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T~ ORGAITIZATION ALq) C0!~ROL OF PROCU~;.~L~f IN %'~AR 

The subject upon -vCnich I shall talk to you, gentlemen, today, 
is The 0r~anization end Control of Procurement in 'Jar. 

Uar time procurement, as I understand the term, embraces all 
the activities t}mt the Government will take to assure our fighting 
forces, Army and Navy, the necessary munitions and general supplies to 
prosecute successfully their respective missions. B~ this definition 
you will note that procurement is a much broader affair than rare pur- 
chasing. The vast sums of zone 2 involved, billions of dollars, the 
thousands Of tons of material required, and t118 serious nature of the 
business of war, require that procurement be given the gravest consider- 
ation. The subject is so large that I shall confine m~-self to observations 
of general application, 

The best point of departure for our study is naturally, ~T~t 
,~as done in the ~/orld Jar? And next, ~Tnat is cone in our current in- 
dustrial world? '~',e procurement experiences of the World Uar should be 
studied by you as intently ss Strategists study the battlefields of 
France, arawing conclusions from the success or failure of the methods 
employeu. You will aoubtless have the exceptional oppbrtunity during 
your course, of listening to the experiences of some of the leading 
actors in that phase of the last ~mr, I understand, also, that the 
records of the Council of National Defense and of the ~/ar Industries 
Board are available to 2ou in this office, These should be mines of 
most valuable information throwing light on many questions of organi- 
zation and control encountered during the ~Torld War. 

Second only to ~r experiences for study are the organization 
and methods of our great industrial firms. You will also have opportun- 
ities to hear representatives of these firms twll you he@ and why they 
function. 

It @~ well to caution you at this point that the priority of 
importance of the elements chan&es for "~ar procurement as compared with 
peace procurement, Time, for example, is more vital in war, But the 
basic principles are identical and the men ~ho ~ll supervise the work Of 
war procurement b2 the Government bureaus ~ill be, in the main, civilians 
./~ao ?rove been trained in our large commercial or&mnizations and v~ho will 
be brought in as reserve officers or as civilians in an emergency, Natur- 
ally these men ~ill expect the best practices of the commercial world to 
be follo,~d by the government agencies, 

It is perhaps obvious that the objective of all planning an~ 
organization is performance,- performance of desired functions by in- 
dividuals or b~r groups. A ~lan, and an organization should be flexible 
to meet sudden o~_h~n~es thrown upon it. It follo~s, therefore, that the 
best or~nization will be that one which ~ili permit the individual 
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ioharged ~ wi-th .performance - be he ~ msohinist at the lathe, the. maper- 
i..ntende~t ~ ~f the .shop; ..or a commanding general in the field - to meet 
.~,h~s- obi&ga.tion most-..efTiciently,. with only that measure-.of, l~_m~ tatiQn 
an~ ~ COntrold%e~cess~ry.:to=in. sure that the. task is promptly and.pr.operly 
performed. 0vet-organization is es possible as under-organization and 
.a .imosZ as.bad.-*:There: is a .certain, type of mind that tends to over, 
• o~ga'ni-zati~)n- in, the desire: to .secure what to it appemr-s to b9 intellentu- 
..a1-:..cDmp--l~.teness. TOO much detail preventsIlexibility; .it takes away the 
-iai-tiativ~-ofi the :'~ndividual ~n@ may interfere with op.er-ati,ons ..that ~With- 
out its-dragging effec,t',~ould progr, ess smoothly,. : ~ :-; " 

.-: -. .... - .~ Text baok~, usu.al:ly divide, organizatio'ns, .into. two .general types: 

• Line- and P~nct iona l.~ - " " " 
. . . " ..- ,: 

In t-he first e.ach in.di:vidu~l-hasl 0~ne an~ only o ~ .  o~her:'in- 
dividual to ;~hom he looks for. all order.s and.instruc.tions.~ Tha lines 
.of a~hority-flo.W, from ~he .~e_ntr.al au~hor.i~ty like the ,branahes of a 

t r e e  f r o m .  i t s  . . ~ r u n k :  • - .. - : .  . , -  . . . . . .  ' - : - '  • --- ' : " 

