
A I ~ _ ~  OF A~SIST/I~ B]~&'-?~T/LRY OF WAI~. 

a t  Openin~ of  

In modern warfare, munitions are essential to the suc- 

cess of the army. An army consists in effect of two parts - man-p~ver 

and munitions and one Is useless without the other. In a major effort, 

the amounts of certain items of supply which are used by an army have 

always been and will always be limited by the country's ability to fur- 

nish them. And inasmuch as the World is constantly progressing in- 

dustrially as well as through scientific and engineering develolmments, 

the supply problem ~f the future will inevitably become more essential, 

complex, and vast. 

Reallzlng that the real task of the army in t fee of peace 

is to prepare itself to perform l~operly its mission in time of war, 

the question arises - "Have we developed and are we operating a 

training system that provides personnel with suffiolent abillty to fur- 

nish these supplies to our war armies?" 

. Past experience is often our best guide for future a~tion. 

We have just emerged from a great war. We did not enter It until it had 

been going on for nearly three years. During all that time, we had an 

opportunity to learn the character of present day warfare and the de- 

pendence of an army upon supplies and munitions of all kinds. Even after 

we entered It, we did not immediately enter the firing llne. We did not 

have any appreciable number of troops in battle until more than a year 
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after the declaration of war. During all this later period, we 

had the advice and assistance of our allies to help solve our sup- 

ply problem and, during the whole four-year period, the Allies had 

built up large munitions industries in this country. Yet in spite 

of the preliminary period, the year's delay in starting hostilities, 

the assistance of our allies, and their munitions Industrlal development, 

we were unable to provide our army with certain vital items of fighting 

materials, such as artillery, airplanes, and other equipment. ~hen the 

armistice came about, we were still unable tol~ovlde these essential 

articles. And we would hardly have been able to do so before the 

Spring of 1919. In other words, the man-power part of the American army 

during the World ~ar was in many important items nearly a year ahead of 

munitions, and to that extent, munitions proved the weak link in national 

preparedness • 

But that was not all. rooking back over our World War 

activities, we find that many costly mistakes were make - mistakes that not 

only delayed production but also cost the government millions and even 

hundreds of millions of dollars. 

In other words, at least some parle of the supply organization 

of our army were not properlyprepared to carry out their missions an~ 

this in effect means that they were not properly trained. 

The situation was apparently aploreciated by higher authority 

and in the efforts to correct the troubles, captains of industry were 
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hurriedly called into the government services to control activities 

and, in some instances, new chlefs of branches ~re appointed. But in 

spite of this, mistakes and delays contined. And the reason for this 

is simple. Even the greatest captains of industry in the world must de- 

pend in great measure, and for an appreciable length of time, upon the 

organizations which they find in existence. An inefficient organization 

of any magnitude cannot be changed over night into an efficient one, anv 

more than a new organization of similar size can be created and made 

efficient over night. 

The theory so often advanced, therefore, that we can quick- 

ly settle our war supply problems by calling in from the industrial world 

men of high standing, in my Judgment, is not sound. They should be 

brought in, for they can unquestionably be of great help, especially 

upon particular phases of the problem with which they are acquainted, 

but, if we would achieve satisfactory supply preparedness, we must 

have a going organization that is efficient and that is prepared for the 

necessary expansion. The officers of that organization should know 

more about its work than amy body else and should be l~repared and be re- 

quired to man the key positions, at least tintil they can make their 

knowledge available to successors. 

A well trained organization is not the only recuisite 

to the solution of the army's procurement problem, nor the lack of 

training solely responsible for failure in supply during the World 
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~ a r ,  A sound t r a i n i n g  s y s t e m  i s ,  howeve r ,  one o f  t h e  n e a e s s a r y  s t e p s  

in the accomplishment of efficient and sufficient supply. And I believe 

that, if & reasonable number of officers had properly understood the 

supply problem prior to the ~orld ~?ar, many of our troubles would have 

been arc ided. 

Accepting, therefore, these two principles, namely, that the 

pre-war system for procurement was not satisfactory and that, during 

the early days and months of a war, we must largely depend upon 

regular officer personnel to man the key posi~ipns, the question arises - 

"What should be our training system to pre!0are us in case we are ever 

a g a i n  f o r c e d  i n t o  war?"  -.~ 

As a r e s u l t  o f  S p a n i s h  war e x p e r i e n c e ,  t h e  Army r e a l i z e d  

t h a t ,  f rom t h e  man-power s t a n d p o i n t ,  i t  d i d  n o t  have  a p r o p e r  t r a i n i n g  

sys t em f o r  d e v e l o p i n g  o f f i c e r s  f o r  t h e  h i g h e r  command and s t a f f  p rob lems  

i n v o l v e d  . in w a r .  I t ,  t h e r e f o r e ,  . s t a r t e d  t h e  L e a v e n w o r t h  Schoo l s  and t h e  

V~ar O o l l e g e .  The ~ o r l d  Tar  emphas ized  t h e  v a l u e  o f  t h e s e  s c h o o l s  and as  

a result their Im~ortanceo scope, and attendance have been increased. But 

they cover only the man-power problem, and the issue of supplies thereto, 

and do not cover the problem of procurement of supplies. Nor is it be- 

lieved that they should be given such a mission. The character of the 

training, the experience and qualifications of ~he officers, the whole 

habit and trend of thought are, and properly should be, entirely 

different. Each should be generally familiar with the broad problem of 

the other, but their missions are dlstincly dissimilar and should be kept so. 
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It has seemed to me that we of the Supply Branches of the 

Arm~ could not do better than follow the example of the man-power of the 

Army. We should also realize o u r  problem, and the necessity for a 

~'ralning system to help solve it and set about accomplishing this objective. 

