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THE OHGAUIZATION AWD CONTROL OF PROCUSTIMENT IN VAR

The subject upon which I shall talk to you, gentlemen, today,
is The Organization eénd Control of Procurement in ivar.

<

tar time procureuient, as I understand the term, embraces all
the activities that the Government will take to as:ture our fighting
forces, Army and Havy, the necessary munitions and general supplies to
prosecute successfully their respective missions., By this definition
you will note that procurement is a much broader ai{fair than mere pur-
chasing. The vast sums of money involved, billions of dollars, the
thousands of tons of material required, and the serious nature of the
business of war, require that procurement be given the gravest consider-
ation. The subject is so large thet I shall confine myself to observations
of general application.

The best point of departure for our study is naturally, What
Wwas done in the Vorld ar? And next, ¥hat is cone in our current in-
dustrial world? The procurement experiences of the Yorld \/ar should be
studied by you as intently as strategists study the battlefields of
France, arawing conclusions from the success or failure of the methods
employed. You will aoubtless have the exceptional opportunity during
your course, of listening to the experiences of some of the lezding
actors in that phase of the last war, I understand, also, that the
records of the Council of ational Defense and of the Viar Industries
Board are availabie to you in this office, These should be mines of
most valuable information throwing light on many questions of organi-
zation and contirol encountered during the ‘orld Jar.

Second only to iar experiences for study are the organization
and methods of our great industrial firms, You will also have opportun-
ities to Liear representatives of these firms twll you how and why they
function.

It ws well to caution you 2t this point that the priority of
importasce of the elements changes for war procurement as compared with
peace procurement, ©Dime, ror example, is more vital in war, 3But the
basic principles are identical and the men who will supervise the work of
war procurement by the government bureaus will be, in the main, civilians
who have been trained in our large commercial orgsnizations and who will
be brought in as reserve officers or as civilians in an emergency. Natur-
ally these men will expect the best .ractices of the commercial world to
be followed by the government agencies,

It is perhaps obvious that the objective of all planning and
orgenization is performance,- performence of ¢esired functions by in-
dividuals or by groups. A plan and an organization should be flexible
to meet sudden changes thrown upon it. It follows, therefore, that the
best organization will be that one which will permit the individual
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charged with performance - be he & machinist at the lathe, the super-
intendedt of the shop, or a commanding general in the field - to meet
<his obligation most efficiently, with only that measure of limitation
and control-hecessary. to insure that the task is promptly and -properly
performed. Over-organization is as possible as under-organization and
almost as. bad, ‘There is a certain.type of mind that tends to over-
-arganization. in the desire to secure what to it appears to be intellectu-
..al:-.completeness. Too much detail prevents flexibility;.it takes avay the
initiative: of the ‘individual &nd may interfere with operations .that with-
out its dragging effect:-would progress smoothly.. He N, Sd,

++,.: . -Text books usually divide-organizatioha4into.twofgﬁneral types:
. Line-and Punctionals . gt B g T
e _ . In the first each individual has ope and only one. other in-
dividual to . whom he looks for all orders and _instructions. - The lines
of aythority flow from the central authority like the branches of a
tree from.its grunk.: R : nt | P s - o

_ - In the second type functions are -emphasized., The workman
at the lathe, for example, may have his job assigned by one foreman and

be directed how to do it by another. In this way the individual has to e
serve more than one masters, We tried it in the Ordnance Department dur- -V Tl
.ing. the World War. The task of -procuring mipitions was divided . into. the Crﬁﬁ‘ $%%
funetions of .Engineering, Procurement, Production and Inspection., The . g.00% .;
consequence -was that it became impossible to:locate responsibilkity for U”:éiﬁﬁ

trouble and delays. -The system might have worked. in time of peace; in
. :.time.of war it was impossible,. 1) o T e, SVE
: The real object of any type of organization is to so sub-
divide an operating group as to cauyse it to best:perform its mission.
;igt times the.line or military Qrganization is. preferable, and at others
.the functicnal organization is 0 be-desired.. It .should be noted &hat
at some step in every organization it becomes functienal. For.example,
the chief of the Ammunition Division of the Orénance Office is respons=—
..itle to the Chief of Itnufacture of that pffice for complete rounds of
artillery ammmnition, This is line:organization, -But.within the
. .Ammuniti en Division, the procurement.of o round. of artillery ammunition
ig divided among the metal -components section, eiplosive section, load-
.. ing section, etc.. This ig;ﬁqnqtionalyorganization,: L Taky

