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GLNLCRuL SRIICIPLSS GIVIHNL. G THE OhGeNIZ..0ION

of the :

WeR TP STRCNT GENTR.LL ST B

Broa.ly speaking, the fundamentel principle under-~
lying the crealion znw urgenization of a Gemerel Staff is
bascd on tho necessity o coordinating -ni controlling
all the means at the disposal of the Fovernmment %o insure
the successful accomplishment of wny plon 6f military ac-
tivity that may bc dictatel by the Nautional policy.

.8 an immedi-tc corollary, it follows that .11 cfforts
looking tow.r.s th full usc of theso moans mﬁst also be
coordinate. and conitrollcd.

"Thesc erforts, consisoring the t<sk of the W.r Dep-.ri-
mont, may be groupcc un.er itwo ho.us:

" (1) %he in.ustrial offort:
{2) The Lilit.ry erfort.

The Torlda Wer illustr.tcs the operwtion of these two
offorts ..t their m«ximum intcnsity, for the m.gnitude of
the milit..ry eperations c.rriedi into cxecution zn. contom-
pletew wuring th.t war, togethor with the charwctor .nd
variety of the requircments nccess.ry to meet the unceds
thereot, were such .s to completely dominete the ir.ustrial
cnergy, «ctivity .n’ economical resources of the nation.
vhen the uecision Wes macc 30 plucc armics in Lurope we he.

at once to tuke stops to .ircet the incustries of tho cowm-
try towar.s the manufucture of munitions of Wer, Ll as
thesc mumitions incluwes raw maberizls of <11 kiaus, many
writicles menufacturcs for commerci-l use, «nc dn aac.lfijon
a Vast numbor of =rticles to mecet milit.ry roquircments
s0leoly, the wer beocims the grestest of incustirial erfforts.

This greot industrial wctivity, or effort, was there-~
fore orewted for but one purposc, i.e., the supply of tho
militairy cstoblishment creato. Oor enlirgod to meet the
milit ry situ.tion existing or foresecny; in oth.r woras, to
support the milit ry crfort.

Into the manufscturc of the v.st number of articles
pertcdining to the sevoril cl.ssificaticns entor r.ar moter-
iels wn. commo.ities common to 11 -~ l.bor, rzctories, —nd
other im.ustrial wcetivitics th ¢ must be divideld, daistri-
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buted on. awllottcd 'so «s to permit a pro.uction in accorawnce
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with the importance of the needs of the several classes of
supply to keep pacc with anc support the milittary effort.

This is tho task for which the O0ffice of the ..ssisftont Secre-
tery 0f "r was creo=teld unler tho Lct of Jume 4, 1920, wherecin
he is churged with the assur-mce of awcquate provisiam for
the mobilization of materiel ano incustri«l orguniz.tions
gssential to wor-time needs. .

If we consicer th.t tHerc is a strotogy of supply, Jjust
as we divide militery oper-fions into strategy .nw t..ctics,
we can boiter conceive of the functions of the General biaff
with referrnce thereto, for while the Gencer..l 3toff is ch.rged

with the coorwiiation, supervision ami control of supply, it

concerns itsc¢lf more with- the stritegy thuin with tle tactics
thereof. Tactic..l foefuvres, znd cspecially the Jetalls
theoreof, can tosit be vorked cubt by the supply branches them-

~selves, but the strategical problems must be solved by the

Gener:sl Stiff 2nd bétween t i© sub~livisions thcreof, the onc
ch.rged with the supcrvision of supply of men and material
cnd the other chivged with She formulation of plans for the
wccomplishment of the mission toward which the military ef-
fort is dirccted. Ve arrive then &t the main line of clecav-~
age botweon the two main sub-davisions of the Gencral Staff
dutiesa o .

It hus Just been statel tiat the Gencral Staff must
be churges. with the coordination, supervision mmd contirol
of supply. In using this cxpreszion I desire %o nake clelr
what is meant by it. Coordination should be unwerstood in
‘the sense of assurance of cooporation, that is cooperstion
implies tho responsibility incumbent upon the Gencrsl Stoff
of seeing th.t the proper assigament of wutics is rade to
the brunmches in orcer to assure thud cooperction, not only
as between tncmsclves bul as between thelr own functions
and cutics unw those eclements or umits thet thy serve in
adecorc.ance with & gencral plan of policy. Bupervision im-
plics the respousibility of sceing thot tho cutics assigned
are carricc oute In orwcr to maxe the cooruivation and
supervision acscribed eoffcctive, the Genersl Stuff is held
rcsponsible by the Secret.ry of wur for the issuance of
proper oricrs in kis uname to tue bruaches concerncws This

‘responsibility constitutes the control. Il-is nd ia any

sense the ccontrel exercised by the Secret ry of Ger himself
unaer the authority of the Pruslient, or by & commenccr of
troops, or tMe chicf of a brunch within tiet brunch. Tt is
simply the application of delegsted, legsl,authoritys This
task of coor“ination, supervision and control by the General
Staff, so far s it concerus supply, isc Jivided into threc
phases. First, thot nccessary within the Var Dep.rimeant or
Zone 0f Interior in warj Sccond, thut neccss.ry within the
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an . Thircd, that necessary within the
sionas thercof It is the first phasc
T curcernod aerc. ane the Ceneral Staff
performs those funcilorns withia the Wer Deporirmont in order
t0 inguro coordinavion bebtwecn thoe inlusirial and military
effort. This is the great anx inilial fuetion of the Gen-
eral Staff and presuppouses constant stuly in time of peace
in order that ouring times of peace, ut the oubset of a war,
or when war is threutened the agcacy cre.tod for the pur-—
pose, (the office of the .ssisians Sceretary of Wer), may
have the necessary informe.tion upon which he may nmake pro-
vision fo have availahle in such proportion as they may be
required the necessury rcsoarces €or the procustion of the
minitions of wir nccessery o cguip, maintain ane support
the militery forces being or to be crewted for the accom-
plishment of the milit.ry effort.

