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PROCUREMENT PLAFNIMNG

It 1s generslly conceded thet vhen we entered the Torld
Var weswere not in a mosition to at once stete within any
degree of accuracy our needs for the supnly snd equipnment
of owr forces.

Plans on which such an estimate could be besed were not
availeble, nor had the mapnitude of their preparation on such
a vast scale ever beenh visuslized by menv, 1f any, of us.

In the procurement of sunplies, where forrerly we were
concerned with figures representing ounces snd cents, we were
suddenly celled upon to grope with quantities representing
tons uron tons nd mrllions of dollers.

This morning I vall endeevor to touch on certesin
features of Procurerment Plasnning ss you gentlemen know 1t
fron your studies and other features that will tend to braing
out the corplexities of nodern war and the demsnds 1t makes
wpon the rndustriel structure of a large nation.

Let us consider the origin of Procurement Plenmning. Like
many other things thet now seem so familier to us, 1t wes
conceived through dire necessity. The lessons of the last
war show that not only the United Stries wrs unprepered
industrially, but also thet most other nstions in the war
were 1o a preater or less degree unprensred

The needs of vest ~rmies mrallel the needs of industry -
thet 1s, the beses 2re the seme as in the o1 dinery economic
progrem - canitel, f-cilities =nd equipment, power, lsbor,
raw materinls, transport:tion, storage -nd dastribution, snd
marketing the finished v oduct.

The verv word "mobilization" meins to :ender mobile or
flexible.  Above 11 things militarv plans mnst be flexible,
for there enters #n element not mch 1n cconomic plens.

Business c¢veles are well ¥nown, flow end ancrense in populstion
can be estimeted over & overiod of vears vaith reverkeble
accuracy, but no v y exists, nor will there ever cxist, by vhich
the chonges of o militery situstion con be Toreosecen.

The fundemontsl dafficulty with ouwr drocurement progrem
during the World ¥.r wss th -t there se¢re no mobilizetion plans,
lacking which the Supply Br:nches, even though hed they been
organized snd treined to handle so vest = problem, could have
made no beginning becruse there wos nothing upon which to bese
reguirenents.
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Boack 1in 1893 in - Dbook entitled "The Art of Subsisting
Armies 1n T-r" bv Genernl Sherpe, the nccessity wos urged of
ere taing = Departrient of the Governrknt to mobilize the
resources of the comntry in tine of wors  No sttentaon had
been prid to this important nattcer in the intervening yeers,
though 1ts necessity was frequently urged.

In the varly port of 19017 1t becnme epperent thet we
would shortly be drswn into the wer. In anticipntion of this
1t was decrded thnt 211 possible prelimin-ry steps should be
t~ken to prepare for the prompt purch-se of clothing end
equiDage end tebles were prepsred giving the requirements for
600,000 nen including the Reguler Army end Netion~l Guard.
Tth the Selective Service Act these two cormponents were
excluded from the 500,000 men to be rrised end estimrtes were
prepared for the supply of 1,078,000 men. Imnedi-ctely ~fter
the pessage of thais act 11 wes learned thet 1t contemplated
calling an additional 500,000 men. In July 1917, the figure
went to 2,000,000, end in August it wes deerded to shap
monthly inerenents of troops overseas

Thus 1t went all along, Requirements could not be built
on 5 gound basis, avsilable sporovrintions were exh-usted,
conflicting opinions, and vhat not, =ade the mission of the
supply branches extrenely difficult.

That the lessons of the Vorld Wer mipht be put to
profitable use, Mr. Weeks, the then Secretsry of Ver, started
in 1921, the framevork of the structure now being erected by
the Branch Chiefs, under the supervision of the Assistont
Secretry.

This structure, gs you know, was built sround the first
War Department General Mobailization Plan In fect, even praor
to the 1920 cmendnents to the Netional Defense Act, 1t wss
apparent that the quantity of the then existing militery supplics
which should be reteined es provision agrinst fnother emerpency
could not be estimmted until some specific orgr-nizeation of the
Army and 1ts rete of prowth in snother emergency should be
determned The result wes the so-cnlled six frrmy plan,
vhich v1th but =inor chonges, hns been corried dovn to the
present s#s our "line of depsriure".

However, =s the Purchese, Storage and Treffic Division of
the Genersl Staff hed teken over the supply functions of 11
branches ond had combined the old lists of supolies, it wes
first necess ry to heve the responsibilities of erch brench
defined.



After the return to the sover~l brnches of those supplics
fornerly procured by them vith certoin exceptions rgreed upon
as being corrion to two or riore brrnches, the first concrete
step ves teken This wrs the prep-r-tion of s "shopping list",
so thet we could tell whet we wrnted to buy.

