ARMY INDUSTRIAL COLLIGE
¥ashington, D.C.

Course 1928 - 1928

ORI ENTATION
By

COLONEL IRVING J. CARR, S.C.

ASSISTANT DIRECTOR

Lecture delivered at
The Army Industrisl College,

- o

G e A

SRSl P

LU eSS TR



o SR g 2,

543

"The Army Industrial College has an important part to play
in connection with the industrial side of the VWar Department in time of war.
Just as our service schools are developing officers for General Staff duties
end tactical command, so this .ochool was created by the Secretary of War for
the purpose of instructing officers of the procurement branches in the higher
duties of their profession in connection with procurement in time of war.”
(Extract from the address of the Honorable Dwight F. Davis, Secretary of War,

at the graduating exercises, June 26, 1924.)

The purpose of the lecture this morning is to give the class
e general idea of the mission of the Army Industrial College and to indicete
how it is proposed to carry out that mission during the present school year.

it will give & brief outline of the course, with the organizetion and methods

of carrying on the work.
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1. WMission of the Army Industrial College.

The college was established by Gemeral Orders No. 7, War Depart-
ment, February 25, 1924 which reads as follows:

"1. A college, to be known es The Army Industrial College, is
nereby sstablished for the purpose of training Afmy-officers in the useful
xnowledge pertaining to the supervision of procurement of all military
supplies in time of war and to the assurance of adequate provision for the
mobilization of materiel and industrial organization essential to war-time
nm‘.

2. For the present such parts of the Munitions Building,
located in Washington, De. C., as may be aveilable and necessary will be
assigned to its use.

3. Direct supervision and control of The Army Industrial College

are vested in the Assistant Secretary of Var."

The snnounced duties of the college are, therefore,

1st - Training officers for supervision of procurement in war.

2nd - Training officers in planning for the mobilization of indus-

ﬁry in an emergencys

It is & well recognized principle in the service that the personnel
which prepares a plan is best fitted to execute that plen and we, therefore,
find that these two functions of the Army industrial College - imstrustion im
plenring and in the operating of those plans - carried forward &t the same
time. There seems to be little question but that the graduates of this
institution will, in enother emergency, be found ocoupying key positions in
the War Department ‘rocurement Organization for, as General Summerall stated in
the opening exercises of the Colleé&_September 5, 1928:

"I believe it just as impossible for & business man who is mot
trained in military methods and technique to function for the supply of an
army as it would be for a military man who is not trained in business technigque
to functiop in the operation of a great industry. = *+ *+ Our leaders of
industrial supply in the future must e soldiers and they must be treined inm
industry,"” ‘

Briefly, then, the purpose of this institution may besaid to be
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to study how best to direot our materisl resources to mcet the needs
of a national emergency. The many nnificctiom of this directive need
not be enlarged upon at _.resent es t};ay will vecome apperent as the cousse
is outlined.
2. The members of thin class are selected officers of prOVeﬁ effi-
ciency. The course here is nct intended in any wey as & test of relative
efficiency, but for the improvement of your knowledge on the subjeet of
war procurement and with a view to giving you an opportunity to meet other
mature men.with common aims and common interests for the study of this
complicated problem. The closer we can come to the idea thet all the members
of the college, regardless of rank, arm of the service or position in the
institution, are working together in the pursuit of a common aim, the
closer are we going to come to a complete abd successful accomplishment of
the purpose of the college.

It is hoped, therefore, that the work of the flanning Branch
of the A.S.%., the faculty of the school, and the students will oe so
closely interwoven that all will get the benefits of the experience of the
others. Aside from the course itself, the bringing together of so meny men
from all the sctivities of the Army and Navy cannot help but be stimulating
and helpful.
3e It is of first importance in en institution of this kind to
encourage initiative and original thought and to give full recognition
to individusl opinions and ideas provided they are based on sound reasoning
and a full consideration of all the ficts. Hence, the instruction at the
college is indirect rether than direct. It is not the function of the

faculty to formulate set opinions and to lay down hard and fast rules but
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to plan courses for study and investigatiom and %o supply sources of
information end then sllow individual students and committees full latitude
in arriving at their own opinions, conclusions and recommendations.
4. The spirit of the institution is one of cooperation between
faculty and students, independent of rank and position, in seeking practical
results through free and full discussion of known facts. There is, then, no
place in this institution for scademic competition or for the blind accep-
tance of a principle or ides expressed by any member of the college.
II. The Cgurse.

