
THE PLACE OF SPECIFIC PROCUR~T PLANS IN THE 
WORK OF Tli~ OFFICE OF THE ASSISTANT SECRET.~/~Y OF WAR. 

P u r p o s e  o f  T a l k  

For several months now we have been studying the subject of 
Industrial Mobilization. That subject in itself is very broad and 
comprehensive. ~e have taken up the work of the War Department by 
parts, studyin6 the organization and functions of the General Staff, 
the Supply Branches, and the Office of the Assistant Secretary of 
War. We have had lectures on these su0jects and have also studied 
in detail the work of the Commodities Division, the Allocation, 
Priorities, Conservation, Price Control, Progress and Requirements 
Sections of the Office. Soon we will take up the work of the other 
sections such as Power, Labor, Transportation, Communications, Fuel. 
The early lectures covering the work of the Office were general in 
character and necessarily contained matters with which you were en- 
tirely unacquainted. 

Some time ago one of the students suggested that a lecture be 
given to showthe inter-relation of the various sections of the 
Office and their relation with respect to the specific procurement 
plans that are being prepared. This task fell to me. In doir~ so 
I will first give a little history of how the present organization 
was reached, an outline Of the basic principles upon which that 
organization was founded, and finally, by concrete examples, show 
the functioning of the Office with respect to plans for control of 
industry and specific procurement plans for obtaining finished pro- 
ducts and raw materials. 

How the Office Grew 

In 1920 Congress passed the National Defense Act creating the 
Office of the Assistant Secretary of War and for the first time 
giving him important statutory duties. You all know Section 5-a of 
the Act verbatim, so I will not repeat it. In this I will be original 
for scarcely a paper hax left the Office in the past six years that 
has  n o t  c o n t a i n e d  t h e  words  " • * The  A s s i s t a n t  S e c r e t a r y  o f  War, 
under the lirection of the Secretary of War, shall be charged, ere". 
If you will just keep the two duties outlined therein in mind, I'll 
n o t  r e p e a t  t h e s e  The H a r b o r d  Board o u t l i n e d  i n  more  d e t a i l  t h e  
d u t i e s  o f  t h e  O f f i c e .  These  were  l a t e r  d e f i n e d  i n  G.0 .  41 ,  1921,  
and Aray  R e g u l a t i o n s  5 -5  and 5 - 1 0 .  But  e v e n  b e f o r e  t h i s  C o l o n e l  
F e r g u s o n  and a few o f f i c e r s  had b e e n  a t  work  and had  a r r i v e d  a t  c e r -  
t a i n  c o n c l u s i o n s .  I w ou ld  l i k e  t o  q u o t e  f r o m  C o l o n e l  F e r g u s o n t s  
l e c t u r e  a t  t h e  A r ~  War C o l l e g e  i n  December~ 1926: 
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"When G.0. 41 was agreed upon, we went to work 
on our share of the problem. I have here the first 
report of ~r. Wainwright to Mr. Weeks, dated August 
15, 1921, which reads  i n  p a r t  as f o l l o w s :  

'The duty of this office pertaining to 
assurance of adequate provision for industrial 
mobilization to meet war needs, presents two 
problems: 

'(I) The first problem is to  provide 
for any emergency that may 
occur in the immediate fiuture. 

'(2) The second problem is to super- 
vise the development of  a 
thorough plan.' 

~Attached to this report was a tentative war or- 
ganization of Office of the Assistant Secretary of 
War and list of selected personnel. Also, a list of 
the various super-agencies and list of personnel. 
It is a fairly complete paper. That stop-gap plan 
was completed by our office, August 15th, 19~I. 
General Order #41, in which the duties of our office 
were promulgated to the Arn~, was dated August 16, 
1921; that is, the organization plan was prepared 
while the order was being published. I am trying to 
emphasize the fact that by simply making a chart or 
o r g a n i z a t i o n  t a b l e  you have on ly  the  s t a r t i n g  p o i n t ,  
you have j u s t  put  down t h e  f i r s t  s t ake  i n  your su rvey" .  

