave to explain what 
he means by the plans. I am probably the outstanding, representative 
of that animal a'b the moment. ~ether or not I remain in that category 
in the opinio~ of a lot of people inevitably doesn't make much difference; 
but, unfertunaZely, this sta~ment of requir~ments does raise a principal 

question. The question is as to How many tanks, how many airplanes, 

how many ships. 

Now, the Army needs tanks ~d trucks~ the Navy needs ships, and the 

Air Force needs airplanes; but each on~ of them needs personnel and 

more personnel° So there is another zype of requiremsnt. 

The Joint Chiefs of Staff want to know right away how much equip- 
ment it will take to equip this "force tabs" force. ']?he Munitions Board 
wants to know the requirements for personnel and everything else that 
goes into this plan. What use can them m~ke of ~hat information? At 
least the Joint Chiefs of Staff can figure out some time phasing of the 
military operations which they expect to conduct. The Muniticns Board 
can figure out where the bottlenecks are in the most critical items. 

That is a concun~r~ation devoutly to be wished° 

Even if we knew the dollars, nhe number of L~pes of end items, 
and some information as to the capacity of the actual production lines 

for making these things, we s~ill would have a ~remendous gap in our 
answer. Where are the basic materials that go into the steel sheets 
and the aluminum sheets and wD~t-have-you? Where do we ge~ them? 

After two-world wars the United S+mte s finds itself in. the position 

of having the indigenous supply of a lot of -chase 'vital materials 
reduced° You don't equip armies, navies, and air iorce by the mere 
matter of setting a production goal and -then setting up production lines 
to build the materiel. There was a time whe~ we were in that position. 
Now we have to plan all the way back to the basic materials, through 
• the end items and the personnel, till we ge~ back to such things as iron 
ore and bauxite, until the day when that finished item is delivered to 
a trained man in a unit, and there it becomes a soecialized charge 

against our oroductive capacity and our sources of energy. 

In order to. plan for those basic materials, we must have some sort 
of current estimate of the civil and military reeuirements. How do you 
arrive at a current estima'se when the national and international picture 

is changing almost daily? I think you are going to have to do it by a 
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system of quick approximations for certain purposes. When you get down 
to the operational level of any particular campaign,, that is something 
else again. But in order to make these approximations what machinery 
have you? 

The Air Force has had under study for a considerable period of time 
a proposition of the use of factors and multipliers. It takes a large 
air unit and reduces it to its component parts. I think that is an 
approach that will yield results. Recently the Signal Corps of the 
Army got out a very interesting and useful study on electronics from 
the standooint of breaking it down to the resistors and what-have-you~ 
and from there to the brass manuf~cturors and so on, It does it on the 
basis of money, but it ind{cates an impact which can be translated into 
something useful° The Navy has its tables of functional components for 
advanoed bases, its factors for consumption; this .and that. Unilaterally 
we have a lot of information. The boys in the back rooms in the technical 
services and the bureaus have a lot of tools tl:~a~ they use. 

For some reason those tools dor.~t get sold high enough up the 
echelon, in my opinio m. Why don~b they? One of the principal reasons, 
I think, is that these same p~)rsonzel are so busy putting out "current 
brush fires," to the detriment of the advanced planners. You can't do 
everything at once° Therefore it would seem that there should be a 
central office somewhere with separate personnel who can ride herd on 
these boys and make a continuous study of procedures and make changes 
where necessary. That might mean 500,000 dollars a year on each study. 
I don't know whether that is so much or no~ whom we are talking in terms 
of 50 billion. 

The Air Force recently established a directorate in its headquarters 
to attack this, I think, along those general lines° However~ that again 
is a unilateral activity. The Army and the Navy have organizationally, 
on the books, a central outfit to take care of this trouble° But I 
personally doubt that they have the ne0essary authority to convince the 
technical services and the bureaus that they should make an effort to 
make the work easier for these central Offices° 

I~ order to start the general melee, I am going to road a small 
excerpt from a staff grou p report dated 28 February 1950, which probably 
most of you have seen. 