Having our list of ~rticles ~nd the mobiligstion plens,
the mechanicel computestion of guantities required was
relotively simple. It rmight hove been assured, and I su sorry
to sfy, 1s essuned by nany, thet since the Arny vould comprise
only sbout 1/30 of the entire populstion of the country, they
would require snd consune about 1/30 of the ordin~ry serticles
of food and clothing, so th-t the problen would be merely the
diversion into Army chnnnels of the sfme amounts of food and
clothing as the soldier would heve used 1n cival life. This
assunpt ion is wide of the truth, however. The Arry purchesed
1in 1918 nore voolen socks than the country nornelly vroduced
in en entire year for the vhole pooulntion. It purchased nore
then twice the gross production of blenkets ~nd three tinmes
the production in military gloves, vhile the purchases of vool
along were far grenter then the annual consumption of the
entire nation

It soon becerme evident thrt this vost nunber of 1tens
did not all bear the seme importence to the militery effort
The Office of The Uuarterrmaster Genersl then studied out, in
coll~boration with G-4, Wer Department General Steff, the
relative inportnnce of all articles on our list. The result is,
the Assistant Secretery of War hes epproved & tebulstion of some
200 1tens, such as woolen tertiles, and erticles menufectured
therefrom, tents, shoes and lasts, vehicles, etcetera.

In proewrerient planning es an current planning, the first
requisite 1s to deterrnine definitely what 1tems and the quentities
thereof, are needed. Purthermare, 1t 1s equally necessery to
kmow vhich of these 1tems end how rweh of esch 1is gveaileble.

Then rnd then only cen plens to procure the deficiencies be
intelligently epprorsched.

The corpnt-tion of i1nitirl reguirenents 1s the simnle
process of ewplying the various Tables of Allowrneces to the
Tebles of Orgamizetion and the sunnly rate. On the other hend,
requirenents for maintenasnce nust be determined from experience
data.

The compiletion of initirl requirements of en 1tem issued
to specified individuals or units 1s £ proécess not deeply
complicated or extremely difficult, but s slov, requires grest
diligence and familiarity with the Tables governing the issue
of the item. Tables of Organizetion are not slveys suthoritataively
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correct =nd frequontly they conflict 1th the Tobles of
Allovnecoss These instrnces -1€ guite numerous nd
consequently necessitote coreful checl of orpenizetion trbles
and froaucnt refercences to Tebles of Allovences. Difficuliy
1s ~lso exrerienced in srriving ¢t the mmber of -en felling
under the vorious classes emmersted in the Tobles of
Allor mccse The deter urction of hov dertein men sre rrred
or otherwis¢ equipped 1s necess r} Such ¢ simple 1ten os
cartridge belis, mounted, rnd certridee belts, disnounted,
requircd . thorough snalysis of evert teble of orprmnizetion -nd
t1ble of canipnent. Tor ex~mple, - nan ~rmed 1th pEstol only
15 21llowed a vistol belt, ~rmed vrath 1ifle onls, - dismounted
belt, nounted nd -~rred * 1th both pistel »nd rifle, e nounted
belt Excoptions 1n e ch inktence ~re made, ond pistol belts
are 1lso vuthorized for ccrtzin r.n not ~rmed. Ap-in, c'riridge
belts ore not vrescribed for nravetes of Ouartermaster Service
Conpenies of n Inf ntry Dirisyon nor to rien of motor rep-ir
gomv-nics or battsclions snd othcr mnits of the Ouertcrrester
Corps. In the Infantry, cert in hicvelists asre ermed irath
a vastol, while other nien of the s<we cless rnd mounted on
horses arc srrnied with ¢ rifle.

Tebles of Orgenizetion contain notrtions ~s to nountod nen
and indicate the number of bicyeles ~uthorized ~nd deductions
¢~ n be mede os to the arms ~uthorized. Meny of these tables
shov riore than one rm per on, vhile Tebles of Allov-nces
specify that mounted belts erc not suthorized for Infentry end
thet vhere the prstol 1s hot specified as the srn, the rifle
1s ~uthorizede.

For insignia for officers® snddle cloths, en un-essential
1ter: probably, the remificetions vere ~Imost unbelievable,
as 1t vos nccessery to find out hov meny officers of 11
branches were mnonnted in the six ~rnies fnd Zone of Interzor
and Comunications Zone.

The foregoing 1s nerely cited to show vou the corplexity
of the problent of computing requircnents.

The Supnly Branches by constont study of their requirenents
are ranidly elimin-ting assunptions vhich in past ve <11 were, due
to lack of definite dats snd exPerievce in procurenient planning,
perforce obliged to sdopt. Ls the vork progressed =11 of the
Bronches realized the necessaty for s revision of their require-
rents, ~nd I dcresey these rccomput~tions ere constently going one.
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Scver-1l fretors heve entered the problem of requircnents
since they were oririnallv computed vhich heve tendency to
reduce the originfl fipures on the rost essentirl requirernents.
The pranciv 1 of these factors ~re the ~pprovel by the ¥ir
Departnent of » defainite reserve of nobilizetion stocks and the
reduction of sllowances 1in certsin itens. The Querterns ster
Corps requirenents £re now in the process of revision rs a
result of the chenged conditions, vith » viev to orvercoming
what seemied to be an alrost i1mpossible production demend 1n
the early months of the program=. The reserve of mobilizetion
stocks authorized by the War Deperttent hos reduced this
initial denand, so that industry, 1f colled upon, could get
into production upon » greduslly accelersting besis, re-ching
nmaxinun vhen required, ond then neinteining 1ts speed ss long
as requireds When the studies are conplete on these essentisl
itens we will have surnounted the one obstacle generslly
pointed out by business men vhen ~pproached for survey. These
studies have developed to e degree vhere 1t 1s sefe to sey
the total denend over the two years of the progrem will not be
naterially altercd, but that an equilizetion of the demand
will ai1d industry to bear its load.