ALgain, the primary division of the War Department into military
activities under the Chief of \3tafi, and procurement activities under
the Assistant Secretary of Var, is a . functicnal.division; soO that neither
type of organization sheculd be condemned at all points.

1

, inAorganizing to'éggohplish,a-ﬁissipn,'the mwis sion should not

 become obscured. The mission.of the Jar Department is to prepare for
ware Conseguently the organization charts for peace and war should be.
the same, except as regards,theinumbe;Aof,perspnnel-engaged; ~This will

facilitate the transition from a peace status to a war status.
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: The largest conmer01al organlzatlons of the country are small
E when compared with the War: Depdrtment in war. The Unlted States Steel
Corporation had gross sales in 1922 totaling. @1,092 OOO 000.. - Whereas
in 1918 the army consisted of 3,665,000 men and ‘the Var - Department ex-
pendltures for the flacal year 1918 were 5,702, 582, 090 45.ﬁ ,

: . No commerclal orgdn1Zat10n tnat has yet exlsted has expanded
S0 rapldly or ta so great a degree as did our VWar Departmebt during the
World War, In 1916 the Ordnance Department had an appropriation total-
ing 14,947,110, In 1918 it disbursed 1,663,246,607,67, or mare than
100 times tha appropriation of -two years before.

~

On April 1, 1917, the Ordnance Department contalned 97 officers
.and, 12,688 c1v111ans. OB November 11, 1918 the Departuent numbered 5,954
.off;cels and 71,182 civilians, On April 1, 1917, -there were 16 Ordnance
offlcers in VJashington; on Nowvermber: 11, - ;9 B there were 1, 28%. I cite
these f1gures to.show how rapld and great was the expansiocn, . This. W1ll
occur again, and success will depend upon constant and earnest work done
in peace to-perfeet our organlzatlon and to complete cur - Plﬂﬂ-
: o Some further flgures that may be. of 1nterest to vou are as
fo;lqws~ ¥ T W d REES . ; f o o R 1' :
: ; The war apprOprlat1ons of -the. ordqance Dekartment totaled ap—
:prox1mately #8,000,000,000 in cash, and contract authorizations vere. in
effect for an addlulonal +8,000 000 000. at the time of the ArmisticCe.
‘These latter were canceled and nearly half of the cash appropriated was
returned %o the Treasury. Of the five billions expended, about one-
half went for mountain, field, siege and anti-aircraft artillery ammunition
alone.. This 1ncluded the cost of plant- ac111t1e%:for its manufaoture.

8 . @ con31deratlon of the personne1 of this highly and rapldly
) expanded organization will immediately point out a further handicap that
‘the Var Department must carry as compared with large commerc1al organl—
. zatlons. : ; :

Tn comnerclal organlzatlons the perq,nnel in key p031t10ns are
_there because of the law of “DTheguzvival of ths fittesi" over a. long
period of time, The sudden violgnce of war expansion preciudes this for
the War Dsjertment, Careful planning and organization shculd, however,
-materially. reduce the number of misfits, some of whom will bet in in the
confusion of war, -

The ex}erlence of the World war suébests the followlng thought
that I offer for your cons1derat10n. :

d chh of you 1s famlllar with mllltary organlzatlon and.tactics.
You know that each unit -is backed up by supporting urits and also that
- each vniu in accicn has & reserve to -throw- in wheu other untis become ex-
haustad o“.-‘e threatened with failure, or to tuan the tide at a critical
moment, ensurzﬁg success; Have you ever thought of applying this principlg
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~ The overhead groups are the

to your procuremeht organization? How many groups on any chart are pro-
vided with aduitional personnel who cah be thrown in to assist the sub-~
ordinate groups in critical takks or to assist personnel who are feeling
the strain of long continued responsibility of a serious nature?

