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FACULTY REPORT. 

ARMY INDt~TRIAL COLLEGE. 
(Second Course, Sept. 2, 1924 to Feb. 2, 192,5) 

- o 0 o -  

I. ~e Second Course of the Army Industrial College 
occupied the period September 2, 1924 to February 2, 1925, 
inclusive. The following thirteen officers constituted the 
Class: s 

V/Lieutenant Colonel Win. G. Ball, Q.M.C. 
~/ Lieutenant Colonel Robert Davis, S.C. 

Major Lucius L. Hopwood, M.C. 
~ Major Clifford L. Corbin, Q.M.C. 

Major ~. H. Arnold, A.S. 
Major James W. Lyon, C.W.S. 
Major R. R, Nix, Ord. 
Major Cherubusce ~ewton, Fin, 
Major ~. A. Borden, Ordo 

• Major Edwin G. Kel%on, C.E. 
Captain T. J. Hanley, A.S. 
Captain Wil~r S. ~lliott, Q.M.C. 
Captain Vennard Wilson, Ord, ,' 

2o All of the above finished the course and were duly 
graduated on February 2, 1925. 

5, Instru~ien was given chiefly by the "case" method. 
P r o b l e m s  w e r e  i s s u e d  o u t l i n i n g  t h e  g r o u n d  t o  be c o v e r e d  and 
giving references to orient the student. In all, twenty-eight 

~ roblems were given to the class. Copies of these are appended, 
Appendix No, I). It was impracticable to have each student 

work all problems. The problem assignments are shown by the 
chart attached, (AppendL~ Roe 2), 

4,. A f t e r  t h e . s o l u t i o n  o f  each  p r o b l e m  by t h e  s t u d e n t s  
%o whom a s s i g n e d ,  a c o n f e r e n c e  was he ld~ a t t e n d e d  by t h e  e n t i r e  
s t u d e n t  body and t h e  f a c u l t y ,  and v e r y  f r e e  d i s c u s s i o n  had con-  
oerning all points raised. In this way i% is believed that the 
maximum benefit was obtained by the interchange of ideas and 
the consequent tendency towards a uniformisatlon of ~.%hought 
between the representatives of %he several branches. This, of 

• Qourse, creates a tendency toward uniformity of procurement 
practices in the braneheso 

I@ 



Problems. 

l&2. 

5&4. 

5&So 

7. 

8. 

9o 

I0. 

ii, 

5. The following is an outline of the course given: 

Orientation. Laws and Regulations affect- 
ing office, A.S.W. Organization 
of offices of A.S.W. & Branches. 
Selected general references bear- 
ing on industrial phases of the 
World War and the post warrS~gani - 
zation of the War Department. 

Orientation - Control 
and Planning in Industry. 

Selected references t o  standard 
literature and periodicals. Re- 
ports concerning certain large 
corporations made by officers from 
office~ A.S.W., after visiting the 
plants and securing data concerning 
their organizations and management. 

Requirement s. A general study of the bases upon 
which the computation of requirements 
i s  made and t h e  a c t u a l  omapu ta t i on  
of requirements for a specific it.me 

Resouroese Committee s t u d i e s  o f  t h e  compara-  
t i v e  resources o f  the Philadelphia 
and Chicago industrial districts. 

Requirementso Ommnittee study and preparation 
of a chapter on "Requirements" for 
a proposed "Procurement Manual". 

L a b o r .  A committee study of the labor 
situation which would confront the 
United States in the event of war, 

Powerz ~ A committee study of %he power 
situation which would confront the 
Uni t ed  S t a t e s  i n  t h e  even t  o f  ware  

T r a n s p o r ~ a t i o n o  Committee study of transportation 
situation which would oor~'ront the 
United States in the event o f  war~ 

Allocation cf 
Facilities, 

A general Study of %he~ne~hod 
of allocating facilities, 

So 
/ 
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Prcbl eros, 

1Be 

14o 

15". 

ice 

17o 

18~ 

19o 

21o 

2~ 

28. 

Subject- 

Conservation. 

Prlorityo 

Price Controls 

Funds for 
Procurement • 

Commodity Comm~tteese 

I n % e r b u r e a u  ~ 
Proouregae nto 

Personnel and 
Training. 

War Time Procuremen~ 
P l a n  cf %he War Dept!e 

Gr_?u p War P l a n e  

War Time plana ef 
Supply B r a n o h e s .  

Commodity Studies, 

Procurement Plan for 
a Specific Itemo 

FI~ Chartse 

Scope. 

A general study of the subject of 
oo~ervation in the event of a major ° 
emergency. 

A general study of the system of pri~ 
D~esl which should be set up in a 
major emergency. 

A general study of the system of price 
control which should be set up in 
a major emergency, 

A study of the methods of submitting 
estimates and obtaining funds for 
proour~aent. 

A study of the function of commodity 
committees in the plan for war time 
p r e c u r e m e n t e  

A general study cf the problem of in- 
terbureau procurement, including 
plannln~ thereforo 

A study of the plans for obtaining and 
training personnel for procurement in 
war in the supply branches. 

A study of t h e  existing procurement 
plan on file in ~he office of%he 
Assistant Secretary of Ware 

A s t u d y  o f  war  p l a n n i n g  f o r  g r o u p s  
o f  i t e m s  o f  i s s u e o  

To f a m i l i a r i a w  s t u d e n t s  w i t h  t h e  
p r o c u r e m e n t  p l a n s  o f  o t h e r  t h a n  t h e i r  
own branches o 

Ce~m~%te studies of assigned com- 
modities, Copper, Rubber and ~ocl,, 

The preparation of a procurement plan 
for an assigned item of issueo- 

Preparation of a flow chart for an 
assigned item of issues 
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Probl eros. 

26.  

27. 

28° 

1924 

Sept"robe r 
2. 

4. 

16, 

19.  

23. 

30. 

0otober 
' 1'4. 

2 7 .  

29, 

Subject. 

Budget~y Contrel 
and Account ing.  

Scope. 

A study of methods of budgetary 
control and accounting used in 
industry and their applicability. 

War Reserves. A study of the general principles 
upon whiohwar reserves should be 
based. 

