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D ~ A N D  TESTING OF STRATEGIC PLANS 
BY THE JOINT CHIEFS OF STAFF 

18 November 1952 

C~LGLTEL MARTZ: Admiral Hague, and gentlemen: In ~ ~  your 
s tudy of requirementss i t  i s  necessary tha t  you have a s ic  ~ d e r ~ u ~ t t n g  
of the plans upon which the requirements are generatedj and how these 
plans are developed and tes ted before approval by the Jo in t  Chiefs of 
Staff and distribution to the military services for the voluminous and 
detailed work involved in service plans, 

Our subject  today i s  P a r t i c u l a r l y  t imely,  s ince the Jo in t  Chiefs of 
S ta f f  have r ecen t ly  approved a program for  planning for  t h e i r  organizat ion.  
I f e e l  sure t ha t  your reading assignment of th i s  Jo in t  Chiefs of $~aff 
paper has caused many questions to a r i s e  in  your minds. Now i s  your 
opportunity to get the answerse 

Colonel Paul D. Berrigan, Ass i s t an t  Deputy Director  of the J o i n t  
Logis t ic  Plans Group of the J o i n t  S t a f f ,  has k~ndly consented to come over 
and discuss these matters with us t h i s  morning. As you have observed from 
his  hiography, Colonel Berrigan i s  a graduate of the National War College, 
and so he i s  not a s t ranger  in  these b a l l s .  

I t  i s  a pleasure for  me to present  Colonel Berrigane 

come C~ONEL BER~.GAN: Admiral Hague, gentlemen: S t ra teg ic  planning has 
a Aong way since George Washingtonl s h a s t i l y  conceived crossing of 

the Delaware. The Civi l  War saw s t r a t e g i c  planning advanced a t  l e a s t  to 
the horse-and-buggy stagej  even though you r e c a l l  tha t  Stonewa~ Jackson 
vo~d that his first council of war with his subordimates would be his 
last. World War I found us riding the sudden storm in Model-T fashion. 
By World War I~ we had reached the era of ~hat might be called the "fluid 
drive.. A recent development in our present concept of strategic plars~ng 
is a new planning cycle~ the era of power steering. 

Let me assure you that my remarks do not constitute an i~dorsemant 
of Fords, Chryslers, or Cadillacsj but serve to emphasize ~t strategic 
Planning systemsj like automobiles, must keep up with the timese 

Our subject this morning is a vital one, broad in scope, devised 
within the framework of law and regulations, and designed for effective 
direction of the military effort by the Joint Chiefs of Staff. It 
encompasses areas of responsibility far beyond that of the Logistic 
Plans Group, to which I belong. I know you realize~ however, that any 
one segment of joint strategic planning cannot be properly and fully 
comprehended Unless it is Presented in its relationship to the whole. 
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• ot onl a vital one; it is also as timely as a free 
Our subject is n Y wo reasons. A new 

. . . . . . . .  • b e. 
program for planning within the JCS organlzau~ ...... 
approved by the Joint Chiefs of staff. This infant has now begun ~o 
take its first steps. By the time you graduate from this College, those 
of us ~o assisted at its birth hope it will be ~Iking with some degree 
of sure-footedness. It is also timely because your Requirements Course 
began yesterday. Strategic plans generate material and personnel require- 
ments. Therefore, it appears to be appropriate to discuss development 
of the design and testing of the strategic plans by the Joint Chiefs of 

staff organiza t ion  at this time. 

To acquaint you with the planning concept under which the Joint Staff 
now operates, I am now going to give you a brief description of the organ- 
iza~ion of the Joint staff, and follow with a discussion of today's family 
of strategic plans, their scope, development, and relationship; their 
supporting logistic and intelligence annexes; ar~ ~he method of arriving 

at the logistic implications of one type of plan. 

The Joint Chiefs of staff organization is charged by the National 
Defense Act of 1947, as amended in 1949, and by various Secretary of 
Defense directives, with certain responsibilities. Amo~ these duties 
are: providing adequate guidance for the development of military forces 
and resources; insuring continuity of the U. S. military planning effort; 
and assuring close coordination with other governmental pl~nuing agencies-- 
such as the M~ti ons Board and the state Department--and with inter- 
national planning organizations--for example, the North Atlantic Treaty 

Organization. 

The Joint Chiefs of staff give joint guidance ~hich enables the 
Department of Defense to give coordinated military advice to executive 
and legislative agencies. This insures consistency between dollar 
appropriations, which affect the availability and Utilization of military 
means as instruments of national policy, and our agreed military strategy 
designed to give us maximum security at minimum cost. 

To accomplish these assigned duties and responsibilities, the Joint 
Chiefs of staff are assisted by the Joint Staff. With the help of the 
organization chart on the following page (chart i), let us examine these 
relationships. The chart shows the organization of the Joint staff and 
its relationship to the three co, trees ~ithin the Joint staff structure 
and to the Joint Strategic survey Conmittee. In ~he area of our discussion 
today~ these are the principal strategic planning tools of the JCS. other 
c o ~ i t ~ e e s  of the JCS orgauization~ no t  shown on the char t ,  have i~por t an t  
con t r ibu to ry  r o l e s .  The J o i n t  s t r a t e g i c  Survey committee i s  composed of 
~wo-star o f f icers~  one from each s e r v i c e .  They are no t  under the  Di rec to r  
of the Joint staff, as you can see from the chart. They have no Indians. 
They write their own papers, although they can and do get help from any 
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of the agencies in the Joint S~f. They are concerned princlpal~ 
with military-political actions ranging from courses of action in Korea 
to the military aspects of the Austrian Peace Treaty. The three 
principal comnittees of the JCS organization with which we are concerned 
today are the Joint Strategic Plans Conuittee, the Joint Logistics Plans 
C o ~ i t t e e •  and the J o i n t  I n t e l l i g e n c e  Comnittee. Each C o ~ i t t e e  o o ~ i s t s  
of three service members and a Deputy Director of the Joint Staff. 