An Organ i za t i on  Chart  

Those remarks indicate pretty clearly the broad aim of our 
Office and its views on the subject of organization charts. For 
several years the office was so small that no chart was necessary 
and none was followed. Each officer gradually came to follow cer- 
tain lines of work which were closely related to each other but 
it was net until january 15, 1924, that an organization chart was 
approved. In the mean time war ~ames were being held in the 
PlanningBranch and in the Supply Branches during which all sorts 
of difficult questions were raised. These games revealed the need 
for sections or officers to handle certain classes of problems. 
Consequently, after thorough study, the present war chart - which 
also is a peace organization of the Planuing Branch - was drawn 
up and approved June l, 192~. As I was on the board that recom- 
mended it, I would like to s,,m~arize some of the considerations 
that led to its adoption. 

. 



Considerations lesdin~ to Present Organisation Chart 

(a) First, we felt that the war organization should b e  an 
expansion of an existing organization rather than the creation of 
a new ones 

(b) Second, we felt that there would be a period after M-day 
when the office would have to exercise kome limited control over 
industry pending the establishment of other control agencies. 
Hence it was apparent that the organization should be such that the 
office could ~o ahead exercising the voluntary and cooperative meas- 
ures permitted to it by law and then be in a position to furnish 
complete information and perhaps a nucleus of personnel to any other 
~gency if and when set up. Also the organization had to be drawn so 
that after such agencies were established, the Office of the Assist- 
ant Secretary of War could continue coordinating the work of the 
supply branches and become the liaison between the Army and the out- 
side agencies. 

(c) Third, that a section should be provided to handle any 
major question that might be put up to the Assistant Secretary of War. 

A Broad Picture of Industrial Organization 

Let me digress at this point and try to give a picture of this 
whole think we call Industrial Mobilization. Primarily, of course, 
we have two purposes in our plannSng - one leading to the proper 
supervision of the procurement of supplies for the Army in time of 
war, and the other leading to the assurance of adequate provision 
for the mobilization of materiel and industrial organizations essen- 
tial to war time needs. The picture as devised by Colonel Ferguson 
many years ago covers both of these functions. It is in the form of 
a chart, occupying the entire wa~l of Major Nix's office. It, in 
turn, is covered up by many other charts, perhaps of more value. I 
have put on the board two similar charts to illustrate the points 
covered by Colonel Ferguson. 

Chart I 

The first of these is rectangular in shape, showing in the 
first column (i) eight occupational groups as given by the Bureau 
of the  Census. These groups include all persons in the United States 
gainfully employed. In the other columns are indicated (2) the num- 
ber of establishments; (3) persons employed; materials required, 
both (4) domestic, and (5) foreign; (6) materials produced or worm 
accomplished; (7) i n s t a l l e d  Horse-Power; (8) t r a n s p o r t a t i o n ,  (9) 
capital invested; and (i0) oonnnnioatlons. • Other columns might be 



added. By drawing the lines between the columns for each of the 
e i g h t  g r o u p s  we have  r e c t a n g l e s  fo rmed  each  o f  wh ich  c o u l d  r e p r e -  
s e n t  a problem of  each  of  the m ajo r  occupational groups. F o r  ex- 
ample, under Agriculture, we could study the number of farms in the 
country, the number of persons employed, we could determine the 
materials of foreign or domestic origin required to carry on the 
agriculture of the country, or under manufacturing we could make a 
study of the number of establishments, their size, importance and 
class of work accomplished. The problem in one block alone would 
require years of study for complete solution. 

Goal of our Industrial Planning 

In ~eneral, we might say that the purpose of industrial 
mobilization is to solve the problems of each of these blocks and 
to plan so that makin~ any necessary adjustments in one will not 
adversely affect the others. Brom agriculture, mining, manufactur- 
ing, transportation, trade, professional, domestic and clerical 
forces indicated alor~ these horizontal lines, lome men, materials, 
transportation, power and capital would have to be drawn and turned 
over to the blocks under public service, that is the Army, the Navy, 
and other public employment leading to the efficient prosecution of 
a war. This drawing away from normal civilian pursuits to public 
service would have to be done with the least possible dislocation 
of industry, especially of those industries essential to the war. 
W~ would then have to replace these ~ith others drawn from the less 
essential of the civilian occupations. Perhaps some could come 
without serious loss from the group designated as "Domestic and 
Personal"; for example, from the 216,211 "barbers, hair dressers and 
manicurists" or from the 24,897 "billard rooms, dance halls, skating 
rinks, etc. keepers" mentioned in the Census. 