-.. In ~b. e-secon~ type functions are.-emph~.sized, .The workman 
at the lathe, -for e~mple,, m~2 have his job assigned by one foreman..~-nd 
be directed how to do it by another. In this way the individual h~s-to 
-serve. m~..r¢ ~ha. n. o~e-master,~ :We .tried ..it in .the. 0rdnance De,partment dur- 
.ing~ the .V~or-ld War. .The. t@:sk-, of..proc.uring n~laitions..u.~s, d.ivided.iat~- the 
fua.~.tions of. Engineering,: Procure.men~,. Production ~.a~ Ins~cec.tion° The 
aoaSequence-was that. it became- impossib.!e .to locate-respon~i~bi'-~%ty f-or 
tr.ou~le: a~d de~a~s. -The s2ste.m might have. worke~, in_tlme" of peace; i'n 

. .  : • time~of war it ,w~S.impossi~le,., . .. - , " : :  ' ~ ' :  . . . .  " 

• ~.,~ . - ' ~  , . : -  - '  . " = " : !  " • - : .  : ; " : [ "  : ~  " " ' - "  " " "  ' " 

".~'::,-: " ".. The-'~e~l o.~ject of any ty~ of:organization is to so sub- 
divide .~n.operating ~oup as to, cause ,it. ~o-best'perfOrm its mission, 

• • ~%-~itimes the : l~n~ or mili~Z~, or~anizat.ion .is..preferable, and a~. ~thers 
'.: - ~h.e fun_o'S!peal..o~ani za tiea. is -tO be-. de s irSd°'- . I t...~hould be not ed .%hat 

at •some .step -in every o.r~anization it becomes functional, For. example, 
the chief of the Ammunition Division of the Ordnance Office is respons- 

• ,ible to the Chief of l~nuf~otu.r.e of. th~t-pffioe for.complete rounds of 
~rtiiiery~a-mmunition, " This.is line;, or~a~ui~zation, ~But :within the 

. ,A~i t~_ on- .Pivi- si on., the 1pros uremen _~:cof, 8: I'D~2 -~d . of artillery ~rnmunit ion 
[: i~ ..d.ivided among, the .me tal ..components section; .e~:-Olosive sect ion, 18ad- 

~ n g  ,sec-tiOn, ~et~. This ~ i s . . ~ f ~ n o t i o n a l . , , o r @ n i z a t i o n ,  • :. ' 
' - c . '  - .  " - "  - ' . . . . . .  " "  * " " 

. . . . [  - : .  . 

Again, the primary division o f .  the Uar Del~rtment .into military 
activities under the Chief of.:8.taff;.snd proc~.ur~ment activities umber 

,. the Assistant"Secret~r~" of Uar,:is a funoti~nal-div.isian; s~ that neither 
type of organization should be condemned at all .poinZs. i - 
• . . • . . . .  . -  ~ ~ : - . . . .  : .  

.. i~': i. . " in or~..-nizing ~o-a.q.c~omp~s~.a-~SsiPn,'.. the-mis sion should not 
he,come obscured, The mi.ss~oa :.o.f: the. ~lar Department-is to prepare .fot:~.. 

" wa~,., C0nseiuently-~th.e or~a~izat.io~ c:ha, r~S ~for 9ea.oe and war should.-be~ 
-i i the~.same,~ exGspt as re~rd~.~, the,. aum~e..r: of, .p.erson~el. engaged. -'This -will 
• ~ fa~.iii~a~e -~he transiti.oa from a @eaoe, status "to a war statul. 



-.° 

. - . "." . . . .  - .. , . . . • . . . . . .  • , • - 

: -  - T h e  l a r . g e s t  o o m m e r l c i a l  o r ~ a n i z a t ! q n s  • o f - .  t h e  : c ° u n t ~ Y .  a ~ e .  s m a l l  ..... : . - ,  . 

when .. compared ~wi th the-..~/~r.:Departme.n~ in 7~ar, ~ .The:' Un.ited. S tat.es:~ :~tee I 
Corporation had gross sales in..1922 - totaling..~!,092,000 ,O0Q.~ • }~ereas 
in- :1918! tl~a army o ons£ ~ted .of" 3,655,000 men and the V~r:-Delx%r tme~ ~ ex- 
p e ~ i t U ~ . ~ e s  , f o r ,  the: .  f i s a a l .  : y e a r ,  1 9 1 8 , . . w e r e - - ~ 5 , - ? ° 2 ,  = , ;582,090:,~.3, . . ,  , ,  ... ~ ,~  : : ::~ .. 