Personnel, ‘their treatment, their morale, constitute fifty
percent of the problem., Tae Army has a2 tendency to forget this because

" ih general an order is given only to be obeyed, and ‘because perhaps our
~successes anu our falluree are remote and the1r reactlons are not felt.

I will how sketch briefly the organization for ora:urement of
the Ordnance Department.

The Trdnzhce Office is organized into three main divisions
with two overhead groups. Tae maln d1v131ons are the
. 18 & > by A % .
lechnlcal staff
Mamufacturing 3ervice, and '

¢ Field jyervice.

General Office, and
Administration Division,
The ianufacturing Service is charged with procurement for the

Ordnance Department. 1t 1seu1V1dea into three active divisions vhich
in time of 'war will become: four, - Our plan oontemplates and expansion

~in case'of ver and not'a reorganization. In peace time’ the procurement

is done thnough the arsenals., In war she arsenals’ colitinie to procure, v
but their a2ctivities form but a small part of the entire program. The
war plan of the Department places the chief burden of procurement upon
district organizations. There are now fourtseen such industrial dis-
tricts, 4and each is headed by a civilian chief, many of whom are re-
serve officers. This decentralizes the work of procurement and is an

© ~important feature of our organization.

War orders are placed during peace with the districts for pro-
curément in‘an emergéndy, dnd W1th these the district chlefs perfect

their plans.

The- ba51s of the procurement plans, as for all war plans are

the ‘mobilization rates prescribed by the General Staff. It has been

generally conceded as a result of the experiences of the recent war

“that the man-power ‘of & nation can'be mob111zed more rapldly than the

materlal for “them can be prOV1ded.



gome of the effects of a state of war upon the procurement of 1)
orunance zaterial w111 be d1scusued.

'
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fhe contirol of design and the steps in design will remain es-
séntially -the same a8 in tiue of yGaOG. 'fie threateéned outbreak of
hostilities Will no doubt hasten to the standardization of material under
" development, Phe arsendls wi'll be .depended upon to carry out the bulk of
the developmént work as is'doné in time of peace, and the Crdnancs Districted
will be called upon the mamfa cture in uu“ntlty and to develop methods of
‘production. - E e S

e q
L E ~

(b) Purchase and J@nufacture

In ac cordanee with- the war plunS\now ‘being worked out, the
menufacturing divisions draw up in time of peace, war orders coer1ng
the progurement of Orchange meteridl ‘necessary to meet the estimated
war requirements. The greater part of the material on such war orders
is allocated to.the ‘Ordnance Distriets for purchase or manufacture. The
Ordnance Of:ice celegates in a large measure, the control over purchase
snd manufscture to the Bistriets in-Pime of war., Its orders to the
Districts orescribe the guontities end rates of production or delivery
and the points of delivery. It also coordirates tik “purchase or manu-
facture by one district on account of &ny of the other districis. The 'B
Ordnance Office maey retain contrél-of the purchase of certain strategic g
materials or copbrdincte tine distribution of suci: waterials withia the
Deocartument wien the materiails rlet#irbcured by an agency other than the
Ordnance Department. ' '

. d H
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Sy A - The purchnse or- manufacture of exPer1menta1 or developmental
-material is retained ih 'the Ordnance Oiflce or delegated spec;f1sa11y
to: the Manufactur1ng.Arseaals. : T '

" .
b4 y »

AT C T S sc(b)- Inspection.

