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INTRODUCTION TO REQUIREMENTS

10 Rovember 1885

COL WIRAK: First, a happy hirthduy to the United Stales
Marine Corps.

Welcowe to Unit 7. During the sext two months with us you W1
be introduced to the subjects listad there on the flannel board:

Bequivements, with three study sreas;

Supply Distribstion, with two study aress; snd

internstionsl Logistics,

Foreign Aid,

Transportation, and

Telecommunieations, each with cne study area.

Now let us locok at the titles of the nise siudy areas that callec-
tively cover those subjects.

(SLIDE 1)

The study aroas in Sections A, B, and D are essentisily in
the field of requirements. In Section C, on Foweign, Aid, you siso go
into the requirercents sapsct, bt the scope ia broad enough to give
you an waderstunding of the philosoplyy behind cur aid programs, whether
military or civilian., Hence we trest foreign aid as & separate study.
Bections E and F cover sugply disteibation, Sectlon € is in the inter-
neticnal logisticn field, Sections M and I deal primerily with the
meobilization of the trapaperiation and telecommmunicptions indusiries



for war.

The clasa is divided into nine growps. Esch group will have
tne OF wore represoniativen in each of these sections. Aasigorcents
to sectiona will be made by your studest group leader st the first group
neating.

The pecticn representatives, siter researching in these sreas,
will come back to the groups sad report their findings: and we hope
they will be in a position to sperk the diacussion,

There alec are a nmubaer of peopie in the class who left key jobs
in thess fields to comie to the coliege. We expect io tnke advantage
of thelr specialized knowisdge for cur benefit as well ag youras.

After you have hsard smthoritative speakers on these subjecta,
and have had the benefit of the group discussisns, you will have a
better understanding of the mobliiaation process and the agencies
concerned. You will find eut something aboat the many problems
involved in the formulation of requirements, wiich are the basia for
onr mobilisstion program. You will alsoc bave s spportunity to learn
how the military supply aystems sre organized and operated. You
will have & look st the manngacsent technigues sad controls which are
indispensable 1o efficisnt supply operstions.

(e of your clagsmates wrote bis torm peper before coming
to the college. Here it 15--8 weighty and excellent treattse on " Military
Kalerisl Requirements.”  Tisere ia slao 3 mewmber ia your clasa,

& gradusts from the short course heve in 1942, Heo {8 now back herve
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doing his post-graduste work,

At thig time | should like to presest the members of the Reguire-
rwexs Branch, and the other facuity membera temporsrily sssigned
{0 this braach. First, cur capable secreiary, Mra. Elisgbeth Brun-
didge. Next, the faculty advisors in the three study areas on Reguire~
mantseMr, Lowell Henkel, better known to you a8 "Pop. "  Captain
George Lantrup, on losn {rom the Maspower Brasch, and myself,
Working with you on Supply Distribution ead Internsticcal Logimics:
Colonsl Elmore Seeds; Dr. Jobn Lackas, Calonel, United Siates Army;
and Captain Carleton Mott, en loan from the Mobhilisation Branch. In
the fisids of Foreign Aid, Traasportstion, and Telecommunications
we bave twr very articulste guntiemen, Captain Charies Gerisch and
Lisutenant Colonel Robezt Pike, Alse, we are fortunsts in baving Mr.
Michasl Polaboff, trom the Manpower Branch, s8sist us o & part-time
haxis As & Group Adviser.

Now lat us returs 10 'Reguirements” and ses whai we meanh by
that wazd.

{31IDE &)

The Joint Chiele of Relf Dictisuary defines "Requirements” as:
"the nesd or demand for persomnel, equipment sad supplies, resources,
facilities or sarivices, by specific qguantition, for specific perioda of
time, or st specified timee.

it in mont significont that, before you cen state thass seeds or
demands wesningfully, you mugt determine your strategy; thet is, the



forces you will use, what they will be equipped with, how they will be
deployed, snd how they will be mupplied; whe your enemies sre, and

whers they will strike, and what danage they will do. This determina~

tion ouat have the support of our democrstic society, which has o
say the price of meeting the requirerenta.