Ve do not attempt to lay down before the beginning of the course
s schedule which must be riégidly followed throughout the year. ¥e do,
f course, prepare a general program outlining the principal subjects to
be studied and schedule approximately the time allowance and the number of
men required on the various problems, but this is subject to revision during
the year. The course is today, and probably will always continue to be, in
the process of development and it has been found undesirable to establish any
set curriculum except along broad lixies. And we have not yet found it
practicable to separate the cousise igto large subdivisions, such, for
example, as iff followed by the VWar College. Our problems here are all so
intimately related that it has seemed desirable to make them follow one
another in sequence in such order as will present the whole subject most
logically and clearly.

The outline of the course, which I will now take up, is that
which was followed in tl';c last session of the college. In its main features
you may sccept it as the course which will be followed this year, with

possibly the introduction of & few other problems, theamission of still
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others and some slight rearrangement in the order of presentation. I

might add that a copy of this schedule of studies is posted on the Bulletin
Board and will, 4 believe, prove valuable to you as & reference in showing

the principal subjects which the course will include and enable you to avoid

e too detailed study early in the course of certain subjects which will be
covered completely at a later date. |

The first problem assigned, as shown on the disgram, is a short
study of Supply Branch activities in procurement planning. This subject was
introduced upon the recommendation of the Advisory Board of the college,
consisting of the Chiefs of the Supply Brenches, and serves as an introduction
to the planning work of your branch and tends to emphasize the imjpcrtance of
the Supply Branches in procurement planning. It is important from the very
beginning of the course to realize that the 0.A.5.W. is the supervising and
coordinating agency, while the Supply Branches are the operating agencies
fcr procurement planning and war procurement and, of course, perform the
greater part of the work.

e then spend a short period in the study of how to analyze .roblems
and prepare written solutions. This study is intended to be s;xggeltive only
and not as preseribing any sc¢t form in which reports shall be rendered.

After these preliminaries are out of the way, we proceed to
Froblem 3, which is designed to permit you, as & result of your own study,
to form an opinion as to what is involved in the genersl problem cf procure-
ment in a national emergency. The industrial records of the World War |
period is the material which you will study snd it is hoped the investigation
will indicate to you the principal subjects that must be considered in
preparing any general plan of war procurement. The investigation of these

subjects in detail forms the basis of the remaind r of the course.

-5-
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Having thus broadly defined the problem on which we are to work
during the school year, “we next take up the organization necessary to
solve it and to put the plan, based on the solution, into operation in war, .
As 8 preliminary, we first study “rofjlem 4, the Frinciples of Organization,
Flenning and Management, as dévolopod by our large commercial organizatioms,
and then Problem &, the War Department Organizetion for War Procurement.

It is intended that these two problems, together with Nos. 6,
In‘tcgrnted Industry, No. 7 the Joint Army end Kavy Board end Army and Navy
Munitions Bomrd, and No. 8, Relations of the 0.A.5.%. tc the General Staff,
will develop the part played by each agency in our chain of procurement in
preparing and exec.ting & plen of war procurement, as well as to point out
the methods by which large industrial comcerns carry on corresponding acti-
vities in commercial life,

The next five problems which we take up, Hos. 9 to 13 inclusive,
are designed to bring out certain important coordinating functions which
must be exercised in connection with war procurement. You will have already
found in ‘roblem § how these functions were performed during the Vorld Var
ard now will investigate the organization end methods by which they mey ve
exercised most effectively in another national emergency. These studies
lead quite deeply into the present organization and functions of the 0.A.5.V.
and the remeining functions of this agency will be taken up at approptiate
times as the course proceeds.

Froblem Bo. 14, Specific frocurement Plans, is also considered
at this time in view of the fact that they form the basis of our present
scheme of war procurement.

You will notise from the chart that we have both committee and

individua! problems rumnning concurrently on these subjects. The individual

- -
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problems are assigned to students who have not yet had an opportunity
to familiarize themselves with the subjects, while the committee problems,
which go someshat further into detsil, are assigned toc officers who,
through previous experience, are well acquainted with the matter under
discussion.

During these studies on organization, we will have lectures
by members of the “lanning Branch, officers of the Genersl Staff and the
kevy to give us authoritative information on the various subjecte in addi-

tion to what we develop through our own investigations.

