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ORGANIZATION AND FUNCTIONS OF SUPPLY DIVISION, G-4,

Lecture by
Brigadier General E. E. Booth

A.C., of S, G-4.

Colonel Carr and officers of the Industrial College:

I appreciate being given the opportunity to talk to the Industrial
College on the work of the G-4 Division of the General Staff, It has
not been long since all went through an experience which showed the
disastrous results of a lack of industrial preparedness, It is the
conviction of the G-4 Division that your work is second to none in con-
nection with national defense, The wars of the future require indus-
trial preparedness, It is of equal importance with purely military
preparedness, if not of more importance,

I have asked Colonel Carr lto ask you to read Colonel DeWitt's talk
delivered at this college a year ago, It sets forth in a very clear and
concise manner the functions of the G-4 Division, (olonel DeWitt is
probably the best informed man in the American Army on the question of
Supply, He has had a great experience, He was @+4 of the First Army,
He organized the supply division of that Army,

Colonel Carr requested that I tallk on the subject of (-4 procedure
in the preparation of war plans as differentiated from a General Mobil-

ization Plam,
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The War Plans Division, General Staff, is charged with the duty of
initiating all specific war plans, The Assistant Chief of Staff, War
Plans Division, is a member of the Joint Army and Navy Board. If, there-
fore, the War Plans Division conceives the need of a specific war plan
involving Army and Navy cooperation,the outlines of such a plan may be
prepared in the War Plans Division and, through the Assistant Chief of
Staff, War Plans Division, be called to the attention of the Joint Army
and Navy Board, If the Board agrees to the preparation of the plan, a
directive is prepared under the direction and supervision of the Joint
Army and Navy Board, If this plan is approved by the Secretary of War
and the Secretary of the Navy, the War Department copy of the directive
is transmitted to the War Plans Division by the Secretary of War,

If a specific war plan relates solely to military operatioms, the
general plan is conceived in the War Plans Division, a tentative direc-
tive for the signature of the Secretary of War is prepared by the Division
and, if approved by the Chief of Staff and signed by the Secretary of War,
becomes the directive for the War Plans Division for the preparation of
the plan,

After a directive has been received by the War Plans Division, whether
it be for Joint Army and Navy operations or for military operations, the
procedure from that time on is quite similar, It is true that joint pla.ns'
lecessitate discussion with the Navy, sometimes direct and sometimes through

the Joint Army and Navy Planning Committee,

-2-



ce/

Upon the receipt of a diroétin, the War Plans Division outlines the
plan to 6-2, who prepares an enemy estimate of the situation, This some-
times takes months, When prepared, it is submitted to the War Plans
Division, W.P.D. then prepares the strategical plan, This strategical
plan states the contemplated oppomition to be met, the number and charac-
ter of units required successfully to meet it, the time they are to reach
the theater of operations, etc. The plan then goes to G-1 to determine
whether or not it is possible to meet the requirements from a personnel
standpoint, If this ;s not possivle, the Strategic Plan is revised,
Having met the G-1 conditionms, it then goes to G-3 to determine whether
or not the troops required can be mobilized, trained, and concentrated
in the theatre of operations at the time required. If they cannot, further
changes are necessary. It them goes to G-4 for a statement as to supply
and equipment, If these can be made available from reserves and from
procurement by the time required, the plan is approved for supply, If
not, further changes have to be made,

In practice, all the above considerations by the General Staff Divi-
sions go on more or less concurrently., As soon as the War Plans Division
has drawn up the temtative plan, members from G-1, G-2, G-3, and G-4 meet
Yo consider it, The United States has an almost unlimited supply of
Personnel, Dpifficulties as to mobilization of personmnel can be overcome,

Troops can be organized and given a passable degree of training in a

-3



RS -4-

Fé “»

comparatively short time, Reserwe stocks on hand can be readily dis-

tributed. If, however, the reserves are insufficient and not available

,immediately commercially, it takes a long time to manufacture them,

The question of supplies involves the office of the Assistant Secre-
tary of War, Therefore, from the beginning of a war plan, as soon as
G-4 comes in the Assistant Secretary of War is called on for procurement
possibilities. Even with an acknowledged shortage of supplies, the
situation may be such as to compel the use of troops. In the whole
war history of America there have never been a sufficient number of
trained troops properly supplied at the time required., We may, there-
fore, expect again to have to use troops in the theatre of operations
inadequately trained and supplied. If they can be given a rifle and
ammunition, everything else may be omitted,