" .  - : :  . . . . .  : - ' .: " ~ - ~ ; " i ~ - - "  • ~ -' • - ; "  " ' " . "  ~ " : " -  : - - ~ : ' - :  

i ~, ~ : No comm~.rcia.i :organization that has: .~e:t existed .has :exga~de~ 
- ~ . • . , . . ~ - . 

so rapidly_ :or '.to: .so .great .a degree .:as .did -our: War Departmen~t .du~.i.ng. the 
)World V~ar~ : .:In 19i6the orana~jce Department~had..an .appropr£ation total- 
ing ~14,9~7,110, In'1918 it disbursed ~1,66~,P,~6,607-67, ~ -or more than 
.100 times the appropriation of ~two Fears before, ~. . .-.: 

• . _ . . _ 

• . - : ) . .  .:..~ , : .  . . 

On April l, 1917, the Ordnance Departmentoon.tained 97 0fficers 
. a,)d=12,688, civilians, .O~ N.ove~ber Ii~ 1918.. the ~.epar:~men..t numbered 5,95~ 
. office.re and 71,182,civ:~lianSo. . . .On _A~ril 1, 1.9.!?,..ther..e .were ~16:0rdnanoe 
of fioe~q, i.n :~~ashi~gten; o,~ No~er.mber, 11, :i918, th.ere.;;ere ~,2.8~, I~ cite 
these figures to .sho~/ho4 rapid and ~reat %ms the, :e.x.:pS~ns.ion, . ThiB.-%Fill 
occur again, and success will depend upon constant and earnest ]york •done 
in p.#~ce., to--per~ee% .o..ur. orgaDis.~$ion and ,to comp!ete .cu~.Rlan, 

. " i  : . ~ o m e  f u r t h e r  f $ ~ u r ~ . s  ~ t~ . t -ma. :~  be- . 'o f l  i a . t e r e s t  t o  yo~.. a ~ , : a ' ~ .  

• . , . ~ . • - . , .. .- , -- . . . .  : ' - .  - . , ~  ' .  , ~ : - :  i " -  . . : : : i  ' ) . ' -  
• " U ~ : : !  T h e  ~ a  r a p p r o p r i s  t : i o n ~ i  o . f - t h e  Ord~anc .e :  D s . . p a r ~ m e ~ t  , . % ~ t a l e d  a p -  

• pr.o.ximately ~8,000 ;000 ,000 in ./ash; and: c~ntract authorizat.ions. ~ze~e- in 
• .effect for :an additional ~8,0.00 6000,000. :at .:the tim.e .of:.. the Armi.s.~t.ice. ~ 
" "T/4e s'e. l~at 6er were can ceied and -nearly h al.-T: :of -the. ca.sh :aj2preprliated~ .-~s 

returned to the Treasury. Of the five b~llions expended, about :one -~ 
half ..~.;ent f.or. mountain, .field, sie-ge and anti-aircraft artillery ammunition 
al~o~e, ~-"This iilnc-luded the cost of -Rlaht~. faoilities~ for .-its manufaotu#r, e, 

, - , "" .A consideration..of the person.nel,:,-.of :this highl.y ~a.nd rapidly 
.expah~e~ or~ani zat i on ~.~il i i.mmedia rely ~p0int. out"a : further handicap. 'that 

" :the ~V~rDepar.tment must carry as c0mp.are~ .~ith.large. comrm.rcial, organi- 
• z a t i o n ~ :  :. -~ . . . .  . . . .  ' : : ,  : . !  • " " : ~.-~ . . . .  

- - ,  ~. . . ) .  • - . . - . :~"  ~.- . , ,  ~ q ' .  . :.~. ,~- 

.... .~i!:n, ~o~rcial organizat;i-ons ~ ~the~ ;per, s snne.,l~: fn key poaiti:ons.are 
there!, beoause:.~of the law of '..'~he:"su~.v.iva~l of: the- f~.ttes:~", o-veral long 
pe~'~od/of ~time~ The:sudden . . . . . . . . . .  violence ~ of ~war~. expa. nsio~- precl.udes !this ~for 
the %Var De.sartment= ~aref%ll planning and: or~nization .should,~ howevsrl, 

., .mat.er.ial.ly: reduoe thenumber sf misfits, s~me of whom vli-ll ~et in in the 

~ : : : ' , : " The" exp~ience 0f I the, ~7orld:-~Tar. suggestS/ the follo~ving thought 
that I offer for• your:':-c0nsidera-tioa:- ~ '~:  ' ~ : -  : : ::ii :..~: !~..~:~. : :~! ~ : 