Under the Joint Chiefs of Staff there is a Director of the Joint 
Staff--Lieutenant-General Cabell of the Air Force at present--and the 
three Groups of the Joint Staff• each headed by a Deputy Director-. 
Major General Bradley of the ~ for the Strategic Plans Group, Admiral 
Campbell of the Navy for the Logistic Plans 0roup• and Brigadier General 
Porter of the Air Force for the Intelligence Group. The Deputy Directo-- 
who are also members of the Comnittees Just desn~h=~ . . . . . . .  *"• 
rotation• and any service is eligible to head any Group. . . . . . .  '.-.t ,,..r,s o n  ~wo-year 

The Groups act as a working staff of the Direcbor• the Deputy Directors, 
and the Committees. On board in the three O~oups at the 
abou~ 125 officers, mostly ~.t~e rank of colonel, USA or present tim are 

USAF, o~ capta in•  USN. The Joint Staff is a ~=~,Ang a~ policy staff, not a gener~l staff 
nor an operating staff• as contrasted to the Cow, trees• which are operating 
staffs as executive agents of the Joint Chiefs of Staff• and which operate through the services. 

Each of the Groups consists of a Deputy Director, three Assistant 
Directors (Army, Navy, and Air Force)p and a number of fmictional teams-- 
i~ in the Strategic Plans Group• 9 in the Logistic Plans Group• and 7 in 
the Intelligence Group. There is equal representation• A~-• Navy-, 
and Air Force-wise, on each teame 

Studies are received by the Committee from the Joint Chiefs us 
and assigned to its Group with an appropriate ~ ,  ..... • uall~, 
teams. There maybe collaboration between .... two~-w~ve ~ O o r  more Groups.~he cognizantFor exa~ole- 
A paper on lines of communication for logistic support of western Europe 
would be handled probably by the Transportation Team of the Logistic Plans 
Group in collaboration with the western Europe teams of the Strategic Plans 
Group and the Joint Military Transportation Committee staff. Another 
example could be a study on U. 3. base requirements in Iceland. This 
might be assigned to the Joint Strategic Plans Committee• with the Joint 
Logistic Plans Committee and Joint Intelligence Comuittee in collaboration. 
Team solutions are considered by the Group and by the Committee• and are 
presented finally to the Joint Chiefs of Staff for consideration and approval. 
Amendment is customary--in fact, the team members allege that their papers are 
thoroughly mutil~ted by the time they reach the Joint Chiefs. 

Join~ outline strategic plans provide the basis for all related plans. 
They guide the use of military forces and resources to advance our 
national policies and objectives which will serve as a deterrent te 
aggression and for conflicts short of global war. They are an adequate 
basis for immediate military commitments in the event of global war or 
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a threat thereof--for example, the deployment of Joint task forces to 
the Middle East--and also serve as an adequate basis for rapid mobili- 

zation if war does come. 

No single strategic plan can cover all these purposes. Until recently, 
only two types of strategic plans were prepared. One was the Join~ Mid- 
range War Plan with the D-day three or four years in the future, and the 
other was the Joint Outline Emergency War plan. These were not always 
properly related, and consequently they precipitated crash planning from 

time to time. 

To correct this planning deficiency, three years ago, in 1949, the 
Joint Chiefs of Staff directed the Joint Staff to prepare a coordinated 
program for planning. It applies only to planning by the Joint chiefs 
of staff organization. This program schedules planning cycles in 
relation to several time periods throughout a span of years. It was 
approved by the Joint Chiefs of Staff on the 21st of last July, five 
weeks after reaching them. Since it has been made available for your 
study, we will hit only the high points, with the expectation of eliciting 

questions. 

It covers three essential time periods: long-range; intermediate, 
or mid-range; and immediate, or short-range. The long.range period will 
be covered by a Joint Long-Range Strategic Estimate. ThiS estimate will 
be predicated on long-term national objectives, intelligence on the 
predicted strength and capabilities of probable enemy nations, and the 
anticipated status of future weapons systems and national resources. Broad 
in scope, it will contemplate virtually the entire world. It will establish 
generally the probable areas of conflict, the type of war to be expected, 
and the basic undertakings. It will be the basic strategic guidance 
which evaluates the strategic effec~ of long lead-time factors such as 
the development and production of new weapons. It provides broad guidance 

the Munitions Board and to the services on mid-range and short-range 
rientation of the U. S. military potential towards 

D~lanning. It insures o . . . . . . .  ~, ~,,1÷_~.,..,~ weapons systems. It projects 
requirements xur ~L~ v-~- ,,- f i v e  years inte the future and for five years thereafter, in anmml 
increments. It provides guidance for the mid-range planners for obligations 
and expenditures on long lead-time items, and it provides guidance for 
the joint research and development programs so that technology may keep 

aware of future needs. 

The mid-range period is covered by a Joint strategic Objectives plan, 
hereinafter called the .Objectives Plan." This plan narrows somewhat 
and focuses long-range guidance to fit restrictions imposed by time and 
material upon the development of military strength, and it reflects more 
reliable intelligence for the specific period. It is based on requirements 
limited by present industrial capabilities and on anticipated monetary 
restrictions. It must be disseminated sufficiently in advance of its 
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D-day to  permit preparation and processing of service budgets; a t t a i n -  
ment of the r equ i red  l e v e l  of peacetime read iness  through the expend- 
itures during the fiscal year prior to its D-day; and determination of 
t o t a l  mobi l i za t ion  requirements  from D-day to D plus ~8 months and the  
industrial implications thereof. 

Mobilization requirements range from undershirts to intercontinental 
guided missiles. Industrial implementation might involve a decision a~ 
to the time When heavy bomber plants should be converted to guided missile 
plants. Other industrial implications are myriad in number. 

The short-range period is covered by the Joint Strategic Capabilities 
Plan. Hereinafter we will call it the "Capabilities Plan,, This outline 
plan must be in sufficient detail to  permit preparation of supporting 
plans by the se rv ices  and by s p e c i f i e d  commanders. I t  must be based on 
strict mili~ capabilities. Its strategic concept must be based on 
limited specific objectives and the best intelligence for the immediate 
period. 