It has frequently been snad thrt the requirenents in
clothing, when sneljzed on # peor nien besis, eppeer ¢XcCeSSLVE.
However 1t is not herd to reelizo thet fron the soldier st the
front to the nroducing freility 1s « long distence snd o long .
time factor comtrols it. The Zone of Interior plans conterplate
the use of twenty-nine supply points under Corps frez Cormenders
These in effect are small depots, =nd esch rnust be stocked
et the outset of robilizstion. Add to these the concentretion
canps, nnd the crestion of stocks for the Thestre of Onerstions,
end on top of thet the Suoply Br-neh depots, plus rolling tire,
and the dispersion of stocks 1s necessarily great.

¥hen the mass requirenent wrs knovn wve mew th-t studies
and survevs as well ss the actu~l procurecrient would have to
be done by field installstions. The Wvartermaster Corps was
fortunstely situsted in this resnect ns - result of the
World War, ~s in Julv 1918 The Qusrtermestcr Genersl est~blashed
13 zones of procurerent, known «s general supply zones, snd in
vracticelly all of these we sti1ll have active depots. This
ststen of zones which wag carried over for use by the Director
of Purchase and Stor ge, served to decentralize the actuel
oberations of urocurcnent snd distribution, while =t the senc
time the lines of control were fprghtly held in the verious
divisions of the Office of The Quarterraster Genersl in
Washington.
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With the estoblishnent of the Var Depsrtrent Districts
by the Assist nt Secret-rv of Wor, the task of studying out
the detnils of owr vprocurenent plenning w.s deleg~ted to the
agencles est~blished therein. Theirs 1s = continuing nission,
and 1t 1s being verforned in £ vert sotisfeetorv ronner. It
1s @ never ending process, as more thsn eny other supply brench,
the Quartermmster Corps 1s concerned vith the going cormercarl
facilities of the Nation, end 1t follows thrt conditions
affecting these feacilities are re¢flected in our Plense

The hebit hes grovn in the Ourrtermaster Corps of
erlling the survevs made in the ficld "industrirl surveys".
This tern 1s misleading, ‘s the Vrr Depertrient 1s not et present
engaged in surveying the industries of Anerice. What it 1s
trying to do 1s to neke up o "shopping list" end then faind
out where the supplics can be procured.

Conplete surveys of a1l the frcilities of the nation
would be the ideal wev to ascertsin the country's productive
caprcity. However, for obvious re~sons, such & step 1s not
precticeble 2t this time, ~lthough eventually this should be
our goal At present, in order to speed up our vork, only
an adequate number of reputable freilities in esch distraict
are being surveyed to insure our ebility to meet the district's
appor tLonnent Thus 1t will be observed, we ere fssured of
a very positive and substentiel fector of sofety in the
productive capscity of the fecilities not yet =pprosached.

It rust also be borne in mind that in placing the
accepted schedules of nroduction with feacilities ectually sur-
veyed, not over fifty percent of any fecility's cepescity is
being dreswn upon. This vermits the fecilities to devote the
reroining apnroxinately fifty percent to f1ll requirenents for
coniercial use, which in extrene energency could elso be
diverted to needs for the national defense

Trrth few execeptions, rost of the 1tens procured by the
Quarternaster Corps arc, or are sinilar to, cormercinl 1tems, snd
we therefore believe that with these sefetv factors, no
dafficulties will be experienced by the Quartermaster Corps when
the plans re~ch their final dcveloprent.

While I em on the suvbiect of surveys end facilities,
I thank 1t raght boe well to touch upon sone of the difficultaes
with which the br-onch representstives an the dastiricts are
confronted, and vhich have a considersble beoring in the showing
of materisl periodicel geins in the freilities surveyed. It 1is
true that while a limited sum of rileage 1s mode ~veilable for
the travel necessary to visit the frcilitiros, nany of the
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district officcrs arc reluctant to undertsle such trovel

bec nmse of the I'ret th-t their ¢xpenses in connection 11ith
such visits ere for 1n cexcess of the mileage ~llov-nces they
recolve upon conpletzion of the trap. It 1s not rersgonchble
to expect anyone t¢ undert-ke trrvel in connection vath surveys
rhen such dntv reguires expenditure fron personrl funds.
Every brrnch chaef has recormended thet the presont milesge
laws be chrnged so ~s to per1tt per diens to be peid officers
while tre-veling on "rocurenent planning. I understand thet
the 0ff1ce of the Assigtent Seccrctrry of Usr hes propared fn
anendnent to the present mleesge lows vath » view to branging
about necess~ty changes. Unless this 1s acconplished, I
feel thet ¢ven the "resent linited funds rthoraiged for
survey trork will not be utalized to the best esdvontepe.

Althourh the Supnly Bronches r gquare not over fifteen
percent of the monuf-cturing cepricity of the countrs, do not lose
gight of the economics of this cntire problem. Among the first
elerents I rientioned wos row ~wricriels. Vithout an adequete
supply of these the frctories of the country would stepgnate.

So 1s 1t 1n wor ¢s in Pesce, and ns ¢ netter of frct, the
couses of nost wars include the desire or necessit- of a
nation to acquire gources of ray naterials sufficient to
naantaan the soci~l end andustrisl febraic of the nation.