From inquiry and observation, I have come to the following 

conclus tons: 

(a) That because of the diversity of their a c t i v i t i e s ,  which 

in many cases of a highly technical n~ture, each supply branch must be 

held responsible In great measure for the training of its own officers for 

the solution of its preblems. 

(b) That procurement is best accomplished when there is appll~ 

to Its solution certain sound and basic principles which the industrial 

activities of the world have developed. ~here is no controlling reason that 

I know of why these same princl~les should not apply in practically the same 

way to the seven supply branches. There are, on, the other hand, controlling 

reasons why they should, among which are souud and uniform procedure an sim- 

plicity of supervision. Our present system does not s~£flciently provide 

for efficient ooordlnatlon of effort. 

(cl ~hat one of the great causes of troubles In procurement 

during the World war was the lack of competent supervision. 

: ( d )  That  s u c h  compe ten t  s u p e r v i s i o n  canno t  be a c h i e v e d  In  t ime 

of  war u n l e s s  t h e r e  i s  a sound sys t em In  o p e r a t i o n  i n  t tree of  peace  t h a t  

can be logically expanded In tlme of war. 

(A| That another of .the great causes for the supply troubles 

of the World War was the almost total lack of adequate and comprehensive plans 
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(f} That  t h e r e  must be made a v a i l a b l e  a r e s e r v o i r  o f  t r a i n e d  o f f i c e r s  

which: w i l l  s u p p l y  o f f i c e r s  to  man t h e  k e y  p o s i t i o n s ,  b o t h  i n  t he  s u p p l y  

b r a n c h e s  and i n  t he  O f f i c e  o f  t he  A s s i s t a n t  S e c r e t a r y  o f  War, d u r i n g  

the early part of the war. These officers should understand not only 

the peace-time methods of operation of the various supply branches and 
\ 

t h e i r  war  p l a n s ,  bu t  shocald u n d e r s t a n d  in  d e t a t l ~ . t h e  p e a c e - t i m e  methods  

of operation of the Asslsta~t Secretary's Office, and especially the 

war problems of that office and the plans for solving them. Sufflclent 
O 

provision does not exist at the present time to develop such a trained 

reservoir of officers. 

An anal,~rsis and study of these plans have convinced me that 

certain steps should be taken by the Nat Department in the matter 

of procurement training, in order that this work may be carried out 

economically, expeditiously, and efficiently, both in peace and in 

war ° 

t 

-i- The first of these steps is to establish an ~irmy Business 

School at which every supply officer could get a ground work of training 

in the fundamental principles of business which would be in addition 

to t~e technical training he would get in his own supply branch. 

To carry out this idea, I recommended to the Secretary of War 

that we should send officers of the various supply branches to some 

good bus iness school where they could all learn from the same source 

the latest procedure in business administration. The course at the 

school which was chosen covers two years and undoubtedly includes 

considerable work that is not essential to our Army needs' To send all 
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supply officers to such a business school seems, therefore, prohlbltlve. 

Accordingly, we have arranged to send a few officers from the various 

supply branches who will recommend a shortened course to meet the needs 

of the Army and will also supply the ~Instructors to conduct such a 

school to be established within the ~Var Del~artment. Obviously, a much 

larger proportion of officers could be trained each year under this 

method at a Ereatly reduced expense. 

-2- In order to keep up-to-date in business procedure and to 

maintain a reserve of instructors for this Army Business School I believe 

that additional officers should be constantly under ins trmct ion in the 

mother school. It might also be well to h~ve the officers who would 

fill the more important posts in the various supply branches take this 

longer and more advanced course which might be likened to the high 

school Of civil life. 

This school, together with the parent school, would deal more 

particularly wlth the problems of current procurement an~ administration. 

They will give the supply ~ ~m%e fun~atlon in the principles of 

business administration and through the a~Ivanced course would develop 

trained executives for the higher positions. ~ere still remains the 

problem of training offlcera to fill the key positions in wartime, as 

both the training and qualifications of the officers would be different 

from the officers' training as executives, although the two should be 

kept closely correlated, in order that the war plans may be an expansion 

of peace-t ime methods. 

-3- To train personnel for the planning and carrying out 

of industrial mobilization, I believe that selected officers should be 
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trained in the broader problems of procurement problems, particu- 

larly in what might be called Inclustrlal strategy. 

In order ta give this training there should be established 

an Industrial College which will train officers to fill the kBy 

positions in time of war in the various supply branches and the 

office of the Assistant Secretary of ~ar. T~nls college, to carry 

on the analogy, might be likened to a college or university in civil 

llfe. 

These are merely general ideas on the subject of procurement 

training which experience might modify. Under them the ~anior supply 

officers would have a general training in the fundamentals of business 

practice and principles which should false the level of efficiency 

throughout the supply branches~ the officer in llne for selection as 

the head of a bureau, the con~nanding officer of a depot, or an arsenal, 

or some similar position would have a broader and mute advanced training 

fitting him for his duties as an executive and admlnlstrator~ the officer 

of l~erhaps different qualifications who would be called upon to meet the 

the problems of industrial strategy would receive a thorough tralning in 

war planning work of industrial mobillzation~ each officer would receive 

the type of training which would qualify him for thepo~ tlon for which 

he is best flttef. In the course of time, I believe t~t the ~hiefs of 

Branches should be chosen only from men who have undergone a course of 

~ralnlng in these ~arious schools. 
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