"Based upon conuments and recommendations obtained :recently 
from the military departments; it appears that the most pronounced 
and influencing factors bearing directly on the requirements 
determination problem fall into three main subjecz areas. Briefly, 
these three main areas may be described as follows: 

~:~ ~;~ ~ lJ ~ i~ .... ~ 'I~ ~: 
c~ ~.t ~ ! ~  &~ ! ~ 



Or~nizational and functional problems: The staff 

elements of the--~[i-~r-~--'~6~t~'~nt-~_ are organized and operated 
with predominant emphasis on dealing with current problems ~,~ven 
at the expens~ of essential advance planning. This situation is 
aggravated further by the dual ,assignments of operational staff 
work and pl~.nning staff work to the sa~e individual and staff 
segments. The pressure of current ,~vents results in the subordina- 
tion of systematic and adequate logistic planning in favor of 

'current brush fires. '" 

"b. Plan~ing factors problem: In order to compute 
quantative toque're m~r-~-~'~*~i~nT'~r even thousands of items 
in an ~x editious marn~er it is necessary that 'the computation 
process be reduced to the maxim:~n degree ~o a factor multiple 
process. ,/~ might interj~)ot hero that this factor multiple process 
is used ~o~'a ~:reat extent in the three serviGes.~ It is by this 
means that prior experiance is injected into th~ calculation for 
each item in a systematic mar~er~ The~.,e appears to be an acute lack 
of acceptable joint planning factors /~ emP:hasize the word "joint"~_ 
and requir~ ~,ments tables and a signifi'c--ant lack of such planning data 
suitabl~ for logistic planning and expeditious requirements computa- 
tions in the military departments. Short-cut methods for com?utation 
of materiel requirements are pbssible only if the majority of the 
problem elements /Jhis is the big one~ have been resolved previously 
and reduced to the form of usable an~ acceptable factors, tabula- 

tions, and ntunerica! relationships~" 

That is the big job that the direo ucorate that I mentioned in the 

~ir Force is attacking. 

"o. Procedure and conm~unications problems: _/~his isn't 
radio commtunicati--ons.--~ In order-to de'-----velop, in a systematic manner 
all the many elem~nt~ of a sound logistic plan and ~he related 
requirements computation, it is imperativ~ that clear-cur operating 

• " e the par~s of the 
' e proceaur.s be prescribed and enforced or els 

r~sulting plan and computatiorl will not mesh in proper relation° 
Such prooeduros are not known ~o exist in adequate form. is. the 
Joint Chiefs of S:taf.f, the ~unitions Board, or the three military 
departments at the prose, rib time. /~hat is February 1950 translated 
to January 1951._7 Considerable of~ort has been applied along this 
lin~ but no positive plan~ing procedures or planning outline has been 
evolved to guide the whole mobilization and war planning process for 
the Department of Defense. A plan developed in many parts, by succes- 
sive stages of development /~'hat is another quarrel 7 and by various 
organizational entiti¢~s, mus--t be divided into specific segments of 
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a pre-determined and pre-scheduled character or else undue delays 
and complications will arise in the planning and requirements 
computation process." 

There is a high percentage of gobbledegook in there, but I hope 
there is also a little sense. 

There accompanied this discussion a proposal that a central staff 
agency be established in each of the military departments and one in 
the Munitions Board, these central staff agencies to be charged primarily 
with the development of requirements data° That doesn't mean that they 
would figure "A plus B plus C" for any specific item. This development 
was to include the development of factors, methods, and procedures for 
the acceleration of the requirements computation process. 

At a much later date the following draft of a letter to the military 
departments along this line hit the "merry-go-round": 

"l. Under present conditions of partial mobilization, the 
determination of military requirements ass~mnes inmnediate urgency. 
/Vou can read that in the daily papers.7 Existing legislation 
provides authority for necessary contr~Is and o~her actions to 
assure the delivery Of military items. The delivery of these 
items, however, must be progrannnod in a manner which will hold 
to the minimum the disturbance of our economic stability. 

"2. The mere statement of billions of dollars required to 
carry out the military program, s furnishes no real basis for the 
exercise of controls nor expansion of critical industries. 
Requirements in dollar value can show only one broad view of 
possible effect on the national product. The determination of 
end item requirements (planes, ships, tanks, etc.) is another 
inadequate measure of the effect of military demands. The 
translation of end item requirements into basic materials is 
another partial answer. 

"3. All three of the above requirement statements are neces- 
sary to the proper functioning of the defense effort. Not only 
must these statements Of military needs be computed but also each 
military department must make a careful evaluation of the end 
result of the computation. This evaluation must include a considera- 
tion of the factors and methods used in the computation process. 
The extension of these processes into the field of mobilization 
and war planning is essential. 