Ay we study the complicated process by which requirenzemts
are developed, thare is 2 denger of nol apelng the forest on account of
the trees, Here la how the hils and pieces go together,

(SLIRE 3}

The develapreant of requirements begins st the very top. The
Naticual Secarity Council develops naticnel shiectives snd slatementa
of natiosal pelicy for considerstion and approval by the President.
Whan spproved, they form the firm guide lines, or policy states:ents,
for the development of plans, whother they be muitary, civil defense,
vesearch, espansion of facilities, or disperaice of industry.

AU mobilisstion planning, whether by governroent agency, or
through its influence on ndustry, stema from this initial guidance,

(OVERLAY 1 OF SLIDE ¥)

The Jeint Chieln of StalY devise strategic plans in support of
aationsl policy sad naticnsl commitouents, Esch strategic plan is
giwen a beroad jogistic implications test to determine if the plan i3
sppraximately fensibie before it leaves the Joit Chiefs of Siafi.

(OVERLAY 8§ OF SLIDE 3}

The strategic plane agproved by the Julat Cldels of Stalf are
£




tham pasped to the three military departmonts for the deveivpment of
supporting pisas, ia detail, and for deterizingtion of apecific quantities
of welected ond Remrs.

{OVERLAY 3 TC SLIDE 3

The materisl regutresients derived by the depariments are
transmitted to the Office of the Assistant Secretary of Delense {Supply
aad Logistics} for review, Whem spproved by the Secretary of Difense,
the wilitary requirements, in terms of seiected rescurce needs--for
expple, shumioum, copper, and stesi--art passed ou to the Office
of Defense Mobilingtion, or "ODM,” as we call it.

(OVERLAY 4 TO RLIDE 3)

Here the militery, foreign sid, sad civilian requiremants are
combined and matched against our industrial capacity to see if we have
over-chligated our ability to produce.

if the two are oot in balauwe, sn adjustment is necessary.
¥ car productive capacity sxceeds our plenned reguirements--a xost
uslikely bappening--peviaps we shonld “soup wp” the military effort
in an sttempt to shortan the war. If our productive capacity falis short
of owr reoquirements, we must cither revise cur plans sud commitmnts
downward, or expand our preduction. In any case, & sigaificesmt imbal-
snce which londe to an sdiustment of plens will necesgitute & recompy-
tation of resmirenents and & repest of this process.

Wall, that is & quick gensral view of the forest. You sbould
keop this pictare in mind as we meve along in the conree; 8o that, whemn
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you stady due segment in the developmont of requirements, you will
koow where it fits into the overall pictusre,

Por ezampie, thmee of you in Sectiver B whe study the development
of raterial requirements in the Department of Defanse~—and inter
expiain the process 1o your greup--will not enly study the plasning
in the services, but will find sut how planuing iz linked to programming
and fingily to the budget, which you studied recantly in Eeonoacie Stab-
ilinstion. All of thin reisted 1o the third and fourth biocks theye on
tha chaort.

I your Manpower Unit you have slready stedied problems
veiated to the nation's requirsmenta for wanpower in a wobilization,
In our study of requirements, thorefore, wo wiil smpbasise raaterial
requiressents and not repedt what you have siready lesrned.

Concurvently with reguirements you will study nsfursl rescurces.
There is an inportent link betwevn the two which is worth mentioning
here, and which can be itiustreted by this slide.

{81IDE 4

We show here 8 oadium tank, bat eny major Rewm seeded in
war could have been used., VWhen war plans evoive requirements for
tanks, this creates in tirn & reguiremant for the materials which go
into thom. Now, among these ssterials, those sbown in the chart are
critical aones, which must be imported.

You see, for exmmple, that most of the chromium, nicksd,
tin, and mangausse reguired in the tank are not availabic from domsestic
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gources. Thus, » knowledge of cur astural rescurces is necessary
to deterwine what we have--and have nob--towards meeting our xater~
ial reguirements.

Heving located our deficiencies, we can seek {0 increass our
dosseatic supply, or to find substitutes among more plantiful materials,
or to stockpile, All of these spproaches are unsed,

Next spring you will examine the economic potential of sther
countries, We are interosted hore in the college in the sconomic
potential of frismdly or neuirel countries, because, ameong other things,
thoy may be able to supply some of our deficiencies. Then, too, we
want to know about the economic potential of our ensmiss, 80 that
we can dear down on thelr weak polnts.