Char t  I I  

The s e c o n d  c h a r t  goes  i n t o  a l i t t l e  more d e t a i l  i n  t h e  s t u d i e s  
o r  p l a n s  t h a t  p a r t i c u l a r l y  c o n c e r n  t h e  p r o c u r e m e n t  o f  war t i m e  
s u p p l i e s .  C o l o n e l  F e r g u s o n ,  f o r  y e a r s ,  had t h e  f e e l i n g  t h a t  a l l  t h e  
supplies of each of the branches could be classified into, say, ten 
g r o u p s  e a c h .  T h i s  c l a s s i f i c a t i o n  c o u l d  be i n  a c c o r d a n c e  w i t h  any 
a r - ~ a r y  g r o u p i n g  as  d e s i r e d  by t h e  b r a n c h  b u t  wou ld  i n c l u d e  some-  
where within the ten groups every finished article required by the 
branch. Each branch would also require an a~mlnistrative plan cover- 
ing 'the organisatfon of that for procurement. His chart had columns 

for each of the supply branches, for the Navy, for the other Government 
Departments, for the civilian needs, for the Office of the Assistant 
S e c r e t a r y  o f  War,  and co lumns  marked  R e s o u r c e s ,  P l a n s  f o r  F e d e r a l  
C o n t r o l  o f  I n d u s t r y  and P l a n s  f o r  P r i v a t e  C o n t r o l .  Under  t h e  co lumn 
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"Resources" ,  I have changed Colonel  Fe rguson ' s  arrangement  somewhat. 
In it there are now placed various headings giving the resources or 
elements entering in procurement plans. Some of these are personnel, 
raw materials, manufacturers - under which are listed the sixteen 
groups as given by the Census, Power, Labor, Transportation and Funds. 
Others might be added andthese expanded. Drawing the horizontal 
and vertical lines, we obtain small rectangles. Let us take up one 
of these problems as arising in a supply branch and carry it through 
to various points. Let us take photographic supplies as required by 
the Signal Corps. The plan for the procurement of photographic sup- 
plies must include personnel to write the specifications and to do 
the purchasing and inspection. Raw materials will be required; 
manufacturing plants must be on hand or be built; power and labor 
will be required in the manufacture of the items; transportation must 
be provided for the raw materials into the factory and the finished 
products out. Thus we can go all the way down the Column under the 
Signal Corps group, oonsiderir~ each of the elements involved in the 
problem. The Chief Signal Officer may have done his part well and 
yet he is not assured - nor is the Assistant Secretary - that all the 
photographic supplies will be produced in the time and quantity 
required for a major operation. Many of t~e other branches may have 
conflicting demands. For example, Camphor - which is one of our 
rawmaterials , may be short. The ~uertermaster Corps, Engineers, 
Medical Corps, Navy and civilian population require camphor. Federal 
control may be necessary. A plan for camphor must be worked up. 
The chart shows the assembly of all of these requirements along the 
line opposite camphor. Or, let us take opposite manufacturers. 
Photographic apparatus and supplies fall under the Miscellaneous group 
of manufacturers. Our studies opposite this miscellaneous group will 
indicate that the manufacturers of photographic apparatus and mater- 
ials are set aside for the Chief Signal Officer. In the same way we 
could go down and show the necessity for consolidated plans for Trans- 
portation~ Power, Labor, etc. The chart in general shows the plans 
required by each agency - thus, the Navy may be primarily interested 
in shipping, the Assistant Secretary of War might be char~ed with 
preparing the plans for transportation, power or raw materials, or 
in certain cases he might have delegated the duty of preparing a 
plan to one of the supply branches. Finally plans for the federal 
or private control of each of the industries are produced, such 
plans being made up of well coordinated branch plans drawn in such 
a way that all points of conflict have been eliminated b~tween the 
interested parties. 

P i c t u r e  - N o t  an Acoomplished Fact  

I t  i s  a w o n d e r f u l l y  broad p i c t u r e  of  what t he  o f f i c e  would 
like to have in the way of industrial mobilization plans. Unfortun- 
ately it has not been accomplished. In the first place the branches 
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have had extreme difficulty in forming group procurement plans; 
secondly, the plans for the control o~ coordination of raw mater- 
ials, of power, transportation, etc., could not be held up until 
all specific procurement plans had been prepared. Finally, the 
Assistant Secretary of War has no authority over the Navy or other 
@overnment agencies with respect to industrial mobilization. 
Through cooperation, much has been obtained from the other Govern- 
ment agencies and from various statistical sources, much information 
of the civilian needs has been gathered enabling him to make some of 
the plans desired. In other cases it has been found impossible; 
hence we must admit that these two charts are mere pictures of what 
we would ~ve liked to do and not what we have done. 