Swpply then may best bse efiuved as the machiasry of
procurcnent (menufacture ani purchasci), store.ge, issue and
transportetion {distridbubion) with their sttcndent activi-
ties, wnd must us true as it is that success in brtile can
not be assured unless all the armies are properly linked
together for the accormplishment of the armies® mission, so
it is that the supply groups rmust be linked ftogeothur also,
and not permitte. to operste inuependentlys;-th.t is, these
activities cwnnot be permitied to operate as independent
agencies, competing one agalinst the other as o group of
race horses, but must be controlled as a team runniang ncck
ana neck. . s

Analysis of the National Defense Act, Sectionm 5, shows
the duties of the V.r Dep.riment Genercl Staff to be divided
into two cotegogies — First, the waty of mobilizing the man-
hood ani resources of the nationdand ftheir proparation,
training ani delivery to the ficli forces:; ani Seconl, the
use of these forces in the Natiomal defensc, that is actual
employment against ths enenmy. ’

I have.used the tcrm "mobilizing the manhood and re-
sources of the nation" and I want to quotc in that connec~
tion the provisitn of the National Defense .ct with refer—
ence to th.t duty of the Gencral St ff as well as that of thse
58k tant Socretury of Laras

"The duties of tle War Deperitment General
Staff shell be to propave plans for national dc-
fense an. the use of thu military forcos for thad
purpose, both separately anc in conjunction with
the naval forces, an. for the mobilization of the
manhood of the Nwtion and its material reswrces
in an emergency'.
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* the Assishant Secret.ry of Var,
shall be churged itk suporvision of the procurcement
of all military supplies ant othor busiress of che

"War Department persawming thereto anl tro assurarce .
of adeguate prcvicion for the mobilizat.on of
matericl anc industrial orgsnizaiirons cssential ©o
war~timc neecds". ‘

‘

vhen ths Sccretary of Lar cirected th.t stucics be nade,
in compliance vith a request of the Chairman of the House
Militzry Affairs Committeo last year, with a view to present-—
ing to that Coummittee a report as to whether cr not the
Natilonal Defensc ot was satis factory or in vhat respects it
should be amended, i% was recormcnded fron severdl sources
thet the words '"material rusoarces.in an cmergemey" (insofar
as they pertained tu the foencral St.ff) be elinminated from
the law in that they were in cueanflict vl th the provisims of
Seeticn Ba which charged the .wssistant Secretory of Wor with
that Cuty a2lso. Personzally I oppose thad action, becausc I
think the lax is courrect and nmeans cxactly whet it says. The
word uscc in Section Ba is 'muateriel" und as used in Segtion
5, "muterial™. The fact is thut the Wer Deperisent CGonerdl
8taff rmust be charged with the cwuly because 1t nust.furnish
the sssistant Socret.ry of L=r a stitement of requirencnts
which, in the cnd, is z staterncnt of requirermcnts of nmwtorial.
It scts forth the units tc be mobilizex, the time anw perixis
over which they are tu be mobllized; une the equipment thut
is necessary, the maintunance rate thereof, etcs The General
Staff has a very definite responsibility in that¥$ motteor and
therer is no conflict at all with the dutics ¢f the Lssistant
Secretory of Lar in that rospect.

N
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4 funweomental ftest ©f swnd crgenization roquires thot
cach sub-civisicn of the orgenizatim be made on clewr—cul
functicnal lines. If we apply this test to the Ver Depurt-
ment Genercl Stoaff it appears that the ling of demerkation
between the first two greut sub-divisions is to be fowd
between the funetion of ribilizeticn ¢f nen an. naterial and
the actual egployment of these forces agoinst the encnmy.

This sub-iivisicn of duties of tho Gensrul Staff <id not oxist
prior to the World W.r, cnw tho defecls of the crgenization
thon in oxistence vere magnificd tremendously vwhen the country
entered the ' orld Lwar. Ihoe orgenizstion of the Genvral Staff
built up within the Vweir Depwriment to meet the problems pre-
sented &A thet time, though wavoidable and nccessary 10 meed
the demands of the nonent, was nevertheloss unuieldy ani pro-
wuctive of many faults, particularly the assumption of alinin-
istrative cuties that should have beon p rformes oy operating
agencies thon in exis tencc. The prosent organizatzon of the
ter Depurtment Genoral Sti.ff, wncer the provisions of Sectiun 5
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of thc Na +1Jn11 Defease ict. livides the Genoral Staff into
five Civieions, Tho firss four, Perscanel Divisicn (-1},
the Imfelligence D yicion {327, ihe {(poraticas and Train-
ing Divisicn {G 3', wrd she Sugply D.vision {G-4), deal
with “hosec quﬁ“tiJns as indicaned by their « eswgu@tidns,
that affcet the mobiliz:iticn-of nen ana Laterial in time
of w.r and with those cuatics of a roubine and continuing
nature necesc.ry 1n peoec ana ver, the last naned branch
vorking iz ccoperation with the Office «f *re nssistant
Soerctory of Wwarg the fifth Divisicen, knltwa as the ar Plans
_Divisi.n, is charged with %he fermulatlon of plans for the
ctual employmont of the urmed furces in the Neta .nal De-
fensc, this lasi Division consuriubing :the nucleuc fur the
Goner.l Headquarters of the fisld roercese

Relagiomship bekieen the Office o t.,e_
Lssis tant Sscvrotary of war sna the Chicf of Stoff.