It must consider only those forces and resources that will exist on 
the ass,me4 D-day, or which can be feasibly developed from D-day to D 
plus 48 months. It must be disseminated, with its implementing directive, 
six months prior to its ass-reed D~L~y, in order to permit preparation of 
supporting plans, that is, the services, plans and the plans of the 
major corianders. It also must be prepared six months before to permit 
reallocation of forces by the services and by the unified and specified 
commanders. I would like to emphasize that we will always fight under 
the currently effective Capabilities Plan or some modification of it. 

To produce a strategic plan, an intelligence estimate is first 
required. It must be available to the strategic planners before they 
start writing the strategic plan. It evaluates enemy capabilities on a 
nonopposed basis. Opposed enemy capability cannot be determined until 
after the strategic planners develop the initial strategy to counter the 
enemy, s initial actions. 

Concurrent with preparation of the strategic plan, the development 
of joint logistic planning is initiated. This gets close to home for 
us in the Joint Logistic Plans Group. For the Joint Long-Range Strategic 
Estimate this guidance will be in the form of a logistic annex. It 
provides a basis for continuity of logistic support required as the 
result of technological advances; for example , the provision of trained 
operators for new weapons. 

Logistic guidance for the Objectives Plan is also in the form of an 
annex. It indicates the necessary logistic actions to provide for peacetime 
readiness and for mobilization and demobilization planning, such as the 
industrial reserve program. 
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Now, the logistic guidance for the Capabilities Plan is a logistic 
plan. It indicates the pro-D-day measures to alleviate deficiencies as 
in the establishment of petroleum mobilization reserves stocks. It 
insures maximum use of the available logistic structure. It provides 
guidance for planning so that the logistic pattern best supports the 

operational pattern. 

Joint planning guidance in the Logistic plan (or Anne~ is provided 
by two means. First is general treatment by reference to sections of 
,Joint Strategic Policy and Guidance." For example, the use of this in 
a logistic plan would be to say, ,Medical Service, Hospitalization~ and 
the Policies, as set forth in a specified section and chapter, ,Joint 
Logistics Policy and Guidance' are applicable." I believe there are 
five copies o~ this book available in the College library. The distri- 
bution is to all planners within the services and to the major comuands. 
The book has been prepared so that all planners can have available the 
logistic policies o£ the Joint Chiefs of Staff in one document. It is 
a compilatic~ of approved logistic policies and the assignments of such 
responsibilities as transportation, port operation, construction, etco 
It is applicable to any strategic plan or estimate, and it is relativel~ 

static. 

The other type of logistic guidance would be detailed guidance within 
the plan or within the Logistic Annex. These would be subjects not covered 
by the book ,Joint Logistics Policy a~i Guidance"; for example, on main- 
tenance of naval ships~ the guidance would read: ,The m~ntenance of all 
combat fleets and merchant shipping will be on an austere basis~ in 
proportion to the available mobilization reserve." 

Bearing in mind the several types of strategic plans, let us consider 
the proc~iure used in their coordinated development. My discussion is 
based on the type of treatment used on plans now in preparation. Experience 
may indicate a nmed for modification. These procedures about to be 
described have their fullest applicability in relation to the Capabilities 

Plan. 

Referring now t o  chart 2a (see following page), we see the typical 
developments of a strategic plan. Action is usually initiated by a 
directive from the Joint Chiefs of Staff to the Joint Strategic Plans 
Committee, which in turn assigns the project to the Joint Strategic 
Plans Group, which gives it to the appropriate team. The directive 
usually specifies the D-day. If it does not, the team recommends one 
to the Grou~ and the Joint Strategic Plans Committee approves the D-dayo 

The basic assumption based on the assumed D-day is formulated; for 
example: ,On or after i July 1953 total war has been forced upon the 
United States and her Allies by acts of aggression committed by Lower 
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Slobovia and/or its satellites., Concurrent strategic and logistic 
planning commences. The Joint Strategic Plans Group team considers 
basic guidance. It is from basic guidance that we derive out national 
objectives, our national goals, both in peace and in war. These 
include: the U. S. Constitution and the Acts of Congress--for example, 
the Selective Service Act, as it affects the manpower acouisition rate; 
Presidential directives--for example, the one to the Seventh Fleet to 
prevent attacks on Formosa; National Security Council policy decisions.. 
for example, s general U. S. objective with respect to Lower Slobovia 
both in peace and in war should be: "To reduce the power and influence 
of Lower Slobovia to limits which no longer constitute a threat to peace, 
national independence and stability of the world family of nations,; 
international obligations--for example, our commitments to the North 
Atlantic Treaty Organization; announced pollcies--for example, the 
speech by the then Secretary of State, Marshall, at Harvard, when he 
promised aid to the free nations, ~ich became t~e Marshall Plan. 

Special assumptions are formulated by the Joint Strategic Plans 
Group to answer such questions as: What is the timing of M-day in 
relation to D-day? ~hat is the political alignment of nations--allied? 
there neutral? be any enemy? warning Will of we attack? use special weapons? Will the enemy? Will 

Basic guidance plus special assumptions are then furnished interested 
Joint to derive: Chiefs of Staff agencies and the planning staffs of the three services 

a. Combat units availabilities--that is, the force tabs of the 
services as ef D-day with the subsequent monthly build-up. 

b. From the Joint Intelligence Group: intelligence estimates for 
the period under consideration and information on allied force capabilities. 

c. From the Logistic Plans Group: logistic estimates in regard to OUr OWn forcese 

d. From the Research and Development Board: information on the 
duringdeVel°pmentthe period°f neWofWSaponSthe plan.and techniques avail~ble for operational use 

Based on the information received, the Joint Strategic Plans Group 
prepares a Strategic Estimate--the last one was 160 pages long. It is 
usually in three sections: intelligence estimate of enemy strategic 
objectives; the survey of relative war strengths; and finally, an over- 
all allied strategic coneept. The strategic concept is subject to 
concurrence by the Joint Strategic Survey Committee. It is the "decision. 
of the Strategic Estimate. 