PToourmnen% Manual. The p r e p a r a t i o n  of  an o u t l i n e  fo r  
a Procurement Manual. 

Leotm-es were given to the class as follows: ~r~ no+ ~V~/e~/~ ~. 

Opening Exerofseso  Addresses by Col. Dwight F. Davis,  
A s s i s t a n t  Sec re t a ry  of  War, ar~ Maj. General Chas. MoKe 
Saltzman," Chief Signal  Officer. .  

Address,  "Duties  of  t h e  A s s i s t a n t  Sec re t a ry  of War and h i s  
relations wi~h %he General Staff and the S~uply Branohes"j 
Lt. Colonel J.D. Fife, M.C., Chief, Planning Branch. 

Lecture, "Speoifie War Plan for Anti-Aircraft Guns"~ Major 
W.C; YourS, 0rd. Dept. 

Lecture, "Organization and Purchase System of %he Pennsylvania 
Hailroad", Col. Chas. D. Young, ORC~GE. (General Purchasing 
~en% of the  P.R.R.) 

Lecture, "Speoifle War Plan for Pack Carriers and Canteens", 
Lt.Col. RoE. Stays,r, Q.M.C: 

-f 

Lecture, "Specific War Plan, PToourement of Pontoon Equipmen%"~ 
Capto Theodore ~ u a n ,  J r . ,  C.E. 

Lec tu re ,  "Power Survey of the  Uni ted  S t a t e s " ,  Major G.R. 
Y o u r S ,  ~ C.:E. 

Address,  "Procurement of  Non-Co~,eroial  N a t e r i a l  i n  ] a r e ,  ~ ~- 
Maj. General C.C. Williams, Chief of Ordnance. 

l- 

Conference on "Power", Major C, R. Pet%is, G.E. (Planni~ Branoh). 

Conference on "Labor", Lt.Col. J.D. F i f e ,  M.C. (Plannlr~ Branoh). 

Conference on "Transpox~ation", ~ Majo C.R.Pettis,OE.(Plannir~ Branoh)c 
/ 

4'o 



November. 
i 

- -  3 o  

10, 

21o 

December° 

iI, 

16. 

Conference on "Allocations", L%.Col. Geo. Eo Kumpe, S.C., 
Asst. Director, Army Industrial College. 

Address, '~reourement of Commercial and Semi-Commercial Material ~- 
War", Maj, General Wo H. Hart, Quartermaster General. in 

Conference on "Priorities", Maj, R.H. Somers, Ord., Executive 
Officer, Army Industrial College. 

Lecture, "The Work of the American ~ineering Standards Com- 
mittee", Dr. P.G. A~new, Secretary, A.E.S.C. 

Lecture, "Alcohol", Dr. H.8. Rubens, President, U.8. Industrial 
Alcohol Oompa ~yo 

Conference on "Strategic Raw Materials n, Major J. K. Clement, 
Ord., (Planning Branch) 

Lecture, "Power", Gen. Chase Keller, Re~'d. 

Lecture, "Factory War Plan of Ed~ewood Arsenal", Cap%. E.F. 
Eoenig, CoW.S, 

, //- 

1 9 ~  
Januarye 

6 .  

14 .  

20, 

21o 
22, 
25.  

Address, "Phi lade lph ia  Quartermaster Intermediate  Depot 
Manufacturing Plan" ,  ~ o l .  W.S° Wood, Q.M.G. 

Lecture,  "Organizat ion and Functiors of the Office of the 
Ass i s t an t  Secre tary  and the War Indus t r i e s  Board a t  the  
beginning of  the World War"p Hon. Benedict Cruwello 

Short Talk,  Mr. Bernard M. Baruche 

Lecture, "Organization of the War Industries Board"~ Colonel 
Frank A. Sqo%%, Ord-ORC. 

/ 

Address, "Geographloai Aspects of the Production and 0onsump%ion 
of Grude Rubber", .Dro K.W. Whi%eford, Chief, Crude Rubber 
Sec t ion ,  Department of Gommeroee 

Lecture** "fiat Plan of Frankfcrd Arsenal" ,  Col, 0dus Go 
Horne~ Ord. Dept. 

Lecture, Manganese ," Maje G.A. Roush, SS-ORG., Associate 
Professor, M%tallurgy, Lehigh University 0 

Lecture, ~ "Tungsten"~ Hajo G.A. Roush, SS-ORC. 
Lecture~ "Mercury and Plahln~a", Majo G.A~ Roush, SS-OEC. 
Lecture, ,Nickel & Tin"~ Maje G.A. Roush, SS-ORCo 

. 



77 

Februar~ 

i Weeks, Secretary of War, and Maje General Merritt ~e 
~ Ireland, Surgeon General. 

7, Toward %he oer~pletlon of the course comments and critio- 
Isms were requasted from the student officers. On account of the 
fact that the Third class was to enter on the day of graduation of 
%he Second class, early comment was requested on problems numbered 
1 to ~, so that ~he corresponding problems could be prepared for the 
Third olasse General oommen~ on the entire course was turned in 
later. This explains the apparent duplication in criticisms which 

app e a r s ,  

All criticisms have been arranged accordi~ to subject 
matter and such quotations as are pertinent appear Below. The 
c r i t i c i s m s  on each sub j ec t  a re  f o l l o w e d b y  " F a c u l t y  Comment", which  
indicates the steps proposed to be taken to ohan~e the conditions 

referred toe 

THE CO~RSE - GENERAL. 

"~ne course is developing along proper l%nes. The 
course is quite long enough to teach the principles 
involved and to impress upon student officers the im- 
portance of  %he subjects and the  gene ra l  manner of 
appl icat iono 

It would seem good business to keep We present class 
or such part of them as have shown aptitude for a fur- 
ther six months, dividing the class up" into co~,odity 
committees to draw up a detailed plan on some commodity 
or articles common to two or more branchese Upon com- 
pletion of this, plan could be submitted to the Chiefs 
of branches as a study and would be of material aid %0 
them in their planning. 