S B I S (BT '...:l > Wl T S
InSpectlon in time of war is Gonduc ted folloulng the same

general principles as) in: time of ﬂeace. all umte rials must be 1n5pected

ato deterinine .that.tlhe 'resuirevents of sgeclxlcetlons re met oe;ore ,pay-

ment can be made, v

2 iNPHe reSponszblllty for 1nsbecﬂ10n ordlnarlly accompanles tae
resg@n51b;11ty for “piricia'sé oF uanufacture.’ However, the Districts will
inspect materials purchased or unuractured within their geogtaphical
limits exsept in speclflcally exempted cases as, for example, the work
+.0f dBnufactunlng;m. eMal, or & plxrt engansed in experlmehnal worka. -

s +The . Orunance Off’ca ‘does not de’egate ‘in tims cf'war the auth-
erlty to accept mwterial Hfailing to compily with sgec1flcut10ns. Gene ral
instructions may be iscued in case 'of’ H&CGQJILS “to 10ver acceptance re- :
quiZements &nd in such cases all inspection agencies may be allowed to )
accept materials meeting the specially authorized requirements .

13
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as-utestsgarangg Lipkbag. tests, 1etca ;- will in.gensra) he;copducte

tuaes Proaf, for.zgpeptance in: gige of war .will ‘be. gonducted at
proving grounds to be established for the purpose. Var time proving

e aagrQungs wiklshe oreviged vith liniteq edyipmanks .05ly~thaet equipment

A%

-y . requined . fopmRkIng aca@ptan@e.;testsrwi11--be;;pr?Vislﬁdlr;:;P£9V§19Pm§1?Fal

o S Ve

d at Aberdeen.
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(e) Pagment.
ol L O LA

In time of war the Fiscal Officer will allocate funds to the
Henufagtuning-6ervice ;to, oover, the, estimatad,gost of , the procur exe nt
program,,,sfhe funds,so-allocated will: be apportioned to:the. yapufacturing
Diyisiong gnd. the section.in charge, of, proying grounds, ,fhose units of
the,,Ordnance-OF£ igé 4 1}og Jmoney .to the Distriets, srsenalsand Proving
Grourds...lie exgenditure of £uhds ard.the aggounting for.funds at those
points are accomplished, by specdally designated pificgrs.on fhe staff of
eiter, the Commnding Officer or Distrigh Chlef., & .s.io *ax
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An officer on the staff of the Distx‘i:ctg._cp;gf_;pf ng;nmnding
Officer of an Arsenal or Proving Ground will be in charge of shipments
and transportation, matters. ..He s ld receive shipping.instructions from
the Field Servige foF jopmpleted mabenial regdy Sor issug, and, from the
ordnance G££ice and otner distgicts megardingthe swipzent qf ocomponents,
materials partially Fabricated and ballistic.semplps. . This officer will
give insiructions to plant inspectors teednding.shipment;of saterials.
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.as 1 haye otatgd before,. (ke orggznization, proyldes .the tools for

executing & plin. . his eagcution requires thAt, st any point 'Ihe person
giving af order is jinder Obligatipd g see, fhat, the order i performed”.

In this way only can the plan he surgly advanced to'g sucgessful conclusion.
This fstuonitol. . Any plan Will run the ghance of déstragtion like a rua-
sway railiay tFain if hot broucn wnder gontrgle . R

B Tk I R S T R I S R S RN et P U il 0
“2in exdess Of smokeless 39\5@3; ‘will. not. ascist a deficit of shell.