~ : ~  "4® The ~unit, ions Board is charged with the responsibility 
of tAssembly and review of material and personnel requirements° • .' 
In addition, the Board is the ¢Isimant agency for the Department 
of Defense for these requirements. It is essential, therefore, 
that the Board be furnished not only the statement of requirements 
in terms of dollars, end items, and basic materials, but also the 
factors and methods used in the determinr~ti0n ~id evaluation 

processes of the military departments. 

"5° In order that the necessary requirement information can 

be furnished the Munitions Board expeditiously, each military 
department will provide a central staff agency charged with the 
development and evaluation of reouirement data. This staff agency 
shall be the pr, imary point of contact with the Munitions Board 
for requirements determination purposes° This staff agency must 
be clothed with the necessary authority to maintain a systematic 
review of factors and methods used in dovelopir.g requirements and 
the initiation of actions leadi~.g to the most rapid possible system 

of requirements dete rminationo" 

Gentlemen, I invite you to take it from there. 

QUESTION: Admiral, I wonder if you would comment a little hit 
further in connection with the Signal Corps figure of requirements for 
components. I have particularly in. mind a paper that I have to ~mite 
here on the subjec~ of determining the requirements of key components 

for stockpiling purposes. 

AD~iRAL BIGGS: The approach that was used in the Signal. Corps 
was that you took an end item, such as s. radar set of a certain type,. 
and s aid~ "O.K. I can build one of these for so much money°" Then 
you analyzed that set and said, "O.K. It has three cents worth of 
resistors per dollar in it. It has so many tubes° Each ~ube is com- 
posed of so much glass and so much filamen~ material, and' so forth." 
That was "the approach that was used. It ~as primarily on ~ cos~ basis. 

Having determined that you need a certain amount of tungsten for , 
various programs, ~ou take that and match it against your material 
resources of tungsten,, and evaluate the difference between your require- 
ments curve and your availability, and say, "All right. If I stockpile 
t,-~is much out here, I will geb over the hump; and in the interim we will 
develop other methods of producing maybe the tungsten itself or a similar 

t bin g •" 

They have gone through that on the materials end. to a greab extent. 
Our materials man made the statement yesterday afternoon that he had 
these material requirements, but somebody else i~ the hierarchy said he 
didn't have the end item requirements. Obviously the question was, 
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~nere in the name .of heaven did he get the material requirements if he 
didn't have the end item ones? I~ said, "Oh, I just used a multiplier 
process." That left me flat. I don't know what the multiplier was, 

Bu~ .the basio idea is the need--take airplanes, for instance, which 
are ?h~ big consumer of aluminum--to try to get a picture of ho~ much 
a~umlnum would be required to produce a certain number of airplanes. 
The Aircraft Consulttee in the Munitions Board has some pretty good 
information on that. Then take a look at our capability, the pipelines, 
to produce that basic aluminum. ~e have to go back and see if we have 
the bauxite to cook. But fro~r~ that figure of availability and the 
actually existing production lines and those thaz we are building, we 
try to make our stockpiling wedge look something like tha~ (indicating). 
That is the approach° Does that answer your question? 

QUESTION: That partially answers it, but there is one other 
question that I want to throw in there. Isn't obsolescence a very great 
thing in that requirements figure in the electronics field? 

ADMIRAL BIGGS: Yes. And it applies to airplanes too. 

QUESTION: With the rapid advaace of technology is it feasible 
even to determine requirements for key components? 

AD~IRAL BIGGS: I think it is, within limits. And the reason I 
say "within limits" is this: I don't believe, in spite of the experience 
and the ability of the people v&o write Joint Chiefs of Staff plans, 
that anybody would call it an exact science. It is, we hope, a fairly 
educated guess. Therefore I do not believe thaz it is necessary for 
you to go too far into tha~ detail. I think you can stay on a much 
broader bas i s. 

Now, as you know, in this electronics business you hay3 certain 
component parts° A type of rectifier, I believe, used to be about so 
square (indicating) and new it is about so big (indicating). In fact, 
we got it dov~i to the point where we can put it in a fuze. However, 
on the other side of this picture, we have several other components 
that used to be this square, and now we haw,~ to cut out a place so big 
(indicating) to put it in on board ship. ~,~e have had the progres~:~ going 
both ways as to the amount of critical materials that go into them. 

I don't believe we can determine our component requirements down 
to extensive detail, on account of this same obsolescence tha~ you 
point'out. But I do believe that we can establish a target to shoot 
at. 



