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WAR-D~A~RTM]~T"' G]~ ERAL STAFF. 

Orxsin. 

The War P l ans  Divzsxon  was c o n c e i v e d  and o r g a n i z e d  w i t h  
two ma~n o b j e c t s  i n  v i ew  - one t h e  p r e p a r a t x o n  o f  w~r p l a n s ,  and 
t h e  o t h e r  t h e  f u r n x s h i n ~  o f  t h e  Gene ra l  H e a d q u a r t e r s  i n  t h e  
Theater of Operations w~th the nucleus of its General Staff. You 
all know of the waste, ~neff%c~eney, and even scandal connected 
with our mobillzat~on in the Spanish War. Dur~n~ the ~orld War 
xt was not until weeks after General Pershin~ had been in France 
that the size of the force necessary was dec~ded upon and men and 
industry could be put to work ~n the Zone of the Interior to pre- 
pare the force for the Theater of Operations. When we entered 
the ~orld V~ar there was no body of officers immediately available 
as a Staff for the 0ommander of our fzeld forces and then partxeu- 
larly it was essentxal not to disrupt the ~ar Department Staff. 
Upon hxs return home xn 1919, General Pershln~ appointed a board 
to reorganize the General Staff and the present War Plans Divisxon, 
the result of the recommendations of the Harboard Board, came into 
exxstenee on September I, 1921. 

.o.r an  zat', on. 

The War Plans Divislon is the smallest d~vls~on of the 
War Department General Staff and ~ allowe~ but twelve officers° 
It has a chief, an exeeutxve officer, and f~ve seotlons, v~z., 
G-I~ G-2, ~-~, G-4, and an Air Sectzon. 

Dutles and Tasks. 

The dutzes of the War Plans Divxslon can be understood best 
by considering the Divlslon from three d~fferent aspects, whxah I 
~lll now outl%ne, dlscuss briefly with illustratlons, and refer to 
several times later, vlz., - 

Fir st: Zone of Interior. Strate&xea! vi~p0~nt. 
~ AS a divisikon Of the War Depqrtment ~eneral 
Staff, char@ed ~Ath studyin& from a strate@xo 
v~ewpoint all matters whloh affect the n~t~onal 
securxty and the m~xntenance of national polxcxeSo 

Second:  Theat%er of Operatlons V~ewpoint. 
As a Dxvisi0n ~'60ntain~n~ Certain officers who 

are desx@nated xn peace time as the nucleus of 
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the General Staff at General Headquarters in 
the fxeld in time of war and ~ho represent 
the viewpoint of the Theater of Operations. 

Thzrd: Naval Contact Viewpolnt. 
" ~ AS %he General Sta'ff Div~sien char~ed with 
representin~ the War Department in all matters 
of concern to both the Army and the Navy. 

Considered in the first aspect, that xs as the Zone of the 
Interlor strategist for the War Department, ~he War Plans Dxvisxon 
haadles many routine matters. For example, ~t prepared several 
studies for the Preliminary Conferer~e on Disarmament and one of 
~t~ members is now wzth the Amerxcan ~ssxon at Geneva. It has 
recently completed studies expressin~ the v~ewpo~ nt of the War D e- 
partmaut on such questxons as "The M~l~tary Value of an American 
Merchant Marine", "The ~litary Value of Inland Waterways"; "The 
Policies whxch should be advocated by the United States in the 
forthcomln~ International Radio Conference", "The Policy whxch 
should ~overn the sale to Fore~n Governments of newly adopted 
Aeronautical Equipment"; etc. 

Oonsidered in ~ts sesond aspect o that xs from the Theater of 
Operations viewpoint, War Plans Dmv~slon mn~tiates and lays the 
foundation for all Army War Plans, Special Plans, and Defense Pro- 
Seats, Since it zs assumed that our foreign possessions w~ll be ~n 
the Theater of Operatlons xn time of war all matters affecting the 
defenses or the Garrisons of our foreign possessions are referred to 
War Plans Dzvlslon. So also are all matters affeotin~ the looat~on 
and armament of the seacoast defenses of the Continental United 
8tares. Typloal routine studies made under this aspect are: 

Extension of the proposed Selectee Service 
Law to the Phil~ppine Islands. 