Conservetion o~ the noturel resources of the country hes
corie to be of the utnost n-tional importence. This 1s true
in pesce, and in war nust be 2 pasrenount considerstion of the
Governnent . And let rc sdd herco thet 1t 18 c¢quelly essentiel
for the fr yies to conserve the supplies issued for their use.

Conservotion s £n import nt frctor in thet 1t provides s
neensg by vhich the cntire resources of the country cen be rede
avalleble durang ¢ netional erergency. It enbroces the
slirmanntion of wosteful snd non-cssenticl uses of nrteriels snd
lobor and nrovides for their diversion -nd concentr tion on the
frbrication of the essenticl iters. In the preservetron end
eluiin~tion of wuste industry itself hes rrde such renarkable
strides so thet tedey laittle, 3f ny, rew neteriel rerrins
un-utilized.  The enorrnions quentities of by-products now
marketed formerly went to weste.

Thile on the subject of by-nroducts or derivetives, 1t 18
ay belief th~t 11 officers engoped in procurercnt plonning
should give this subject consider~ble study. The tine ney
core when in disdussing prices of » corrodity, we crn hold up
our cnd nore wntcllipently end ~1lso be 1n ~ better position to
sefepuard the Govermmeat's interests 1f we hove ¢ generel
mowledge of the connercial by-products of the corrodity under
discussion.
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Conservotioh in the THeotre of Opcrntions is of utvost
mport nce to the Corminder. It vrs ny goed fortune to hove
had something to do vith the swplv of the troops of our
Expedition i Forces in the Co bot Zone, nd I wes frequently
confronted vith diffic1lties an their supplv thich directly
or indircetly could be traced o the unpreporednoss of our
Watione Our difficulties vere further -ggraveted by our long
line of cormunic~tions {ro- our hore ports of enberketion to
the Theatre of On¢rations.

At thrt time the resources practically throughout the
world were being drewn upon to the mexanun. The long lines of
corrunications by land =nd se-, tr1ith congestion + our home
ports of erbnrk tion snd the meraitine drfficulties to he
surnounted enroute rade 1t essenticl th 't every ounce of
foodstuff r~nd everv article of individusl cnd orgenizetional
equip.ent be conserved, #nd in ,renorsl 1t my be steted thet
with very few excentions, every effort wos »»de by r£11 concerned
to nrevent westege ind ris-usc of suppliese.

Shortapes i1n certain erticles verteining to neerly all
brenches an indavadunl end orponizationel eguipnent were ever
present until approxinately Senterber, 1918 -- seventeen months
after we entered the wer.

During the nerrod fron Jenusry to March, 1918, owing to e
shortege of clothing, 1t wes necessarw to obtain from the British
for 1gsue to our troops, blouses ond trousers of the type worn
by nen of the British Arrny These issues were, however,
confaned to mersornel of leobor orgenizeticns.

The demswnd for shoes was very heavy, -nd ot one time the
avallerble supply of shoes wes incdequrte to recet the demends and
large quantities of Prench s#nd British shoes were drocured to
overcorie this discrePsncy. Unfortmnately, however, the type rnd
last were of a kind £9 vhich our troops were not ey 'ustoned,

‘nd their use resulted in meny foot troubles. Fortunetely,
shiprents begen to srrive end the issuance of the foreign types
of shous vos discontinved

Up until a few nonths before the frrastice, ve were never
in 7 posztion to equip the organizetions with the full allowonce
of therr aoctor trensportation, rnd siulerly for o tire, there
wes o shortape of rnotor prrts and -ccessoriese.

For obwious recsons, 1t v-s not fersible to bring over the
required nunber of snimels froa the Unitea Stntes, end 1t wns
necessry to procure by purchese in France snd other European
countries mny wingls to malke up to o certin extent the lerge
discrepencies then existing. The totel nurmber ~uthorized for
orgenizctions nd necesscry for replacerient wes never svailoble.
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Other 1terns short were - Pagons, escort, Rollaing Kitchens,
Carts, Ration, Corts, Medic*l, Cairts, Weoter, Uegons, Corbat,
Wogons, R. & B+, Aabulonces, Pistols, Autorrtic, Cnl. 45,

Very vistols, Fire Control kguipient (mnchine gun and artaillery),
Blecksnmith tools, Rifles, fatted vith telescopic sights ~nd
pouches, 3 Inch Stokes Mort-r Equipnent, C~ble, 10 prar, cut

snd covered, switchbonrd, C-rts, vire, 2 horse, Cherging Sets,
Chests, Pock, Glasses, Field, Keys, Telegr: ph, Kits, Solddring,
Panels, (sone sets), Reels, Pryout, Sets, Redio, Sets, Testing,
Telephoness.

Studies are now under wey by the Brenches heving in view
the utilization, where prrcticeble, of sthstitutes for such of
the cormodities which rey present difficulties in procurenent in
sdequate quontities. Samler studies for determining the
possibility of inerensing the output of our locerl resources in
essentir 1 comnodities are #lso being crrried on.