QUESTION: M'g question has "to do with the accuracy of requirements 

determination. In any plan, strategic or logiItic= there are obviously 
supporting it many assumptions that are necessary to be made. These 
assumptions~ I presume, take the place of known faccors. They cannot 
be in all cases considered to I~ too accurate. Possibly a percentage 
of accuracy might be given° But doesn't the. accurate determi~lation of 
requirements depend on the accuracy of the assumptions? In other words, 
if ~ou are to assuz~e that these t}~ings are 25.percen~ ~ accurate, aren't 
we wasting time in attempti~ig -~o compute requlremen~s down to a thous- 

andth ora hundredth? 

AD)]IP,.AL BIC~3S.' If that is th~'~ best assumption we can make, then 

we have to take it from there. ~te take as many facts as we know. 

For instance, we would assIme a certain consumption of fuel for, 
let us say, a fast carrier task force, i use that example because I 

know a little some, thing about i't~ There are several ways that can be 
approac~ed. }We can make a set of asstumotio~s that the force .will steam 

at 18 knots in a relatively quiet sector= that the captain will speed 
up ~o 18.5 knots as he g~ts a little closer to the objective, and tie 

last 12 or 24 hours he .will stesm e,t 2.5 knots. Now~ we can take that 
set of assumptions and develop a rather detailed estimate of' how much 
fuel he will burn. Tha'b is one '~a.}' of doing it° However, on a plan~ing 
basis I have found from exp:sri~nce that one of ~.he better ways of doing 
that is to take the amount of fuel that was consumed by a cruiser assigned 
to a fast carrie.r ~ask force o'ver a period of 30 days of actual operation, 

divide it by 30; and from there in that vras the ms.gic wand for planninI 

purposed. 

I also fourd that the average speed for ':~ mont h~s operating with a 

fast carrier task force was 18.2 k~otso So, regardless of what the 
book said about how much fuel that particular tNP e of ship burns, it 

it was officially that. 
' d represen'~e i~000 barrels a day to me; and 

That is a d-ifferent approach+ We could hav~ assumed originally that 
vhis fellow would averag~i 18 knots, and taken a consumption or._ the old 
scale~ which probably would have given us an awful beating, because it 
was based on different things° But, u~]ti! those historical data are 
available to you, you must perforce, make an ass~uuption of the type you 

say. 

To work Dave over here into this for a minute--he had nothing to 
do ~ith i-b, but thG man who did ib was meteorologist. When we went in 
the Gilbert Islands in November 1943, I was annoying the meteorologists 
o~.~ how fast the ~,*.~ind blew in the Gilbert Islazids, because that had a 
very great effect on how fast the carrier had to go to get its aircraft 
in the air, The very be-st information we could get, using 50 years of 
statistics, was ~hat the wind averaged between 5 and 7 knots° So~ instead 
of figuring an aircraft carrier at 22. or 24, I had to fi[.ure it at ~7 to 30, 
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Well, that wind blew between, i0 and 15 knots the whole time we were 
down there, practically; and everybody made colossal fun of me when 
we got back to Pearl Harbor because I had 600,000 barrQls of fuel 
left over. Now, there is a typical, example of' your assumption, but 

that particular assumption was backed up by 30 years of empirical data. 

We will always have those assumptions to cope with. The best 
thing to do is the same thing I used to tell the Gum~nery Department 
when I was a gunnery officer. They objected because I insisted on 
their taking t~o minutes of error out of an elevation receiver. They 
said, "Several things can happen between here and the ~arget that will 
vitiate it." I said, "Yes, I know that; but only the Lord can control 
those, but you can control those two minutes of that elevation reoezver~" 
So the best we can do is to take care of those things that we do know 
about and then make the best educated guess for those tha-u we really 
don't know° 

QUESTI0~,I: We have heard much about the deplorable state o f  our 
present knowledge of reauirementso Sometimes I think it is exaggerated° 
But in .-any event, when we get into an all-6ut war~ it seems to me we are 
going to push the civilian economy to whatever it will ha~r~ The time 
element is very much a part of requirements. Ny question is, In what 

particular respect ~r what particular phase of our requirements problem 
would we be better off if we had working today the most perfect system 
of calculating requirements that any one of us could imagine? Do we 
know of' any particular field where we would be in a much better position 
today than we really are? 

