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. FACULTY REPORT.

ARMY INDUSTRIAL COLLEGE.
(Second Course, Sept. 2, 1924 to Febs. 2, 1925)

=000~

l. The Second Course of the Army Indusirial College
occupied the period September 2, 1924 to February 2, 1925,
inclusive. The following thirteen officers constituted the
Class:

¥ Lieutenant Colonel Tm. G. Ball, Q.M.C.
v Lieutenant Colonel Roberi Davis, S.C.
v Major Lucius L. Hopwood, M.C.
+~ Major Clifford L. Corbin, QeM.Ce
MajOr He He Arno}.d, A?S. s
Major James We Lyon, C.W.S.
Major Re Ro Nix, Orde
Major Cherubusco Newton, Fine
Major Wme Ae. Borden, Ord.
- Major Edwin G, Keliton, C.E.
Captain T. J. Hanley, A.S.
Captain Wilbur Se Elliott, Q.M.C.
Captain Vennard Wilson, Ords -

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

3¢ Instruction was given chiefly by the "case"” method.
Problems were issued outlining the ground to be covered and
giving references to orient the student. 1In all, twenty-eight
problems were given to the class. Copies. of these are appended.
(Appendix Noe 1). It was impracticable to have each student
work all problems. The problem assignments are shown by the
chart attached, (Appendix Nos 2)e

4, After the solution of sach problem by the students
to whom assigned, a conference was held, attended by the entire
student body and the faculty, and very fres discussion had con-
cerning all points raised. In this way it is believed that the
meximun benefit was obtained by the interchange of ideas and
the consequent tendency towards a uniformization of ithought
between the representatives of the several branches. This, of
course, creates a tendency toward uniformity of procurement
practices in ‘the branchess




be The following is an outline of the course given:

Problems. Subject,
1& 2. Orientatione
3 & 4. Orientation = Control

and Planning in Industry.

5 & 6o Requirements.
Te Resources,
8e Requirsments,.
9, Labors, '

10 ~ Powers’

11, Transportations

12 Allocation of

Pacilitiess

20

Scoge.

Laws and Regulations affect=
ing office, A.S.W. Organization
of offices of A.S.W. & Branches,
Selectad general refarences bear-
ing on indusirial phases og the
World War and the post war Srgani-
zation of the War Department,

Selected references to standard
literature and psriodicals. 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.

A general study of the bases upon
which the computation of requirements
is made and the actual computation
of requirements for a specific item.

Committee studies of the compara-
tive resources of the Philadelphia
and Chicago industrial districtse

Committee study and preparation
of a chapter on "Requirements® for
a proposed "Proocursuent Manual®,

A commitiee study of the labor
situation which would confront the
United States in the event of wars

A cormittes study of the power
gituation which would confront the
United States in the event of wars

Committee study of transportation
situation which would confront the
United States in the event of wars

A general study of the method
of allocating facilitiess



Problemss

13e

14

150

16,

17

18,

19

20»

2lo

220

23s

24

259

Subjects

Conservations
Prioritye
Price Controls

Funds for
Procursement.

Commodity Committeess

Interbursau -
Procurenents

Porsonnel end
Traininge )

War Time Proocurement
FPlan of the War Depte

Group War Plane

War Time plans of
Supply Branchess.

Commodity Studiess

Procurenent Plan for
a Specific Ltemo

Flow Charts;

o

B

SOOEOo

A general study of the subject of
conservation in the event of a major
emergencys

A general study of the system of prioe=
rities. which should be set up in a
ma jor ensrgencys

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

A study of the methods of submitting
estimates and obtaining funds for
procurement.

A study of the function of commodity
committees in the plan for war time
procurenente

A general study of the problem of in-
terbureau procurement, including
planning therefors

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

A study of the existing procurement
plan on file in the office of the
Assistant Secretary of Wars

A gtudy of war planning for groupé
of items of issuso

To familiarize studenis with the
procurenent plans of other than their
own branchese.

Committe studies of assigned com~

modities, Copper, Rubber and Wools

The preparation of a procurement plan
for an assigned item of issues

Preparation of a flow chart for an
assigned item of issues



Problems.

260

27e

280

1924

September
2.

4,

166

19,

23e

30e

October

Subjects Scopee

/ ’ &L;
Budgetpry Control A study of methods of budgetdry
and Accountinge control and accounting used in

industry and their applicabilitye

War Reservese A study of the general principles
upon which war reserves should be
baseds

Procurement Manuale The preparation of an outline for
a Procurement Manuale

éxcgf+'cubemu
fﬁag/ing, i 54’\/&»’1;, Vhecoo
Lectures were given to the class as follows: sv¢ not avaibis/e .