Unfortunately this was one, of. tue very serious. conditjops that developed
during the ‘jorld ar. - T T 7 oo
. T e e e s i

Likewise, if the Lruy désires increased gquantities of 75 mm.

armuni tion and decreasedsquentities of,. 155 mm, hovitzer ammunition, such

a clange cah_only be effected efficiently.by &, flexible plap and proper
SORPOIL: B wih S Tr el 40 Rode 43 B B aeslhg
o k4 < L O - YRR 7o . LT SR ~ e o Tla e T
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pAC R I A N AL R e w30 F SO 3 L S 1,
4% i B niE] point 1 WisH ‘to,mention a creation; of: the, 'lrld var known

as "Sipef-control™;

177 his super ~gontrol, like 21l other. human !'super-
créztions! wasiborh of “the ‘réquiresgnts. of tpe times, ', Honething higher was
required-to 'weld together the uncoprdipeted efforts. of, existing agencies.
These “conditions arose”largely from lagk of .3 plan.. 4n emineny offieial
of the last wir Mes coid about the wer toat "all, the. mistayges. that came

to his-Roticé 2'rose ‘from oné. of two gauses:. defective, orgapizgfion or lack
Jof @ plan®, Tt woild Seem therefprs that a definite clear-cut plan with

b. -
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a well balanced organization to carry it out are objectives to be striven f);

for by the supply branches of the Wer Department. As gou are military
men the apalogy to field operations of an army will be apparent.

g “Procurement control is dependent upon an accurate knowledge of
_"the'sitbation that is up,to date.at all times, This knqwledge is obtain-
ed by means of field progress reports, s tock records, and a consolidated
progress report.

(a) Field Progress Rgports:

.7 .. These reports are submiited.by the inspectors in the

© field through.the controlllng offlces to the Washington :
‘of fice where they are. consollaated 50 that the general status
of the material in questlon can be ascertalned. They should
be submitted at such fzequent 1ntervals as pay be necessary
to prOperly control preductlon and shipments : of -the completed
articles. Tney not only outline the quantxtles that are ac=-
cepted and under manufacture, but indicate the expected pro-
duction during certain supceeqing intervals of time,

2 (.b}-; Stogk Reosrds: .. o osene i or o

: Consolxdated records Whlch Andloate stocks on: hand

_and under produc tion together with: expected rate thereof

‘are vital. During the Worid Var it was very difficult

to obtain a correct picture of what had.beén or was ex- -
pected to. be produced in many itmes. of munitions. Such .a:
condition is intolerable aumd arrangements must be made to
prevent repetition of it in a future war. The Ordnance
Derartment hopes to build up a system?! in time of peace

that can be %a311y expanded in time of war .that accurate
records will be always available, The consolidated stock
records mst be kept in Washington. They will not only . . .
outline to superior authorities the quantities of issue !
articles that are available but will also be the basis

for the.matching up of the various components so that
camplete 1ssue articles will be obtained,

{e) Consolidated Progress Réports:

At least once a month a consolidated progress report
' should be made up covering the raw materials, the inter-

mediate materials, and the items of issue that are on hand
and under purchase, together with probable rates of delivery.
It should also indicate the overages and shortages that are
occurring with respect to the final issue articles. It should
contain & summary in terms of the number of complete guns of
various calibers and rounds.of-awmnition therefor that are
oh hand or are to be delivered wvithin specified t#mes. This
report should be submitted by the Chief of Ordnance t6 the
Offic1aisjof thie War D@gartaent who are controll1ng grocurement,

2
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Based upon this report effort can be made to increase or
decrease prod@uction of particular items as the war plans
of the Government may require. By this system the higher

officials will know just what munitions peeparedness they
have at all times.

The form into vwhich these reports will be condemsed is important.
A graphic chart will possibly convey condensed information most quickly
and accurately. Where quantities are large and rapidly changing &ng
the number of items large, it is felt that the time and quantity relation
requires graphic representation. The Ordnance Office has expressed it-
self as favoring the Gannt system, and at present quarterly reports on
ourrent procurement are being made to the Assistant Secretary of War

using that system. 1In case of war these will likewise be used, but on
2 larger scale,

This is rather a detail, but control can only be- intelligently

exercised when based on knowledge, a2nd the knowledge must be acquired
rapidly, .

I will sum up by reiterating tlet the success of a Supply
Branch in war must be founded upon a sound organization, a earefully pre-

pared plan, and complete control of the plan by the orgenization through-
out its execution.
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