{3LIDE %)

Hem 17 of your essentisl reading is a vital document which
explaing the Joint Chiefs of Maff program for planning. This slide
shows the thres plans inveived or tdutlined in the progran:. They sare
s lng-runge estimate, n miderange, md s short-range plan,

This progras:. was wodifisd recently, snd copias of the new
program sre in the classified libwary.

Although the time periods are changed siightly, the point I
wint 10 stross iz the aignificance of the Mid~Range, or, wore precisely,
the Jeint Strstegic Chjectives Plan. It provides the basia for military
wokilination planwing, which, in tutn, prevides the basis for & good
deai of oy netionsl moddlization pianning.
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Neow, sithough the progras: for planning was started in 1951,
no finalised mid-yenge pian has been deveioped until this year.
ummu.whtmmmmmnmymmmwué
“oll, essextially it has bemt done wnilatersily by the departmenis, as
was trus bafore the program for planning wes conceived.

The fuil impiicstion of mobilizstion planaing on this kind of basis
was brought home four yours 8go. The Kovesn War forced the issue.
It then sesmed that M-Day migit be prefty cloas,

In 1281, in vresponse te & call for wartisme ueeds, the nilitary
departments submitied to the Manitions Board a set of wobilization
requiremenia which in scmwe instances exceeded the capacity of the
sation to produce by seversl timen.

To get plaching back into the renlm of reality, DM, in conjmnce
tion with the Muaitions Honrd, developad o reverse spproach to the
problew:. In briel, have in what was done,

{BLILE &)

The maximuae gross nationgl product was egtimated, in terwa
of deilars, for the first thees yours of & war approxiviating the mobili-
zaiton period in the mid-range plon. Themn OBM, with due regard for
sdequate but migimam home front needs, snd for reguired sxports to
support our allies, cut the pie 1o give the militsry the biggost feasible
siice of hard goods production,

A4 you might expuct, eack succeeding yesr the military slice
of the pio was larger. Also, though not sppavent fram the chert, the
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pie itaell was larger each succeading year.
ODM estinated the Lacreass in the total vutput of the nation,
due to the stimuius of the war, at something ke 13 parcent the firat

year of war, Y percent the ssecond, and § percest the third-~-this deapite

large withdrawals of maspower for the military forces.

The military portion of the pie, in ters of doliars, was allo-
cated to the Department of Defense for plasning purposes.

The Departmment of Defonse, sfter further subdivision of ite
poriion of the pie to the Avmy, Havy, saé Air Fovce, eveniuslly ceme
ap with & program of one thousessd major items, which represanted
abowt 86 percent of its dellar allecation. The civilian cinimant sgeo-
clae likewise came W with thair reguiremenis ageinst their cut of the
pie,

Tois concept of planning againat & GMP ceiling was knows 58
the " WMebiligation Readingees Progeam * of ODM. M you are interested
in looking st this progrem, iths lbrery has several copies.

The Mohilisation NReadinass Program provided & more resson-
shie busly for indastrial wobllisstion planming thes sny pravious
spproach, and the program @d have m element of built-in feamibility.

Tieorotically, the dewands could not excend the capacity of
the nailon. However, &8 must be apparsst 1o many of you, the ability
to get the things you ceed Uhe first yoar of war is uot sclely dependent
on havicg . your slmre of (he GMF svaiiahis. ‘There are constdera~
tiocs such s type of preduntion in being, stsndby facilition, and other
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factors related to lead time, Hence, you might not get the long-lesd-
tie tems needed.

In other words, if the military's shere of the GNF was, for
axarnple, %0 billion dollsre--ramnermber, this ia hard goods production--
the lirmt year of war, posaibly only 30 billlons could ba converted into
taagible goods which would rweet upecific needs.

Well, this youar all is chenged. We do have an spproved wid-
range plan, and we do have what sppears to be » realistic approach to
the toagh and complex preblse: of mokdlisstion plamning.

(SLIDE T)

Thls ie the firet purt of &n DOM scheduia, Note the beginning
dete. Since you will hewr much more abowt this pianniag, ! will only
sietch 1t for you,

Az you sea, production capadilitiew are ensured sgainst
requiremends. The military reguirements, op here, are in terme
of several hundred selectad end iterns, ageic derived frore the spproved
wid=range pisn aad then tranelated into these selected resources; for
axpmple, aluminum, copper, sud steel.