At thispoint in the course, we will digress from a study of
the Viar Department for & period of about five weeks and investigate some
of the fundamentuls which underlie the business activity of the country.
This ecourse is a very brief summary of that given oy the Harvard School
of Business Administration snd will be conducted by Major Rutherford, who
is & graduate of that institution. It will include & short study of certain
texts on Economios, Finance, accounting anmd Statistics followed by confer-
ences on o;oh subject, together with lectures by civilisn experts on Banking,
The Federal Reserve System, and Contract Law.

The purpose of this study of business fundamentals is to mske us
somewhat more familiar with the problems, the methods snd the language of
business men, so rthat wemmay talk to them more intelligently and understand
them more completely. Furthermore, the texts which you will use will intro-
duce you to the literature on business subjects and make it easier for you
Yo continue any studies you may desire along this line in the future,

From this point on, the course becomes largely a scries of

committee studies on various detailed problems which we have uncovered in
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the earlier part of the school year. All of these studies may be comsid-
ered as components of one or more of the following:

lst - What will be required.

2nd - How much will be required.

8rd - When and where will it be required.

4th - How can it be procured most efficiently.

Our study of Spécificati ns, Problem 18, will disclose the
routine by which we determine what nrtioleﬁ or supplies are required. In
Problem 19, our investigation of man-power mobilization plans; mobilization
rates; tables of organization, ‘equipm.ent and wastage; rates of fire, war
reserves, depot stocks, echelonment of supplies and other factors tell us
how much will be required as well ae when and where it will be needed.
5till other studies will indicate where the supplies can be obtained, the
methods that will be most effective in securing them, how control of the
process of procurement can be secured, whet facters may Lecome critical in
war and how these critical situations may be avoided.

You will readily perceive how each of the problems listed on the
chart ties in};o this orief ocutline without further expimtion. There are,
however, a réu studies sho-n‘\whioh were made by special request of the upper
vlifice which do not pertsin to the subject of rocurement planning. Ve have
8. ch probleme each year and usually arrange that officcrs assigned to them
are those whose previous experience makes it possible that they be excused
from certain parts of the regular course.

Inspection Trips.

In the spring of the year, we will spend & week inspecting indus-

trial plants. The first half of the week will cover certain loeal activities
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such &s the Bureau of Standards, the Mavy Yard and some large power

plant. The last three deys will be spent in Pittsburgh where we will

have an copportunity to study large scele production in several basic indus-
tries. 1 might add that errangement will also be meée for the class to
attend the annusl meeting of the Army Ordnance Associstion at Aberdeen
Proving Ground in October,

At the end of the course, arrangements will ve made for students
to spend 2 period of about three weeks in the planning offices of their own
branches. During this time it is expected that you will participate in the
work of those offices und observe the mractical application of the studies
on which you have been engaged during the year. Some further practicsl work
will te given you in the Tgr Game - the finsel proolem in the course. Iu
this game, you will be assigned to key positions in & war procurement organ-
ization and required to solve certain problems ussumed to have arisen in a
ms jor emergency.

III. [ Orgenization for work.

L. The orgenizetion of the college consists of tne Dimector,
who is in immediate charge of its operations, an executive officer and seven
instructors. Of trese instructore six are active members of the ¥ lanning
Brench, 0.A.8.%., end perform their duties in the college in addition to
their other work.

2. The class creates its own organization for the handling of
matters not strictly officisal.

3« As you have slready noted, a large part of your work in the
college will be performed through the medium of committees and I wish to

emphasize here the importance of the part played by the committee chsirmen



in making the couse of maximum value to the class.

‘roblems are issued, as e rule, a few days prior to the date
on which work is scheduled to begin. During this period, committee chairmen
are expected to analyze their problems and make the assignment of the
parts which each member of the committee will study. The Chairman will
be responsible that the work of the committee is coordinated during its
prosecution, that the several parts ere woven into & complete report,
ready for submission on the due date, and will prepare himself to present
the solution in conference tc the class as & whole. Since the class, other
than the committee, will have little or no opportunity for acquiring
familiarity with the subject other than through the conference presentaticn,
the importance of thorough-going committee work, with clear and forcible
prescntetion cannot be over-emphasized.