ADMIRAL BiGGS: We!~, we could answer one question that has becn 
propounded~ Do we have enough synthetic rubber plants? Rubber is one 
item for which we have very definite essential civil and military 
requirements. We think we have an approximation on that° Of course, 
it applies also to the steel indus~ry~ because it takes so long to build 
a steel plant. The lead time in getting production facilities scheduled, 
when we are being told from some very high places to do i't~ is one very 
important item. 

QD~ESTION: Your air of frankness has given me courage to ask a 

question th~u~ I havenlt had the courage to ask before. This is on these 
material assumptions. In your last appearance here and again this morn- 
ing you said you have to translate all these requirements back to basic 
materials. That has been my personal life--basic matsrialso You have 
made the statement that we should make our best estimate on things we 
know and our best guess on things that God will take care of. One of 
the things we are supposed to know is how mush raw material we have. 1~e 
don't know our basic reserves within 35 percent° That is gospel° ~ere 
then is the value of estimating end item requirements for various other 
elements down to decimal points? 
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ADMIRAL BIGGS : That is what I have been trying to say. I wound 
up with 500~000 barrels of oil to the good. A gentlemen in the command 
headquarters said, "That was the lousiest estimate I ever heard of." 
It so happenod that Admiral Raymond Spruancc was within earshot of 
that remark and he said, "Look--wait till he is 500 barrels short some 
time, You won't have to worry about him then. I will take care of him°" 

It is true that we do not know what our total availability is o I 

have that same argument in the oil business day after da~ ~- 

QUESTION: Do you think that 35 percent applies only to the United 

State s ? 

ADI~IRAL BIGGS: Noo But the point is that if we can get some sort 
of measure of this relationship by making assumptions within what we do 
know--maybe we don ~t know it within 35 percent--we still don't know 
which way that 35 percent applies. Is it a g, uess that we have 35 percent 

less or ~hat we have 35 percent more? 

QUESTION: Either way. That is a 70 percent spread, 

ADMIRAL BIGGS: That makes it difficult, because I don't believe 
we can do anything except to make some assumption as to where ~hat level 

is, 

The other day we wanted to hire a tanker. Yesterday I saw the 
vice-president of the oil company from whom we hired that tanker, The 
boys called me and said, "This is a big haul job~ Vgnat do you think 
~e ou=ht to pay?" I said~ "~el]., offer him ~aritime plus 35. He will 

~ ........ ~abl~ you will got the tanker for 37,5." 
offer you ~u, anu F~ ~ 

That was just one of those accidental guesses. We got the tanker 
cal data with which to back 

for ~Vlar~t~m~ plus 37~5. There were no empiri 
that up, It was just a pure unadulterated guess as to the way this guy 

would react. I think it is as intangible as that. 

QUESTION: You have given me courage to ask a question and, just ' h forces s e e m  
within these walls, to make a reco~E~tendation. ~ e military 
to wield a groat deal of weight. In time of emergency they wield almost 

all the wei~hto How would it be for the military forces to begin to 
throw their weight around and demand that we find out -what ,our resouroes 

are? 

ADM!P~kL BIGGS" I think that is being done to some extent. From 
what I have been through in the last 72 hours~ it will be done more SOo 
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What we have done, for instance, in mY own particular bailiwick-- 
and I might remind you again that I am completel~ out of my bailiwick 
this morning in tmlking about this particular h~siness.-we haw~ required 
a semiannual estimate from the Military P~trolet~n Advisory Board (MPAB) 
of our petroleum reservoso We take th~ estimates of the NPAB and then 
those of the Bureau of Nines. We talk to representatives of both the 
ZPAB and the Bure~.u of ~{ines at once and attempt to maneuver in the way 
of "Let you and him fight, All we want to know is the decision." We 
inject into t~mt as much intelligence data as ~ve can pick up from various 
places and try to adjust those ~ ~ . 

" ii~u'ees to one that at least we believe 
That is our approach° ° 

The Petroleum Administration for Defense is about to receive a 
blast from me today, if I can get back to my office in time after this 
assignment, on that same general Subject. 