Chart 2b (on the fo~owing page) shows further steps in the la 
progress. The draft estimate is consi ~ . . . . . . . . . .  P nning 

~r~u o y  ~ne ~nree collaborating 
9 
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committees.  S p l i t  views on any pa r t  of the es t imate  are euba i t t ed  to 
the J o i n t  Chiefs of S ta f f  a t  t h i s  t ime fo r  i m ~ d i a t a  d e c i s i o n .  An 
oreXa~I°leneutral.°f a split would be whether India is going to be ally, enemy, 

One7 a su~ of the Strategic Estimate is incl~ed in the Strategic 
Plan--3? pages in the last one. The draft of the plan itself is then 
Jegun. Collaboration with the Joint Logistic Plans Qroup becomes intense 
at this time, and the development of the logistic implications begins 
on completion of the draft strategic plan. 

I will discuss the logistic implications in more detail a little 
latar. The logistic implications, as agreed by the Joln~ Logistic 
Plans Committee, go to the Strategic Plans Committee fo~ considerationj 
leading to modification of the plan if necessary--for example: rephrasing 
the force build-up and deployments, or reoolnending that the Joint Chiefs 
of Staff accept the plan as written, subject to certain calculated rlsks-- 
for example: the use of obsolescent equipment in the early phasesl 
accepting ova~seas requirements being met on a marginal basis; or 
reco~mendating that the services take action to alleviate deficiencies.. 
for example: increase the aviation gasoline stocks. 

The eempleted plan with its covering recommmdatiop~ goes to the 
three Committees for approval. The service members present the service 
vie~s. As approved by the Committeesj the plan is forwarded for consider- 
ation by the Joint Chiefs of Staff. At this point a later service view 
may be entered by any of the various Chiefs of Staff. If the plan is 
approved by the Joint Chiefs of Staff, it is disseminated. 

In the case of the Capabilities Planj a Logistics Plan is developed 
by the Logistic Plans Committee within 30 days after Joint Chiefs of Staff 
approval of the Strategic Plan. 

This has been a quick outline of the procedure. ~thin the available 
time I wish to show you the manner in which this planning procedure is 
set up time-wise, the interrelationship of the plans, and finally, an 
outline of the logistic implications testing. 

On chart 3 (following page), we see the time schedule for the 
preparation and Joint Chiefs of Staff action on the three plans. This 
covers one calendar year. The term "plan, will be used loosely and will 
include also the Joint Long-Range Strategic Estimate. Two months are 
allowed for the preparation of the Intelligence Estimates--there are 
three of them at different times during the year. Four months are 
allowed for the preparation of the plan for approval by the three 
committees. Two months are allowed for consideration, noting, or approval 
and dissemination by the Joint Chiefs of Staff. 

11 
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You will note here the one additional month I spoke of# for the 

preparation of the Joint Logistics Plan supporting the Strategic 
Capabilities Plan. This is because of the need for more logistical detail 
for this plan. Of course, this will fall in January of the subsequent 
year for the plan that is prepared by the end of the calendar year. 

These are our goals, and experience will show how good they are. 
As I said before, the Chiefs approved this program last July 21j the 
date when they directed that the completion of the first Objectives 
Plan would be advanced four months. In other words, it will go to 
them on 1 January of 1953 with our new mid-term plan. The current 
mid-term plan is out of date. In the case of the Capabilities Plan, 

had a not-too-old emergency war plan, and the Chiefs therefore 
delayed the completion of the first Capabilities Plan by four months. 
That is the present status of this planning. It is intended in 
February to start on the first Long-Range Strategic Estimate. 

The program, as I say, has been recently approved. Until the cycle 
of plans overlap each other, the purposes and advantages of the program 
cannot be fully realized. This point can be demonstrated on chart 
(following page). I think in the question period we may bring out some 
points on this chart in greater detail. Note the Joint Strategic Objectives 
Plan, and its related Joint Strategic Capabilities Plan. 

Here we have two related plans--that is, the D-day for both of these 
plans is I July 1956. The Objectives Plan we have broken down to show 
the preparation period, the budget cycle, and the mobilization planning 
cycle. After dissemination of the ObjeCtives Plan, the services prepare 
budgets which are translated into appropriations..a two-year period from 
the start of the preparation of the budget within the services until 
the fiscal year when the meney appropriated by Congress is available. 
of Thus, the this plan. appropriation is received one year prior to the assumed D-day 

Concurrently, during this two-year period, after approval of the 
plan, the services operational plans, based on the operational patterns 
of the Objectives Plan, are prepared. From these are derived the 
mobilization requirements of the services. 

The Munitions Board consolidates the requirements and conducts an 
industrial feasibility test. The Joint Chiefs of Staff review the results 
of the industrial feasibility test and thereby derive a feasible build-up 
of mobilization capabilities for a new and related Capabilities Plan. 

Further expenditures and obligations of funds during the fiscal year 
1956 result in additional capabilities in the effective period of the 
related Capabilities Plan. 

13 

RESTRICTED 
SECURITY INFORMATION 



RESTRICTED 
SECURITY INFORMATION 88:  

chart~Thenumberrelati°nships5 (following°f thepage).plans can be further demonstrated by another 

Here we see the three ranges of planning depicted in three annual 
revisions of each type of plan. The first year of the long-range 
projection is naturally mere apparent and firm than the other four years. 
Therefore, the related mid-range planning can well consider long lead-time 
requirements beginning in its second year and which have to be reflected 
in its spending year. In other words, the first of the crosshatch zip-tone 
block with the second year of the Objectives Plan. 

Likewise, tangible gains in capabilities acquired in the first mid- 
range plan would be reflected in the period of the second revision of the short-range plan. 

Also, to repeat what we saw on the preceding chart, the mobilization 
build-up of the first mid-range plan provides a feasible four-year 
build-up of the second annual revision of the short-range plan. So you 
see that the family of plans is in fact a family with interdependent relationships. 

Now let us turn to the development of the logistic implications of 
the Capabilities Plan. The Joint Logistic Plans Group performs a limited 
logistic implications test of the Capabilities Plan. These tests ar-~ 
limited inasmuch as only six major logistic features are tested by the 
use of broad planning factors. The capability of industrial productive 
capacity of the country to meet the requirements of the plan is not fully tested in this study. 

Our effort is to find, in advance of the approval by the Joint Chiefs 
of Staff of a plan, whether the estimated availabilities are sufficiently 
close to the logistic requirements. The test indicates the major logis- 
tic implications that the Joint Chiefs of Staff shoul 

the elements of 9ersonnel, supply, ~ransportation, petroleum, aircraft, and 
construction. These six features have been selected because they are 
essential logistic aspects of any military undertaking, and any limitation 
in these features affects the operational capabilities. 