Opening Exercises. Addresses by Cols Dwight Fo Davis,
Assistant Secretary of War, anl Maje General Chas. McK.
Saltzman,  Chief Signal Officers

Address, "Dutises of the Assistant Secretary of War and his
relations with the General Staff and the Supply Branches",
Lte Colonel Je.De Fife, M.Co, Chief, Planning Branche

Lecture, "Specific War Plan for Anti-Aircraft Guns", Major
WeCs Young, Ord. Depts

Lecture, "Organization and Purchase System of the Pemnsylvania
Railroad™, Col. Chase D. Young, ORC~CEe (General Purchasing
Agent of the PeReRa)

Lecture, "Specific War Plan for Pack Carriers and Canteens™,
LtoCols ReEe Smyser, QoMoGp

Lecture, "Specific War Plan, Proourement of Pontoon Equipment™,
Capto Theodore Wyman, Jre; CeEe
Lecture, "Power Survey of the United States™, Major GeRe

Young ’ CoEe -

Address, "Proourement of Non-Commercial Material in War®, -
Maje General C.C. Williams, Chief of Ordnances

Conference on "Power"; Major G Re Petiis, CeEe (Plannirg Branch)e

Conference on ™Labor®, LteCole J.De Fife, M.Ce (Planning Branch)e

Conference on "Transportation”, Maje CeRePettis,CEe(Planning Branch)c

45



‘Novembers
3e Conference on M"Allocations™, Lt.Cols Geoe Eo Kumpe, Se¢Ce,

Asste Director, Army Industrial College.

6 Address, "Procurement of Commercial and Semi-Commarcial Material -
o in War", Maje General W. He Hart, Quartermaster Generals
T 10, Conference on "Priorities”, Maje ReHs Somers, Ord., Executive
Officer, Army Industrial Collsge.

21, Lecture, "The Work of the American Engineering Standards Con
mittee", Dre P.Ge Agnew, Secretary, A.E.S5.C.

Decembere e
I,e. Lecture, ™Alcohol", Dre. H.S. Rubens, President, U.S. Industrial v
5 O Al cohol Companye
1l Conference on "Strategic Raw Materials", Major J. K. Clement,
Orde, (Planning Branch)e

Lecture, "Power", Gen. Chase Keller, Ref'de

160 Lecture, "Factory War Plan of Edgewood Arsenal™, Capts E.F.
Koenig, C.HeSs

1925
Januarye :
6e Address, "Philadelphia Quartermaster Intermediate Depot
Manufacturing Plan", Coles W.S. Wood, Q.M.C.
14, Lecture, "Organization and Functions of the Office of the -
o Assistant Secretary and the War Industriss Board at the
R beginning of the World War", Hone Benedict Crowelle
Short Talk, Mre Bernard M. Baruche
154 Lecture, "Organization of the War Industries Board”, Colonel v
oo Frank Ae. Scott, Ord-ORCe

19. Address, "Geographical Aspects of the Production and Consumption
of Crude Rubber®, Dro H.W. Whiteford, Chief, Crude Rubber
Section, Department of Commerce.

20s Lecture, "War Plan of Frankford Arsenal”, Cole Odus Ce
Horney, Orde Depte
Lecture, "Manganese™; Maje G.Ae Roush, S5-ORC., Associate
Professor, Mstallurgy, Lehigh Universitye

21, Lecture, "Tungsten", Majo G.A. Roush, 58-0RC.

22 Lecture, "Mercury and Plahinum", Maje G.A. Roush, S85-0RC.
23e Lecture, "Nickel & Tin", Maje G.A. Roush, SS-ORCo

5



20 Graduating Exercisese Addresses by Honorable John Wo
\4‘>};¥ Weeks, Secretary of War, and Maje General Merritt W
i Ireland, Surgeon Generals

7. Toward the completion of the course comments and critioc-
jsms were requasted from the student officers. On account of the
fact that the Third class was to enter on the day of graduation of
the Second class, early comment was requested on problems numbered
1 to 4, so that the corresponding problems could be prepared for the
Third class. General comment on the entire course was turned in
later. This explains the apparent duplication in oriticisms which

appearse

A11 criticisms have been arranged according to subject
matter and auch quotations as are pertinent appear below. The
criticisms on sach suhject are followed by "Faculty Comment ™, which

indicates the steps proposed to be taken to change the conditions
referred too '

THE COURSE -~ GENERAL.