It seems that officers have been and are being detailed 
in the office of the Assistant Secretary of War and 
While on duty there are being detailed to take the 
course. It is reoummended %}mr an officer should com- 
plete %he course before being eligible for detail in 
the office. This would give the Assistant Secretary an 
opportunity to pick officers who have shown special 

aptitudee 

It is recommended that the course be changed at once 
~o a yearns course; the first five months to be devoted 

6o 



t o  i n s t r u c t i o n s  and the  remainder  of %he year  %o 
%he practical application of the principles taught. 
I n  t h i s  meaner two c l a s s e s  could  g radua t e  each y e a r .  
A% all times one would be receiving instructions 
while the other would be putting into practical appli- 
cation the results of their studiee." 

............ Ma~. C.L. Corbln, 
Q.M.C. 

~-000-- 

"Reference your memorandum of January 5, 1925, calling 
upon each student officer to submit suggestlons for 
changes in the above mentioned problems (I and 2), the 
writer thinks that for the first problem in the course  
the subject of "Orientation" was well taken as very 
few students, if any, ! have any knowledge when first be- 
ginning the course ef what i% is all about, m 

. . . . . . . . . . .  g a j .  C. Newton, 
F in .  Dept, 

-o0o-  

"I% is believed that more problems should be given 
to cover subjects on special assignments and resource 
studies which are at present in the formative stage 
and are being worked up separately by personnel in 
the office of the Assistant Secretary of War. A good 
example is the recent problem No. 28, on the "Procure- 
ment Manual". All these subjects are given in our 
"office assigmaen%" and some of those in which I am 
particularly interested follow: New Facilities; 
Gonversion; Machine Tools ,  Gauges; Educa t iona l  Orders;  
Fac to ry  S to rage ;  Vanadium; T i t an ium."  

" I t  -is aga in  sugges ted  tha t  s t uden t s  should  be en-  
couraged by appropriate references %o delve deeply 
into the War Industries Board files@" 

........... Maj. R.E. Nix, 
Ord. Dept. 

-o0o~ 

"More time should be allowed for the first two 
problems i n  o rder  to  permi t  the  o f f i c e r s  to  read  
a l l  the references. The time on these two prohl~as  
.was. too  s h o r t ,  r e s u l t i n g  i n  t he  f a c t  t h a t  many of  
t he  s tuden t  o f f i c e r s  had not seen the  I n d u s t r i a l  
War P lan  of  the  A s s i s t a n t  S e c r e t a r y ' s  o f f i c e .  More 
copies  of  t h a t  p l a n  should  be made up and i t  should 
not be considered so extremely oonfidentiale Some 

7@ 



o f  t h e  O o n f u s t o n  on t h e  minds  o f  t h e  b r a n c h e s  i s  
due. t o  t h e  f a c t  t h a t  t h e y  do n o t  know t h e  c o n t e n t s  
of %hat plan and hence are working ~h the dark. 
Also, the work of the students throughout the course 
is hampered by the lack of an adequate number of 

copies, 

I think that the method of using student officers 
to report on the progress of the branches in war 
plannir~ should be used with care. It would be 
very easy to get thai school unpopular if the "spy- 
ing" done by the student officers is not guarded 
careful ly. Incidentally the position of the offi- 
cer in his own branch might suffer from openj frank 
impressions that he has given in his reports if 
these are used as a basis of further correspondence 
by the Assistant Secretary with the Chief of brancha 

More time should ultimately be devoted to the study 
of industrial organization and methods of control 
used by the large industries of the country. Fur- 
thor, studies ~uld be m~de by the officers on duty 
in the office of these methodso For instance, I 
think that an erroneous opinion of the centralized 
purchasing activities of industries was obtained 
from the study of the ten organizations which have 
been the subject of monographs. ~le organization 
of some c~upanies such as the Stone and Ne~ster, 
Geo. M. Fuller, and other large contracting com- 

panies, should be made," 

"As soon as possible make the school self-sustaining 
in matter of clerical helpp textbooks and informa- 
tion such as must at present be obtained from the 
branches. An endeavor must soon be made to cut 
down on the time and energy the% is taken from the 
officers on duty in the planning sections of the 
branches. If not, the school is apt to become 

known as a "pest"e" 

"Continue the present method of maki~ the work 
of the students useful to the progress of the of- 
fice and to the branohe 

On the whole I consider that the course has been 
excellently worked up, has been of great benefit 
to me and to ~he others in the classt The above 
su~estlons are given in the hope that they may 
help to make the course even better than it is 

at presente" 
. . . . . .  - . . . .  E.C.  lton, 

8w C.E. 



"This part of the course does not seem to be 
complete. (Orientation). I get a good idea of 
the working of the Office of the Assistant Secre- 
tary of War in war time, but I do not know kow it 
works in time of peaoee It see~s to me that it 
would be very important in the early days of the 
war to continue and finish the projects under way, 
or to dispose of them without legal and financial 
difficulties. To do this, the officers placed in 
positions of authority should know what is going 
on and how it is beir~ donee I would suggest that 
each officer understudy ~he chief of each section 
for a period of one week, for the purpose of fam- 
iliarizing himself with the workings of the officee 

Following the same idea a little further, each 
student should follow• through his own branch the 
praourement of at le~wt one article, from its 
design and adoption, to its use by the troops," 

"Another question which I have discussed with 
several other students is that of the organiza- 
tion of the Federal Government. There are a great 
many departments which touch the Army in one or 
more places, such as the Veterans Bureau, and other 
Departments such as the Attorney General which often 
handle questions in which the Army is interested, 
Why not make a study in the early par% of the 
course of these departments so tlmt questions aris- 
in~ later can be properly disposed of?" 

........... Capto T.J. H~nley~ 
A.S. 

/ 

-o0o~ 

"Conslderin~ the course as a whole, in general, 
it is indeed very satisfactory and instructive, 
and therefore there is little necessity for 
criticism, constructive or otherwise". 

........... Capt. W.S. Elliott~ 
Q.M.O. 

FACULTY COMMENT: 
It is thought highly desirable to make the course a full 

academic year in length as soon as practicable. It is hardly prac- 
ticable to overlap the classes in the manner outlined by Major Corbin, 
and it is Believed that the present commodity committees will better 
serve to acoempllsh the object desired. 