As an exanple of the study piven this subject, let ne tell
you what the Departnent of Agriculture and the vwool industry
are doing to increase the production of wrool waithout incressing
the nuriber of sheep. In Oregon snd Trshington selected flocks
were oross-bred with a view to producing £ longer steple vool
The results to drte rre extrenely grrtifying, #s the werght
of the fleece hes been incrersed two pounds per snivel  Thas
pernits two clappings per yeer 1f desired, but the further
adventege of one clip 1s thnt there 1s less dirt in the fleece,
and therefore considersably less vaste. This 1s due to the
fact that the dirt 1s found nerr the outer ends of the fibre
and 1s the s~ne on short hairs ss on long. Henece 1f clipped
twice » year the loss 1s twice thot of the single clip. Thais
breed of sheep will be inereased ns r-pidly ts possible, and
the result, 1f all sheep in the country wore of the irmproved
breed, vould be an increase of rpproxirnately forty percent
in the nation's production of wool.

The contsct between industry <nd the Vor Depsrtent 1s
constently beconing closer and twore veluable, under the
stirmlus of the Assistant Secretary of Ver. The Guerternester
Corps, fortuneste as 1t 1s 1in procuring supplies, prancipally
corrercl 1 an chorscter, nales ve lued use of these contactse
More »nd riore, we incline toward the belief thet 1f we cen
present our regquirerient in £ given rrt1cle to the netronal
trade associotion represontetive of the industry concerned,
they con solve our problen better then we ctn ourselves. One
exsnple will suffice. Vhen vorking on the procurenent plen
for hides end tanning nateriels the President of the Tenners'
Council of Americe visited the Office of The Ouerternsster Generel,
studied the problen end sppeinted an Executive Cormittee in
the Council to cooperste vith the officer working up the study .
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Ls & result of frequent meetings and joint studics there

vag worked up a oroecurencnt plan, vhich vhen subnitted to the
sbove~-rentioned Exccutive Cormittee elicited the following
corrient fron the Chairman - "We think the plen has been edrirnbly
worked out and believe 1t to be basiely the best thet c-n be
adopted to hendle such 'n intraicate business". Such heerty
coopersation rs this from the lesders of whit 1s probebly the
fourth largest industry in the United Stetes certeinly sugurs
well for the future 1f we crn continue to tell andustry vhet

we went and let them tell us where snd how to get 1t.

It hes olweys been ¢ nooted question in ry nind vhether
surveys of facilities are essenti 1 for »11 importent itens
pertaining to the several brenches. So fer s the OQuasrterrester
Corps 1is concerned, trke some of the essentisl items of
individunl equipment, for instence, o1l of which rre rore or less
of comrercral type It would apnerr that the time factor in
getting the norrmsl snd mexinun capecity of the frcilities could
be neterislly reduced by derling dircctly vwaith the various
trades 1ssocistions producing eriicles required.

Take for instance the Service Shoe. In order to meet owr
requircnents as ~pportioned to the field, 1t was necessary to
cover opproxinately one hundred f£reoilitics, and eventually a
spgecific DProcurement plen for this iten vas submitted. It
appe?rs that we could have s»ved nonths in tine hed we asserbled
the leading representstives of the shoe industry cnd in
conference with then indiceted the districts end the itens,
quentities znd periods in which required. Ve could have seid
to them "Gentlemen, here is our problen. You know vour
fscrlities, their crpacities »nd loc tions. Let us have your
recotrendntion s to the euniteble distrabution of the entire
load by distriet, and furnish us the nares of the frcilities,
their loention e£nd their normal and noxirum output. In your
proposed distribution, rescrve for e-ch facilaty, so for es
1t 1s practicnble for you tc do so, fifty percent of 1ts output
to reet the needs of cormwercil life. Let us heve # steotement
of the nornel power requirenrents of the freilities, 'nd
increnrsed power requireents nccessery to meet this malitery
losd thrust upon then®.

I venture to sav th t in sixty ~nd not over ninety da}s
we cn get the infornction desired, ~nd further, I en also
positive thrt these representatives will furnish us s=dvices,
peracdic-lly, se1 once a yeor, vith such revision as nay be
nepessary to keep sbre~st of the chonges corronly ocourring.
Such = nmethod I believe would be nore expeditious and tend to
insure the distribution of ouwr load viih lesst disturbence to
the econome life of the n-tion. Laists then sent our distraict
chiefs would announce to them the facilities snd quentities each
would be crpable of producing for the Governnent when celled
uoon to do so
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Studaes of the rew "wteriols end cormodities which sre
clessed ~s craitiecal ~nd strotoepic are being given continuous
study tv the ¥or Deprri ont Corwodity Cormittees, n-de up,
as you know, of the Sunvly Brirch representatives. Besed on
these studies vhich bring ont our epgrer~te requarerments for the
Army, Nvy and cavilien popul-tior, topether vith the resources
and other detn, plens snd policies woy be evolwved which wall
insure the ste-dy flow of these cssential comr oedaties to the
desirntted facilities i1n the quontities ond tine poraiods
necessary to 1hsure the¢ fobrication of those 1tens which our
l1-nd :nd ser forces rast heve to cecorplish their nigsion.

3o far rs vossible, the existing rethods of distribution of
cerr1odaties throuph the ordinsrv trede chonnels should be
naintined.