The question of the General Mobilization Plan is a little differeat.
The National Defense Act provides that

"The duties of the War Department General Staff shall

be to prepare plans for national defense and the use of the

military forces for that purpose, both separately and in

conjunction with the naval forces, and for the mobilization

of the manhood of the Nation and its material resources in
an emergency * * "

Just what is meant by the term "and for the mobilization of the man-
hood of the nation" is a question on which there is considerable difference
of opinion, There are two schools of thought in the Army in comnection

with the practical value of a Gemeral Mobilization Plam, One school de-




lieves that it is not only practical but essentisl that there be a General
Mobilization Plan under whichA troops can be mobilized, trained, and supplied;
that such a mobilization constitutes the natural basis for the mobilization
for all specific war plans., In other words, that there can be a certain
set-up of persomnel, supplies, etc. that will meet the requirements of any
specific war plan, The other school believes that a General Mobilization
Plan to be of any value must be based on a Specific War Plan, It is my
conviction that this difference of opinion is the reason why there has
been no greater progress in getting out an acceptable mobilization plan,

Work was started in 1921 on the creation of a General Mobilization
Plan, which work contimmed for over a year, The field and the Branches
were called on to do certain portions of the work, The instructions were
too indefinite and the data too meager for the field and Branches to
accomplish much, After a year or so the plan was dropped,

During the years 1922 and 1923 there was a great deal of study given
to the subject of the preparation of the General Mobilization Plan, As
a result, a new method was devised, This method gave a basis from which
the people wno had to figure out certain features of the plan could proceed,
This effort resulted in producing the 1924 Mobilization Plan., The more
the G-4 Division studies that plan the more it is comvinced that it is not
bractical fram a supply standpoint, It has been the contenﬁion of G-4
from the beginning that the supply requirements can be determined only
from concrete and definite facts, Therefore, the G-4 Division has con-

tended that a General Mobilization Plen not based on a specific War Plan
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is purely theoretical. It may have some value,but why fool with something

————

theoretical when a Specific War Plan gives a definite basis,

I know the Army Industrial College and the Assistant Secretary of War
ere using the 1924 basis. = These activities felt that they should proceed
end, as the 1924 plan was all there was available, they took it,

There was a new plan started in 1926 and finished in 1927, known as
the IQZg:Q:bTﬁ\i.zation Plan, (-4 took up the supply estimate based on the
principle initiated in that 1927 plan, If you are interested in the de-
tails, I suggest that you go to G-4 and go through those plans. They
show the troops and supplies and equipment from the beginning to the end
of the mobilization. Many assumptions had to be made, but these assump-
tions were based on a Red-Orange combination. I do not wish to convey
the idea that everyone agrees with the assumptions made by G-4, They
Were generally made in consultation with War Plans Division, In other
words, G-4 had to go back to the principle to which it has adhered from
the begimning, which resulted in the basis of supply for the 1927 plan
being that of a Specific War Plan, As soon as the G-4 tables were pre-
pared, they were sent to the Branches for determination of the supplies,

Just as this work was neering completion, a new mobilization was
started,

The idea of the 1928 plan is decenmtralization, It was thought oy

hany people that the 1927 plan was too centralized., It threw too much
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of & burden on the War Department Branches, Decentralization is funda-
mentally sound., This plan gives specific information to Corps Area
Commanders and other commanders in the field, which enables them to deter-
mine what their requirements are, It is believed that the Corps Area
Commanders and others in the field have sufficient data to enable them
to go ahead on their respective plans.

The 1928 plan as approved by the Secretary of War includes the
following:

"As recommended by G-3 in Paragraph 5, it is recommended
that G-3 be directed to prepare a supplemental plan, which,

after concurrence by G-4, to be submitted to the Chief of Steff
for approval, embodying the following fundamental principles:

a. That all Theaters of Operations will be comprised
within the limits of the continental United States.