Now, although the Joint Chiefs of Seff will heave made broad
checks on ihe logistic feasibility of the plan gn which the military
requiraments are developed, thers ia a pooaibility that gape will develap
whaen the thing is run through,

If these gaps show up snd we can taks cars of thew: by, eay,
hotion Plana 1, 3, and 4, then we are all set for a motilisstion where

18




there i no sttack on the Tkited Siaten.
Apsuming this ttwms cut all right, we next apply bomd damage
sEsaaptions.

{(SLIDE 8)
Stady this picture & mingte. Here we really (pen a "can of
worws.

You can imagine the terzific problem of workiag oul the damage
asssumptions. What are the likely targets, snd whet kad of borche
are they it with?

Baving solved that #ifficult probiem with your best gassstimates,
you agein n:easure requirements agrinst sorviving capacity. Perheps
your military reguirements hnve incrassed becanss some of your assets
disappesred in the bombing.

Aud now we hawe & tremendous rehabilitation anst reconstree~
tion reguirssent on Wwp of all our oiber regquirezconte, No doubt the
picture will be gloomy sfter the sud of this schadule is renched in
Jameary, 1858, Vhen the gaps are sxamined, ! anticipate some pro-
nounced changes will develop in our ohjectives reisting to mockpiling,
dispersion, sad mobdlisstion reserves., Remember, this is the fret
time that 8 schavule of this kind hes besn run through.

We may~-and 1 stress the word "may” --be forced to ihe con-
clusicon that for the eaxly pert of the wer at leeat, we can couxt on anly
e foress 1o being, and such mobilinstion resarves and ofhar mochs
an ascape demage.




H this is true, you migtt well ssk, " Why stuily sconomic
mobilisation?”  If you ponder the Quastion a while, you probably wiil
oome wp with about the ssme snawers thai we have.

You stili must have such planming, but you will put & lot wore
sraphasis on sspects which have besn somewhat neglected il now,

1 mean such things as pre-M-Day precevtions, dispersion, civil defense,
wokdlization reserves, stockplisn, sad the like.

Ater M-Lay, sech Hems as rebabilitation, reconstruction,
preservation of exder, contral of munpowsy, snd ecopomic stabiline~
tior will seed major sttentisn and the fnest preparatory planning of
the bast braing we have, in order te avoid chaoe.

Then, too, asppome we Bave & series of Xovess kit no major
war. COr suppose we have 8 major war without the une of nuclear weap-
ons, or with ealy limited use of tham. We scust be prepared for theee
possibilities too. Any way you leak at it, I think you eee the immensity
of the problex from that chart there on the screen.

My feciing is that economnic mobilisation planning was never
more important then it is teday. And §t was never more difficult than
i in todny.

{BLIDE 8)

BNow, & quick look st supply disiribetion.

Here you see the elements that sake up supply distribation--
such activities os inventory control, ceiaioging, wtorage, packing,
packaging, snd 20 on. Thane ars importast Mt rather unglsmorons

13
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subjects. r&snmmm.ththntmﬁmyhahmm&yw.
A vary high-ranking officer of the Army told last yaur's clasd that
highly trained G-3's were availabie at & dis.e a doses, while highly
trained G-4's were the scarcest article iz the world,

Where does supply dietribution it into the igietics picture?

{SLIDE 10)

Well, haviug determined your requirements, yox sre in a pesi-
tion 1o go into procurement, which leads to production, which gives
you the supplies you nesd. We consider supply distributiou as beginning
st thet point where supplies are picked up from the producer, and o8
captinning through finsl dlapositivn as reclamation or ssivage.

The military supply systems are truly hig business. There
are over thren million items involved, snd total inventories yun in the
Reighborbood of 180 million dellars, Hy way of compariscn, the total
value of trventories of all manufacturers in the United States on 31
July 1583 wae 4§, 2 billion dolisrs,

It is little wonder that the Cougress devotes so much attention
o OUr SNpply managenrent, I meationsd previcualy that our supply
operations are important but wnglamorogs. If you huve sver been on
the gridile over on the "Hill" iu respect to resi or slleged shortcom-
ings in supply oporations, you have no doubt whatsoever about their
importance. Aud they are importast. Sepply operstions are the life
Mdmhﬂnﬁumwmmmmminm.