The r .l qt1onuh1 > between the Ofrice uf *he .ssis tont
Seceret_ry of Yar anu the Generul 5taff ves defrned by whet
is known &s theo Harbord Bouru ome vias pudlishec to the army
on OUckiober 17, 1921, ccpy of which you undoubesfily havee
This stuly gues into sufficicnt detail to meke clcsar the
relaticmship anld it 1s unnceessery f.r re to attorpt fo
enlarge upon it. However, T would like tc invate your at-
tention %c the adiress of the Chicf .f Staff hefurc the
Var College .n the subject of che wuties .f the Chicf of
Staff .f the w.my, Joelivered June 17, 1927, in which he
describes clearliy and cefinitely his conccpticn of the re-
lationship that ducs oxisv:

"1t Las appnezred to me since ensering upon the
cuties of the Chicf of Stuff th.t the celimita-
ticans of functions wn.cr the supcrvisi n of the
w8sistent Secrctory of L.r for procurerient and

thuse of the Chief .f Staff 1ith ruspect 192 purely
militury goatters ar nst so well uvacerst. .C as are
tte delirniteticns butween the funﬂfibns vf the lower
wdnministrotive cchelons. The livision of reosponsi-
bilitkes is in reality cuite simmis, thc Chict of
Steff presenting t. the G4ssistant Scerctary of war
a statement of milit.ry rocyuirerwnis. with appro-
priade pricritices, which the wesistant Sccerut.ry of
var torough tue sgeacics anesr s qupervwgluu in
this respoct satisfies; cr the Chicf of 3taff in-
forms the Assistant Jecret ry of Tor thet aa in-
stallaticn or certzin cormuditics are no longer

5a



necessary fur nilitary purposes, in vk ch it
develves upcn the wssistant Scerstiry of Var to
¢ispose of such installations cr coamodities.
These delimitations appear in Orders "J" of the
Secretery of V.r, dated December 11, 1926, with
which all officers joining for duty with the
Generel Staff shoald be thoroughly faniliar.®

Organizetion of G-4.

G~4 is orgenized into six branches, as follows: Finance,
Equiprent, Gouustruction, Supply, Transportation and Plenningl
The names of the se branches indicsate, in a genersl vay, the
duties assigned to them. In addition, there is an aviatiom
Sectiun to which is referred @&ll questiuns pertaining peculiar-
ly to that Branch. These brinches are not independent cf exch
other. Most questiins referred to this Division affect more
tkan one of these branches. The rule is t0 assign a subject
to the branch primarily concerned with the gquestion uwmder
consideraticn. Other interested branches are alweys ccnsulted
in the prepaératicn of the action recomended. Many gquestions
under consicerawtion in the Division also affect ather Divisions
of the General Staff or the 0ffice of the sssistant Secret.ry
of Wer., In such cases the propused action ks always rcoferred
to the Divisiun or 0ffice comcerned for coment cr concurrcnce.
In c.se there is a conflict of opinion which cannot be recon-
ciled, the matter 1is referred tv the Deputy Chief vf Staff,
the Chiecf of Staff, the Secret ry of Gar or the war Cowncil
for decision. '

Finance Bropech — This branch is churged with the pre-
paration of all plans and policies relating to financial
questions (Budget).

Lauipment Rranch - This branch is charged with the
preparaticon of plans and policies and supervises activitics
concerning types anld quantities of supplies armd equipment
furnished the army, and has supervision of performance
specifications by the branches for tyres of equipment}

Gonstructicn Branch ~ This branch prepares policies and
supervises activities rulating to construction, repair,
maintenance and improvements of buildings (incluiing utili~
ties pertaining thereto), used for shelter of troops cad
storage wnJd issue of suppliess It is also charged with
rclicics connected with the leasing of Var Depirtment faci-
lities and lands and the issaing of revokable licenses, per-
mits, etcs It also recormends pwioritics for repairs,
improvements undi new constraction.
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Transport.tion Brinch =~ is charged with pr puring
plans and pclicies concerning transporration by laund «nd
wator of persomnel and surplies. ITi supervises ana co-
vrdimstes the activitics .f the dl ffercnt branches to
insure the ncost efficient wnl sconomical usc of water,
rail, motor anc animal transperiation.

§pnﬁlv Brinch = This branch hus tu 4o, primarily.
with the pr.p ration of plans and policies and the super-
vision of zctivities cunccrning the dis tribatim . storafe
end issue of supplics, weclaration of surplus, anl matters
relating to auditing anug property accountability.

Plapning B¥.nch - Supply Division, is chirged, iu
general, with tnose dvtiss uf the Suyply Division vhich
relate tu the priparation of plans for robilizetiom . inslud-
ing the swervision of the sapply features of sll plaas
pertuining theretc, the prep«ration of which are the dutlies
of vther ageacies of the w.r Dep.rirent, Corps ireas and
Departnentse.

Coeneral and Specific Duties of G-4.

The gencral duties of G-4 are set forth in Aray
Regulaetims 10--15, as follows;:

Supply Division, genoral duties -

(a} the Supply Division is churged, in general,
with those duties of the Wor Dep.riment General
Staff vhich relate to the sipply 2f the Arnye.

(b) The Supply Division is specifically churged
with the wuty of preparing basic supply plans in
such detail as will cnable: the several supply
br.nches of the army to preparc detailed plans for
the accomplishrmicnt of thoir severnl nissions and
with fthe wujustineni of such basic plins to nect
the changing militury necds onw the limitatioas
of appropriations or procurenent possibilitiese.

In t&d development of the detailed f%ens the bronches
will request decisions on nilitiry quesiions fron the Swply
Division, General Stuff, and Jdecisions on businezss or i1ndus-—
trial questions from the assistant Secretary of Var sce
paragraph 1lb, seRe 10--15). 1n order %o insure cooruination
where military and iruastrinl questions urc involved in the
procurenent wnd production of nmilit.ry susplies, <11 communi-
cations involving such gquestions fomwurdasd by Chiefs of the
supply branches to the idjutent Gener.l for the acticn of the
Secrcetary of L.r will indicute clearly thot s0 much thoreof
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as pertuins to the lutics of er arc under the supcrvision .
of the Assistant Scecretary of W.r has been authoritatively
acted upon by hinm.

(¢} The JBupply Division is also chorged with the
preparation of plans and policies ana the supervision
of activities concerning: )

(1) Distribution, storage and issue of supplies.

(2] Transportation by land and witer, including
ports of embarkation and their necessary
auxiliaries.

(3) Traffic control (the police of roads and
routes to be oruered by G~3 on plaus
foerrmulated by G4l

(4) Tebles of Lquipment, the quantities and
types of military supplies required for
the use of the irmy ard escential to the
military program. time and priorities of
delivery pertaining thoreteg types and
priokities to be defermined in agreenent
with G-3 and in the case of major items
in consultation alse with Vur Plans Divi-

_ siony Tables of Lguipment to be in agree- .
nment with G-3 insefar s concerns 211lot-

—_— ment and .distribution of major itens.