The estimate, however, will include the immediate prep-
aration of two major ports of embarkation, one on each
coast,

b, That the Panama Canal Department and the Hawaiian
Depa.rtment will be reinforced by units from the United
States from the forces to pe mobilized according to
the approved project.

c. That the control of the sea is assumed as lost.

d. That stocks on hand in the United States will be
assumed to exclude any now on hand but held for projects
for the defense of the overseas possessions,

! l e. That the Supply Estimate will be dated July 1, 1929
and all resources available by that date will be included.

£. That the basic premises for the preparation of the
General Mobilization Plan and the deployment of trocps
thereunder be those contained in the memorandum of May 5,
1927 (WPD 2917-1), approved June 4, 1927,



g+ That it is understood that the number of fixed hospi-
tals and the initial replacements of personnel provided
for in the proposed mobilization plan are preliminary
figures to emable the replacements and hospital system
to be initiated, and that the determination of hospital
requirements and replacement rates both for men and
animals be computed in conformity with the methods pre-
scribed in memoranda of March 31, 1927 and July 14, 1927
(6-4/20052), approved May 2, 1927 and July 21, 1927,
respectively.

h, That replacements will be provided in accordance with
methods prescribed in g above first to the extent neces-
sary to maintain organizations in the Theater of Qpera-
tions at strength after such organizations have been
brought to war strength.

i, That subject to h avove all available personnel will
be assigned to units in process of mobilization for the
purpose of bringing such units to war strength.

J. That as additional personnel becomes available the
replacement system will be established to meet the re-
quirements of the total mobilizationm.

k, That the troop basis based upon the following premises
set forth the following detail separately for the Zome of
the Interior, Theater of Operations, and combined Zone of
Interiof and Theater of Operations, by 30-dey periods
(exclusive of the overseas possessions):

1., Unit (organization)

2. Number of Table of Organization applicable

3, Strength of unit per Table of Organization

4, Number of units.

5. Actual strength of units (to show separately
officers {including nurses), enlisted men (in-
cluding Warrant Officers) and combined aggregate).

*6, Stremgth of replacement pool.

*7, Breakdown by branches (officers and enlisted
men) of replacement pool,

*8, Permanent losses and beds occupied.

* To be prepared by G-1, G-3, and G-4 in cooperation in
accordance with methods prescribed in g above,"
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With tpil information G-4 can make m‘:‘ie:timate. It is believed that the
1928 plan will cause very slight, if any, change in the supply basis as
figured for the 1927 plam. In other words, G-4 Division does not expect
to have to call on any of the Branches to refigure any of their' estimates,

If that plan goes through we will have a Mobilization Plan which is

/ workable.

I have been asked to explain the relatiom of G-4 to the Office of
the Assistant Secretary of War, G-4 initiates requirements in types,
quantities, and time required, The G-4 Division must be practical,

It would be foolish for the Gemeral Staff to figure out requirements
that it is impossible to meet within the time limit., In other words,
there is no use for the War Department General Staff to state a; require-
ment in quantity and time impossible of procurement. From the beginning
of a supply estimate to the end, G-4 keeps in close touch with the
Assistant Secretary of War to find out the possibility of procurement.
In this connection, G-4 is éndeavoring to use, as far as practical, com-
mercial types, It is our ct:;nviction that it is much better to have an
article that we can get along with even though it does not meet the full
military requirements than it is to have a specification for a perfect
article that we cannot get, There are a great many things menufactured

in'the United States in great quantities. If we can adapt our military

Tequirements to commercial articles, much of our troubles are over, If,
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however, we insist on articles which camnot be produced from 6 months to
2 years after M-Day, the war my be over before we get them, That is
the viewpoint that G-4 is trying to inculcate throughout the service,

In all our propositions we try to keep in touch with the otfiée of the
Assistant Secretary of War,

In addition to the question of supplies, G-4 has a greet deal of
work with the Office of the Assistant Secretary of War, The Office of
the Assistant Secretary of War is the business office of thellar Depart-
ment, A great majority of the business questions pass through G-4 to
determine the military necessity or lack of necessity of the requirements
in question, ‘I mention one case of leases. 1f someone makes applica-
tion to lease some land, it comes to (-4 to determine whether there is
military objection, If there is none, it goes to the Assistant Secre-
tary of War who completes the deal,