Chart III 

We may now return to a consideration of the Organization Chart 
of the Office. It will be noted that the four main divisions of the 
office contain in their various sections all of the functions out- 

lined above. 

Under the Administrative Division fall those functions per- 
tainir~ to the administration of the office and the coordination of 
many of the duties of the branches. 

Under the Commodities Division fall the functions pertainin~ 
to raw materials and industrial ~roups. Lack of personnel has pre- 
vented the study of all the industries for which the organization 
is planned. For example, the Commodity Committee on electrical 
machinery and supplies is not active at the present time, its func- 
tions are provided for and in time of war could promptly be handled 
by the creation of an active committee. This committee, when formed, 
would have direct contact with one of the industrial groups indicated 

on Chart II. 

Under the Procurement Control Division fall those functions 
necessary in the coordination and control of Army purchasing and in 
makir~ studies of the control of industry. 

Under the Industrial Division are grouped those duties of a 
general nature pertaining to the industrial side of a procurement 

program. 

Sections are Embryo Industrial Control Agencies 

All of the last eleven sections indicated are busy in gather- 
ing information which would be of value to any organization set up 
to control industry in time of war. They are, in fact, embryo 
industrial control agencies with absolutely no authority at the 
p re se n t  t ime  to  c o n t r o l  a n y t h i n g .  The s e c t i o n s ,  from t ime  to t ime ,  
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call upon the branches for information and direct their work with 
respect to the computation of requirementsand pass upon control 
measures recommended by the branches in specific procurement plans 
in reference to their particular subjects, but actually exercise 
no control. Later I will give the procedure of the sections with 
respect to procurement plans and will take specific examples to 
illustrate how each section might be required to hamdle particular 
problems in time of war. 

Specific Procurement Plans 

We then come to specific procurement plans. We have, in fact, 
four sorts of plans; first - the specific procurement plans for 
finished products; second - specific procurement plans for raw 
materials; third - plans for the control of certain industries; and 
fourth - administrative plans, 

Finished Products 

I wili first take up the specific procurement plan for finished 
products. ~he primary purpose of a procurement plan is to provide " 
in time of peace a directive to be followed at the outbreak of and 
during an emergency which will facilitate the prompt and orderly 
procurement of the item. On May 6, 1927, tr~e Assistant Secretary of 
War issued instructions to the Supply Branches on the preparation of 
these plans. (This letter and 0heck List accompanying are included 
as Appendix I. Read letter and paragraph I of Check list). 

This Check List, with which you are all familiar, states that 
in the preparation of specific procurement plans consideration should 
be given not only to the minimum requirements of such a plan but to 
many other points, i will not take time to review ~ham. Not every 
plan will ~nclude all of these points. Attention should, however, 
be given to ooordination wlth Naval s industrial and civilian needs 
and conrdination with other plans for related items, Thus, in the 
procurement plan for water purification units, the Chief of ~ngineers. 
should assure himself, that his needs for Class B chassis are receiv- 
ing the consideration of the Quartermaster General. This coordination 
should originate with the agency preparing the planj but it becomes 
the primary duty of the Assistant Secretary of War to check such 
c o o r d i n a t i o n .  

Raw Material Plans 

There are two memorandums to the Chiefs of all Supply Branches 
which are essential to the understanding of raw material procurement 
plans. These are dated June 50, 1927, and October 20, 1927. (See 
Appendices II and Ill). 

• i 
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The plans for the procurement of raw materials are really 
not strictly procurement plans. They verge considerably into 
what might be termed studies as to the control of industries. 
The War Department defines the strategic raw material as one that 
is essential, for an adequate supply of which we are dependent 
wholly or in part upon importations from abroad and for which 
there is no domestic substitute yet knuwn. Up to the present 
time the attention of the office has been directed primarily up- 
on these strategic raw materials. Requirements in some of the 
other raw materials, such as steel and petroleum, have been 
computed but m-by of the others such as lead, zinc, and alcohol, 
have not been touched. Hence, in speakin~ of our plans for the 
procurement of raw materials it is necessary to remember that only 
the strategic ones have received much attention. 