(5) Inventiomns.

6}
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Leasing of Var Department facilities and
issuing of revocable licenses.

{7) Hospitdlization and cvacuation of men ad
animals, including such agencies or parts
of agencies as ray be wholly devoted to
hospitals 2nd medical relief work.

(8) Distribution and movement of supoly, toch-
nical and labor btroops not employed as
combat troops {orders for movements to
be issued by G-3 on requestle

(9) Property responsibility snd accountability.

@ﬁﬁ@ﬁiﬁThe Supply Division is further charged, in co-
ordination with cther divisions of the Wir Departrent
General Staff, with tke determination anl statcment of

f— plans and policies governing the preparation of esti-
mates for funds for militury purposes and prdioriities per-
taining thereto, and, when necessary, with the restatcment
of such priorities to govern the expenaiture of all funis
appropriateds .
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fe) The Supply Division is .lso chorged with the
formlation of peclicies and pro jects governing:

(1) The procurcment of real estate in
connection with the ftruining,
shelter, .und housing of trcops,
and wvith the storage, distribu-
tion, enu issue of supplics.

(2) The procurcment (not involving the pro-
cureniont of reol estate), construc-
tion, neintenance, repalr anu Jdis— |
position of buildlings sn. all
utilities connected therewith (cx—~
cept insofur as relates solely to
procurcrient |«

Duties of the Touipment and Planning Branchess

The duties of the Laguipment and Planning Branches and
the rzlationship between tham unli the Mobilization Plan arc
as follows:

Lquipment Bronch.

This Branch is charged vith the proaration of plans
and policies and the swervision of activities concerning
the types of pupplics required for the use ¢f the Army, the
basic allowances of each article or iten, anu the eguipment
and supply tebles for all orgunizations. Types of equipment
and tables of allovances are determined In agreement with
G—-3 and, in the case of major items, also in consultation
with the VWar Plans Division. Pelicies pertocining to the
handling of inventions arc a port of the respounsibilities
of this Branch.

Tables of equipment vwhich portzin to one branch only
are srepared by the chief of thot bruanch; «ll others are
prepured by the Tguipment Branch. These tables show for the
organization the total cguipnment and its distribution and
are approved only after they have been checkeu in the Lguip-
ment BSranch to sce th-t each wriicle .as bcen

(&) Tustod and found suitable for the army;

(b) Agreed to by the using brunches;

(¢) Snown to bo procurable in nccessury
quantitics in time of wary

() ngreed to by the procuring br:incies;
an. fouana 1o be

{e) In accordance vith authorized Tables
of Basic Allowancese

9.

-

Py

-y
L

/

b



One of thc most importont foatures in connection vwith the
cevelopment of new or improved milit wry equipment is the es-—
teblishment of a clecr-cut stiteront of malitory reguirsments
which the iter in question rmst rn.eet before it can be con-
sidered as suitable. A& grect deal of time and money has been
wasted in the past through development procecding along im-
proper lines., Much greater progress would have been nade
if there had been kept as a2 moal a stutement of the desired
perfomance and limitation of the i tom.

The formulation and approval of a st tement of military
requirements &re innovations in our scrvice, but it is be-

lieved that they are sownd in principle and meet a long stana-

ing need. MNMany senilor officers can rerenber when the design
anl developmont of equipment vwere kcpt almost entirely in the
hands of the supply bronches and in mony insionces the using
branches were furnished equipment which did nct meot their
needs. The condition has grdually chsnged so that in recent
years design and development have proceceded in most cases
through cooperaticn betveen the supply branches com crned,
«nd the most intercsted using branch. This policy is stitl
being followed in minor cases but for .impertamt-items it has
been felt th~.t the prospect of & satisfactory solution will
be furthercd by & more gener:l discussion, in advance, of
the lines along which development shoald proceed.

Military requirements ray be formulated on the initidtive
of the Vor Depurtment General Staff (usunlly P-4 with G~3

concurrence ), a using branch, a supply branch, or an individual.

They mey originate withoubt any definite idea as t0 how thoy
will be met or they may result from a realization that some
specific invention may be utilized to ad¥ontage by the Armye.
Before any importent research or development work is pursued
it is highly désirable that the militzry requirements be
determined and approved, so that the ultimete abjective will
influence all stages of Investigrtion ani design. This will
tend to prevent the diversion of effort ana fun.is along ex-—
traneous lines and should expediie the work. In sume cuses
it will be found desirable to couduct & certuin zmount of
rescurch and development vork with no definite statcment of
militury roquirencnts for the purpose of securing dota upon
which reasonable militury requirements may be based. Chiefs
0 f supply branches, however, attcrpt to keep such work
restricted 1o the greatest possible extent.

Chiefs of supply bronches mey approve nilitiry require-
rients in minor cases, but such action should wlways be taken
%ith the concurrcncc of the rmost intcrested using branches.
In cases of important items & chief of a supply branch,
after ccordination with interssted branches, wil'l forw-rd

10,
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his recormenlation thareon to the idjutint Gemerwl. In this
coordim tion an atterpt is nade to reconcile conflicting
requirements of differsut using branchss 50 as 0 reduce the
viricty of required tymes to 4 mininwm, Hescarch wnd develop-
ment work sre functions of the supnly bronches, 2lthough the
cooperition of the usiag braaches Is essontial. Ideas orig-
inating in using brurches chovld be brought to the abttention
of the interested sugply branches in orcer to avoid duplica-
tion of effort and to assure that no useful ideo has missed
consideration® -

It is not the poliecy to¢ limit the reosexrch am Jevelop-
nent work of the mupply brernches exclusively to items for
which the militury requ.rerenhs heve baoen forrmluated and
approved, but it is irportant tix.t supply brenches should
limit their activitiecs in suckh work to such matters as nve
been assigned to them. Supervision is gssencial to avoid
waste of funds on uawerthy or uvnpromising projzcts.