Priorities rmst of necessity be est-bhlished not onls in
the distrabution of the raw materi~l, but ~lso in the production
and distribution of thce essential finished atens

Production con not be spceded up to the rexamuy output
wrtcdintelv bt the outbreak of on ererpency, snd therefore sone
stop=-pan tust be provided to tide ws over until production cen
"“eet our roquircoents.  The Visr Pescrves, as determinced by
the Gener~l 3tsff, arc intended to do this. These sre conposed
nrivwmrily of certoin essential 1tens of indivadual and
orgpanizationel cequipr ent representaing sorie of the supplies left
over from the VWorld Var stockages snd which ~t present, in rost
cosesy 7re in excess of the normal requirenents of the Army at
1ts oresent strengthe Thesc reserves, which e¢broce the
puthorized ouantitiee of scrvicesble 1te 's in storope wmnd those
an the hends of troops -- Repul~r Arrny end Nrtionel Guard --
and current stocks, h~ve been designated by the Generel Steff es
Mobilization Stocks, #nd ~roc estaireted to sdequately equap in
thosc 1tens Tvo Field Arrics or approxinetely 1,000,000 men.

There 're, houever, sorc shortoges 1n the ¢usntities of
certnin of thesc itens which st be procured in order to nake
the "wobilizetion stocks cemplcte ~nd svealable for the purpose
1ntended The money vrlue involved to nele uwp these shortages
15, I understond, soproxi intely nne aundred rillion dollsrs
($100,000,000 ), end obvionsly an snount too grest for us to
expcet to be nede svorl-ble in one lurp sun for the entire
progr Tl The only soltition therefare apnerrs to be to
endenvor to got the funds required in vearly increnents
extending over < period of yeors. I understend thot - stuvdy
of the short~ges in these essential 1tens 1s nov being nede by
the Genecral Steff, in collrboration waith the 0ffice of the
Assistant Secretory nf Ver, to deterrmince the order of nriority
in thear procurernent end the funds required therefor
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Next in imiport nce, ftor these shorteges have boen
provided for, 1s the nrainten nce of the ~uthorized nobilizrtion
stocks, otherwvise the 'wbilizrtion stoeks will never be
stebilized nnd such unsettled conditions, ~side fror beinp very
unsatisfretor:-, v111 tend to aincre-se the difficultics of the
brenches in their procurevent pl-nning.

Another metter of gre~t inmportence to the Ona termaster
Corps 1s the reduction of purelv militerv ~rticles ~nd the
adoption of articles used in the everv-dry correrce of the
country. ALl Ter Departient agencies are studving this festure
and 1{s 1mportence varrents considersble thonght on the part
of all officers. In the pest vear there heve been discerrded
twenty nurely rilitary erticles of Quarter wster supplies ~nd
we have adonted 150 cormercinl ~riticles. The continusnce of
this prectice 1s a prent help to industry in vrr production.

One of the responsibilities of The Ouarternester Gener~l
thet does not seem to be piven ruch prominence is the Procurement
of shelter. There can be no deles 1in housing ncw troovs end
constructing the hospitels, the water, sewer, lighting ~nd
other systers end utilitics necesscry for their vell-being.

Vhile 1t 1s contenplated thet existing buildings w111l be
utilized to the fullest extent nossible, 1t is renifestly out
of the question to do this for lerge concentrrtions ond nerw
congtriuction nust be utilized.

In order to intelligently prepere our wrocurerent pl-ns for
construction requirenents, it 1s nccess~ry to hove ~veoileble the
datn which the Tlar Depertnent Generel Mobilizetion Plen directs
the Corps frer Corrianders and Brench Chiefs 4o furnishe Of the
nine Corps Areas, all but two heve been reccived to dete. Very
few of the Brench requirenents hove been received so fer.

There 1s, of course, considernble vori'nce in the require-

nents of shelter, utilities, etc , 1n ¢ ch of the Corns frer plens,

and sinlarly there will be vaide differences in the requirenents
of e=ch of the Bronch »rojects. It c¢c n re dily be seen thrt the
deterrunction of the aggrepnte requirenents nf the variouvs
essential projects can therefore not be deteriiined 1 1thin

any reasonable depree of accuricy until thev cre nade aveilsble
Consequently, no steps con be t Yen to deter 1re <nd »llot the
epportionnents to the districts, snd foiline to heve those on
hand, progress in requisitions for facilities snd the “ttendsnt
surveys, vith © view to plecing accepted schedules of production,
cen not be h-~d.

®

For our own informrstion, w¢ have node ¢ tentetive estinete

in lumber reoquirenents, based on exPerience date from the Vorld VTear

and such pertinent dats extrncted fron the fer plons received to
date. This estiiate shows the need of opproxinetely two billion
board feet of lurmbere.
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Under the Tar Departnent General Mobiliz-tion Plon the
Quarternaster Corms will be enlled upon to procure horses - nd
mules £or all Governnent reneies -- the Arry, Navy ~nd Merine
Corms and #1l othcr Governnent ~ctaivities. The tot-l requirerients
in horses nd nules, all classes, for the first nhase ~re
323,623, end for the second ohrsc, 328,943, or ¢ tot-1l for the
first twelve nonths of 852,566 To this nust be added ten
porcent for replecements, n-king < prena totsl of 717,822 enirels.
Plans for the mrocurcuent »f the ninels reguared cnbrece a
Decce-tine set-up of five Purchesing end Breeding Herdquarters
with smecific territories assipned, termed Remount
Purchesing Zones.