8 

Industrial Plans 

The third class of plans is not as fully developed in scope 
as the ones mentioned above for strategic raw materials. These 
plans are those which must be made for the control of transporta- 
tion, power, labor, capital and war trade. Their preparation is 
really the duty of the Planning Branch. Some progress has been 
made. A plan for the control of the railroads in time of war has 
received the approval of the President and the Association of Rail- 
way Executives. A plan for the coordination of the electric power 
industry was presented by the Secretary of War at the National Elec- 
tric Light Association Convention last June. Studies have been made 
on the other subjects but no plans definitely promulgated. 

Administrative Plans 

The f o u r t h  c l a s s  o f  p l ans  wh ich ,  in  f a c t ,  was t h e  f i r s t  d e -  
v e l o p e d ,  includes the plans for the organization, both within the 
Army and without, for the procurement of supplies and for the 
control of industry in time of war. These include the "stop-gap" 
p l a n  r e f e r r e d  t o  by Colone l  Fe rguson  i n  h i s  l e c t u r e  a t  t h e  War 
College. They provide for the re-establishment of many of the 
organizations found essential in the control of industry during 
the World War. The other plans really comprise the information 
which is being gathered to put into the hands of these organiza- 
tions in case the necessity for their creation arises. 

Examples 

Let  us now c o n s i d e r  some s p e c i f i c  examples t o  show t h e  r e -  
l a t i o n  o f  t h e  s e c t i o n s  o f  t h e  O f f i c e  w i t h  s p e c i f i c  p rocu remen t  
p l a n s .  I have  chosen  t h e  p l a n  f o r  s h o e s ,  submi . t ted  by t h e  
Q u a r t e r m a s t e r  Corps .  
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Shoe Plan 

The procurement of shoes constitutes one of the major prob- 
lems of the Quartermaster Corps. Some twenty-six million pairs are 
required the first year of a major emergency and, consequently, the 
~uartermaster General is justified in going to considerable expense 
and trouble in preparing a complete plan to procure this item. 
Under one cover he has included sufficient information with r~spect 
to shoes and the manufacturing facilities to enable an untrained 
procurement officer to purchase the Army shoes in accordance with 
proper specifications, with the correc~ tariff, and without over- 
loadin~ any of the shoe manufacturers of the country. The form 
u~ed in this plan is employed in all the plans submitted by the 
Quartermaster Corps. The general headings are: 

Specifications. 
Lasts, Patterns and 

Cutting Dies. 
Bill of Materials. 
Flow Sheet of Manufacture. 
Strategic Raw Materials. 
Tariff of Sizes. 
Inspection & Delivery. 
Requirements. 
Resources under Control 

of War Department. 
Net Requirements for 

Procurement. 

Apportionment of New Re- 
quirements t o  Procure- 
ment Districts. 

Accepted Schedules of 
Production. 

Deficiency and Substitutes 
available to meet Deficiency. 

Requirements & Prod'n Curves. 
Factory Plans. 
Financial. 
Transportation. 
Power. 
Labor. 
Priority. 

Important Purposes 

Such a plan serves several important purposes. First, it 
assures the Quartermaster Corps that even with the great turnover 
of personnel expected in time of war that his officers can act 
rapidly and intelligently in the procurement of shoes. Second, 
that the Accepted Schedules of Production have been placed with 
the shoe manufacturers and they can expect at least a share of 
Government orders in time of war. Third e that the requirements 
in strategic raw materials have been computed and can be included 
in a general plan for the procurement of those commodities. 
Fourth, that the indirect requirements, such as power, labor, 
f u n d s  and t r a n s p o r t a t i o n ,  have  b e e n  c o n s i d e r e d  and may be  e x t r a c t e d  
and made p a r t  o f  g e n e r a l  p l a n s  c o v e r i n g  t h o s e  e l e m e n t s .  

H ide s  

I t  w i l l  be  n o t e d  t h a t  t h e  s t r a t e g i c  raw m a t e r i a l s  l i s t e d  
are cowhides, steerhides, sheepskins and chromium. 
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This, then, brings us to the procurement plan for hides. This 
plan covers all of the points mentioned in the letter of June 30, 
1927. It consolidates the requirements of leather from the seven 
Supply Branches for all of the items containing leather and covers 
all the points given in the Check List. One point should be espec- 
ially considered; that is, that a list in order of relative essen- 
tiality by branch of the essential items is included. In brief, 
~his plan, which by the way ~iffers from the control plans for 
many of the other materials, places the entire hide tanning mater- 
ials, leather and leather goods industries, under the control of 
the Hides Tanning and Leather Administration, to be organized as 
a unit of the Quartermaster Corps. 