In the development of any item & supply branch inves-
tigates such work as has buen performed along c¢loscly similar
lines by other supply branches, by othor departients of tho
government, and b, osher agencies with a view to directing
erfort along the most productive lines snd diverting it fron
lines having litile promisce. fnalogous deovelopment wrk in
foreign armies is followed throigh the Milit-ry Intell.gmnce
Division.

After the nilit ry vequirenenss for an item mave been
determined it devolvew upon tig akhief of tre s1pnly branch

charged with the develonmont of the iten to prepire a Jevelop-

ment program, the natuwre of vhich vill way growtly, depend-
ing upon whether the itcm is purely milit .ry, rurely courmercial,
or an adaptatiun of a cormcrcial item to militory use. If
peculiarly military, the item vl .3 be subjecied t0o such tests
under the supervision of the chief of supply wranch as he may
consider desirable before suvbmission o a uws.ng branch. These
tests will frequently dovelop ibe necessity of cortain changes
in design, or even in the military wrecuivsaments, before the
item is ready to0 be subnitied to tho usiny tranches. It has
frequently hanpened thuic using bronches have sutmitted mili-
tary requirements vhuch connot posc bly be met in the prssent
stage of advancement of the mmufocturing «rts, such as high
speed, great armor protection wnd light weigh' for & tonke.

" If the ifem is an adoption of an adapticn of a commer-
ial article, it is frequcntly desirable t0 select several
samples with a view to condrebing a competitive test. ¥o
item is reoommended fur adopiion as to itype or wpproval as
stand.rd wntil after it has bcen favorubly ruported upon by a
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using brinch. To provide an opportunity for such a rcport,
cxperimental items @re usually sont to one or more of the

using branch boocrus for test unuer a progrim prepared by
or under the supervision of the chief of the using branch
concarnede

Plonning Erunchs .

Preporation of the G4 dppendices to Vir Dep.riment Mobi-~
lizetion plons ond &1l matters concerning supply, hospitaliza-
tion wnd evicuation connected therewith wnd involved in the
preparction, regision or nmodification thersof,

Supervision of the preparwtion of the .nnexes to t Vor
Deparimont Mobiliz.tion Plans of the several supply branchcs
and so nuch of the plans of «ll othor lier Dep.riucnt agoncies
involved in mobilization as affect questions of supply, hos-
pitalization and evacwation.

Haintenance of contuct with the Office of the Lssistant
Secretury of Wur ws to procurement requirements ond procurc-—
nment possibiliticsas

Studies of rates of expenditures in ammunition, materiel
ani equiprent in comb .t and wir time training to be assumed
for computing war production and rescrve requirerionts.

Preparation and collection of statistical data pertain-
ing to tho establishment; naintonance and replenishment of
wgr reserve sudplicse

In consultation with othor ogencies concerned, the deter—
minaticn of esscential items of var reserves and the prep.ra-
tion of stuiics «ffecting increuses or deuucticns therein
or guantitics tucreof.

In consultation with the Finance Branch, the determiha-~
tion of the financial policy of the Wor Deportrneant as affcct-
ing the protecticn and maintenonce of war resecves to be
recormended for the inclusion in the wnnual Progrim of the
Wwar Department.

Tt vill be seen from the above thwt 1t is the Dguip-
ment and Planning Branches of the #opply Division that are
primarily concerned with the formulation of the sugply pro-
visions of the j..r Dep.riment Gencr.l Mobilization Plan.

First, the ch.racter and typcs of supplies and equip-
ment rust be determined. Before this can be donc, definite
determination must be had of the churocteristics of the
various types of equipment desircd by the using Arms or Bronch.
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Saiple, or pilots, rmst be manufoctared and technical tosts
riide by thz branch cherged vith ihe rrucucomont or rmanufoc-
ture. <then this cquipaont rust be bested cut by the Arm or
Brunch o whow it is t0 bo ultimctely sumnlicc. If it is
uscd by more thon one corb. t rm or Branch agreerent rust be
r.iched botween the two bronciiew in casze of liffercences of
coinion ws to the reguirvencnts wid -to its ch.racteristics.
after this hes boon determined upon, it rust pe cleared for
nrocurcuicnt to the Office of the lissistint Secretery of Vaor,
ie€e, it rmust be deternined whether or not the itom or
wrticle in question cin be procured in necess.ry quantities
in tine of wars. This imvolves curtain investigations in the
Cfficc of the ussistunt Scoretiry of T..re Ther 2ll of the
above has been finally Jetermired upon ond sctitlow and it
has besn gporoved by the Sceretoary of Wor and adopted 2s 2n
article of standard cquipment for the .my, it then becomes
cveilabple for incorporation in the procursnent plaons of the
assistant Sceret.ry.

Seconld, the «llovanced of ewch tyne of equipmant are
then deteralned for all crgrnisstions of the Samy. These
stepe are 2ll honul~rd by tne Louipment Br.nch.

The Plunning Branch consiucers only articles zdopted
as standurd, oxccpt Insofer as it mwy be arcessary to
consider substitutes until such time ..s th: article can be
¢hbtained in suflicient guantities for issuc to truops upon
mobilization in accorusnce wWith ailowsnces ond egulpment

tablese

The Plinniag Brinch is comsorncu solely with supplies
end articles of equiprient th.t heve been wdopted for issuc
to the Services for tlie «rmamsat wné eqaipnent c¢f zll or-

ganizations,

In the prepcration of the supoly provisions

of the Gonerl Mobiliz.ticn Plan, therefore, it makes no
investigtiom into vl ther or not the article is suitablu
¢r uwnsuitible for issue, but accents ws tTinel the deter-
ninction node as o result of stuwiles thercon undsr the
swiervision of the Toulpoment Branch, as anproved by the