Ls ~» war-time expension of the Parchesing snd Breeding
Heedquorters, rlans contemmlate estoblishing forty (40)
Purchasing Boards, cach of which 1s capeble of procuring
100 animals ver A~y or avnroximstely 100,000 £ninals per
nonthe.

All horse and rmule denlers in the Five Purchrsaing Zones
have submitted tent:tive agrecnents ~nd nonthly schedules
under which they nropose to farnish, when cr lled upon, the
nurmber of ~nirals srnortioned to then. Under the plen
briefly sketched we will heve sve1leble spproxinately
4,000 experienced buyers.

The Ouartermester Corps mointains close snd hearty
cooperation with the horse desrlers snd fenciers of the country.
This cooperation i1s obt.ined through the rnediun of the fmerican
Remount Associntion, which is corpoged of aOnroxinately 1,000
officers of the Arry of the United States -- Regular, Rescrve
and National Guard -- and somewh-t in excess of 2,000
nrominent cavilien horse breeders ond Prnciers.

Our procurenent plans for motor vebicles provide
for the procurement 1n the first twelve nonths of epproxa wiely
226,000 vehicles of o1l classes and tybes. Of this nuriber,
anproxinstely 60,000 are rcquired for the first Phase. Our
surveys ere rapidly being doveloped end we will soon be 1n a
position to dofinitely determine vhether a1l our requirenents
¢ n be met in the nurber, classes snd t1pes required, and
what substitutions, 1f sny, will heve to be vrovided for
such of the prescribed vehicles which c¢an not be procured in
the quantities and tine neriods required.
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We heve nlreody foreseen the necessity for the
develomnent of a snit-~ble substitute £or the Fonr Yhecl Drave
~s 't pPresent specified, vhich, from the dei- ~v-i1lnble,
anparently can not be procured in the guentities ond tine
required. Our reguircnents in this type rlone ~re in round
numbers 11,000 for the first phese, nd 48,000 for the first
tv elve nths. Based upon continuous exveritents -~nd tests
under service eoncditions, conducted by our Engineering Division
at Conp Holabird, The Ouarterrnester Genher«l hrs purchased tvo
chassis of snother type of Four Theel Drive, vhich, sfter
beang fatted vith bodies ~t our shops, are to be sent to
Conp Bragg for service testis. If these wvehicles neet the tests
which v1ll be mposed upon them #nd ere subseqguently sdopted
for use, we believe thot our procurenent progren for Four Theel
Drive vehicles con be met, #s rost of the ports 1n the reke-uo
of the truck being tested sre of stendard cormerciel menufecture.

Our requiremients in Rail Tronsnortation crn be developed
acenrately, only es erch of our specific procurement plans ere
finished, or st lesst those pertaining to the essenticrl 1tens
This dete s to the tonnege to be rnoved fron fcilities, when
counpiled from the requirements of 211 the Supply Brenches,
should be of gre-t essistince to the Arericen Reilway
Associstion 1n the mobilizetion of rsilroed cors. As you lmow,
the plens of the fssistent Secreter: of Wer, in the event of the
War Departnent Generzl Mobilization Plan being put into effect,
contenplate leaving the oneration of the rrilveys under thear
control. All we hrve to do 1s to indicate the tine, point of
origin, cless »nd gquentities of supnlies, sfnd the destination,
and the rrilways will do the rest, subject ~Iveys, of course,
to such priority rovenents as mry be deterraned bv the Teor
Devartnent . Only under such "n ~rrengenent cen reilwey moverents
of supplies ~nd troops be hondled in ~ satisf~ctory nonner,
provided ~lwass thrt we cooperate writh the r-ilwveys by prorpt
loading ~nd equally »rompt relerse of r-ilrond cers h-uling
our supplies.

In cowputing requirements in mrrine vessels and merine
supplies, we rmst depend almnst entirely wpon chertering, or
if necessery, requisitioning of ornerecial vesscls avoilable
where and when needed, #nd plan for converfing then into troop,
aniaal, cergo transnerts, etc. As you know, vessols vry to
a great degrec in cerrying caprcity, and it 1s necessery to
toke each vessel end determine hov the same c-n be converted,
exther for troop, snirel or cnrgo wrensport, when and as needed.

We hove arrived st the number of vessels required by =
nethod gsined from the experiences of the Torld Var, and besed
on the cerrying capscity of vessels in operstion, end have
worked out sn average troop ship of 7,000 net tons vhich will
carry 150 officers, 3,000 men and 2,250 net tons of cargo.



Simlerly, such - vesscel will ceyry 600 mirrls, 30 stock
tenders, and 5,000 net tons of ¢ rgo, ~nd r cergo vessel of
the sere size will corry 5,000 net tons.

Couputing the equinnent ond supplics for these -ver-ge
vessels, ve then have the nuiber snd size of vessels »nd -rount
of supnlies needed for ny given novenent by woter of troops,
aninals and supplies. Lists of vessels in ~perrtion ~rc kent
on file, with ¢ reserve list fron vhich selection w17y be rede
when needed. .

The lerger sspects of the entire problem, nower, lebor,
tronsnortation, etceters, have bcen the subject of sore of your
problens while here, sand I will not touch on them excent to say
that around this e¢conoric frovevork our nlans rust be built,
and thet e~ch of us must constently sbrave to brang these plens
to the highest degree of perfection.