Action of Assistant Secretary of War. 

This feature of the plan was not approved by the Assistant 
Secretary of War, who stated that it was not believed "that the 
President * * would take over those industries and have them 
operated as an independent unit by any Department of the Govern- 
ment, much less by a bureau of the War Department". I mention 
this to show that the approval of the Assistant Secretary of War 
is not and cannot be always given to all plans. In this particu- 
lar case he merely directed that the plan be revised, presumably 
in acoordance with the comments made in his letter. This also 
brings out the point that the execution of any of the strategic 
raw material plans is by the agency mentioned in the plan itself. 
In some cases this may be a Supply Branch - in other cases an 
agency set up in accordance with the recommendations contained in 
~he plan. Since at the present time there is no legal authority 
for the AssistantSecr~tary of war or a Chief of Branch to exercise 
any control whatsoever over industry at large, or over other 
branches of the Government, pl~ns drawn giving the Chief of Branch 
the power to do certain things must be in accordance with existing 
la~, or supported by proposed legislation which would permit the 
action recommended. 

Tanning Materials. 

Tannin~ -mterials a~e now considered critical materials and 
the plan for their procurement is in a slightly different form 
from those for the strategic raw materials. It, however, contains, 
and very properly, a list of persons and organizations with which 
the Commodity Committees on these materials would have to ~et in 
touch in time of war. The knowledge of the proper person to see 
on the outbreak of an emergency is one which should not be over- 
looked  i n  any  o f  ou r  work .  

,Prlmar~ ,Batteries.. 

AS an example  o f  • d i f f e r e n t  t y p e  o f  p r o c u r e m e n t  p l a n ,  I 
would l i k e  t o  show you t h e  one f o r  primary b a t t e r i e s  and a c c e s s o r -  
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ies. This plan, prepared by the Signal Corps, is very complete. 
It is really a group plan in that ten types of batteries are in- 
cluded. It contains, in general, the same subjects as covered by 
the ~u~rtermaster plans, but has gone further into certain of the 
elements and in some cases the work has been carried to an extreme. 

Action o f  the Office of  the Assistant 
Secretary' of War on Plans 

The action of the office of  the Assistant Secretary o f  War 
on these pl~ns is very simple, but we believe very thorough. We 
have handled many of them and finally a good many policies have 
been developed. The plans usually raise more or less the same 
questions; consequently when a specific procurement plan is re- 
ceived it goes to the Requirements and Progress Section, if for 
a finished article, and to the Commodities Division if for a raw 
material. There the plans are carefully reviewed and a draft of 
a letter prepared. This draft, together with the plan, is then 
circulated through the Planning Branch where it is studied by each 
of the officers concerned with respect to certain elements, such 
as power, transportation, labor, conservation, allocations, etc. 
In this way an officer who is thoroughly fnmiliar with his particu- 
lar subject reviews the plan. It then receives the careful con- 
sideration of the Chief of the Planning Branch and the Director of 
Procurement. The comment when finally leaving the office is the 
comment of the Assistant Secretary of War and not that of any par- 
ticular officer or section. 

Examples f rom War Games 

As a final explanation of the work of the office, I would 
like to take two examples from some of our war games which illus- 
trate the points which I have tried to bring out above. In one 
game we had an  assumed c o n d i t i o n  where  t h e  f i r s t  and second p r o -  
c u r e m e n t  d i s t r i c t s  w e r e  l o s t  t o  t h e  enemy. £he G e n e r a l  Z t a f f  