The next question that Colonel Carr asked me to speak on was the
policy om war reserves., (Congress has prescribed that there should be
maintained a war reserve for two field armies or one million men, This
reserve includes supplies and equipment in the hands of troops. A con-
siderable quantity of the supplies for one million men are in the hands
of troops all the time, This fact forces the War Department General
staff to utilize in its mobilization of one million men the 27 organ-
ized divisions, because some of this war reserve is in the hands of

these divisions, In all of our plans this must be kept in mind,
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Remember also that all of these reserves were brought over from the World
War with the result that they are now 10 years old and getting older all
the time, While Congress prescribed the maintenance of this reserve, Wwe
have never guite been able to preserve it, Sufficient funds have not
been available. The many articles we have on hand are gradually deterior-
ating. The G-4 Division is now endeavoring to present the case clearly
to the proper authority for a determination as to what shall be done.

In my visits to the various depots throughout the country, it is
most gratifying to see what splendid work of preservation the depot com-
manders are doing with the small amount of fm;d.s they have,

I shall mention the question of harness, Harness is in commercial
production. We are taking up the question as to whether it is necessary
to maintain harness in the reserves or to depend on procurement in ample
quantities on M-Day, If the Office of the Assistant Secretary of War
tells us that harness can be procured in the cuantities and types desired
in the time needed, harness will come off our list, If we have to have
barness in the reserve, we must preserve what we have, Experts tell us
that the stitching is beginning to give may., The cost of upkeep is very
slight, With proper stitching and oiling the experts tell us the harness
will be good for 30 years, but without this it will become unserviceable

in a few years more, What I have explained about harness applies equally

to a great meny other articles in the war reserve, While we have today




epproximately the war reserve required, unless something is done we will not

have it much longer,

The ammunition requirements as between 1924 and 1927 Mobilization
Plans vary a great deal, The 1924 plan calls t:orAAl million rounds of /.§ M. M.
emmunition, The 1927 calls for something like 13 million rounds. There
is a difference of opinion as to which is correct and there is a study
being made on it now,

The 1924 plan is figured on a basis of 10 ronnﬁn per gun per day,.
The 1927 is figured on the basis of 40 rounds per gun per day. The last
is on the recommendation of the Chief of Field Artillery., I have not been
able to find out on what the 10 rounds were figured, but there is a study
being made now to get the best available data to determine just what the
reserve should be,

We have on hand between 7 and 8 million rounds of ammunition, fixed
and unfixed, We have about 3 million rounds more than 1924 requirements,
but 6 million less than 1927 requirements. Our idea is to keep what we
have, Heretofore, we have been using 75 mm ammnition for free issue for
target practice, In the future G-4's idea is to get sufficient funds to
provide 75 mm ammunition for target practice, thereby keeping the reserve
intact., We did not succeed this year, The policy that G-4 has emunciated

is;

"(1) To obtain funds anmually to augment ammunition items
up to 1924 reserve -

-] P
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Small arms over period of ten years,
Artillery over period of twenty years, and 192 ¢
Gas masks over ten year period to Bziﬁfeserve.

(2) To retain all items on hand in excess of 1924 reserve,
but less than 1927 reserve,

(3) To make free issues of any items on hand in excess
of 1927 reserve,

(4) To preserve in serviceable condition all smmunition
outlined in (2), This to be accomplished by periodic in-
spection and overhaul, reconditioning where necessary; and
issue for annual target consumption the oldest items in
stock, replacing with new stock,"
In other words, we could put the new into stock and use up the old ammunition,
The question is asked,what should be the basis for a war reserve, It
is the minimum quantities of everything that is necessary for offense and
defense to maintain the troops to meet the conditions conceived in the
Specific War Plan until such time as quantity production can meet our de-
mands, In determining the quantities required, the first question is the
type of war, where are the troops to be used, and how, In this comnection
it should be rememvered that it is hardly conceivable for us to enter into
ay major war that would not require more than 1 million men, While the
reserve is for 1 million men, if a greater number is to be supplied, the
reserve will be exhausted earlier, Therefore, after we figure out the
minimum requirements, the question is, how much can be procured commercially
n time to be available when required, This is not all required om M-Day.