Use of Non-toxic and t o x i c  ~ases under 
Special Plan Green. 

Mlne Defense o PaoifiQ end, Panama Canal. 
~ n t i - a ~ r c r a f t  defense  for Panama. 
Locat ion of  16" ~uns, P a c i f i c  end,  Panama Ganalo 
Locat ion  of  a i r  base ,  Caboaben, P h i l i p p i n e  I s l a n d s .  
Prevzszon of searchlz~hts for Hawazzan DoFfs 
Sltuatlon of American Forces in Chlna. 
Deterioration of Submarine Mine Gable, Harbor 

Defense of Pensacola. 
War Reserve Items of Ammunltzon for OverSeas 

Department S • 

Oonsidered ~n ~ts  t h i r d  a s p e c t ,  t h a t  i s  as r e p r e s e n t i n g  t h e  
War Department in  ma t t e r s  of  4 o l n t  concern  wl th  t h e  Navy o War Plans 
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Division, through its membershxp on The Joint Army and Navy 
Board and the Joint Planning Comm~ttee, prepares a ~reat many 
studies@ For ~ample. 

Instructions to the Oommandin~ General, Panama 
0anal Dept., r elatlve to Jolnt Army and 
Navy E~ero£ses. 

Allocat~on of sh~pp~nG to the Army and Navy 
• n War • 

~mmsorsh~p and control of cemmun~cat~ons during 
Wa r. 

Policy relative to the development of a~reraft 
• n the Army and Navy. 

Joint Plan for Defensive Sea Areas, Hawaiian 
Islands. 

Estimate of additional funds necessary for 
Joint Exercises, May 1927. 

Btra~~ Plan Green~ - Naval 0.operation. 
Joint Ut~T~z~on, Ford Island Army Garrison 

and Navy, of specified naval ut~l~t~es. 

J olnt Army & Navy Board, and Jolnt Planuzng ,Commzttee. 

The ~oxnt Army and Navy Boarf @onsists of the Chxef of 
Staff, the Deputy Chlef of Staff, and the Chlef of the War Plan~ 
~AVlSlOn of the Army, aria three offleers oeoupyin~ slm~lar pos~- 
tlons for the Navy. The Jolnt Plann~n~ Committee consists of 
three or more officers from each of the services created to do 
detallea work for The Joint Board. The A n~ olf~cers on the 
Joint Plannln8 Committee are detailed frorm the War Plans D1vlslon. 

Method of Work° 

From what has just been sa~d wlth respect to the three 
basIo vlewpolnts of War Plans D1vlslon relatlve to subjects handled 
by the Dzvlslon, it is evident that the scope of shbjects covered 
Is rather large. Th~s large scope necessarily brln~s the DlvAslon 
into almost dally contact w~th other a~encles of the War Department 
whlch agencies contaln officers who, from the nature of thelr 
dutles, have acquired considerable znformat~on on the partzcular 
subject in questlono It is, therefore, fundammntal that the D~v~- 
slon make the most of thls speolal~st knowledge° Hence the D1vls~on 
is, in all its work, in close contact not only w~th the other 
Dlvlsions of the General Staff but wxth theeombat and supply branches 
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as ~ell. Frequent informal consultation Is therefore of &rear xm- 
pcrtanee, particularly ~n the prspar~ti~n of b~si~ war plans, 
and borer they are xn shape to submit to the ether Divlslens of 
the General Staff for comment or ~cncurrenoe or to the Chief of 
Staff for approval, even thou@h the work of the ~iv~sxon ~s to be 
the basis of plans tha~ are %o be the futur~ work of other General 
St~ff Div~s~ons ~n elaboration and supplementin G the War Plans 
Divislon, s bas~c plan. 