• . . . .~ . . . .  • , - . .  . ~. " , . . - -  

~~ !".i,i,:: :-: ~: Each of you. ~.s ~ami:l:ia~r ~i ~h m~.li~tar~ -organiza tion~ a~d. tac tic s. 
You: k~ow: :~l~a~;: ~each uni:t::~i S: bac~ed up by: :suppor~ng:: ~.~.~. ts !~ and ~Tso ~ -~]/&t :~ 
each .9_c!.~/9m action ~ has a •~ ..reserve .to:-%hrbw:':in v~he.n other~.untis ~ :become- ex- 
.~a~}s te'd. e~./:ar~: thnea.tenea wi.t-h~fa~i:1~e~ ~ or ~' .to ~: t-u~uh: :.the tide at~ :a Critlcal 
moment ," ensuing suc ce ss.:~ ~-, Have ~ E0u -~ ever ~,thought ~: Of ~ &pply:i~ng thrs:prznczp: " : : : : ~" " i 
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%o 2our procurer.4~h~ organizstion? How many groups on any chart are pro- 
Vided with additional persomJe! who c~h be thrown in to '~ssist the' sub- 
ordinate groups in critical takes or to assist l~ersonnel who are feeling 
the strain of long continued responsibility of a serious nature? 

~- Personnel, ~tl~ir treatment, their morale, constitute fifty 
percent of thep'~ob"~em, The ~rmy has a tendency to forget ~his ~ because 

• ' in general' an' orde~ is given only to be obe~ed, and :because p~rhaps cur 
• successes-.ahd otu" fa~:lures s.re .remo~e and ~their reactioi~s"are not felt, 

~ ." i ~'~i-ll "~o~ :sketch-briefly the"organizati~n fb~ -procurement of 
the Ordnance Departme~t 

The :O~ia~c~ ~ office is 6~ganized into three main divisions 
with two overhead groups~ Th% main divisions are the 

.'- " " staff ' ' " 

: ' ~ n u f a c t h r i n g  S e r v i c e ,  and'" 
. !  : . • ~ ; ~ . . . .  . 

• ' " " " " , Field bervice, "; ' " ~  

• • . ~. - 

.-:: :" - ...~.. . . 

The overhead groups, are the • 
. :  . - . . . . . . .  

- " " ~ e n e r a t  OffiCe, a n d  ' ' : • " 

Administration Divi'sion, : ' 

The ~nufacturing S@rvioe is charged Vri'thpr'Ocuremel~t fo'r the 
Ordnance Department, It is,divided into three active divisions which 

in' time of.-war will bgcome "~ fO'~r.- Our 'plan Contemplatesand ~xpan.~ion 

is do, he thhough the arsenals. In ~war ~he arsenai~" coi~ti~e to procure, 
but their activities form but a small p~rt of the entire program. The 
~mr plan of the Department places the chie.f burden ef procurement upon 
district organizations. There are now fourteen such industrial dis- 
tricts, and ~ each. is headed by a civilian chief, ~y of whom ar?.re, 
serve officers. -Tl~isdecentralizes the work of .procurement. and isa.n 

-- '. , . ~ impor t an t  - f e a t u r e  o f  o u r  o r g a n i z a t i 0 n .  

War orders are placed during peace ~Jith-the districts for pro- 
: c u t , m e r i t  .in ~ an e ,~e rg~n~y ,  '~nd w i ~ h . t h ~ s e  t h e  d i s t r i . c t  " c h i e f s  p e r f e c t  

.-. their plans:,..~ " " ~ " " " " " 
.~" " ~0 "- '. '~  - - ' . ' "  " : '~ " ~ '  " " 

.'."-" --" ' T h e . b a S i S  o f  t h e  p r o c u r e m e n t  p l a n s , .  a s  f o r  at i  w~r p!ads:~ -. a r e  
t h e ' m o b i . l i z a t i o n ~ r a t e s  p r e s c r i b e d  by t h e  G e n e r a l  : S t a f f ,  I t  h a s  b e e n  
g e n e r a l l y  c o n c e d e d  a s  a r e s u l t  o f  t h e  e x p e r i e n c e s  o f  t h e  . r e c e n t  v ~ r  