The Joint Logistic Plans Group is in on the preparation of the plan, 
has studied it thoroughly, and determines what logistic assu~tions must 
be made. Factors may be considsred assumptions, and there are three 
broad types of factors--joint factors; those applicable to the three 
services, such as the amounts of lubricating oil consumed per barrel of 
gasoline used. Jointly agreed factors are those applicable to one or 
more of the three services and acceptable to all--such ae the personnel 
factors. Unilateral factors are those applicable to one service, with 
no requirement for the other two--such as the Army division slice. 

RESTRICTED 
SECURITY INFORMATION 



RESTRICTED 
SECURITY INFORMATION 

The teams carry out tests with frequent contact between themselves 
and with the staffs of the three services. The Transportation Team 
enters the picture first, They take the plan and they develop a 
logistic area map, This is a map dividing the world up on the basis 
of shipping lanes, It has no relation to the strategy of the plan or 
to the command structure. This map is furnished to th@ other te~, 

The personnel Team next enters the picture. They take thisJmap 
and they develop it from the major force tabs of the plan, The pl~ 
has only divisions and antiaircraft battalions for the Army~ major 
ships for the Navy~ and major wings for the Air Force. They devel~ 
overseas area and continental U. S. populations. Fo~ ex~@~ in the 
division, the overseas for each division in each Of these io isti ~ 
would be 45~000 personnel: in t ~ --~ ......... - ...... ~"'"..'i.g!. !c ar~as 

- _ ., ,~ vL.~u~ ~tates for 'raoh diVi~i~ 
overseas~ 25,000, But with the use of these broad f: 
the in each of the logistic areas and in the zone of the 

ctors thby d e t e ~ e P e r s o n n e l  

interior, phased throughout the period of the plan. 

I 

They also determine the over-all personnel requirements~ compare 
them with the availabilities ~hich they receive from the Assistant Secretary 
of Defense for manpower and personnel, and determine whether or not the 
personnel requirements over-all can be met. They do not examine whethem 
or not we can meet the specialist requirements. This is left to the 
services. They give the data on the personnel to the other teams. 

The Aircraft Team, taking the carriers on the Navy force tabs and 
the wings on the Air Force tabs, develops the over-all aircraft require- 
ments on training aircraft and, using approved attrition rates, they 
compute the aircraft numbers by type. They compare this With what we 
know of the present and predicted capabilities of our industry and 
determine whether or not the aircraft requirements can be met. They 
also furnish information to the Petroleum Team on the number by type 
of aircraft in the plan, and they furnish to the, Transportation Team 
the number of single-engine aircraft that are required to be deployed 
overseas and which are incapable of flying the ocean. 

The Construction Team examines the plan and determines the requirements 
for construction and for the over-all construction battalions. They compare 
the requirements with the availabilities they receive from the services 
on the engineer avaiation battalions, the Navy construction battalions, 
and the Army construction battalions, and thereby determine whether the 
construction requirements can be met. They also determine the construction material requirements. 

The Material Requirements Team goes to the services for the other 
supplies, the tanks, the electronics, the clothing, etc., and by contact 
with the services on the requirements of the plan, they determine 
whether or not the requirements for other supplies can be met. They 
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also, using factors, determine the dry cargo that must be shipped 
overseas, phased throughout the period of the plan. They turn this 
dry cargo information, along with the construction requirements, over 

to the transportmtion team. 

The Petroleum Team, considering personnel factors for utility and 
motor transport fuels~ ship fuel requirements~ and aircraft needs for 
jet fuel and avTation gasoline, determines the petroleum requirements. 
They also make a study of the crude requirements, the refinery require- 
ments, and refinery capacities, and determine whether or not we can 
meet the petroleum requirements, both in crude and refined produc~s. 
They also turn over to the Transportation Team the shipping require- 
ments for both crude and refin~i products, and provide the construction 

team with storage and distribution data. 

The Transportation Team ends up the show by taking the personnel 
requirements and determining whether or not there will be sufficient 
transports or converted passenger liners to move the personnel overseas. 
The dry cargo and construction material requirements are compared with 
the availability of cargo ships~ to determine if the stuff can be 
transported. The tankers are measured against petroleum transport 
requirements, and the aircraft carriers for moving the single-engine 

aircraft overseas. 

By the ~se of broad factors, they determine whether the Military 
Air Transport Service, as augmented by civil air transportation, can 
meet the requirements for air transpox ~t- They also make a study of 
land transportation requirements in the area of combat, and the 
communication zone shown, to determine whether or not we can mast the 

requirements for land transport. 

The Logistic Plans Team steers the whole i~plications study and 
coordinates between the teams. They analy~e and sumaarize the implicatAons 
as determined by the other participatir~ teams, and then prepare a report 
listing the broad logistic conclusions. 

After Group approval, the report is submitted to the Joint Logistic 
Plans Committee for consideration. The result of the analysis, as 
approved by the Co-.~ttee, is forwarded to the Strategic Plans Committee. 
The implications are studied, along with the plan, and the plan is either 
modified in the light of the Logistic Plans Committee's recommendation, 
or the facts of these logistic implications are noted, and certain 
calculated risks may be acknowledged. 

See chart 6, which shows schemetically the procedure (page 19). 

A report, with the logistic implication as a major conclusion, 
together with the plan, is forwarded to the three Committees for approval~ 
and is finally sent to the Joint Chiefs of Staff for approval. 
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Nowj Gentlemen~ having led you through the development -__-a_ testing 
of Joint strategic plansj I would like to summarise briefly the salient points covered. 

The Joint Chiefs of Staff organization is charged with the 
responsibility for continuity and coordination of the U. S. military 
planning effort. The organization is designed functional~ to discharge 
effectively that rosponsibility. The Program for Planning has been 
developed Joint strategic to fill planning, the need for continuous and coordinated effort in 

The family of strategic plans is closely interrelated and inter- 
dependent in terms of time spans~ phased mobilization requirements 
related to economic capabilities~ and the strategic employment of 
military forces and facilities in being. Intelligencej strategyj and 
logistics are inseparable components of military p3~.nnlng. Close 
coordination and cooperative effort withih the Joint Chiefs of Staff 
organizat ion and with the mi l i t a ry  services are necessar~ throughout 
the en t i r e  planning process.  