"The course is developing along proper linese. The
course is quite long enough %o teach the principles
involved and to impress upon student officers the inm-
portance of the subjecis and the general manner of
applicatione

Tt would seem good business to keep the present class
or such part of them as have shovm aptitude for a fur-
ther six months, dividing the class up' into cormodity
committeses to draw up a detailed plan on some comaodity
or articles common to two or more branches. Upon com-
pletion of this, plan could be submitted to the Chiefs
of branches as a study and would be of material aid %o

them in their planninge

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
courses It is recommended that an officer should com=-
plete the course before being eligible for detail in
the offices This would give the Assistant Secrelary an
opportunity to pick officers who have shown special

aptitudee

Tt is recomnmended that the course be 6hangod at once
to a year's course; the first five months to be devoted

6o



to instructions and the remainder of the year to

the practical application of the principles taughte.

In this manner two classes could graduate each year.
At all times one would be receiving instructions _
while the other would be putting into practical appli-

cation the results of their studies.” ,
----------- Maj e CeLe Corbi.n,

QeM.Ce
=000=

"Reference your memorandum of January 5, 1925, calling
upon each student officer to submit suggestions for
changes in the above mentioned problems (1 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 af what it is all abouto"
mmemme===-- laje C. Newlon,
Fine Depts

=000~

T4 is believed that more problems should be given

to cover subjects on special assigmments and resource
studies which are at present in the formative stage
and are being worked up separately by persomnnel in
the office of the Assistant Secretary of War. A good
example is the recent problem No. 28, on the f"Procure~
ment Manual®. All these subjecis are given in our
"orPice assigment™ and some of those in which I am
particularly interested follow: New Facilities}
Conversion; Machine Tools, Gauges; Educational Orders;
Factory Storage; Vanadium; Titanium."

T4 is again suggested that students should be en-
couraged by appropriate references to delve deeply
into the War Industriss Board fileso"
----------- Majo R.Re Nix,
Orde Depte .

=30 0re

Miore time should be allowed for the first two
problems in order to permit the officers to read
all the referencess The time on these two probisms
- was too short, resulting in the fact that many of
the student officers had not seen the Indusirial
TWar Plan of the Assistant Secretary's office. More
copies of that plan should be made up and it should
not be considered so extremely confidentiale Some

-

Te



of the confusion on the minds of the branches is
due %to the fact that they do not know the contents
of that plan and hence are working ih the darke
Also, the work of the students throughout the course
is hampered by the jack of an adequate number of

copiese

T think that the method of using student officers
to report on the progress of the branches in war
planning should be used with cares It would be
very easy %o get the school uppopular if the spy-
ing" done by the student officers is not guarded
careful 1y, Incidentally the position of the offi-
cer in his own branch might suffer from open, frank
~ impressions that he has given in his reports if
these are used as a basis of further corrsspondence
by the Assistant Secretary with the Chief of branche

More time should ultimately be devoted to the study
of industrial organization and methods of control
used by the large sndustriss of the countrye Fur-
ther, studies dpuld be made by the officers on duty
in the office of these methodse For instance, I
think that an erroneous opinion of the centralized
purchasing activities of indusiries was obtained
from the study of the ten organizations which have
been the subject of monographse The organization
of some companies such as the Stone and Webster,
Geos Me Fuller, and other large contracting com-
panies, should be mades”

#ps goon as possible make the gsohool self-sustaining
in matter of clerical help, textbooks and informe-
tion such as must at present be obtained from the
branchese. An endeavor must soon be made to cut

down on the time and energy that 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”

fContinue the presént method of making the work
of the students useful ito the progress of the of-
fice and to the branche

On the whole I consider that the courss has been
excellently worked up, has been of great benefit
to me and to the others in the classs The above
suggestions are given in the hope that they may
help to make the course even better than it is
at presente”
---------- - Mag, E.Co Kelton,

8. COE.



"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 #ow it
works in time of peaces It seems 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
difficultiese. To do this, the officers placed in
positions of authority should know what is going
on and how it is being donee I would suggest that
each o fficer understudy bhe chief of each section
for a period of one week, for the purp se of fam=
iliarizing himself with the workings of the offices

Following the same idea a little further, each
student should follow through his own branch the
procurement of a% least one article, from its
design and adoption, to its use by the troopsa”

"pAnother question which I have discussed with
several other students is that of the organiza-

tion of the Federal Govermment. 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 interesteds
#hy not make a study in the early part of the 8
course of these departments so that questions aris-
ing later can be properly disposed of?"