4. Committee cheirmanships will be distributed impartially and
each member of the class will have an opportunity to head e committee
once if not more during the yesr. is a general rule, where an officer's
experience makes it adviseble, for the benefit of all, that he should
direct the study on certain jroblems, he is made chairman of the committee
but this proeedure is not carried to the point of depriving the less ex-
perienced officers of an opportunity to head ‘eonittc'u. in essigning men
to committees, effort is made to give each officer an opportunity during
the year to work with every other officer and only in cese of special
problems will more than one man foom any one branch of the service ve
designated as a member,

Iv. Methcds of Vork.

l. The problems issued are prepared by the faculty to direct



& o
335

investigation elong certain lines which appear most profitable to the

War Department as a whole. Regarding these directives, it may be said
that they are intendsd t be comprehensive and clear and where details

are set forth, they are not designed to be restrictive, It is poseible

thet comprehensiveness in these problems may be confused with lack of
definiteness and e desire for further instructions as to exactly what is
required.may be felt. If there is a hesttation by any one in deciding for
himeelf what is required, or he wishes to have his conception of the problem
verified, e consultation with the instructor on thet particular problem will
cleer up the matter., It is alweys safe and advantasgeous to consult freely
with the instructor et the beginning and at all the stages of a piece of
work, and it is the duty of the instructor, whether consulted or not, to
keep in close touch with the work on his problem. Vhen mutuel eotion towerd
this end is teken then there will be no danger of going off on a tangent
with the consequent weste of time aund the irritation resulting therefrom.

2. Instructionst the college is largely self-instruction, therefore
the benefiis ycu secure from the course will depend largely on your own
efforte. The faculty will endeavor to do its pert to assist you and that to
the full extent of their ability. It is expected that students will use
their initiative end will not be satisfied with doing merely what is pointed
out. Look around and see if you cannot better their work and try to seoure
good results in going further than they point out.

8. No set form of report is prescribed for the college. In the
preperation of a report, it should be submitted to the following test. Is it
cléar, concise, definite, complete, sound, logical and original? Form and

quantity ecunt but little - substance and quality much. Your presentation

o3l e



of a subject in conference should be ocalm, logical, dignified and temper-
ate. This applies to all discussion as it is quite necessary to respect
the opinions of others and especially to spare personel feelings in the
preserice of such an anenblagg es is found at our conferences and lectures,
¢s The question may arise at times as to the short time available
for some of our problems. There sre reasons why you ere not given more
time. One is that we have a great desl of ground to cover in the year.
Even with more time aveilable it would be well not to give any more time
then is absolutely necessary for the work. Much of our work in the service
must be done under pressure and it is well to become acoustomec to it.
5. To supplant the instruction shich you willi obtain through
your own study, we will arrange for an extensive series of ledtures and will
hold a conference on each problem shortly after its completion,

@. Qur lectures will bring to us 6Xpests on variocus problems
from the Army and Bavy, other Government Departments and from many e@neeational,
economic and indtistrisl organizations. The objeot of these lectures is to
put us in touch with authoritative sources of information and the verious
opinioms of the cutside world, to ineite interest, stimulate discussionp
Suggest lines of thought and broaden our viewpoints. The ideas and sugges-
tions presented will aid us materially in forming conclusions of our own,
ufter hearing all sides and running down the clues which have been furnished
uss This all tends to a broader education of anyone who takes the course,

In many cases, the meterial given us in these lectures is confi -
dential and, of course, should not be discussed oubside the college.
be The conferences are presided over by & member of the faculty,

'he committee cheirman presents the report of the commiitee, calling upon

-12-
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the members of the committee,if he so desires, to supplement his ntAto-
ments by a more detailed exposition of points on which the committee

member may be better informed. There should be at these conferences a

full and free expression of views on the subject at hand. Too often members
of the class sit in conferenée and contribute nothing to the discussion.

No officer will do his full duty if, when he hears views that seem contrary
to his own convictions, which are based on what seems to him sound reason
and mature reflection, he does not give full expression to his own views.
Nor is such failure to speak out fair to his associates, if «n opportunity
has been given him to do so.

In many ceses, this failure to teke part in discussion is due to
excessive modesty. The college offers the excessively modest and those who
lack ability to talk on their feet an opportunity to train themselves in
putting over their proposition briefly, to the point and with force. Ability
to do this is a very valusble asset and you are urged to take advantage of
the opportunity. What is wanted is independence of thought, freely ex-
pressed, There should be no fear of expressing constructive oriticism of
any matter br.ught up for discussion at the college.