Secrotory of ¥

e

The Plonning Branch is cocerncd vith the accumlation
of statistical data wpom vhich 1t con bise its conclusions
as to whether or net suplies or cquiprmens :re : veilable
or can bo mSuc «vailable t& peet the requirsnonts of the
Generwl Mobilizuation Plun or thoe suyprrting rebilization
plan for @« specific var »nlan within the time tnu in the
guantities requircd. To accemplisa this it is essenti.l,
ot course, thut it raint-.in closc contret with the Offices

of the chiefs

+f bronches concerned in supHhly and the Office
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¢f the .ssic fant Sccrct.ry of Vars It wogs this by personal
contect wny, vhorc . .3siblc, by -ircet cormumicatiine Waen,
8 « result of its studles, It is & pwrent thot in case of
~ebiliz.tl .z it will be useccssury ¢ suply the arcy with
«iz oObscletc artizlc of eguipnent sas uav acfinite Jeterrinea-
tion has yoi beon Dadd s t¢ vh-t the new eguigrent will be
th«t is to be issued 1in 1ts _lace, it is obviously the

¢uty of the Planning Brench t¢ bring this matter to thc
attonticn of the chief of the Divisicn, with a full state-

s kent of tae facts asz 2 what the result of the lack of proper

equipgment will be and its beariag on the mebilizeticn slan,
with- a cefinite recourmendation ws tc vhat, in the opinicn of
the Planring Branch, sh.uld bc dcne tc relleve the conditisn
sragented.

For exirmnle, the Quarterwaster Generzl rsportsa jhet upen
. bilizetion Le would issae @ Fieli Rangs #1 cs a substitute
for the reguired rolliug Xitchen, stating tn«t he hadi = suffi-
cient gquantity of the r nges cn hand to'meet thoe requirements
of the Mcbilizsticn Plan u,. to and including M Llus 60 diys.
The Pield Renge #1 is obsolete 2nd it is absolutely impossible
tc expect-to feed troons under niecern marching conditicns with
& cocking wovice thet Zias tc be carried un a wagen, ulosced
each time ant & ncle dug for a fire befor: the real can be
oreparsde It rmust be a vekicular coantrivence that can be
concezled from air observeors. %o be such as to meet those
cencalticns it must be capable of sub-divisicn into as man
perts as p.ssible - to remcv:z the trection power, divide the
pert thet carries tihe food from the cocking operati.n, ctce.
4 reycrt made by the office of the Quartcrmaster Genergl 1o
the Assistant Chief of Stff, G4, in the form of & study,
was forwerded tu the Chisf of Stuff with & reuvucst for a
acfinite decisicn as to type of cooking device to be adapted
fur the artye It was finzily recomcanaed that a limber itype
vchicle be approved snd the Jugstermaster Generwl was charged
with preparing plans for and ranvfacturing the necessory
vehiciles for tests.

Data Hequired for Goneral nicbhbiligzsticn PlarsSe

What Infurms=tior is required by G~4 in orcder tc enable
that Division to prepare to furnish the Assistant Secretary
of Tar with the iuformation he must have? Ve rust have from
G-3 a stutement orf what tr.o»ns they ars zoing to mobllizes
hew they are to be organized; how long they are to be trained
when they are &oing to be m.ved tc the Theatﬂer cf Cperatione
are they &t gv c¢n an cffensive uissiuvn, reguiring an oversesas
sxpecition, or are they to exccute a defensive »r covering
nissicn? we heve to xnow all that. ‘e obtalineld from G-3 all
the infemetion sxcept thate we folt that we were unable to
proceed vith the vork G-4 had ts a0 in preparing an intelligent

.
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dirvctive fur tae su.ply; branches, wnx we bha. to convince et
=3 of the fuct that it is (me thing to mobilize men ari
equir@tlien an. that it wis gquits another thing to meintain

them after movilizetin.

«€ Nac t0 know hov fast men were going to be sent to
the Thezter of Oreratims eani mobilized iu the Zonc of the
Interivr, zn. whnt thg were going tc oo whon they got to
the Thetter uf Operutiins because the wecision &g to the
kdndr ang quantity o8 matesial thet vas to be Lronduced was
depgondent entirsly uwron the meimiencnce rete of the trocus
in the Theatsr of Cnorations. e oid ¢bicin this informe-
tiom frem G-3, navever, at a leter wate.

Ycu vould be surprised if Fou kaew thse numbsr of offi-
cers Of =1Jerience that argae thet it is pussible to send
troops into the ©inld on a curbut mission without the neces—
sary suoyurting tronus 10 maintain the on that nissi ne

You w11l run acress thd aRrgusent all the tine.

Take @ ccndlitiin of var th.t :my face as at this noment,

vne vwhicn vitl LQILTQ the furwardirg ¢ f trOﬁ}s t0 reet a
purticalar threat; we will have to get alcng as best we can
to malntalin these trcoms in action cgainst that threat. It
has bsen tre ccatsation of G~4 contimually, wder cur con-
ception ¢of a ikbilization Plan, thr t that threzt must te
determined before y.u cun intelligently prepars a vlan. You
rust prepar: an cgtimate of the situstioa and from that esti-
rmate draw as cwefinitec and rositive concluciovns as 7ou can as
to what is requirel to roet the threot thot ve vould rnost
prebably have to meete This tinrught vas concurrel in by
&l 1l branches f the Gerer:l Sta”f ond ths Oftize of the
Assistant Secretgry of "ar, but it was not ontirely satis-
factory to G-4 so the L.ar Plars Tivisirn vas asked to make
tn cstimate of the threat — tc estirate what we were mobi~
ilzing fore. Mcbilizatica is o rgeans tc the end but not the
end itself.