It is thought distinctly not desirable to make up an "eligible 
list" of graduates from which all details to procurement planning work 



f3 

should be madee There are three vital objections to this: 

. (I) The College should not need this protection. If its 
graduates do not get enough from the course to make 
them especially valuable to their branch chiefs for 
such assignments, it has failed in its mission and 
Should be discontinued. If branch chiefs fall to 
make proper selections for detail, all things con- 
sidered, the "~ligible list" is not  the proper sol- 
utione 

(2) It would be very bad fer the general esprit; to make 
it impossible for an officer, perhaps of splendid 
attainments and large e~perienoe, to be detailed on 
procurement duty merely because, tl~rough no fault 
of his own, he has not had the chance to take the 
course. The graduate will naturally always have an 
advantage over the non-graduate, ether things be~r~ 
equal. If, under these circumstances, the non~ 
graduate appears the better selection for a given 
position, he should have ire 

(5) No artificial restriction should be placed in the 
way of branch chiefs and others who are charged 
with fitting available personnel to existing de- 
mands. The problem is difficult at best and the 
sole criterion should be the best interns of the 
service, all things consid@rede This may, and 
frequently will, mean that the best man for a par- 
ticular position cannot be put in that position 
because he is also the best for another and more 
important once 

Referring to Major Nix's co~,,ent, it is intended to enlarge the 
scope o f  the course t o  include additional subjects after it is 
increased in lengthe At the present time, it is impracticable 
tO do thise 

Additional time is not  available for the first two prob- 
lems, as suggested by Major Keltone His suggestion that the use 
of student offlcers to report on the progress of the branches 
should be exercised with care, and is thoroughly concurred ine 
In order that the branches shall obtain directly whatever of value 
there may be in the work of the student officers, it is proposed 
to have them turn in to their respective branches one copy of each 
solution submitted to the problems issuede 

I0~ 



It is appreciated tl~more time should be devoted to the 
study of industrial organizations and methods of control, This 
cannot be done until the length of the course is increased. 
Still less can be time given to the organizations of other govern- 

ment departments, 

COURSE - ARRA~GEMENT OF, 

"The student will be better fitted to solve Problem 
Noe 6 after he has finished problems 7~8-9-I0-II and 
14e Suggest that order be changed to 5-7-8-9-~0-II- 
14-6-12o 

Substitute for Problem 22 another requirement of 
specific item p~oblem. In this problem Imve students 
make a complete study of the item, including require- 
ments and procurement planning as in problem no, 24e 
The above suggestions are made with a view of making 
the course more interesting and also more logical from 
the studentts viewpoint, By giving the student a spe- 
.cific problem from his own branch to work-outs this 
work seems to be more beneficial to him personally, and 
also he has something tangible to doe" 

.......... Maj, H~H~ Arnoldp 
A.S, 

-oOo~, 

~Problem 6 on the Computation of Requirements of a 
specific item, Problem 25 on the Preparation of a 
Flow Char% of a specific item and Problem 24 on the 
Procurement Plan of a specific item should be given 
in the order indicated in consecutive weeks and should 
cover the same specific items The item chosen should 
be indicated by the supply branch from which the offl- 
cer is assigned and the effort of the a~flcer should be 
to assist his branch in the work he undertakes on the 
item assigned hime I believe this would be of benefit 
not only to the student but to the branch as wells By 
usir~ the same item for each problem i t would enable 
the student %o give mere time to each phase of the 
problem than is possible where different items are as- 
signed. The three problems are related and to properly 
complete problem No, 24 it is necessa~J to work as 
specified in Problems 6 and 25," 

.......... Maje ~, A. Bordenj 
: O r d .  L"sp t  ~ 

FATTY COMMENT: 
-- L m m , . 

The course is being entirely rewritten for the Third Course. 
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Revised course is outlined later in this reports 

COMMIT TEE REPORTS. 

"That there be no committee reports, The writer's 
experience was that committee problems were selden, 
if ever; solved by the oummittee as a whole Out that 
each member of the co~ittee wrote en some particular 
phase of the problem and without question his remarks 
were accepted by the committee as a whole~" 

. - Maj, C. Newton~ 
Fin. Depte 

- 000-  

"Committee reports were generally unsatls.faotory. These 
should be held to a minimum and used only when the 
work i s clearly divisible or when time permits co- 
ordination of the individual results of the members 
of the c,mmittee. Except where data had to be worked 
up, the bulk of the reports generally devolved upon 

one mane" .......... Maj. Wm.A. Borden,i 

Ord. Depte 

-000- 

"While committee work might be desirable from the 
point of view of the Director, i% is believed that 
the student gains much more from work on individual 
problems. Therefore, recommend that there be a cut 
in the number of committee problems~" 

.......... Capt, W.S. Elliottp 
Q.M.C. 

-cOo- 

"Committee problems, although very valuable, are 
not very ia~ruotive to those who are not on the 
committees It is recommended that either the number 
of these problems be reduced, or that a number of 
committees be assigned the same subjectj which would 
lead %o some interesting comparisons of the results 
obta'~ed and reduce the tlme required for presentation 

of the problems." 
.......... Capt. Vo r~isonj 

Ord. Deptj 
O 



FACULTY CO~ENT: 
J The 6riticisms of committee work made above are based, it 
is believed, largely because an insufficient time was allowed for 
the solutions of many of the oommlttee problems given out. This 
belief has been confirmed by conversations with the student officers 

of the last olasse 

As far as cormtructive value is concerned, the work done by 
conmnittee~aas been distinctly superior to that done by individual 
officerseo Accordingly, it is proposed to increase the length of 
time for the preparation of co~ittee reports to from two to four weeks, 

m 

co~CNS. 

"More frequent conferences conducted by the instruct- 
ors and other officers on duty in the Planning Section 
of  the office of the Assistant Secretary of Ear." 

.......... Lt, Col. Davis, 
S°C. 

~O00W 

"That t he  Saturday c o ~ e r e n c e s  be conf ined  to  shor t  
discussions and a criticism of the problems of the 
previous week by the instructor". 

. . . . . . . . .  Maj. J.W. Lyon, 
C.W.S. 