There 1s n elenent of risk involved in ~ny <ffort to
appraise a rovemunt while that novenent is st111 an 1ts errlaer
and rnore enthusiastic strges, esteciolly vhen the sppreisel
1s nnde by one who 1s » perticipent in i1t. The sttenpt 1s
Justified onlv by the sccuracy of the frcts upon vhich the
apnralsal is based and the inferences to be drewyn fro 1t
Pleasc don't get the impression thet this plinning job 1s
ne~rly donoe. For from ite Yorrs of vork rerein theod of usy
but we are fortified in the belicf thet we hrve built unon a
solid found-tion capable of helding up the load, should it ever
becone necessary.

It 1s ~mportune to tell you th't at this tine all breonches
are shosting at the sane torget under well-defined policies
from the 0fficc of the Agsistrnt Secretory of Ter. For e
problen of 1its 1m1pnitude it wes, of coursc, refligzed thrt we
must walk before 1e could 1un, send neturelly consider-ble gropaing
WaS NeCesSS IYe Now however, e~ch bronch chief hes his problenm.
It 1s his respons-bilaty -nd he must solve 2t To the grestcest
degree possible he 1s to pe ellowed to cBbntinue vithout hrving
new f ctors injected. Haste snd over-zeal in procurcnent
planning should be studirously woided. This vork i1s of such
nagnitude rnd hes so reny reraficotrons thet unless given
deep study rnd the utrost crre 1s excrcised i1n leying the
foundstion "requirements" aad doveloping e~ch step in orderly
snd coordinated nrogressinn, we re ent to find n enorncus
egnnount of effort end ti.ae wasteds

A11 the bronches sre vorking diligently to reech the poel
when all will heve perfected the "lans pertrsining to the
essentael 1tens. This 1s as 1t should be, sna The Ouerternsster
General anticipetos thrt December 31lst, 1927 will sece the
conpletion of the "roject of the essenti~l :tens, snd th-t by the
end of 1931 the entire project should bo neeraing corpletion.
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Most of the difficultics encountered by the Br nches in
procurerient in the e rly phoses of the lest v-r oen be directly
troced to 1-ck of wmrior 2lwming, -nd T o n unhesit-tingly
st te th -t fron -y observaticn of the interest displayed s#nd
the "rogress noy beang . de by the sever-l supply bronches,
that should the e wrhency ~rise ~poin, their greot procure-
nent vrogre s will be lrunched vithout cheos and in
orderly progression.

Froa your study in thais Cnllege -nd the mweny intercstirg
ond instructive talks bv the n~ticn's leedaing industrialists
and proninent business tien, vho were instrunentsl in puading
the n tion through the nore or less cheotic pheses of the eorly
perxod of the war, vou have been equapped with # rentel picture
of the difficulties encountered in reeting the needs of cur
erned forces, those of our Allies, ¢nd of equel irportrnce,
the needs of owr civilian pomil-tion.

The difficultres encountered ~nd the rersures telen to
surnount thern should leave vith us prirerily ¢ vivid lesson
of vh t not tn do. Had we been prepered to pPresent o
reasonerble estirwte of awr srprefnte roguire~ents, n-ny of the
errors nede would never heve netorinlized, and by the s rme
token, the nessures reguired to lesd us beck upon the right
track would h-ve been unnecessary.

Therefore, in my opinion, we #nd those who take up precurenent
planning sfter us, and in fct, the entire netion, will profit
should the cnergency arise ~g~in, 1f we ere all prepered to
avold the mistakes, or if you plesse, the "don'ts" gleaned
frox the experiences of the freot war.

This College, in wv opinion, 1s @ greo~t inst tution and
now that the course has been extended to ~pproxiretely one jesr,
will soon be pleced on the semic plene as our other irportant
and recoghized rmilit ry centers of instruction.

Aside {ron the theoreticsl end nracticel benefits the
ropresenttives of the Branches receive ot the Army Industrial
College, 1t has o very brondening effect on the students.

In contact drily vith the officers of the other branches,
working together on siriler problens and £s members of
conmittees, etc., soon brings to each officer the reslization
that <lthouph hxzs own nsrticulor branch i1s en importent one,

the others <lso, in their svhere of -sctivities, sre equelly
mmmortonte All of us in our zeel nry sometines thaink thet

our ovn prrticular brench is the —wst importsnt one, but vhen

we wake up we find thst we are not the only pebbles on the besch.
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I h~ve heard 1t strted th-t this pProcurcment pPlenning
gare vill run 1ts course eventuslly s»nd thet interest in this
uvork 1s bound to lag. I know ~nd von know thrt a uetter of
such vital imortance can never cense to be interesting, end
1f preverstions for defense nean ~nything ¢t »11, the work
oust never be Permitted to lag. It 1s & project vit~1lly
effecting the seccurity of the n-tion during crergency, cnd
our netion'l economc structure irtedictely folleowing the
ererrency .

¥ trust thet your Br nch Chiefs, r11 of whon by the woy cre
Directors of this College rnd ere heartily in cccord 13th 1ts
mission, will find 1t precticeble to mormit es neny of yom,
as the exigencies of the service vill perrit to continue on
the 1 nrk and studies pertoining to procurement in var.
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