Finally, logistic implications must be studied apace with the 
development of a strategic planj for no strategic plan, no matter how 
brilliant~ can succeed without the necessary resources to execute it, 

I thank you. 

QUESTION: How about these tests? What do they consist of, the feasibility tests? 

• COLONEL BERRIGAN: Well, we have factors that we use. For ex le 
i n  the  amount o f  g a s o n n e  th-  co . . . . . . . . . .  ' 
on ~ ~-~o activity r = RM e^ .... ~ ~ ~7~j_ .~j we nave lac~or~ 

at~j ..... ==~- ~-.>o ~na~ is in action under the 
plan, there will be so many barrels of aviation gasoline consumed; and 
it is just a matter of multiplylng out the number of aircraft times 
and amount of gasoline per aircraft, and adding them all up. 

COLO~ FJ~TZ: What is your time on that now, Colonel Berrigan? 

COLONEL BERRIGAN: We try to do it in two to three weeks. The 
plan is four months in preparation and approval by the Committees, and 
we, of course, come in when they have the plan in what we call a flimsy 
form, as soon as the force tabs, concept, etc., are in the plan. You 
have that subject ahead of you--we have gone through it many times now. 
I Chink you are going to become thoroughly familiar with detailed 
implications testing next April, and you will get thoroughly confused~ 
in arithmetic, at least, the first few days. 

QUF~TION: What does the cut in the budget presented to Congress do to the feasibility test? 
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COLONEL BERRIGAN: Well, we work through the programs and estimated 
appropriations. Of course, we have to anticipate what programs will be 
in the budget, and if we get considerably less money, why the plan 

becomes less feasible. 

QUESTION: When does your plan show the revision? Assuming you 
have a considerable cut, and assuming that they stretch it out, based 
on some higher authority which does not tie into the original plan at 
all, as I understand it--when does your revision reflect those things? 

COLONEL BERRIGAN: The Chiefs approve the force tabs twice each 
yeare The Chiefs approve the short-range plan. When they approve the 
plan, the services go ahead with their supporting plans. Six month~ 
later the Chiefs revise and reapprove the force tabs part of the plan, 
so every six months ~ are taking a picture of the force tabs. It is 

every year that we bring out a new plan. 

QUESTION: My question is, does that affect only the short-range 

plan? 

COLONEL BERRIGAN: That is only the short-range plan. We always 
fight under that. You will note here we fight under the plan that is 
developed and approved here (see chart 4). The service plans are 
approved here (indicating). That is what we will fight, up to this 
period (indicating), although during the most of the period we are 
developing a new plan. In fact the Chiefs have approved a new plan, 
but the services have not developed the service and unified command 
plans for another six months. It doesn't take effect until the end 

of this six months' period. 

QUESTION: You mentioned that the teams under the Joint Logistic 
Plans Group test the requirements to see if they can be met. I wonder 
how that ties in with the feasibility test of the Muntions Board. Is 
it sometimes the same thing, or is one a long-range and one a short- 

range? 

COLONEL BERRIGAN: That's right; the Capabilities Plan we test, and 
the mid-range plan is the one the Munitions Board tests. They test the 
feasibility of the industrial capacity to meet the future requirements 
in the Objectives Plan, and this short-range plan is strictly based on 

the present capabilities of industry. 

QUESTION: In other words, that is not through the Munitions Board? 

COLONEL BERRIGAN: No, sir, although we get certain factors from the 
Munitions Board that deal with current production--they're their form 
436' s--they show what they can do with current production if the bell 
rings. But it is not related to mobilization planning. 
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QUESTION: You mentioned that the long-range plan is based on the 
requirements in this directive that they write. To what extent does 
the Intelligence Estimate influence your requirements? 

COLONEL B~RIGAN: First I would like 50 say# we have now started 
work on developing the first Long-range Strategic Estimate--we have 
never had one--I think I ought to bring that out. We are going to start 
sometime--I believe it is in February or March of next year, This chart 
(pointing to char~ 5), shows when we are star~ing. This will be the 
first one of these. We don't start work on it until next February in 
the Strategic Plans Group, and what we have 50 work on is entirely what 
you have in the program for planning. We are not too familiar with how 
it will develop. We are hoping to get some idea of the guided missiles 
and those things that will be developed that are now in the research and 
development stage. In five years from now--we are going to have these 
intercontinental guided missiles, for example. How many do we want five 
years from now? 

goingQUESTION:over this chartC°l°nel(chartBerriganJt)e you lost me on one turn when you were 

COLONEL BERRIGAN: That, s why I put it out here this time. 

QUESTION: If you look at the vertical column# CY 1957, as shown 
on your chart, I think you can answer my question. At that time in 
the future--if all goes according to intentions here--would there be 
nine plans in evidence and batting around, or would there be only three? 

COLONEL BERRIGAN: Well, there would be nine in various stages. Let's 
put it t2~at way. Maybe there,s one that is Just going out, one just 
about 50 come in, one probably Just starting to be prepared. Let's take 
CY 1957, this one here (indicating)e This is the spending period for the 
Objectives Plan prepared back here in the end of 1953 and not approved 
until probably the first of 195~. This one (ind/cating) would have been 
prepared, and the services would be going through the budget cycle, and 
this one here (indicating) would be in the process of preparation. So 
there are lots of plans in various stageso 

QUESTION- Maybe I didn,t make my question clear. What I am curious 
about is--if you look at the top three, the three long-range plans, in 
1957, would the third one, the lowest of those three lines, be the one 
you are currently discussing~ and would the other two be discarded, or, 
as you visualize it, would all three be still batting around? 

COLONEL BERRIGAN: No; in the case of the long-range plan, in 1955# 
when this one was approved here, (indicating the third line) that would 
be the one that is in action, and it is dealing with an effective period 
five years from then, and those others would be out of the picture, 
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because they would have been revised and replaced by their subsequent 

revisione 

QUESTION~ My question is so--what along the same line• In an 
attempt to visualize this thing, can you put your short-range plan, your 
mid-range plan, and your long-range plan on the same horizontal axis, 
that is, one right after the other, and consider they all together 
represent the over-all plan, that one is simply a continuation of the 
others? Or are they three separate and distinct plans? 