4Ls Drevsured by the Wer Plans Division, the Plaa createé
& necessary nansuvaring foras of twelve uivisiuns, the re-
naining fiftsen of the twenty-seven belng erploysd in covering
nissions in veri us stwategicel ravis o¢f the United States,
ths Northecstern and along the Gre~t Lakss, the Northwestern
and arostnd Puget Boand, sé the Mexican Boriera_ Having se-
curcd that infornatic My & -4 needed te Faww tvc ctoer things.
It had to kr.w the replacorsnt rate in psrsonnel and Jetoer—
nmiuing hospitalizatin rocuivement of the pla s it alsd had
to know the arioel rnz]aCﬁ,enu rate anéd th veterinery hos-
pitalizati.n reguircments. These stulies hoviag been rade
and ap- roved, G—4 wws realy tc prepoere the necessary directive
for the mply branckes. The studies that I hnwve just referred
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to were begam in Februery en- nit sorsleted until lgg.
immense amovntb of vork was involved bpfo”e we folt thaet we
could zivs %he unccosc.ry informetion te the sapply branches.
,e did net s d eny iafcrmaticn to the bLuncheo reyrding
even tnz first four pori.ds of m.bilizati n wtil the
thirsieth of aucusts

in furnishing t2et inforktion we alse had tc follow the
T
D

G=3 directive that the mobilizotion woulu be carried cm by
15~Jay nericds, 1 e., mobi

of Q.er.tims., Cf course we guestion ir nc vay the informa-

ticn we receive rrom G3. 12 took the units they crewztced in
3

the sericis they vere crooted- but we arrangew the infermetin

we receiveu in 15-day pcrive shects fur the branches. Thseo

sheets showeca the units mubilized within the perioi, the Tables

of Orgenizalion that pectains to the uwait and the strongth in
officers ana men, the >fficcrs incluciny aurses ani: tae sn-
listed men incluiing wurr.nl Jf£ficcrs. .2 then shoved the
units within the Theater of Oucrations for the porild mder
consicerction, &lso those in the Zone of Interior in process
of movilization and training, the total of officers am men
for both. w11 the info,mution w.s cumialetive., thet is to suy
the trooss mobilized within Il _lus 30 duys to i nlus 45 deys,
including .11 the trocs motilized to thut awte, plus the
trcops brought into ths Zone of the Tnierior for tri.ining
=nd then forw.raed to the Thewtier of Onerzcions.

The dute that we «re now receiving from ths sugply
brunciies gives us the 1uformution ia 15-day periuds «s 10
their estimete of requircments unecescury to the mobilization
by those eriods.

Before this laformmtion could bte obieined, however, we
h.d to do two thinegs. e had to cecréo vhat items were
necessery znd coscnticl fur the cgri

In detcrmining what an cecsentinl itenm wes, we aefinea it

-8 an item neccsswry to combet efficiexcy and o wvhich
could not bu obtzined from commercial scurces within the
time limit. Having aetermirzd uw.on thoce essential items,
we next had to determine the maintenirnze rate in the lncator
of OpHrstions and the Zone of the lnterjor. Iach su.ply
brench macde its study upon those subjects and ihe studics
were a_provea by the Lecret.ry of war. ¥haot gove than 11
the inrformetion nscessery to stuert their work. The work

is _roceuding as ruapidly <s can be ex_ccieds

i nent of thesc troogs.

The Chici of Stefr, when he considsred that plun and
=pproved it, looked upon it as =n idewl plan - that is to
say 1t contumslates the mobilization over a poriod of tvime
that will sermit us to move trained troums into the Theater
of Operctions. It contem.lutes thot o division will underso

16.
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training for five montls befor. it is moved into the
Thexter of Over.tione. Hovever, he feels th.t is not &ll
we hevs t0o kuow OF &ll vo must dol

The Chicf of Stufr believes thit tho conditions of
tho noment arce going to determine how long we will bs able
to train troo.s Lefore we can sspd thom into butile wnd,
therefore, we must know pot only whotner or not we can
meet the mobilizwtion ws laid dovn btut whether or not we
cun send troo s tu tho Theutn?f of Ouor.ticns quicker than
we nove outlined in tae Plau. .6 have nsver sent itrwined
tr00.s feominst the cnemy in eny of our wars «nd never fully
equip ed troous. '

The ¢hiszf of Steff hes churged G-4 with daving dete in
suck snepe tn.t we can tell him not only wh.% the shortages
will be on M _lus 30, 45 or 60 days, cic., but what the ex~
cess will ke so if we hwve Zlenued to se2d in. six or nine
civisions into the .fhesater of Ouerwtions durin, say perbicu-
lar-seriod, we con tell him w0 wh.t cxtsnt « larger force
can be equipoed if necessury. He wents to kwow just vhat-
those auditional froops will be short “in the vey of cquip-
neat. The condition of the moment may demana such action
tnd we vill heve to be prepared to sead troons eguipped not
with vhot we think they shoulu a.ve bat wita whot they can
ctuelly function until we car furnisn them with their
tull equigsment.

v he&ve asked tho supply branchos to senl us not simdly
& stetement that they can mecet the reguir:monts of a particu-
lur period but also informesation of vhat productioan is _ossi-
ble, this inform.tion on proauction to be a,.roved by the
~8sistunt Decretury of T.r. If there 1s any guostion that
the Chief of Stuff mey ask about those figurss, the Chiet
of branch rust defena theme Tho vork is _rograssing very
setisfictorily bat zot as fust ws e woulc 1like to sce it
because it 1is desirea thet it ve uwone by tue time Congress
reets so 1t can be reauay vor presenf.tion to the Jilitury
wffeirs Committoes of Congress it aecesc..rye

lor Resgrve Policy of the % .r Des winent for a Foserve
of 2 Piek, srmics or I Lillion Liey :ou Mroon Busis for
that Besarvs Showing relatiorsinds to the weDe Fe ila-Po .
Intinutely connoected with this gquestion- of mobiliz.tion
are two oth. r tnings - the w.r Resarvoes ond the Ton Year
Ordnence Program. the ome thing thet 1s showing up now and
will elways show Uy &8 « limitiug fuctor in nobilizetion is

17.



going to be whot the Ordnance Denartment cen ae. e can

get substitutes for many things that the Quartercaster
Corps i3 reguirel to fu¥nishs: we can get substitutes for

many things the Irngineers ana the Signal Corns are required
to furnish, but we cannot get substitutes for Ordnance
nateriel. I will touch on the Ten Yeur Ordnance Progronm

a little later.