-o0~ 

"The Saturday morning conferences are a bit tedious. I 
would suggest that no papers be read. I recommend that 
one man be d e s i g n a t e d  to  discourse on a p r o ~ n  and then 
the  o t h e r  members of the  c l a s s  be a l lowed t o  d i scuss  
p o i n t s  of d i f f e r e n c e  onlye The l e n g t h  of  t ime a l lowed 
~cr p r e s e n t a t i o n  of  t he  problem and d i s c u s s i o n  should 
be i n d i c a t e d  and h e l d  t oe"  

.......... Maje W.Ao Bordenj 
Oral. Dept~ 

-cOo- 

"Many of the conferences were wasted time. The papers 
were too long to be kept in mind, and the general dis- 
Suasion which always fcl . lowed was con~used by i r r e l e v a n t  
questionse I suggest that the papers be turned in and 
mimeographed and distributed to @ach students Questlons 

13., 



can ~ hen be written out and submitted to the author 
through the faculty who can eliminate any unnecessary 
ones. Then a coherence can be held and all questions 
answered after due consideration." 

.......... Capt. T.J. Hanley~ ! 
A.S. 

-oOo~ 

"To reduce the time required for the conferences 
and to give students practice in delivery of papers, 
it is suggested that a number of the problems be pre- 
sented in the manner of an informal addresse" 

.......... Capt. V. W~Ison~ 
Ord.  Dept~ 

FACULTY CO~E~NT: 
steps are being taken to reduce the amount of time spent in 

comferences. It is also planned to Imve many subjects presented in 
the form of 'informal talks instead of having the papers submitted reade 
In the case of committee repor~s~ it is planned to have these mimeo- 
graphed and d i s t r i b u t e d  to  a l l  s t u d e n t  o f f i c e r s  p r i o r  t o  t he  c o n f e r e n c e s  
so that ~hey may be read and student officers prepared to discuss them 

intel llgen~lyo 

CURRENT PROCUREMENT. 
........ (Submitted Febo 9th, 1925). 

"To the Director of Procurement: 

l e  The d i s c u s s i o n  i n  c o n f e r e n c e  o f  t h e  c l a s s  on t h e  
duties of the Assistant Secretary of War and organiza- 
tion of his office was confined to the War Organization 
of his c~fice and its functions in supervising war pro~ 
o~remente The activities of the Assistant Secretary in 
supervisir~ current procurement were not discussed on 
the grounds that it was a small and unimportant problem 
compared to the formation of a War Plan and the proposed 
organization for supervising and coordinating procure- 
ment under %his plane 

2e Since completing the course and reviewing the many 
thoughts and ideas acquired during the school course, I 
find myself askingj~ "Why this lack of interest in super- 
vision and coordination of current procurement? e One 
p r i n c i p l e  i m p r e s s e d  un t h e  s t u d e n t s  was t h a t  a good o r -  
g a n i z a t i o n  was one t h a t  i n  c a s e  o f  emergency c o u l d  expand 
rather than assume new duties and change its organizatione 

14e 



I am impressed with the need of coordination of 
current procurement in a business like way by the 
office of the Assistant Secretary instead of the 
operatir~ control now exercised over the procure- 
ment branches by the General Staffe 

5. If the present system were to continue until an  
emergency occurs, the system of General Staff con- 
trol would be so firmly established that an abrupt 
change to coordination by the Assistant Secretary 
would undoubtedly result in a somewhat dual control 
which is in prinuiple absolutely fatal. 

4, The National Defense Act charges The Assistant 
Secretary with the supervision of the pracursment 
of all military suppl~es and other business of the 
War Department. It seems %o me that by assuming the 
duties in an active manner charged to him by law 
that much benefit would result: 

ae In developin~ an orgarization to ~andle 
-- sup ervision~ 
b. In developing a satisfactory system of 
-- inter-bureau procurement Im time of 

peace that would function in time of war, 
c. In creating among procurement officers a 

-- feeling and knowledge of the benefits to 
be derived from coordination and super- 
vision of procurement. 

de In standardization of specificationse 
~ .  I n  assuring as  f a r  as  possible commercial 
-- specificationsa 
f. In developing an organization that in 
-- case of emergency need o n l y  expand to 

put into effect the supervision of pro- 
curement contemplated in the War Plan. 

5.~ I recommend that consideration be given to the 
enlargement of the office of the Director of current 
procurement wlth real powers as defined by law; and 
~ha% he-have in his office a representative of each 
procurement branch, officers who have the confidence 
of their branch chiefs and who could act as liaison 
officers and advisors on problems relating %o their 
respective branches. These o~Ticers could also act as 
a committee on problems affecting all branches. I be- 
lieve some such  ~ a n i ~ a t i o n  wou ld  be  ~ r e a l  a d v a n t a g e  
and m a t e r i a l  b e n e f i t  i n  s e c u r i n g  c o o r d i n a t i o n  and co -  
operation that would insure supervision ~y the Assist-- 
a n t  S e c r e t a r y  e a s y  and s u c c e s s f u l  when t h e  emergency  

. arlses~,"~ 

• - ...... ----Uaj. C.L. Corbin, 

15~ Q.M.O, 



FACULTY COMMENT: 
This is a matter on which the Faculty is inclined t o  agree 

with Major Corbine 

LECTURES. 