COLONEL BERR!GAN: They are three separate and distinct plans, and 
they have three different purposes. One is to see what you are going 
to do years from now; the objective of one is to get your budget and your 
mobilization planning properly related; and the lo~r one is the plan you 
have so you will always have a plan, b~sed on capabilities, on which to 
fight~ so you can know what your capabilities are and what your plan is 

if war comes at any time• 

QUESTION: I am wondering, when you finish these plans do you have 
some idea of how much money it is going to cost to implement each plan in 
each successive year? Is that information available? 

COLONEL BERRIGAN: Well, of course, in this one here (indicating 
short-range) the Chiefs are approving the plan at the beginning of a 
calendar year, and they have some idea of the money they are going to 
have during this fiscal year, so you know about the time you have it 
approved how much money you are going to have to spend and whether or 

not you can carry out the plan. 

In these obher ones, you anticipate how much money Congress is going 
to give you. You work through the cycle aM come up with a budget 
hope it will go through Congress. There's a dollar sign on the Objectives 
Plan, because that's the one in which you really ask for the dollars. 

As you know, the services spend a whole year working up the budget• 
It goes through to the Advisory Co~ELttee, Office of the Secretary of 
Defense, and, finally, the Bureau o£ the Budget. About January it goes 
to Congress and the congressional committee. So it is about two years 
from the time they start putbing figures on paper until they get the 

monoy• 

QUESTION: Looking at the CY 1955, mid-range and short-range plans, 
you say that the tweed zipatone part that you are working on in 1955 
Objectives Plan for 1956 will eventually, or a year later, become the 

short-range plan? 

COLONEL BEF~R!GAN: Nee 

COLONEL MANN: May I add one t~hing to that? It won't become the 
short-range plan, but it increases your capability. It has bearing on 
it, although it does not in itself become the short-range plan• 
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COLONEL BERRIGAN: It will permit you to write a better short-range 
plan, because it increases capabilities. 

QUESTION: When you are in the process of testing the Capabilities 
Plan, you state you are testing it against the potential capability of 
the ~dustrial economic system. Where do you get the capability on 
petroleum? Do you get it from some other sourcej and the manuower from 
Mrs. Rosenberg, or does someone give you the whole thing in one package? 

COLONEL BERRIGAN: No, we work with the Petroleum Administration for 
Defense; we work closely with them on petroleum. On personnel we get 
curves from Mrs. Rosenberg,s office that indicate how man~V people will 
go into military service. They are reviewed by the Muntions Board to 
determine tha t  they are not  pu t t ing  everyone in  uniforms, so they  w i l l  
have a few left in industry to produce tanks. 

QUESTION: Do all these factors come from the Munitions Eoard? 

COLONEL BERRIGAN: They took personnel away from the Munitions 
Board and gave them to Mrs. Rosenberg. Originally, there was a Munitions 
Board Personnel Committee. Some things come directly from the services, 
and they work through the  Munitions Board. The co lone l  up there  can give 
you a b e t t e r  answer than Z can. 

COMMENT: The petroleum answer i s  worked out wit~ the  Petrolemm 
Committee. The mar@ower answer i s  worked out with the  Munitions Board 
and Mrs. Rosenberg,s office. All the rest is gotten from the services, 
and whom they get it from, I don,t know. 

QUESTION: Colonel, I noticed on one of these charts which you 
introduced before, that before the plan is finally approved, it goes to 
service committees for comments. 

COLONEL BERRIGAN: That, s right. 

QUESTION: Is there any reason for that? 

COLONEL B~R!GAN: We have a committee which has the services 
represented on it. Ours is Logistic Plans Committee. Service 
representatives are from G-~ (Plans Office) of the Arn~, DCS~ of the 
Air Force, and OPS ~0 of the Navy. They bring in the service view at 
the Committee level. When the paper gets to the Joint Chiefs of Staff, 
someone, msually the Ar T member of our Committee, briefs General 
Collins, and if General Collins doesn,t quite agree with something in 
the paper after the Committee man had agreed to it, General Collins at 
the Joint Chiefs of Staff meeting can bring in the Army view again. In 
other words, the top service comments were the comments of the Chiefs 
themselves in the Chiefs meeting. The lower, service comments are in 
the Committee where we bring in the service views and mutilate, as I 
said, the group papers. 
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QUESTION: Once these plans are completed, what distribution will be 

made of them? 

COLONEL BERRIGAN: The Emergency War Plan would go to all the ,m~fied 
commanders and .specified commanders and services, and then extracts 
would go to the Munitions Board and the Research and Development Board 
on a .need to kno~' basis. In other words, the people who need the whole 
plan, i, e., the services and unified major commands and specified 
commands, get the whole plan. Others get extracts on what they need %o 

know from the plan. 

QUESTION: Colonel Berrigan, you are familiar with this background, 
but I might Just repeat i% for the benefit of the students. About July 
the Munitions Board made a presentation to the Joint Chiefs ~hich 
demonstrated that more consideration should be given in planning for 
the economic capacity of the country %o support a plan in order to avoid 
doing a lot of elective planning and coming up with a plan which turned 

out %o be completely infeasible. 

As a result of that activity stirred up by the Munitions Board, the 
Office of Defense Mobilization, Defense Production Administration, and 
National Security Resources Board, and the civilian mobilization planning 
agencies are very much excited by the so-called new approach or mobili- 
zation-based progrgm which the Munitions Board calls the mobilization 
production program. This is designed to attack this problem from the 
resources end, the resources availability end, rather than from the 

requirements end. 

The question which I would like to ask is, which one of these plans 
of the Joint staff will be affected by the estimates which the civilian 
planning agencies and the Munitions Board develop as to the actual 

capabilities of the country? 