——————————— Capte TeJs Hanley,
AeSe
=0Cos
%Gonsidering the course as a whole, in general,
it is indeed very satisfactory and instructive,
and therefore there is little necessity for
eriticism, constructive or otherwise"e
e ——— Capte WeSe Elliott,
Qo Me Ca

FACULTY COMMENT:

Tt is thought highly desirable to make the course a full {
academic year in length as soon as practicable. I% is hardly prac- F
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 accomplish the object desireds

It is thought distinctly not desirable %o make up an Meligible
1ist" of graduetes from which all details %o procurement planning work

9¢
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should be madee There are three vital objections to this:

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

(2) Tt would be very bad for the general esprit, to make
it impossible for an officer, perhaps of splendid
attaimments and large experience, to be detailed on
procurement duty merely because, through no fault
of his own, he has not had the chance to take the
course, The graduate will naturally always have an
advantege over the non-graduate, other things being
equal. If, under these circumstances, the non=
graduate appears the better selection for a given
position, he should have ite

(3) No artificiel restriction should be placed in the
way of branch chiefs and others who are charged
with Pitting available personnel to existing de-
mandse. The problem is difficult at best and the
sole criterion should be the best intereds of the
service, all things considdrede 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 onee

Referring to Major Fix's comment, it is intended to enlarge the
scope of the course to 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 officers 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 issueds

10e



It is appreciated tlmt more time should be devoted to the
study of industrisal organizations and methods of controle This
cannot be done until the length of the course is increaseds.

S+i11 less can be time given to the organizations of other govern-

ment depariments.

COURSE = ARRANGEMENT OFe

"mhe student will be better fitted to solve Problem
Noe 6 after he has finished problems 768=9-10~11 and
14 Suggest that order be changed to 5=7=8=0=pC=11=
14=6=12c

&

Substitute for Problem 22 another requirement of
specific item pEobleme In this problem have students
make a complete study of the item, including require=
ments and procurement planning as in problem noe 24e
The ebove suggestions are made with a view of making
the course more interesting and also more logical from
the student's viewpointe By giving the student a spe=
cific problem from his own branch %o work out, this
work seems to be more beneficial to him personally, and

also he has something tangible to doe"
---------- Maje HeHe Arnold,

AeSe
=000%

"ppoblem 6 on the Computetion of Requiremenis of a
specific item, Problem 25 on the Preparation of a
Flow Chart 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 offi=
cer is assigned and the effort of the of ficer 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 %o the branch as welle By
using the same item for each problem it would enable
the student o give more 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 necessary to work as
specified in Problems 6 and 25."
' e st o mm Maje Wme A. Bordem,
Orde Depte
FACULTY COMMENT:

The course is being entirely rewritien for the Third Course
®

1le




Revised course is outlined later in this reports

COMMITTEE REPORTS.

"That there be no committee reportse The writer's
experience was that committee problems were seldon,
if ever, solved by the committee as a whole but that
each member of the committee wrote en some particular
phase of the problem and without question his remarks

were accepted by the committee as & wholee”
--------- =~ Maje C. Newton,

Fine Depte
=0Co=

"Oommittee reports were generally unsatisfactorys These
should be held to a minimum and used only when the

work is clearly divisible or when time permits co-
ordination of the individual results of the members

of the committeee Except where data had to be worked
up, the bulk of the reports generally devolved upon

one mane™ .
—————————— Majc .Wm.Ao Borden)

Ord. Depte
=000=

“gnile committee work might be desirable from the

point of view of the Director, it 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 problemse™
---------- Cap‘b. WeSe Ell iﬂtt,

QolMe Ce
=00 0=

"Committee problems, although very valuable, are

not very #mstructive to those who are not on the
committeee It is recommended thet either the number
of these problems be reduced, or that a mmber of
conmittees be assigned the same subject, which would
lead to same interesting comparisons of the results
obtained and reduce the time required for presentation

of the problemse”
0 e 55 o s om0 0 o cath v° Wilson,

Ord. Dﬁpt &

12,



FACULTY COMMENT:
The oriticisms of committee work made above are based, it

is believed, largely because an insufficient time was allowed for
the solutions of many of the committee problems given outs This
belief has been confirmed by conversations with the student of ficers

of the last classe

As far as constructive value is concerned, the work done by
conmitteeghas been distinctly superior to that done by individual
officersec Accordingly, it is proposed to increase the length of
time for the preparation of comittee reports to from two to four weekss

-

CONFERENCES.