"The thought is th~ the course might with profit 
carry a considerable augmented program of lecturese 
This for several reasons - lectures by men well known 
and speaking wi~h authority, utilize and make con- 
crete problems otherwise of more or less academic 
interest; they also increase the range of the subject 
and are likely to make possible ~ts be~er and more 
comprehensive understanding by the studente Further# 
they co~serve timeo" 

.......... Maj. L.L. Hopwoo~ ~ 
M, Co 

-oOc~ 

"While reoognizir~ the Ereat value of lectures, I 
believe that the work of students should be inter- 
c upted as little as possible with such lectures - 
that if certsln lectures will benefit the students# 
such lectures be arranged so as to fall on certain 
fixed days; that students be not required to attend 
lectures more than on one day of each weeke To the 
writer i% is believed that to attend three lectures 
on the same day would less interrupt students than 
%o have %o attend three lectures on three separate 

days," .......... Maj, C. Newton, 
Fine Depte 

-cOo- 

"More explanatory lectures are needed in the firs% 
weeks of the coursee" 

.......... Maj, Win. A4 B~en, 
Ord.  Dept:e 

-oOc~ 

"Tim work of the General Purchasir~ A~en%, A.E.F., 
should be studied in more detail and its importance 
in the me%hod of control used there should be 
stressed by a lecture on the methods used by the 
General Purchasin ~ A~ent.,, This lecture should be 



given by some officer who was an duty in that office 
or by General Dawese e 

.......... Majo E.C. Kelton, 
C.E° 

-cOo- 

"It is further believed that if it can be conveniently 
worked out~ to have not m~e than two lectures a week 
and never more than one in the same day will materially 
improve the work on the student's problemsa" 

.......... Capt. W.S. Elliott, 
Q.~.C. 

FACULTY COMMENT: 
l~ispla~med to continue lectures on about the same basis as 

heretofore~ 

LIBRARIES. 

"Also it might be of advantage to ~ e some instruction 
cn how to find essential facts from research libraries 
and to give a list of the librariesj their locations, 
and the kind o f  informationt~e found in theme" 

.......... Lt.Colo W.G. Ball~ 
Q.M.C. 

FACULTY COMMENT: 
This recommendation is not concurred in, due to lack of tLme 

and the relative greater importance of other matterse 

ORIENTATION. 

eli is believed that it would be of advantage t o  the 
students if an illustrative problem were• presented 
3o the class as a wholep some time before they ~re 
required to attempt a solution, and that a satis- 
factory solution should be presented to the class 
after a problem is solvedo" 

.......... Lt=Oolo W.G. Ball~ 
Q.M.C. 

-o0o~ 

"My previous recommendation on this subject is re- 
i~terated, namely, that the references given, if 

• 17. 



considered practicable, show that which is essential and • 

that which is desirable reading. It is thought that 
by so doing much time will be saved to a student 
officer f l o u n d e r i n g  about in efforts to find his 
bearings. 

As a further aid in "orientation" it is suggested 
that immediately following the beginning of a Course 
a lecture be given the class covering the general 
field of War Department organization, including 
the office of the Assistant Secretary; also, the Basic 
MobilizatlonPlan and the inter-relationshlp of the 
different appendices and annexes. In this manner 
the student officer will more early in the course 
become familiar with the work at hand," 

Maj. L.L. Hopwood~ 
MC. 

-o0o- 

"Hate one lecture early in the course in which the 
duties of t h e  Assistant Secretary of War's office and 
the Supply branches are outlined in more or less de- 
tail to give the student a more complete idea as to 
what it is all about. The mere studying of existing 
orders and regulations does not do this. He wants 
to know~ in a general way, how each separate function 
fits in with the others. ~ 

........... Maj. H.H. Arnold~ 
A.S. 

- - 0 0 0 -  

"It is suggested tha~ the problem on making an organi- 
sation chart of the War Department be preceded by a 
problem or study of standard books on organizations 
and charts, w 

Maj. J.W. Lyon~ 
C.W.S. 

~o0o- 

~More r e a d i n g  m l t ~ e r  i s  r e q u i r e d  t o  be cove red  t h a n  
can profitably be digested in the first week, It is 
suggested that this readln~ be distributed more equit- 
ably over the course, This bulk of references creates 
a tendency for the student t o  read the minimum amount 
necessary to solve the requirements without the proper 
amount of essential reading, 



Where there are n o t  enough copies of particular refer- 
ences to ~o around, the references might be circulated 
throughout the class (using regular slips) with a tlme 
limit for each students" 

"Problem Noo 2Z Add to Requirement: The report should 
he submitted in narrative form, intelligible to the 
average reader, explaining inter-relatlons of each 
division, branch and section of these officew and %he 
mlsaion and function of each. 

Very early in the course a lecture for the purpose of 
orientation would be helpful and students should be 
encouraged to delve into the sources in their research 
work, particularly the files of the War Industries 
B o a r d , "  

-- Maj. R.R. Nixj 
Ord. Dep%e 

-o0o- 

"However~j i% is believed that the object of Problem No. 
I instead of. being "to learn the duties and functions 
of the office of the Assistant Secretary of War, exact- 
ly where i% fits in, in the general scheme, and some- 
thing of its historical background" might well be o~mged 
to the object of the giving the student a genera ! idea 
of the many and varied problems concerning the ~ ooure- 
ment of supplies which confronted the War Department 
during the World War; of the problems which will likely 
arise in a future war; of the War Depar%ment"s system 
of proofs'omen% as i% existed at the outbreak.of the 
World ~ar; of  the faults and defects of this system and 
its evolution into the system which gave better control 
and supervision of procurement activities and the good 
accomplished by the latter schemej of the need for %he 
creation of. War Industries Board and suneth~ng of its 
activities and the important work done by i%; etc, 
Problem No. I should, in my opinionj require the above 
%o be explained in detail as much as possible, and i% 
is believed that at least two weeks o r  more should be 
given %o the student in solving the problem. 

Problem Nee 2, the writer thinks, might well be devoted 
%0 the object as given in the old Problem 2, via: "To 
give the student a general idea of the present organi- 
v.ation and plans, for procurement in war., Howeverp in 
the solution of the problem it is believed the student 
-should discuss the functions of the General Staff in 
regard to supplies 3 %he functions and duties of the 

, - 19. 



Adslstant Secretary of War and the organization 
adopted by him to carry out these, etc., and the 
plans and organization of his own particular branch". 

.......... Maj° C. New~onj ~ 
Fin. Dept. 

-oOo~ 

"Planning in Industry; 
More time should be devoted to this subject. 

Special emphasis should be laid upon the importance of 
planning rather than upon any specific plan. If possible 
some relation should be found sh~r~ng the percentage of 
personnel working on plans in terms of the total personnel~ 
This involves a time and motion study of different person- 
alties and is very difficult but a rou~ ~ure can be 
arrived at. The course is too short to include a full 
course in Scientific Management of Business Methods, but 
thereis plenty of time for lot s of reading on the sub- 

ject." 