A tew of the Congreseionsl investigations may strika s fewilinr
13




thord with you. There were--
The Benner Coammittee hearings ou "' Federal Supply Manegemuent,
the Hebert Committer "Chamber of Horvors,
the Bmith Commities hesvings ob the "Eoresn Ammunition
Shortage,

and the Riehlicun Committer hsarings on “"Covernment in Business. "

Such hearings may be expected to continae with mare stean: than
ever. Adéing fual to the fire, we have the five comprehwnsive stufl
papars en mililary procurmment prapared by s task force of the Hoover
Comenissica,

These papers sre contained in these three veluvies {shawing
books)., We will consider certaiv of them i our Unit. You will also
isarn mare abar them in the Unit on) Proouramest.

There ia aise the owerall Comumission Reaport on the Susiness
Orgenisstion of the Departrvent of Defanse (showing beok).

mm:mmmmmmmamyw-
meint--the rols of the Jeint Chiefe of Staff, transistion of Jogistic pro-
grams into procurement requirements, contrasting policies snd admin-
imration, conmdinated procuremant, Inventery control and distritmtion,
persomesl, oversess sconomis aid, and so on,

Bince cnly twe of the study areas will be delving into these task
forca papers, 1 worid like to rend sowe Mighly significant extracts
from Velumw IL.

"Ehnrtly after its organication, the Task Force becama cone
7 |




vincad that the procenses by which strategic objectives sre set
sud strategic and loginics plans sve developed are perbaps even
were gignificent to defense procurement activity thas are the
processes by which supplies axe achusliy procured by the Arny,
tiavy, and Alr Foree, Thus the Natlomal Security Council smd
the Juint Chisfa of Saff, ao the President's principal advisera
In such matters, should constitele the keyatons of the procure-
ment process. [t le wvident, to suggent & single exaniple, that
varying policy declsious cencerning the use 5r con-use of nuclesr
waapoas should huave major sffocis on procurement programs of
sl three Services. When clear mud sulficiem guidence is not
provided from the National Security Council and Joint Chiefs of
Halt lavels, decisians mast necessarily be made, by default,
ot the lower levels, "
Jumping now to the Findicgs and Canclusions:

"It 1a fairly clear from cur own chasrvations aud from the
comments of the many qualified Individuais whow we interviewed,
thmt s

"s. Strategic and logistic plans bave not been sdequately
develaped on & timely hasie;

"b. ‘There is no adequate aysten: for defining reguirerseis
realisticaliy to ssppert future integrated forces:

e, Service plans are preparsd largely on & wnilateral basin:

f, The present gystom promotes 8 partisen sarvice view,

is

)



rathar than o broad national view, on vital guestions of missions

s force ovels;”

Thnse are pretty strong words.

Ve ascesmarily have to limit our essential reading, wsd we coald
make raom for only 34 pages of the Hoover Commission Bsporl. However,
I cormmand the Comminaion Report and the papers of the Task Force
on Procursscect as reading which will sahance your professionsl know-
ledge, whather or not you agree with ihe findings and recemmendations,

The recommendations that came out of the Boover Commission

studins creatod quite a atir ia the Festagm, Coagress is sure to he
interested tco.

Some of the coniroversies gensrated by Congresaioonl hearings
approach white hont, However, here in the serene, uniroubled scademic
stmoaphere of our wenderfisl colisge 1 venture to say thet Congreasional
interast in wmilitary affairs is a good thing,

Az you wade into the studies niyeduced by this Unit, 1ot e
lenve you with tis thought: 1 quote frow Dr. Artkur Flswmmicyg, who is
Directer of the Office of Defeuse Mobilisstion, Lx regurd 1o the sag-
gering problems in mobilisstioa plauning, This siso showid be s
inspiretion when you tackle the final poblerm.

"R i sbeolutely necansary for ue to rise advwve these Ifoelings
of frustration, and tackls ihose prublems that have proved o be
jsspossibie 1o solve tu the past, with & determinaiion thet they

can be solved, ™
Thenis you,
ig