COLONEL BERRIGAN: I didn't go into that subject. I understand 
General MeteJka is coming over here in a couple of weeks and he will go 
thoroughly through the mobilization production program. But as to this 
plan here, if you want my opinion of -what our troubles are in developing 
a requirements plan, we can write all kinds of adjectives in a plan, 
,,modest," .austere," .meager," but the only adjective anyone seems to 
understand is the dollar sign, and this mobilization production program 
is getting the dollar sign into the plan as you come down to lower and 
lower levels of planning. If a man is trying to figure out whether he 
wants two undershirts or three, and he may decide three is a modest 
figure, but if you give him a dollar sign and tell him he has only 80 
cents for undershirts, he can come up with a figure to two. 

We are hoping that in our planning for how our country can produce 
the requirements for an Objectives Plan we will approach some degree of 
feasibility, so that the dog can see and smell the bone, and it is not 

five miles away. 
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QUESTION: You indicated that the Joint Chiefs of Staff and Joint 
Staff are planners and not operabors; still they turn out war plans. 
If an emergency came up in which one of these plans had to be implemented 
and outlined in its basic form, it seems to me there would be a lot of 
questions and decisions that ~uld come to the Joint Staff level for 
decisions. Thatp it seems to me, would turn the planners into operators~ 
if indeed they are not already operators. Will you comment on that? 

COLONEL BERRIGAN: Under the unified command we have other executive 
agents. For example, in Europe, through the Chief of S~aff of Army to 
General Ridgeway, the Army Staff operates General Ridgeway~ and General 
Ridgeway is the Joint Commander. He commands everything in Europe. They 
are the operators. Although we go through the Joint Chiefs and develop 
Joint plans, General Ridgeway, through General Collins, would do all the 
executing of them. Does that answer it? 

QUESTION: I can,t quite visualize it that way. Perhaps it will work out that way. 

COLONEL B~RIGAN. That, s the way it is designed to operate. We 
complete a planj it goes to the commanders in the ~ j  they send it 5o 
General Ridgeway. It is up to him to carry out the plan. He is the operator. 

QUESTION: Those blocks are still bothering me. Take the tweed 
sipatone in the first bar of the block mid-range plan--to what crosshatch 
zipatone block does that relate? I understand it is your procurement 
plan, when you delegate and expend funds, and expect to receive something 
in return. Your Capabilities Plan is what you are capable of doing today. 
When the crosshatch zipatone block begins, it is the effective period. 
They could not relate one above the other in top bars of the plans. You 
don,t have the things in that way. You have a procurement lead time of maybe two years. 

COLONEL BERRIGAN: That is true. Under this plan we write the plap 
during this period based on strict capabilities, but the capability is 
related to the hot line that is producing tanks. In other words, we can 
speed that tank production up. We have the money to speed it up, and we 
can get more tanks because we have some money six months before. When 
we are writing the planj we take into consideration the fact that we are 
to spend this money; it gives us increased capabilities. 

QUESTION- You relate the tweed zipatone block in 1956-1957 to the 
crosshatch zip tone in 1957-1958. 

COLONEL BERRIGAN: That,s right; this one here (pointing to the tweed 
zipatone block of the second bar of the mid-range plan) you show up in 
here (pointiDg to the crosshatch zipatone block on the third bar of the 
short-range plan). Long lead times things won,t show up; but you have at 
least got the money and are spending it, maybe for things you started 
two years before. 
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COMMENT: That's what I thought it was; one year latero 

COLONEL BERRIGAN: That's right. 

QUESTION: Is there any effort made to coordinate your budget 

directive with your plan? 

COLONEL BE~RIGAN: Oh, yes. In other words we are going to start 
drawing a plan. We have to anticipate what kind of money we are going 
to get out of Congress. In other words, a plan we would write along 
here (indicating ,,Eid-Range Planning") would be based on how industry 
can grow with more money, and what we are going to get out of Congress. 
But a plan you would write here, an Objectives Plan, would have bigger 
force tabs and a shorter war period than what you would write here 
(indicating ,,Short-Range Planning"). That is based on capabilities. 

COMMENT: That would permit getting a budget directive out a year 
in advance, in lieu of the present way of getting it out the day before 

you need the budget. 

COLONEL BERRIGAN: Of course, there's supposed to be a budget cycle. 
It takes a year getting the information from the services, and ~nen i~ 
goes to the Bureau of the Budget. There' s a two-year period from the time 
they put down figures on the service level and finally get the money. 
What we are trying to do is give them strategic guidance for budgetary 

planning. 

QUESTION: Is it worked out with the Bureau of the Budget for this 

plan? 

COLONEL BERRIGAN: No; the Bureau of the Budget enters the cycle 
in somewhere in the middle of this block (indicating block ,,Preparation 
and Support of Budget"). We anticipate what the Bureau of the Budget 
will do. I don't think the strategic planners would go and ask the 
Bureau of the Budget how much money we are going to get two years from 

now. 

QUESTIONI Do you figure on going into war, if it happens~ with the 
Capability Plan? The Capability Plan is based on money you actually 

receive? 

COLONEL BERRIGAN: That's right. 

QUESTION: You are not going into w~r with the mid-range or long-range 
requirements. The Capabilities Plan is predicated on when you have the 

moneye 

COLONEL BERRIGAN: These plans are to see what we can do with industry 
and how much money we ought to have to give us a better military posture 
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tWO or three years from now. You eantt  do it in five minutes. You 
have to ask for appropriatlonsj ~nd you have to do that at least two 
or three years in advance. 

QTJESTION: In the last buret cyclej ~Lich started just before most 
of the students got into school s !'noted tha~ the first guidance seemed 
to col.e from the Office of the Secretary oF Defense. The comptroller 
put out a piece of paper showing what the services were supposed to do 
with the budget. Do you anticipate that when your plan gets far enough 
along OSD planners will use your plan as basic guidance? That is 
something within the Defense Department that can be straightened out? 

COLONEL B~RRIGAN: One of the purposes of the program for planning 
is to get some strategic guidance into budgetary planning# which we have 
not had before except on a crash basis. In other words~ that is one 
purpose of the Objectives Plan. One of the two purposes is to get some 
budge~rry planning tied into strategic guidance. 

COLONEL MARTZ: Colonel Berrigan, it would be a gross understatement 
to say you have given us something to think about. On behalf of the 
Commandant, I want to thank you for this presentation this morning. 
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