"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 War,."
—————————— LteCole Davis,
SeCe

=000

#pat the Saturday conferences be confined to short
discussions and a criticism of the problems of the

previous week by the instructor”e.
--------- Maj. JeWe Lyon,
CeWaSe

=000=

"The Saturday morning conferences are & bit tediocuse I v
would suggest that no papers be read. I recommerd that
one man be designated to discourse on & protem and then
the other members of the class be allowed to discuss
points of difference onlye The length of time allowed
for presentation of the problem and discussion should

be indicated and held oo™
---------- Maje WeAe Bordem,

Orde Dapt -
=000

"jany of the conferences were wasted time. The papers /
were too long to be kept in mind, and the general dis-
cussion which always followed was confused by irre¥evant
questionse I suggest that the papers be turned in and
mimeographed and distributed to sdach studente Questions

13e
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can then be written out and submitted to the author
through the faculty who can eliminate any unnecessary
oness Then a conference can be held and all questions

answered after due cornsiderations” _
---------- Captes ToJe Hanley,

A.Se
=GO o=

#po peduce the time reguired for the conferences
and to give students practice in delivery of papers,
it is suggested that a nmumber of the problems be pre-

sented in the manner of an informal addresse”
---------- Capte Vo Wilson,

Orde Dep'bc

FACULTY COMMENT:

~Steps are being taken to reduce the amount of time spent in
conferences. It is also planned to have many subjects presented in
the form of informal telks instead of having the papers submitted reads
In the ocase of committee reports, it is planned to have these mimeo-
graphed and distributed to all student officers prior to the conferences
so that they may be read and student officers prepared to discuss them
intelligentlye

-

CURRENT PROCUREMENTs
(Submitted Febo 9th, 1925).

o the Director of Procurement:

1, The discussion in conference of the class on ths

duties of the Assistant Secretary of War and organiza-
tion of his office was confined to the War Organization
of his office and its functions in supervising wer pro=
curemente The activities of the Assistant Secretary in
supervising 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 this plane '

2. Since completing the course and reviewing the many
thoughts and ideas acquired during the school course, I
£ind myself asking, "Why this lack of interest in super-
vision and coordjnation of current procurement?” One
principle impressed un the students was that a good or=-
ganization was one that in case of emergency could expand
rather than assume new duties and change its organizatione

14



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

3, If the present system were %o 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 principle absolutely fatals

4s The National Defense Act charges The Agsistant
Secretary with the supervision of the procurement

of all military supplies and other business of the
War Departmente It seems to me that by assuming the
duties in an active manner charged to him by lew
that much benefit would result:

8¢ In developing an organizetion %o hendle
supervisiong

be In developing a satisfactory system of

= jinter-bureau procurement im time of
peace that would function in time of war,

ce In creeting among procurement officers a

feeling and knowledge of the benefits to

be derived from coordination and super=-

vision of procuremente

de In standardization of specificationse

eo In assuring as far as possible commercial

specificationsa

fo In developing an organization that in

cagse of emergency need only expand to

put into effect the supervision of pro=

curement contemplated in the War Flans

5, T recommend that consideration be given to the
enlargement of the office of the Director of current
procurement with real powers as defined by law; and
that 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 to their
respective branches. These off icers could also act as
a committee on problems affecting all branches. I be-
lieve some such aganization would be of real advantage
and materiel benefit in securing coordination and co-
operation that would insure supervision by the Assist~
ant Secretary easy and successful when the emergency
arisess”
e ———— -:M&jo Cele Cor'b:'.n,
155 QeMeCo
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FACULTY COMMENT:
This 15 & matter on which the Faculty is inclined to agres

with Major Corbine

LEETURES.

"The thought is tlt the course might with profit
carry a considerable augmented program of lecturese
This for several reasons - lectures by men well known
and speaking with 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 its bepter and more
comprehensive understanding by the studente Further,

they conserve timeo" A
—————————— Maj. LoLe prW@Od‘

Mcco
=000=

"fhile recognizing the great value of lectures, I
. believe that the work of students should be inter-
rupted as little as possible with such lectures =
that if certain lectures will benefit the students,
such lectures be arranged so as to fall on certain
Pixed days; that students be not required to attend
lectures more than on one day of each weeke To the
writer it is believed that to attend three lectures
on the same day would less interrupt students than
to have to attend three lectures on three separate
dayse”
----- ~-=--- Maje C. Newton,
Fine Dept‘

=000

"ore explanatory lectures are necded in the first 1

weeks of the courses” ®
---------- Maje Wme Ao Barden,
Ord. Depte

=000=

"7he work of the General Purchasing Agent; A.E.F.,
should be studied in more detail and its importance
in the method of control used there should be
stressed by a lecture on the methods used by the
General Purchasing Agente This lecture should be
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given by some officer who was mduty in that office

or by General Dawese"
—————————— Mﬂj ® Ee Ce Kelton,

CoEs
=000

n14 is Purther believed that if it can be conveniently
worked out, to have not mare than two lectures a week
and never more than one in the same day will materially

improve the work on the student'g problemss™
—————————— Capte WeSe Elliott,

Q-:Mo G.