"Problem No. 2 was made easy this ,wear by the War Game 
played on Septo ~h~ This gave a Eery good idea of 
the duties of the Office of the Assls~ant Secretary of 
War. The second par~ of. the problem was more difficult 
and my own s olut~ion of ~t was ~lueless. I believe that 
this was due to my ignorance of the entire problem of 
procurement and I feel that future students will be in 
more or less ~he same positiono I think that this part 
of the problem should be covered by monographs or lec- 
tures prepared by each branch and distributed to the 
students. These could then be made the basis for a 
conference or quiz where all questions could be settled~ 

These two problems are very importance in getting the 
student started right. (Problems I and 2)o In my mind 
i t  i s  not  a q u e s t i o n  of  g e t t i n g  a n y . o r i g i n a l  i d e a s ,  bu t  
of getting the right idea into the mind of the studente 
It -~ght be a good idea to make up an idealistic organi- 
zatlon for procurement* study it, and then h~ve each 
student compare the organization of his branch with 
the model e" 

- ......... Capto T.J. ~anley s 

-o0o- 

"Howeve~ it appears to the writer that the first few 
problems, heir6 in a general sense very closely related~ 
it might be advisable to give these first four problems 

20. 



to the students at the same time. 1% is believed 
%hat if this is done, it will save future students 
considerable confusion and duplication in worklr~ up 
the respective problems." 

"With the opening of the course~ say the first week 
or two, it is believed that if one or two lectures 
on Orientatlun of the course in general and an illus~ 
trative problem or two would do much to help students 
to better understand the course and wheat %_hey might 
expect •" 

- - ......... Capt. W.S. Elliot%, 
Q.M.C. 

~o0o- 

"The second, third and fourth problems seem to over- 
lap each other %0 a large extent. I% is suggested 
that these problems be given out together to enable 
the student to avoid repetiticno" 

.......... Capt. Ve Wilson, 
Ord. Depte 

FACULTY CO~T- 
''' It' is planned to furnish each student officer with faculty 
commen~ and criticism of each problem turned inby him during the 
third course in lieu of attempting %o write standard solutions. 

Lectures will be given by the officers of the Planning  Branch 
cover ing  the  d u t i e s  o f  t h e i r  r e s p e c t i v e  a s s i g r ~ e n t ,  The gene ra l  
matter of the organization of the office of the Assistant Secretary 
of War has already been covered by Lt. Col. J.D. Fife, M.C., Chief, 
Planning Sectione 

The first four problm, s given in the Second Course have been 
combined.into two for the Third. The total time to cover this ground 
remains the same as beforee 

PROBLEMB - GENERAL. 
± , , 

"I also think t h a t  t h i r t y  minutes or more could well 
be spent if an instructor would go ever the problems 
at the time they are issued for Solution and before 
the student commences work on it.," 

.... Lt. Col, R. Davis, 
S.C. 

Zl, 
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• "That problems and solutions of problems be not used 
as a basis of checking on the branches. 

That the wording of the problems be made more definite 
as to what is wanted. - 

That problems be handed out on Fridays under the pro- 
vise that all work on the current problem stop Thursdaye 
This .will give one day for typing by the branch typists@" 

.......... Haj. J.W. Lyon, 
C.W.S. 

~000.- 

"That airier the first few problems wh£oh, of course, 
must he general ones in nature in order to pro~erly 
orient students, all later problems be devoted to 
specific ~ubjeots - that is, to require students to 
solve  p a r t i c u l a r  problems."  

.......... Ma~. O. No--on, 
Fin. Depte 

..o0o~ 

"Where committee work is required, it-is believed that 
the number of each committee should not exceed five 
on the averagee A g r e a t e r  number makes the committee 
unwleldye" 

"~t is believed that one requirement on all problems 
involvir~ resource studies should call for a war plan 
based upon a v a i l a b l e  i n fo rma t ion  and t h a t  our r e q u i r e ~  
ments in all functional studies should call for an 
ennunclation of general principles deduced from World 

War experienoe~" ........... Maj. R.R. Nix, 

Ord. Dept~ 

"- NoOoo 
FACULTY COMMENT: 
...... New problems are now being is sued prior %o the conference 
on the preceding problemo Opportunity will be given at these 
conferences for the student officers %o clear up poirrts concerning 
the new problems~ 

_Problems .should not be used f o r  check ing  up on the  b r anches .  

Committees will be l~Julted to four or five men during the 
Third Course~ 
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sour Ie s TO P OBLm S. 

"It is believed that it would be of advantage to 
the students if an illustrative problem were pre- 
sented t o  t h e  c l a s s  as a who le ,  some t ime  b e f o r e  
t h e y  were  r e q u i r e d  t o  a t t e m p t  a s o l u t i o n ,  and t h a t  
a satisfacto~ solution should be presented to the 
class after a ~roblem is solved," 

.......... Lt.Col. W.G. Ball, 
Q.M. Co 

-o0~- 

"1% is stro.ngly reoo~ended %ha% solutions o~ prob~ 
lems be reviewed by the Staff in conference, and the 
class be informed of errors made." 

- - Maj. W.A. Borden, 
Ord. Dep%, 

-cOo- 

"1% i s  believed that some wart of criticism should 
be made by the instructors upan each report s~ittede 
This is not for the purpose of goading officers to 
work as they do at Leavenworth for the purpose of ob- 
taining grades, but for the purpose of pointln~ out 
where the student or committee has failed to touch 
upon the important points or  Ims actually drawn a 
wrong c o n c l u s i o n  from data s u b m i t t e d , "  

......... Maj, B.E.  Kelton~ 
C°E. 

--O00m 

~I believe that an approved solution s h o u l d  be made 
of each problem, If this c~_no% be done, those parts 
of a problem which are wron~ or impracticable can be 
pointed out and correctede 

Problem To. 1 was excellent in the references given 
and in the results obtained, but the differences of 
opinion among the different members of the class were 
nsver reconciled. X believe %ha% this problem is one 
in which an approved solution can be given out and 
ex~ined at the first weekly oonferenoee I disc be- 
lieve that in addition to the char%, a report should 
be called for showing the duties of the dl/ferent 
divisions of the War Depac~ment." 