The matter of presenteation by the spokesman at conference is a
subject of importance, since the entire class is involved. The main points
of the subject should be indelibly impressed on the class - they should be
stressed and pains taken to bring them out. This cann t be done by the

Feading of any well written essay. It can be done by direct foreible lpelking
on the high points of the subgect. The use of notes, an outline or a brief

¥ill be found helpful in securing logikoal sequence and avoiding omissions.
Only a8 a last resort should the report ve read as a whole, and the reading

of extracts should be limited to such portions as cennot be expressed more
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foreibly otherwise. The speaker must know his subject, believe in his points
and should divest himself of all nervous manifestations, such as walking
around;cr Jerky, meaningless gestures that ere liable to sttract more atten-
tion f;om the audience than what he has to say., Restlessness on the part of
the spesker is readily transmitted to his hearers.

In general, the purpose of the course is to teach methods - methods
of work, study, investigation, organization, deduction and presentation,

The teashing of method is simply another way of expressing to learn by doing.

A concrete and practical treatment of every subjeot is desired, for abstractions,
though easy to enter upon, give little or nothing of practical value and are
lacking in interest becsuse they impose on the student the necessity of supply-
ing the application.

Brevity, with comprehensiveness, is a great virtue and is obtained
by recording only those things that have & marked or decisive bearing on the
conclusion or decision desired. Lengthy discussions of the obvious, the
inclusion of @ mess of deteil which obscures the main points and often
ceuses them to be omitted are most aggravating causes of waste time and effort.
The cause of this, no doubt, is the fear of the apperance of the lack of
thoroughness and exhaustive consideration of the report. The use of arti-
ficial, highélounding gereralities which convey no clear-cut idea qi.nnyone
is another source of lack of clearness. Flain, simple, direct and orderly
" language is the best and is what is wanted,

Ve Sources of Information.

The Library, used jointly by the Fla:ning Branch and the Indus-
trial College, is our principel source of reference materisl. It contains
the records of the War Industries Board, filed on the third floor, and the

best references and publications we have been able to find on our problems.

-l »
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In addition to aur own Librery, there ix available to us the licvraries

of the Supply Branches and the War College, the Library of Congress,

those of various other Government departments and many others. Our Librarian,
Miss Willimms, will be very helpful in directing you to sources of information
and in ovtaining any of the publications desired from other Libraries.

The problems, as they are issued to you, will give a numver of
references. This list, as a rule, does not represent the entire bibliography
or the subject but is intended chiefly as a guide to essist the student at
the veginning of his investigetion. His initiative must be relied upon
to uncover other sources of information which may .e pertinent. The refer;ncel
referred to iﬂ the problem will be prepared for issue to you by the Librarian
when you sre ready to use them.

Contact with outside sources of information, such a&s other Govern=-
ment erartmenta, should be established through the Faculty or the flanning
Braner. Officers making such contects should be prepared to state definitely
and briefly what information is desired, remembering that these men are
busy and that he will make a bad impression if he is not able to discuss the
subject intelligently with them.

As you know, Army Regulations require that the Director render
efficiency reports on each of us on the work we do during the year. Thet
report is the only record made of your performance during the school year,

80 we may rest assured that there will be no comparisons drawn end that no
spirit of selfish or unfriendly competition is desired. What it is desired
to develop is a sense of responsibility, a feeling of independence and
initiative that will meke leadere in thought and action on the problem before

us. These ends carnot be reached by short cuts, but only by industry, study
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and action. If this is realized, es I heve no doubt it will be, the coming
year will ve as pleasant for us as it will be profitable.

In closing, I would like to refer again to the purpose of the
college and quote a remerk from the address of the Secretary of Tar,
Mr. Baker, at the opening of the War College in 19819 - a remark which
aleo fittingly desoribes the spirit of this institution:

“It was General Bliss who first determined that this highest
of educational institutions was not a school or college in the senee in
which we usually apply these words, but that the word "college" was
used in the original Latin lhl. - Collegium -~ a collection of men; the
intention being not that some, more wise, should teach some less wise

but rather thut a group of men by contact, consultation und conference,
evolve the best wisdom of the entire group”.