FACULTY COMMENT:
It is plamed to continue lectures on about the same basis as

herstofores

LIBRARIES.

51 g0 it might be of advantage to giv e some ingtruction
on how to £ind essential facts from research libraries
and to give a list of the libraries, their locations,

and the kind of snformationtBe found in themo”
---------- Lt.Cole WeGe Ball,

QeMeCo

FACULT{_?OMMENT:
This recommendation is not concurred in, due %o lack of time

and the relative greater importance of other matterse

ORIENTATICON.

w4 is believed that it would be of advantage to the
students if an illustrative problem were presented
¥o the class as a whole, some time before they were
required to attempt a solution, and that a satis-
factory solution should be presented to the class

after a problem is solveds™
---------- LteCole WeGe Ball,

QelM.Co
=00 0e

"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 readings It is thought that

by so doing much time will be saved to a student

of ficer floundering about in efforts to find his
bearingse

Ag & Pfurther aid in "orientation" it is suggested
that immediately following the begimning of a Course
a lecturse be given the class ocovering the general
field of War Department organization, including
the office of the Assistant Secretary; also, the Basic
Mobilization Plan and the inter-relationship of the
different appendices and annexess In this manner
the student officer will more early in the course
become familiar with the work at hando™
—————————— Majs LeLe Hopwood,
MCe

=900~

"Hage one lecture sarly in the courss in which the
duties of the Assistant Secretary of War's office and
the Supply branches are outlined in more or less de-
tail to give the student & more complete idea as %o
what it is all abouts The mers 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.”
---------- Majo HeHe Arnold,
AeSe

=000~

"It is suggested that. the problem on making an organi-
zation chart of the War Department be preceded by a
problen or study of standard books on organizations
and charts,”
—————————— Majs JeoWe Lyon,
CoWaSe

=000=

Mfore reading matter is regquired to be covered than
can profitably be digested in the first weeke It is
suggested that this readinp be distributed more egquit-
ably over the coursee This bulk of references creales
a tendency for the student to rsad the minimum amount
necessary to solve the requirements without the proper
amount of essential readinge
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Where there are not enough copies of particular refer=
ences to Bo around, the references might be circulated
throughout the class {(using regular slips) with a time
1imit for each students™

"Problem Noo 23 Add to Requirement: The report should
bhe submitted in narrative form, intelligible to the
average reader, explaining inter-relations of each
division, branch and section of thess offices and the
mission 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, varticularly the files of tle War Industiries

Board,”
5008 s o =8 0 7 e 2t v Maj. ReRe Nix’

Orde Dept Y
"000-'

"However, it is believed that the object of Problem Nos
1 instead of being "to lsarn the duties and functions
of the office of the Assistant Secretary of War, exact-
1y where it fits in, in the general schems, and some-
thing of its historical background” might well be chm ged
to the object of the giving the student a general idea
of the many and varisd problems concerning the  ocure=
ment of suppliss which confronted the War Department
during the World War; of the problems which will likely
arise in a future war; of the War Department's system
of procurement as it existed at the outbreak of the
World War; of the faults and defscis of this sysitem and
its evolution into the system which gave betlter control
and supervision of procurenent activities and the good
accomplished by the latter scheme; of the need for the
creation of War Industries Board and something of its
activities and the important work done by it; etcs
Problem Noes 1 should, in my opinion, require the above
to be exphained in detail as much as possible, and it
is believed that at least two weeks or more should be
given to the student in solving the problem.

Problem Noo 2, the writer thinks, might well be devoted
to the object as given in the old Problem 2, viz: "To
give the student a general idea of the present organi=
zation and plans for procursment in war.” However, in
the solution of the problem it is believed the student
‘should discuss the funciions of the General Staff in
regard to suppliesj the functions and duties of the
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Adsistant Secretary of War and the organization

adopted by him to carry out these, etce, and the
plans and organization of his own particular branch”s
---------- Maje Ce Newton,

Fine Depte
=p00=

"Planning in Indusirys:

More time should be devoted to this subjecte
Special emphasis should be 1aid upon the importance of
planning rather than upon any specific plane If possible
some rslation should be found shawing the percentage of
personnel working on plans in terms of the total personnels
This involves a time and motion study of different person-
alties and is very difficult but a rough figure canbe
arrived at. The course is too shorit to include a full
course in Scientific Management of Business Methods, but
thereis plenty of time for lots of reading on the sub=-
jects"

pproblem Nos 2 was made easy this wear by the War Game
played on Septs EBthe This gave a gery good idea of
the duties of the Office of the Assistant Secretary of
War. The second part of the problem was more difficult
and my own solutdion of it was valuelesse 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 the same positions I think that this part
of the problem should be covered by monographs or lec~
tures prepared by sach branch and distributed to the
students., These could then be made the basis for a
conference or quiz where all questions could be settleds