I do know that recently Mro Small, of the ~4unitions Board, has been 
building largo fires along the line of getting some r~ally usable esti- 
mates of what we have to shoot at, so we won't have to go over to them 
with a set of completely fantastic requirements° ~That is on~) thing I 
know that is being done, and that will be accentuated~ 

I might remark z~l passing t~m't a gentleman by the name of Wilson 
will probably build one very effectiw~ conflagration along that line o 
He is t~mt kind of man~ 

Strange as it may seem, I made a perfunctory ~:~ffort at the Naval 
Academy to teach ~conomics and political science. Why, I shall never 
know. I came in from the outside and was toid~ "This is what you are 
going to do." I think we are in exactly the same position here this 
morning that i was there. This, of course, is the oldest peo:s~ogic 
approach known to man. I would get up before the section and make the 
most radical unsupportable statements that I could think of. If the 
midshipmen didn't challenge me, i went completely on and on, doing just 
that. As you fully appreciate, I can talk for hours and say nothing° 
The situation would eventually develop where somebody in the back row 
would say; "But; sir, the book says so and so." And then I wen~ through 
the old familiar drill of taking up the book and saying, "Yes,. but you 
will observe that on the back of thJ boca there is only one man~s name. 
It is only one man's opinion~ and I think he is full of the juice of the 
prune." 

The argumen~ st%rted from thero~ And th~ reason why I am boring 
you with this story is that this is wh~t we are doing right now. i~alf 
of the section, who were bright enough to know that a textbook: wouldn,t 
have been accepted by the academic board unless it had some standing, 
would take one side of the argtuuent° The other half would take the 
attitude that if they disagreed with the professor, it was going to be 
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exceedingly bad. So from there on all I did was to act as refere • 
soon as one side got the advantag~e, I would try ~o feed the other side 
a little anm~unition. Frankly, gentlemen, ~hat is exactly what I have 

been trying to do this morning. 

0UESTION: Hew far back along the chain of computations of materials 

for such a program -would a tank order fit into the original computation? 

ADMIRAL BIGGS: Of course, I don't know much abou~ tanks; but ! have 
heard it stated that the materials that are required for that tank order 
are back-here about 18 mon~hso I don't know whether that is accurate° 
There are probably a dozen better-qualified gentlemen in this room to 
answer that° But that is approximately it, starting from the basic 
materials. I have no actual figures. I saw some statements the other 

day~ but unfortunately I don't remember them very well.~ 

QUESTION" What do you think is a reasonable time from the time of 

completion of the strategic plan until "the NSRB should know w~t effect 

that plan would be likely to have upon the national wealth? 

ADMIR&L BIGGS: The very day that plan is approved® 

That may bear a little ~xplanation. I say that for this reason-- 

now I am really getting off on a tangent--mY contention is that u~less 
the Munitions Board's representatives and-the Joint Chiefs of Staff 

representatives sit do~n together when the strategic plan is only a 
twinkle in tbe JCS eye, we will Y~ve lost a year and a half, because 
there is no such animai~ in my opinion, as consecutive planning. I 
may ~et shot at sunrise for saying that~ but I still believe it most 

s inc e re ly. 

There is a~rY s~lid bulkhead between my Requirements Section 
and my Resources S~ction~ so they won't look over each oth(~rs' shoulder 
too much. The Requirements Section in m~ ~ oarticuiar bailiwick spends 

" time sitting down in ~he back room with 

• ~ Lo istic Plans group trying to estimate on a bulk basis more 
approxin~tely 60 percent of its 

the Jolno g ~ ~ -', ...... +h~s oarticular idea might requir~o If you 
or loss how muo~ poLru±~ ........ t- 
follo~v that through to i~s logical conclusion, you should have a fairly 
reasonable concept of ~our major critical requirements by the time that 

the JCS put the red stripe on it. 

Yesterday I was asked, "Wl~t requirements do you have for what plan?" 
Well, i have several sets, bu~ the b~st set~ I think~ is a set of require- 
ments for a plan which the JCS has not yet approved. That is t.rue. The 
one that has been worked over the hardest a~d in which oersonally I have 
the most faith is attached ~co a plan which the JCS has not ye;o put a red 

stripe on. 
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I think, of course, that actually all the $hr6s services will tell 
you that the big block of time which is used up between the promulgation 
of a strategic outline plan and the requirements drill is all of the 
intermediate plans that are built up within the services before the boy 
in the back room is asked to figure out how many tanks and personnel 

for will too be many required details° to man ito Again; you get pretty much back to waiting 

CAPTAIN DAVISS0}[: Admiral Biggs, it is ahvays a pleasure to have. 
you with us, and I assure you that today was no exception. 
very much. Thank you 

(8 Feb 1961--470)S~ 
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