.... - ; ~ h a t  ~. t he i  r~ '~.-p0wer :~of a .  n ~ - i O n  c a n . b e  m o S i  i i z e d  m o r e  r a p i d l y  t h a n  t h e  
.~. , m a t e r i a l < f o r  • t hem c a n , b e  p r 0 v i d e d , . '  " ' "  ~ • ~ " " 

: 3 '  i ' ~  ! ' :  ' . .  , . i ~ ~  . :  ' -  " : " " ~ : " ~  " ~  " ~ " ~ " '  



Some of the effects of a state of ~¢ar upon the procurement of .~ 

0ronsnce materlal will b@ discussed. 
! , . % .. :" 

(a) De ion .... " '" ~ •" 

The control of design and the steps in desig n ~Jill remain es- 
sentially,the same a~ in 'time ~ 'pe~ce~ ~fA~ threatined outbreak of 

• . hostilities .\;;~ll no 'doUbt ~asten to tl,e'st~,nd~rdization of material under 
deve'lopment, 9he arsena!s w£11 be .depended upon to carry but the bulk of 

.~ the development ~vo~k 'as is'done'in time of peace; aid the Crdnamc? District~ 
will be called upon the manufacture in qu~.~tity and to develop methods of 

'productiOn.. : ~ . .  " . . . . . . . . .  

(b) Purchase and l.~nu~acture 

In accordanoeWit~ the':@ar l~lans,n'dW"~ein~g vJorl~ed out, the 
m~nufacturing divisions draw up in time of peace, ,~r orders covering 
%he procurement of 0rdaan~e n~ter, i~l ,heceszary to meet the estimated 
~r requirements. The greater 2ant of the material on such war orders 
is allocate~. ,t.o.~he .'0rdna.~ce-Dis.ti'iets for purchase or manufacture, The 
Ordnance Office delegates in a large .measure, the control over purchase 
and manufacture to the BiS~'i:cts:in--~ime of war, Its orders to the 
Districts 2rescribe the ~uontities and rates of 9reduction or deliver~ 
and the points of delivery. It ~lso coordiz:a~s t~b "purc1_~s~ or manu- 
facture by one district on account of ~.ny of the other districts. The ~'I 
Ordnance Office may-retain-con~r6-1".of the purchase of certain strstegi= 
materials or coordinate the distribution of such Lmteria.!s within ~he 
Department when ~he "mat@~ih~ls &.~4e=,jrboured by an age~]cy other than the 

Ordnance Department. 

. The- purchase or- m~nufacT.I/r4' <o~. experim~ntal: or" ~eve-lopmental• . 
mater~ is retained ~"the Ordnance."CCfice or delegated speoi~i:~ally 

~ -t~: the. ~anufacturing Arsshal~w' :" ~ - ' 
:. • . . . . .  : :,~, :~- . .... .-~ .'.: 

(~) .,...--~ ,.;,~.~ .. -.:.' .~," . speotion, ~'" ' " " " 

• . - ' Inspect ion .in t'ime.of war is ~onducted fbl.io'~,in~ t~_e samg~ 
gener~l @rlnciples ;as,in~ ~ime of ~ pekoe, AII :m~terials must be inspected 

.,to det~r.mlse .that', tl~e' re<i/ire'.~ents "0f Sp~.cif~cati0ns~ 2~e ~et i be.fe~e~ 1 0 ~ Y -  

m e r i t  can be made• , " • " ' " 

. . .~cdompanie~. the 
~]qe ?Districts ~ill ~es~nsib~-l~t~ for'~oi~'se" o~ ~ J a n u f a c t U r e ,  ; H o w e v e r ,  . .~, . . . . . .  

insioeot materials ~urc.hased or ~:~nufaotured ~dthin their "ge@g~phieal 
limits exce9~ in specifically exempted oases as., for exa.mgle, the work 

.... " " ' "' " ~''" ~'~ ~' "" [ " "' '~:" " "a 

.:.of ./~aaufa~u~.~ng ~.ws~na~, o r  a "pl~ enga.n~ed zn....exper~ .m~ I ~vork, ~. 

.orit2 .tO a.,ooegt.ma~eri.~l ~f.'a.~iihg to 8on~!;~ ~'ith s ogdif~6alti0ns~, ~; General 
instruotlons may be issued incase ,OT'~/?~des.>it~ • to lower acceptance re- 
qu~i"ements and la such cases all inspection agenoles may be al!owe~ t o  
~ocept -mterials messing t~e s96oially authorized reqv.ireme_~te , 



. , .  ~ , ~ . ~  i~ ~ ~+~ ./~++i~,~;~'~++~.~--~ , - .  ~L~(-al i ~rqof. :~> ~+.+~ : : .  ~ , ~ :  . . . . . . . . . . . . . .  