These two problems are very importance in getting the
student started rights. (Problems 1 and 2)o In my mind
it is not & question of getting any original ideas, bul
of getting the right idea into the mind of the studente
It might be a good idea to maks up an idealistic organi=-
zation for procurement, study it, and then heve each
student compare the organization of his branch with

the modele"
P Capt. Tede Hanley,

AlSe
=900~
"However, it appears to the writer that the first few

problems, being in a general sense very closely related,
it might be advisgble to give these first four problems
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to the students at the same time. It is believed
that if this is done, it will save future students
considerable confusion and duplication in working up
the respective problems."

"gith the opening of the course, say the first week
or two, it is believed that if one or two leciures
on Orientatiom of the course in general and an illus=
trative problem or iwo would do much %o help studenis
to better understand the course and wheat they might

expecte”
—————————— Captl WeSe Elli-ﬂtt,

Q.M. Ce
=000

“"The second, third and fourth problems seem o over=
lap sach other to a large extent., It is suggested
that these problems be given out together to enable
the student to avoid repetition,”
---------- Capte Ve Wilson,
Orde Dep‘bo

FACULTY CQMMENT:
Tt is planned to furnish each student officer with faculty
comment and criticism of each problem turned inty him during the
third course in lieu of attempting to write standard solutions.

Lectures will be given by the officers of the Planning Branch
covering the duties of their respsciive assigmment. The general
matter of the organization of the office of the Agsistant Secretary
of War has already been covered by Lt. Cole J.D. Fifss, M.Ce, Chief,
Planning Sectione

The first four problems given in the Second Course have been
combined into two for the Thirde The total time to cover this ground
renains the same as befores

PROBLEMS =~ GENERAL.

T also think that thirty minutes or more could well
be spent if an instructor would go over the problems
at the time they are issued for solution and before
the student commences work on ite"
---------- LteCole Re Davis,
SeCoe

-5000.‘-
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"That problems and solutions of problems be not used
as a basis of checking on the branchess

Thet the wording of the problems be made more definite
as to what is wantede. -

That problems be handed out on Fridays under the pro-
viso that all work on the current problem stop Thursdaye:

This will give one day for typing by the branch typistsoe”
---------- Hajs J.We Lyon,
C- W.S.

TN 181

"hat after the first few problems which, of course,
must be general ones in nature in order to prooerly
oriemt students, all later problems be devoted %o

specific smbjects = that is, to require students to

solve particular problemss” )
ceemnmanm= Maje Co Newhon,

Fine DOP % ™
=000 -

fWhere commitiee work is required, it is believed that
the number of each committee should not exceed five
on the average. A greater number makes the committee
unwieldyo"

"It is believed that one requirement on all problems
involving resource studiss should call for a war plan
based upon available information and that our require=
ments in all functional studies should call for an
enminciation of general principles deduced from World

War experiences”
L dadadad ol Aot dad Maj. R.R. Nix,
Orde Depls

=000

FACULTY COMMENT:

New problems are now being is sued prior to the conference

on the preceding probleme Opportunity will be given at these
conferences for the student officers to clear up points concerning
the new problemse

Problems should not be used for checking up on the branchese

Cormittees will be limited to four or five men during the

Third Courses

220



SOLUTIONS TO PROBLEMS.

upy is believed that it would be of advantage to
the students if an illusirative problem were pre-
sented to the class as & whole, some time before
they were required to attempt a solution, and that
a satisfactory solution should be pregented to the

class after a problem is solveds”
————————— Lt.Col. W.G. Ball,

QoMo Ce
w00 0=

174 i strongly recommended theb solutions of probe
lems be reviewed by the Staff in conference, and the

class be informed of errors mades™
‘‘‘‘‘‘‘‘ = Maj. WeAe Borden,

Orde Depta
=000=

n74 is believed that some sert of criticism should

be made by the instructors upam sach report submitteds
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 purposs of pointing out
where the student or committes has failed to touch
upon the important points or has actually drawn a

wrong conclusion from data submit tede" _
cmcmwm=-= Maje BaBe Kelton,

CeFeo
=000

9T pelieve that an approved solution ghould be made
of each probleme If this camnnol be done, those paris
of a problem which are wrong or impracticable can be
pointed out and correctede

Problem Noe 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
never reconchled. I believe that this problem is one
in which an approved solution can be given out and
exrlained at the first weekly conference. I dlso be-
lieve that in addition to the chari, a report should
be called for showing the duties of the different
divisions of the War Deparimente”
e Capto Teds Hanley,

AeSe
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FACULTY COMMENT:
Faculty corment and criticism will be made on each problem

submitted and a typewritten copy given to stadent officers concernede

PROBLEMS PREPARED FOR FUTURE COURSES.