Within the Division itself~ the sections are not watcrtight~ 
but are usedpr~marily to give a continuous and ecnsi~ent ep~n~cm 
for the section alo~ functional l~nes. As a General rule each 
p~ece of work ~s charged to one officer whoso ~ty it Is to push 
it to completion. He is asslsted waen requested by the other of- 
fxoers and the views of the e~t~re division are obtaxned when the 
work ~s ~ompleted in draft form~ 

War Plans ,Spectra! Planl, Defense Proj cot. 

Oomin~ now to the work wnieh Gives the Dxv~s~on xts name, 
let us consider War Plans and Pro~ects, 

We apply the term "War Plan" only to those major plans the 
executlon of whmch would be preceded by a declaratlon of war. Our 
mmnor plans for dealmnG with a state of anarchy In Mexmeo, for re- 
storation of order mn Cuba, for the reinforcement of our forces xn 
Chzna, and for suppression of Insurrectxon an the Phzhpp~nes are 
called Special Plans, We have De~en~e Projects fo~ our foreign 
possesslons. We wlll first consxder Plans and ~hen t~ke up Projects@ 

As to the Zone off the Interior strateg~ for the War Depart- 
ment, we consider wh~t plans are requlred and the order of thelr 
priorlty xn preparatxon° With thxs prxorzty established by the Chxef 
of Staff, ~e fix our attention on a speo~fxo s~tuatlon and call on 
the G-2 Dxvlslon for all pessxble data. From this we ~et our estl- 
mate of the enemy situation. By ecnsultatlon with the oth~r War 
Department General Staff dxvis~ons, partiouiarly G-3 and G-~, we 
get data from which oau be prepared an estimate of the strength and 
availability of our o~va forces. In general, such eoneiderat~ons 
at once ~nvolves War Plans Dxv~sion in x~s thxrd category of dutxes, 
namely ~ts ~ava~ contact, beeausein pract~caliy ~II our plans both 
Army an~ Navy forces wzll be empleyedo 

W~th this background ~'ar Plans Division Is ready to draft 
the Army Strategical Piaz, that ~s xt is ready to exercise ~ts 
duties of the second ~eneral category, namely to act as the theater 
of Operatxons representative. The Army Strategical Plan consists 
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essentially of a statement of the objeetlve of our Ar~v operatmons, 
a general ~eserxp~ien of th~ character of the operatmons to be 
~ndertaken, and a statement ~n general termS of the forces necessary 
and the ~mes and pla~es th~/ are %~ oemade available mn the 
Theater of Operations and of a plan for thezr in~tzal ~trategxcal 
~mployment. This Str~tegmeal Plan %s the b~sis upon which is pre- 
pared all the ethe~ plans for the war. The Zone of the Interior 
ms a great faeterywhleh w~li be put to work to turn out troops 
and supplmes of all ~nds and which a~tivxty must have a plan of 
mrs own for the work that xt ms to do. After the Strategical Plan 
has been approved, War Plans Div~szon pr~Dares an Annex to it whzch 
mndlues certain details mn ~onnectlon wmth the replacement of per- 
sonnel, the maxntenan~e of suppl~es, anc other ~nformatmon which 
~ill be necessary for the other ~eneral Staff Dxvxs~ons and the 
Branches to prepare their separate plans. 

After the Btrate~eal Plan and the Appendix War Plans Dlvi- 
slon have been prepared, the G-3 Division of the Nat Department 
General Staff prepares the Basic ~upplemental ~obillzat~on Plan 
founded upon the Strategleal Plan and the ~ar Plans Division ~nex. 
The other General 8ta£~ Div~slons then prepare their Appendlees to 
the G-~ Basic Eupplemental ~obil~zat~on Plan and based on these 
Apoend~ces of the General Staff D~vlsxens, the Branch A~inexes and 
Corps Area Ar~nexes are prepared. These Annexes are in real~ty the 
separate plans which set the zone of the interior macb~no~, to wor~. 
Untxl they are completed we earshot be said %o have a plan for any 
particular war because ~he plan cannot be put ~n~o execu~io~ until 
the people who are aotua~y gozn~ to do something kno~ what they are 
going to @o and hc~ they are go~r~ to do xt. 

Statms or Present Plans. 