" ' ~  . . . . . . .  "~+~:" "::::~ ~" " L" ' ; ' I " :+" :  ~ i n . ; ~ i  o f . , w a r  . ~ i i ~ , . b e :  ¢ o n a u c . ~ e ~  a t  

proving ~rgunds to be established for the purpose, V/ar time proving 
.;.¢ + . + ; ~ r ~  ~- v ~ $ ~ . ~ m z ~ p . ~ v ~ @ ~ .  ~ + ~ _  + ~ t . e ~  ~g¥.~+.~.n.~,~ , o ~ y . % t . ~ e . t  eq - ,+ ipmen t  

. . . .  , ~ r 2  qu_i . ~ e ~ < ~ i a ~ l ~ n g  a q s ,  e + p t a n c ~  - t ¢ ~ t s  + wi  11  .-+ be.-pr-gv~_ +d~+ dl++ ~ D e v . e ~ o ~ m . ~ n ~ l  

~ ,  t t ,  . . o . . .  . . 

( e ) p a  yme nt. 

. . . . .  " + " "  " - . . . . . . .  f ~ d s  t o  t h e  In time of war the Fiscal Offlcer wxll allocate 
~,.~nufa¢,.$.u~ing~@r..v,i~e~t ~, obv.ervtheA est.~.m~t~,~os t of .~ the.-procur ement 

. . . . . . . . . . . . .  ~ . . . . . . . . . .  " - '  ...... ' + "  " d t o , ' t h e  ~..Bnufacturing progzam~.:~,hedfu, nds.:~.so~,~l!.~c~,ted " v~.~.@~.:~p~o~t~ene. ~ ...... :,~. 
D ~ y ~ s ~ , o n s  ~ ~ n . ~ . . t h e  us ect~-@n ~.in.+c .ba rge . ,  o f .  ~ r ~ = i n g .  ~-~our~. S ,  9~.h~- s~. u n i t s  o f  
the_~Qrd:aa~e~e.-.Office ,&l~o,~.mo~ey . t O  the Di&tritt Arsena~s:ex}d Proving 
Gro~z*:.~ ~i~e .e,x~eadiZu~. @~.~.~u~s ~ .ar~.~he:~omat~ng for;:~Lnds at thos e 

. . . .. . : • .. " r , .~'~ 

An officer on the staff of the DisZ~.icg .Ch~f;:o~ 0q~.nding 
Officer of aa Arsenal or Proving Ground v~ll be in charge of shipments 

_zi_ ~ ~. +~, +~:, ~,~: .. ~ , . .~ ~ .-'~- • ~ ~ ..._. , . -- ~ a  ' . " ,~' , 

""+;-"~"'- " :;~ .... " ........ " ...... "+ "~--+ " ic "'s ~i con~lu6ion. 

:i£5.!" ': ,~ .- ,_',, ~-- .. +.~...~ ." -~+ .... [. ..... ;--+ . ,,~.ex6ess of -smokeless ~-,~de~..wxl/~ no~ ~ t  a. deficit of shell. 
Unfortunately t~is~'~aS"~e~o~, ,~be - ¢ , e . ~  s e r - £ o . ~ , s - : . c o . n d l . , ~ l o , n s , , ~ :  develope 

during the :/orld U~r. 
: "'~%.. ~.~ • ".+ .,;....:. ;,~" 

Likewise, if the "Lrut~ d%slres increased quantities of 75 mm. 
a.~- .... ~ ,  ~nd d~creased+~uaz~tities of.-15~ ram- ho~;i.tzel ~mm~itio~,. such 

. . . .  ca onl~,-be~e~fec~ efflclem~l,v by a ±lexibla: Dle;~ =nd proper a c h a ,  n ~ e  ,.~+ h ~ . ~ ,,,, . . . . .  :,= . , ; . .  . . . . . .  . . . . . . . . .  - . . . .  
~ l : . e  ~ - -  : .  - +  . +  ++ + ~ . ~ - ~  , .  . . + -  . + - -  - . . . . 

c o n t r o I ,  . + . . . .  " " " " " " : ' l " . . . .  l ~ ' " + . . . . . .  