"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 to the
proper Chief of Branch for consideration in connection
with the program of the branche In such action will
be found increased enthusiasm an‘d practical training
for the student and perhaps valuabls work in the
fubtherance of the task in the branches."

’ 00 e e o Maj. LeLe HOPWOOd,

M.c.

=500=

"4 problem which I believe to be of considerabls
importance and which I offer as a proposed problem

for a future course is "The Determination of the most
economical ressrve of a specific item to bs 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 mmn H.E. Shell would be
of decided bensfit to the Ordnance Department. If such
a problem is included in the course, it might be well
4o include it in connection with the problems covered

abOVeo"
---------- Maje W.A. Borden,

Orde Depts
=000 ‘

"4 problem on a "Catalog of Equipment” should be inecluded,
such as is being worked up by the Air Services A study
of such a sort, together with a reguirement involving

a list of items or group of items for which a specific
procurement plan is necessary, should do much %o clari=-
fy the idea of what a group procurement plan mgght be
and womld also five the student a birdseye view of the
entire procurement problsm of the branch in place of
warped view based on the detailed study of one item for
which there may not be any need whaisoever of a procure-
ment plane®
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FAGQLSXVCOMMENT:

The suggested new problems may be given after the length of the
course is increaseds They can hardly be included ai the present time
without the omission of other problems considered of greater importance.

WAR GAME.

#The Bar Game held on Defense Day did more in
the way of instruction than any other thing in
the first weeks of the courses Through it vivid
appreciation of the organi zation and functioning
of the office of the Assistant Secretary of War
was secureds I recommend that a game lasting a
day be held in connection with the problem on
the organization of the Assstant Secretary of
far's of fices"
———— e Ma jo WeA. Borden,
Orde Depto

FACULTY COMMENT :
R war game is plamned for the last week of the Third Courses

=9000=

8. Course for the Third Class: The course tendatively
prepared for the Third class is shown by the figure I (next
page)e In explanation of this chart, it is stated that the
vertical divisions represent the 21 weeks of the coursee The
small rectangular repressnt eommittee worke For instance,

[during the eighth week, six commitiees of four members each
| will be working on the subjects of:

1
i

A} Funds for Procurement,
Kﬁ Resources of the Cleveland District,
LY Resources of the Cincinnati District,
. . Transporitation,
}%5 Interbureau Procurement, and .
Proourement Manual (Sub-Committes Noe 2)e

Each of these committees will continue their work through the
ninth week and two of them (Transportatiom and Interbureau Pro-
ourement) through the 10th weeke It 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 foure Asg far as
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practicable, committees will be formed so as to insure the
maximum amount of interchange of members during the courses

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

Procurement Manual, Main Committee,
"Outline of Manual and Definitions™.
Procurement Manual, Syb=Comme Noe 1,
"Organization and Duties, Offics, AS.W."
<) Procurement Mgnual, Sub=Comms Noes 2,

%> Zdministration™s
Y Procurement Manual, Sub-Comm. Nos 3,
A0 "Planning for Procurement™,

.Y Procurement Manual, Sub-Comm. Nos 4,
"Procurement and Procurement Control.
Procurement Menual, Sub-Comme Nos 5,
"Syper=Agencies, Storage, Miscellaneous.

The Main Committee will have the duty of outlining the scops of
the work of the other committees so that the entire general
ground will be covered without overlappings Each Committee will
have at least two weeks during the course in which to write the
particular part of the manual assigned to its This will be pre-
sented for discussion at conference so that the committees may
have the benefit of criticism from the entire class. All sub=
committess will have the 17th week for the purpose of preparing
final drafise These drafis will be turned over to the main
committee which will then have three weeks in which to prspare
the final draft of the whole marnuale

The 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 wholes The
part prepared by the student officers will contain only those
things common to all the branches and which should be controlled
centrallys Those things which are not common to all supply
branches, or thfough common, should be under the control of the
branch chiefs, will not appear in this drafte
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CONCLUSION:

It is felt that substantial progress was
made during the Second Course in establishing the
Tndustrial College on a firm basis which will be
of inestimable advantage in furthering the cause
of National Defense. A great advantage will ac-
crus to the College when graduates of the Harvard
Braduate School of Business Administration become
available to act as instructorse However, it is
believed that it can be said that the formative
period has been passeds |

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