It 1s hoped that as time goes on and we have more officers trained in
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procurement, it may be possible to expedite production, If you can do
something to produce supplies for a million men 30 days earlier than you
now figure you can do it, just think what it would mean in the early days
of a war, Every day that can be cut off of the time required for pro-

duction is most essential,

We have quite a number of articles of equipment that are in excess
of the war reserve, The total value of excess Ordnance property is
$184,000,000, Included in this list are 2,237,698 rifles, What are
vwe going to do with those rifles? With proper care they will last
indefinitely, but up to the present time we have had little funds for
their preservation, In any major war we will need these rifles, Ve
have many such items, We have in excess 39,232 caliber .30 machine
guns, They require attention, We are endeavoring to get funds to

\/,preservo them,

Q If the 1928 Mobilization Plan contemplates reserves for the first
million men, would not the proper estimate for supplies for 1
million men be the requirements in that General Mobilization Plan’

A. To determine the supplies for the first million men you have to know

what that milllion men are to do., If the million are in the middle
of the United States, they can subsist on very little. They will

need very little ammunition if you limit their target practice,

But a.umy_ instead of being able to keep them in a peaceful
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place, that on M-Day we have to send them into action., There

is a tremendous difference in the supply question,

You quoted a law that apparently gave the respomsibility for the
procurement of materiel to the General Staff, There is also a
law that gives similar responsibility to the Assistant Secretary
of War, How does the General Staff regard that responsibility?
There is no question as to where the respomsibility for the procure-
ment of materiel is concerned, There has never been any question
between the General Staff and the Assistant Secretary's Office on
this question, There is no question as to where the responsibility
rests,

This may be a very delicate subject, but I can see where G-4 is
placed in an embarrassing position., The Office of the Assistant
Secretary of War wants appropriations for reserves. It wants
appropriations for training of procurement officers, (-4 wants
funds for reserves and for housing, It looks like the balance

of power would be on the Office of the Assistant Secretary of War's
side inasmuch as G-4 wants reserves too, What is the routine in
handl ing that proposition?

The Secretary of War or the War Council, which consists of the
Secretary of War, the two Assistant Secretaries, and the Chief

of Staff, decides all questions of this character, We know more
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about building a budget than we did a few years ago., This year

G-4 is calling on everybody to submit studies with definite recom-
mendations as to what they require and how much money is required

to carry out these recommendations, When they come in we will
prepare a rough draft of the Assistant Secretary of War's directive,
The guiding pfinciples of the directive are determined in War Council,
This is the problem, If you put more money into war reserves, you
have to take it off of something else., All the requirements are
harmonized in War Council,

The one thing in your very illuminating talk that was a disappoint-
ment to me was to learn that G-4 is standing by a policy of adhering
to the augmentation plan of 1924, You said that you had not been
able to determine how the basis of the ammnition rates was arrived
at, You gave 10 rounds per day., For the 155 mm gun it is 1.2
rounds per day. That study began with General Pershing giving a.
certain officer a definite mission to reduce the reserves on hand,
At any rate the augmentation plan was arrived at with the answer pre-
determined in advance, The answer was to be reduction in reserves
and that was obtained by reducing rates of fire, In view of the
fact that Congress had indicated its conception of the reserve,
leaving it up to the War Department to determine the organization

basie, 18 it not the duty of the War Department to present the
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situation up to the full measure of what is required or what Congress
has indicated to be essential, leaving it up to Congress to decide
whether augmentation should proceed on a greater or lesser basis?

I want to tell you gentlemen that the War Department has no way to
reach Congress with its requirements, Under the Budget and Account-
ing Act the President is responsible for submitting the Budget and
no officer of the Army is allowed or permitted to defend or advocate
anything that is not included in the President's budget,

You state that it might be necessary to get out a Specific War Plan
in which you would know in advance that the supply would not be ade-
quate but you would have to get out such a plan, If that policy
became necessary, would you propose in connection with the develop-
ment of such a plan to revise the allowances and equipment and
indicate just how the respective shortages are to be applied?

Yes, If a plan calls for supplies beyond the possibilities of
procurement, the plan is to reduce allowances and so advise all
concerned,

Will the 1928 plan be sufficient to take into comsideration the
echelonment of stockagej necessary? |

Colonel Parsons will go into that in more detail, but from the
Supply point we endeavor to reach the requirements approved by

the Secretary of War, so as to avoid some of the difficulties that
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came up in the 1927 planm, In the 1928 Mobilization Plan we fig-
ured out the number of troops under the assumption that the supply
estimate will be based on a Specific War Plan, We have thenm, the

echelonment of troops,
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