(I will now gmve you an outl~ne of the present status of 
all plans and projects, which, bexng secret matter~ will net he 
zncluded ~n the ml~eograph of thi~ lecture° 

We w~ll n~; eensider Projects. 

A ~Iztary Pro0eat is a formal enunciation of an important 
mxlxtary object to be aceemplxshed, together with (I) a det~lled 
statement of the means required, and ~2) a scheme and program for 
provldmng such means, all cased on an zncluded study of the object 
~o he a~oomplished and of hhe various factors affeotmrg zts aeuom- 
pllshment. 

The ProjeQt for the Defense of 0ahu, for example, is pre- 
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pared by the Dep~rtment Commander and speezfies how that commander 
contemplates utiliz~n~ the personnel and materxel made avaxlable 
by the defense pro3ect xnsofar as iw xs already so ava~laole xn 
0ahu. Since the whole responsibility of defmndin~ Oahu w~th the 
means ~ven hxm rest.~ upon the Department Oo~ander, this plan does 
not require War Department approval, but ~s, of course, subject to 
znspection and te~ by proper authority. 

Industrial Mobi ix zat~ on. 

~ost o~ the War Plans Dlv~on, s plans and pro3eets mak~ 
no demand worthy ef the name upon the ~ndustrial r~sources of thzs 
country. In connect~en w~th them we are anxious only that two 
th~n~s shall be ac~omp!ishe6~ F~rst, that a thorough industrial 
survey should be completed and contacts establ~shed ~o that allo- 
cations for procurement ~an be made quickly and so that all eon~usion 
and waste of time can be avoided. Secondly, we hope that our plan- 
n~n~ ~ all time w~ll result ~n the future ~n takin~ advantage of 
our past experiences. I remember when General Krauthoff was 
Quartermaster durin~ the Texas G~ty concentr~txon, he caused to be 
kept for a perxod of t~o years an accurate reoord of ever bolt and 
spare pa~t used ~n the repair of the wa~on transportatxon. Thxs 
experience was valuable in determ~nzng the requirements for maxnten- 
ance of wheel transportation, for the vehimles were ~n daily servxce 
under unfavorable condlt~ons. However, at the begxnning of the ~orld 
War somebody m~de a decision that for every wagon purchased there 

'~ that would ~Ise be purchased 25 percent spare parts, he result ~.as 
at ~c~ Xork alone there were accumulated over 70,000 wagon wheels 
which were not needed at all. 

The solution of the problem of xndustrxal mobx!xzatxon must 
be worked out for a major mobil~zat~on. £n this connectzon War Plans 
Division is ~.nterested not only in the preparation of plans to pre- 
vent the ~onfus~on and ices of time bu~ xn the assurance that the 
demands created by the ~trate~zcal Plans ~xll not have to be altered 
due to the lack of critical r~w materials. Studies of posslole 
future contin~enoxe~ ~an be profitably procured at thls college on 
the basxs of problematic assumplon without relatxon to any sp6czfxc 
stzat e~cal plane 

An attempt ls made to build our plans on the sltuat~on as it 
is toda~. There is always the probabil~ty~ h~ever, tnat a perxod 
of strained relations would precede any ma2er ~ar, and that we could 
augment ~o a considerable extent our prepredness before the actual 
declaraSion of war. Take the on~ ~tem of a~reraft - we mxght well 
be~xn the manufacture of a larse number o£ the latest t>pe of motors 
weeks before the declaration of war. In ouch a case our mobilizatxon 
would be advanced Sus~ that much. When the procurement requirements 
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are work~ out for any mpeo~flo war, based on ~the ~ituat~on as 
it ~s today, ~t would be an easy matter to put before the ~hief 
of Ztaff the mo~t ~mportan~ ~asks to be aeoompllshed d~rln~ a 
perio~ of stralned rel&tions. 

(A statement o~ u~rtaln vlt~l installations and areas 
wh~eh hav~ be~n oons~dered in oonneotlon with a see~et plan anm 
which mtatement zs ti~elofore omitte@ fro~ this par~ra~h). 
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