i . . +  a - +  = , ' J -~  . . . . . . . .  .~ , . '  . . . . .  ~ . . . . . .  : -  + . . . .  +,. . . ,  " + + ' , , : - - ' ,  " : ;  .+ " " ' + . ' . + '  " -  " -  ~ .  : ' - ' /  - -  . 

a s , "  S u b e f . . - c  on  ~ r o  1 " ;  °. Th[i~. s u g e r  7.~ o.n._tr o1~" l ' :~ .  e+...a~l 1. ; P } h  e.r7 ..~.(~).: ,.. sup.e - 

: ; . : ,  + . . . . . . .  + : '+ ' .Z"+ '  "- .- .  +'~, . . . . .  " : - - : ' +  + "  ii-  i t , "st ~+es.+,~]~ c a m e  

t o  hi+:,no.~Ioe" ~?+66e;~ZrOm':,#nmS of:-+,wo" +++~s+,+ :.jd.efeoti~[p/.~,~.z~.+mon or tack 
,'of ~ ~lan", ,~'w~ul~'seem t~,e're~e ~imt a aef~n~te clear-cat plan u~th 



a w e l l  b a l a n c e d  o r g a n i z a t i o n  t o  c a . ! r y  i S  o u t  a r e  o b j e c t i v e s  to  be s t r i v e n  
f o r  by  t h e  s u p p l y  b r e m c h e s  o f  t h e  :Ysr D e p a r t m e n t , .  AS ~ o u ~ a r e  m i ~ l i t ~ r 2  
men the.analogy.: to field operations pf:~an army..~!~ bie~agparent,,_. 

• - - u p o n :  a n")a o. C U r a t e :  k ~ o w l e d ~ e  of 
. ;.the:sit~tion ~hat.:.i-s-up,~t.6:..date.a¢ all times. T his~ ~qwledge iS, o b t ~ : -  

. . . .  ~:. led: b~~ m~a~S o~:f~e-Id: .progreSs ~e-por t , s ,  s took recor~:s-~- a . ~  a c o ~ ]  i_a~ ted 
" " p~o~es~ ~epor~, " " " " " ~ . . . . . . .  ' .... ' ..... 

- ~', S . 

(a) Field Progress R$,por.ts: 

• i . ~ ;  ..2 ",:. :~ieid throu~h::th~.i contr.:;l~ing, offices: to the..~-~'ashi~n .. 

" i • :o~:ioe wher:~ t-:,e~-are co~:0ii~a~e~ :~o t-~-t the ge~e~a:~:s~at~s 
.: : . . .  o f  t.~ . ~ t ~ i a ~ '  . in  . q u e s t i 6 n -  c:a.n b~e.; . . .as~e~tai~e~.- : . T h e $ : . s h o u l d  

~e s u b m i . t t e d  ~.~, s u o h . . f z e q u e n  t .±.nt.ervals.?.a~: ~ . y  ~be . n e c e s s a r y  - :: 
.- ; .... .%o prop .e r~y ,  O.o~tr, o i  produ.cti~on.::.~..~d shi~omen.~s :~ . : . . the :  o o ~ p l e ~ e d - -  

a r t i b l e s ' .  " T h e y n p ' t  o n i . y : ~ o u t l i n g :  t h e . , q u a n t . i . t i e s . : . L . t h a t ' a r e  :at,- 
°opted a n d  unde ' r  m a n u f a c t u r e ,  b u t  i n d i c a t e  t h e  e x p e c t e d  p r o -  
d u ~ t i o n  during certain succeeding i~tervals of time. 

: .  = : "  • . . . . .  . 

::. : aze vx al. :. ::During': .the. World War-: it.....wa.s very: difficult 
': .~:". -. %0 ob~Aih a"oorre:ot': pi~r.e of :~wt.~t ~-~.~,:-be@n .or:..was e x -  .... " . 
" " peote-d '  . to:  b e - 9 r o d u o e d  in~mam-y~itme:s: o f : . m u n i ~ t i o n s ,  • Such  ,a: ' 

c o n d i t i o n  i.~ i n t o l e r a b l e  an d  a r r a n g e m e n t s ,  m u s t  b e  made t o  
.- p r e v e n t  r e p e : t i t i o n . o f :  i.t i n c a  f ~ t u r e  w a r ,  The O r d n a n c e  