.......... Capt, T.~ Hanley~ 
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FACULTY COMMENT: 
• ' Fa~culty coraaent and criticism will be made on each problem 
submitted and a typewritten copy given to st~en% officers concerned. 

PROBLEMS PREPARED FOR FnTUaE ~ S E ~ .  

"Problems: In addition to a minimum number of problems, 
theoretical and purely instructive in nature, it is 
thought others based upon actual needs and conditions 
in the branches and worked out in close liaison with 
the respective procurement officers therein might be 
given study by the branch representatives taking the 
course. The problems so solved to be referred %o the 
proper Chief of Branch  f o r  consideration in connection 
with %he program of the branche In such action will 
be found increased enthusiasm an~d practical training 
for the student and perhaps valuable work in the 
furtherance of the task in the branches." 

.......... Haj. L.L. Hopwood, 
M. Co 

-oOo- 

"A problem which I believe to be of considerable 
importance and which I offer as a proposed problem 
for a future course is "The Determination of the most 
economical reserve of a specific item to be developed 
and maintained at Government Expense by the War Depart- 
ment as a part of the War Reserve." I believe such 
a determination in regard to 75 mm H.E. Shell would be 
of decided benefit to the Ordnance Department. If such 
a problem is included in the course, it might be well 
%o include it in connection with the problems covered 
ab ore e" 

.......... Maj. W.A. Borden, 
Ord. Dept, 

.000~- 

"A problem cn a "Catalog of Equipment" should be  inoludedj 
such as is belr~ worked up by the Air Service, A study 
of such a sort, together wlth a requirement involving 
a list of items or group of items for which a specific 
procurement plan is necessary, should do much to clari- 
fy the idea of what a group procurement plan m~ht be 
and w~e~%d also ~ive the student a birdseye view of the 
entire procurement problem of %he branch in place of 
warped view based cn the detailed study of one item for 
which %here may not be any need whatsoever of a procure- 
ment plane, 

. . . . . . . . . . . .  Cap_t.,V- : on,  
2 4 o  Oz - ' - '  • ~ " 



FACULTY C0~/~NT: 
-- - The :suggested new problems may be given after the length of the 
course is increased. They can hardly be included at the present time 
withou% the omission of  o ther  problems considered of greater importaneee 

WAR GAME. 

"The War Game held on Defense Day did more in .~ 
the way o f  instruction than any other thing in 
%he first weeks of the courseo Through it vivid 
appreciation of the organ~ zation and functioning 
of the office of  the Assistant Secretary of War 
was secured. ! reoo~nend that a game lasting a 
day be held in connection with the problem en 
the organization of the Ass~tant Secretary of 
~/ar t s offloe." 

.......... Maj. W.A. B o r d e n ~  

Ord. Depto 

FACULTY COMME~: 
" " A War game is planned f o r  the last week of the Third .Course. 

-o00~-  

8e Course for the Third Class" The course tentatively 
prepared for the Third class is shown by the figure I (next 
page)e In explanation of this o l m r t ,  it is stated that the 
vertical divisions represent the 21 weeks of the course. The 
small rectangular represent committee worko For instanoe~ 

Cdurlng the eighth week~ six committees of four members each 

i will be working on the subjects of: Funds for Procurement, 
Resources of the Cleveland District, 
Resources of the Cinoinnatl District, 
Transportatio n, 
I n t e r b u r e a u  P r o c u r e m e n t ,  a n d  
Procurement Manual (Sub-Commlttee No~ 2)e 

Each of these c o m m i t t e e s  will continue their work through %he 
ninth week and two of them (Transportatlcn and Interbureau Pro- 
curement) through the lOth weeks 7t will be noted that no 
committee will have less than two weeks in which' to make its 
study and that some of them have as much as-four:a A s far as 
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practicable, committees will be formed: so as to insure the 
maximum amount of interchange of members during the ccursee 

As a further development of the Procurement Manual Study, 
which was begun by the last class (Problems 8 and 28), it is 
planned to divide the present class into six committees, as 
follows: 

Q 

Y 

Procurement Manual, Main Committee, 
"Outline of Normal and Definitions". 

Procurement Manual, Sub-Gosse No. i~ 
"Organization and Duties, Office, AS.Wo" 

Procurement Manual, Sub-Comme No. 2, 
"~lmi nl s%rat £on"m 

Procurement Manual, Sub-Comm. Noo 5, 
"Planning for Procurement". 

Procurement Manual, Sub-Corns. No. 4~ 
"procurement and Procurement Control"o 

Procurement Manual, Sub-Comm. No. 5, 
~Super-Agencles, Storage, Miscellaneeus"o 

The Main Committee will have the duty of outlining the scope of 
the work of the other committees so tlmt the entire general 
ground will be covered without overlapping~ Each Committee will 
have at least two weeks during the course in which to write the 
particular part of the manual assigned to it. This will be pre- 
sented for discussion at conference so that the committees may 
~ave the benefit of criticism from the entire class. All sub- 
committees will have the 17th week for the purpose of preparing 
final drafts. These drafts will be turned over to the main 
committee which will then have three weeks in which to prepare 
the final draft of the whole manual. 

~le object finally sought to be secured is a draft for 
Part I of a Procurement Manual which may be to the Regular Army 
officers and particularly to reserve officers on procurement 
duty what the Army Regulations are to the Army as a whole~ The 
part prepared by the student officers will contain only those 
things common to all the branches and which should be controlled 
contrallya Those things which are not common to all supply 
branches, or tl~cu~h common, should be under the control of the 
branch chiefs, will not appear in this drafto 

jl ! 



CONCLUSION: 

It is felt that substantial progress was 
made during the Second Course in establishing the 
Industrial College on a firm basis which will be 
of inestimable advantage in furthering the cause 
of National Defense. A great advantage will ac- 
crue to the College when graduates of the Harvard 
Braduate School of Business Administration beco~e 
available to act as ~struotors. However, it is 
believed that it cA,^be said that the formative 
period has been passede 

H. B. FERGUSON, 
Colonel, Corps of Engineers, 

Director. 
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