, n o t i f i e d  t h e  A s s i s t a n t  S e c r e t a r y  o f  War o f  t h e  p l a n  t o  w i t h d r a w  
from these two districts. He estimated that the ~oston District 
would be lost in one week and the entire Bridgeport District within 
three weeks. The actions of the Assistant Secretary of War in the 
case were required. Let us see how it was handled. Boston is the 
center of the shoe industry. Its loss meant a serious complication. 
Bridgeport was the center of the brass and bronze industry, essen- 
tial to the Ordnance in the production of small arms and automatic 
weapons. A conference was called of the Vhiefs of divisions and 
Sedtlons of the Office, together with the liaison officers from the 
Supply Branches. The question of shoes was first taken up; the 
~uartermaster representative turnin~ to his specific procurement 
plan for shoes discovered that he had sufficient plants already 
a l l o c a t e d  i n  o t h e r  d i s t r i c t s  t o  t a k e  c a r e  o f  t h e  c u r t a i l m e n t  c a u s e d  
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by the report. He was ordered to do this, and proceeded without 
further allocation of facilities. ~his shows the necessity of the 
Allocation Section. However, the stocks of leather in ~ew England 
were required and the Chief of the Commodities Division informed 
the Quartermaster representative of the desirability of shipping 
all stocks of hides, leather and tanning materials from the dis- 
trict. The Transportation Section was directed to obtain the 
proper priorities for the shipment of these goods. This he pro- 
ceeded to do by informal conference with G-4 and the American 
Railway Association representative, who was on duty in the office 
of the Chief of Transport@tion. The Chief of Transportation pro- 
mulgated the order as directed by the War Department. 

The situation in the Bridgeport District was not so simple. 
The Chief of Ordnance stated that o~er forty percent of the pro- 
duction of small arms ammunition and much of the automatic weapons 
production had been allocated to the Bridgeport District and that 
if forced to withdraw therefrom production would be delayed many 
months. He stated that around Cincinnati certain machine shops 
could be converted. The Labor Section estimated that sufficient 
skilled labor could be obtained there to proceed with the produc- 
tion of the a~--unition and automatics. He was uncertain, however, 
as to the power supply in that territory. The Power Section gave 
the information that sufficient power was available, or could be 
made available through interconnection with the area around Colum- 
bus, and with the recent development at Louisville. However, the 
Power Section took steps to notify the officer in charge of the 
power zone in Pittsburgh of the contemplated movement and estab- 
lishment of the new factories in the Cincinnati area. ~e esti- 
mated that this shift, would increase the load in the vicinity of 
Cincinnati forty thousand horsepower and directed him to reconnnend 
any steps which might be necessary to assure the supply of power. 
It was also decided that the machine tools in the Bridgeport 
District should be moved out as promptly as possible. The Chief 
of Ordnance was directed to prepare a priority list of h~s part 
of the movement. The Transportation Section coordinated this with 
the demands of the other branches and then with the General Staff 
and the American Railway Associatlonprepared necessary instruc- 
tions. The American Railway Association gave assurance of an 
adequate number of cars for this movement. The Chief of Ordnance 
was directed to submit to the ~achine Tool Commodity Committee a 
list of the new machine tools required to meet the emergencyo 

Su ar  

To summerlze, I wish to emphasize that the Office of the 
Assistant Secretary of War first prepared a plan which could 
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promptly be putinto effect at any time the emergency arose with 
the information at hand; it next started in energetically to gather 
information along many lines; that on certain of these lines it met 
conditions which prevented further progress until other basic work 
could be done - such as the preparation of Sables of Organization 
of the units of the Army, the Sables of Equipment ands General 
Mobilization Plan upon which to base requirements; that it there- 
fore had to start work along other lines and carry them forward 
as far as possible; and that in this way the fund of basic infor- 
mation has gradually built up, which is evident in our war games. 
Examples of thiz progress are seen in our specifications, require- 
ments, our Accepted Schedules of Production placed with facilities 
already snrveyed. It is further manifest in our specific procure- 
ment plans with their plainly stated production rates. These rates, 
in turn, are the basis of computing the war reserves we must obtain 
if we are to be adequately prepared to meet our Mobilization Plan. 
With  such  r e s e r v e s  compu ted  and b a c k e d  up by a c t u a l  p r o d u c t i o n  r a t e s  
t h e  Army i s  r e a d y  t o  p l a c e  t h e  c a r d s  on t h e  t a b l e  b e f o r e  C o n g r e s s  
and a s k  w h e t h e r  o r  n o t  we a r e  t o  be g i v e n  t h e  m o n e ~ ° p r o v i d e  t h e  
r e a s o n a b l e  p r o t e o t i o n  t h e  people o f  t h e  c o u n t r y  demand. I n  accom-  
p l i s h i n g  this, in oonjunctinn with the General Staff , I believe 
we have made vast progress in real National Preparedness. 

(Charts I, If, III; 
Appendices I, II, III 

attached). 
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