• .: ?. D e p a r t m e n t  h o p e s :  t o  b u i l d : U p  a isis,tern', : i n  t i~e . ,  e l l . p e a c e  °.:- :..: 

:" ~.¢~ords..~vil: be al',~yS av.~i~ble. :~.he consolidated stock 
':. reco.~::must be ke~t in: W~shin~ton; ~ne~ will n0;t: Only, ,~ 3 ' .... 

outlln~ t o  s u p e r . i o r a u t h o r i . t i e s  the q u a n t i t i e s o f  . i s s u e .  ': : ~ 
articles that are available but ~rill also be the basis 

• f o r  t h e : ~ a t c h i m g . u p  o f  -the. v a r i o u s ,  c o m p o n e n t s  so  t h a t  
• ~ comple te .~  i s s u e  " . a r t i c l e s  will be  o b t s ~ n e d ,  ~ ~" i ~  ". 

(c} Oonsoli~ate.d Progress Reports: 

: ~.-~..:. , ::-.A:t ie'a-st o'nce a mo.~th a conse.lidated progress-repOrt ~-:-~ " " 
": ,:-'. .should be made up coyering the :~aw~ma.terials, th~.inter~ :::~ :- " 

mediate m~terials~ and the items of issue thst are on hand '::~ : : 
and under, purchase~ togethe r, with probable rates of delivery. 

,~.., :. " ~ It sh ould..also.'~ indicatei .the ,o.verage~ and shor.tage~ ~hat are 
" ' : o ~ c u ~ r i n g  w i t h .  r e s p e c t  ~ O t i h e : - ~ i n a l - i s  sue.. e r ¢ i C l e . ~ .  ~ " : I t :  m~ould " 
- " oo~:taih/a summary, i~ terms .Of the numbing o~ ~ c:omi~le,te ~s: of;: " 

-: -:/ :.., various!, ca:iberJs i.and;:.~r.0umds:-:o£.::a~mm~Iti cn:'therefo~:': that : : ~ e :  :- ~~ 
: ........ : .: o~ hand. or,. az~e :~o be ~e~:vered/:~vi th~,)~pee~fle~ :¢~mes:,:: .~i:sl.-:. : 

- .:, :. r e p o r t : s h o e d  :be,:mxbmi.~.ted :. b::, -~:tl:e ::Cl~ief : o f  O r d n a n O e  t ~ - t h e  . . . . . .  "-. 
" . =:.Off i ci:al:s:Jof : ~he:. ~ ~Tar: D~,~r tm~±,~.:-who)are .::00:h tr0iIing >~p~:6~emen:t:;, 

, 7, J 



Based upon t h i s  r e p o r t  e f f o r ~  can be made to  i n c r e a s e  or  
d e c r e a s e  p r o d u c t i o n  of  p a r t i c u l a r  i tBms a s  the  v ~ r  p l a n s  
of the Government may require. By this system the higher 
officials will know just whet munitions p~eparedness they 
have at all times. 

The form into which these reports will be condemsed is important. 
A graphic chart will possibl~ convey condensed information most quickly 
and accurately. ~There quantities are large and rapidl~ changing an~ 
t he  number of  i t ems  l a r g e ,  i t  i s  f e l t  t h a t  t he  t i m e  and q u a n t i t y  r e l a t i o n  
requires graphic representation. The Ordnance Office has expressed it- 
self a s  f a v o r i n g  the Ga~.~nt s y s t e m ,  and a t  p r e s e n t  q u a r t e r l y  r e p o r t s  on 
c u r r e n t  p rocurement  a r e  b e i n g  made to  the  A s s i s t a n t  S e c r e t a r y  of  War 
using that system. In case of ~mr these will likewise be used, but on 
a larger scale. 

This  i s  r a t h e r  a d e t a i l ,  but c o n t r o l  cam on ly  b e - i n t e l l i g e n t l y  
exercised when based on ;cuowledge, and the knowledge must be a.oquired 
rapid I~. 

I w i l l  sum up b~ r e i t e r a t i n g  t h a t  the  s u c c e s s  of  a S u p p l y  
Branch i n  war must be  founded  upon a sound o r g a n i z a t i o n ,  a c a r e f u l l y  p r e -  
p a r e d  p l a n ,  and comple te  c o n t r o l  o f  the p l a n  by the o r g a n i z a t i o n  t h r o u g h -  
out  i t s  e x e c u t i o n ,  

. 