- In connection with ©ar Heserves, the «.poropriation
scts for the Piscal Yeors 1924, 1925, 1926, 1527 and 1928
contein a proviso, .s follows:

"Unucr authorization contained in this .act
no issus of reserve supolies or equipment shall
be ma le vhere such issuss would impair the re-
serve held by the lar Tepartmsnt for 2 field
armies or 1 million zen"a

The proviso above quoted is the “resent logal basis for
the \.er Reserves in Continental United Stites and the same
Qroviso apnears in the bill being considered for the Fiscal
Yeur 1928. Congress has left to the Var Department the
following details of policy wnucr the act in question: “
First: The designation-of items necessary 0 retzin
) in a war reserve; these are vuferres to as
gssential items, that is items which are es-
sential to the combut efficisncy of troops
anw unobtainable from civil stocks or pro-
duction within the time and the guantity
requireds;

()

Second: Statement of the troops properly balanced in
all the necessary echelons th.t would consti-
tute 2 field crmies or 1 million meng

Third: Tables of Organization ond T.quipment for the
organizations and units incluled within the
statement of troops Jjust montioned and uwnaer
which thesc trcons have an allowance of poar—
sommel ana rateriel for their initisl organi-
zations

Fourth: The maintencnde basis (expenuiture or con-—
suription rate} for the ess.ntial itenms
allowea these troops wvnuer the Tables referred
toe This mainteoance basis, of course, must
incluze the time during which the troons are
to remain ir the Zone of the Interior under

O
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Fourth: Cont'd, S S
training ani the time auring which their
saterisl is subject to the cxoenditure
rate of battle in the Theater of Opera-
-tions. . This maintenance ratc.nust also
cover the requirements of distribution,

411 of the above deteils of 26licy have buen determined
upon and &, roved by the Secrefury of Tar. ZThe iesignation
of mssenticl items Las beon determined udon; anproved Tables
of Organfzation and Lguipmént are available; kaintcenance
hates for both the Theater of Operztions and the Zone of the
Interior for all the essential items have bsen defternmined
upon and aprroved, and the Table of Troops which will consti-

tute 2 Fiela 4rmies or 1 million rmen, umer the terms of the
law, has been determined upon and approved, ani I ve been
furnfished all supsrly briaches. These branches zre now en-
gaged in computing the cmount of each iten that shquld con-~
stitute its reserve.

waen Congress ineluded the authorization quoted above

in the Ly ropriation 4sct of 1924, it wes with the unuerstand-
ing that all equipment ani suo.lies in the honds of tmops
could be consi.srsd and compubted as part of this authorized
wor reserve; counsequently in detormining ujon the Table of
Troops vihich was tvo forna the vasis for the computaticn of
Wur reserves 1% was necesswry that all the troops of the
Aegular Amy and National Guard, active and inactive, and
their ultimate orgznizations into larger units be considered.
Lightéen divisions are the numder reguired for 2 Field Armies,
but there are in bveing, wholly or in part, nine divisions of
the Hegular nrmy and -eighteen divisions of the Nat ional Guard,
o total of twenty—seven divisions which fill the requirements
of 3 Fiela Armics. *“he Table of Trouns therefore is premised
upon the following:

First:” Congress has authorized a reserve for 2
Field wrmies or 1 million nmen and there-
fore the \Lur Dencrtmsnt, in view of its

“comnitment to Congress to take into con-
siaeratidon the sup,lies in the hands of
trov-s in the comgutation of the reserve
in quastion, rust determine the ressrve
on the basis of 1 million nen, limiting
only the 4Lrmy troops and srmy Headquarters
troops to the requirements of 2 Field
Lrmiese



the actual ccmbat elements incdltded and
the troops required in their sugport.

[l
oo

Thirg Troopns of all combat units of the Regular
&riy ana National Guera that are actually
in exis tence, vhother active or iractive,
rmast be ccusiuersd. Other truops, combat
and nenecrmostant, irrespective of compon-~
ent, in;reasoncble numbers as required
early in the su)zort of existing combatant

- elements must «lso be included. Sjecific-—
ally the Corps Troops should be in supcrt
O0f the 27 Infontry Divisions of the Leogular
army and Nat fonal Guard, whils the Amy
troops @nd the G.E.Q. troons are furnished
only cn & 2 Ficld army propprtion. “The 2
Field army vasis with minor exceptions to
be anplicable alse. tamthe Cermunicat ions
Zune anu Zone of. Interior.

M | |

The troovpsbesis for var recerves as ev.lved undor the
principies enuneritea cbove, therefore, involves a total
of 999,404 men and iavilves o7 Infantiry Divisions; 9 Corps
headquarters with corps troops for 9 corpsy 2 Army Heaua-
quarters with army troogs for 2 .rmics; ana trocps for 1
Ggneral Headquarters and the GeH.9e heserve, with the nzces-
sary susporting troups for the Commumication Zoune and Zone
of Interior to meintain then.

Y

Lethod of Computation for the determination of the
Reguirenments in wer descrves for 2 Field Armies or
1 iillion wen,

()

In the determination of the requirements of the Vur
Heserve requirements for each essential item which should
be BBIC ir storage within the continental United Stutes it
kas becn directed that the following method of cornputation
be employed: -

Jdequiroments will be counsidercd as cunulative, nonth by
J%d vill include the initial and maintenance allow-
ance for new froecps ana the maintenance sor troops
Arevicusly mobilized jlus any overhead allowance al—
ready authorized or consiuered necessary to insure
issues,

mon

Production will be considered as cumulative, month
by wmenth, end witl be the material which must be
actually available vhen nceded (i.c., in sturage)”
and is not the gquaniity which a factory con turn out
at its plant (30 days will he used &s the time limit
to cover movement from plant to storage).

The requirements for the Lar Reserve uof a given itenm
will bSe the figures representing the meximum deficit
reached when cumulative requirements, mounth by nonth,
are compared with cumulative procuction, nonth by
nenth, both from K aay to the day when this neximum
deficit cccurs.
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Fur oxanyle:

ny Jten

Curulative Cuwlative

Baguirements . Production Deficit

If Day 5.000 0] 5,000

M plus 1 15,000’ 500 14,500

w [lus 2 25,000 2,000 23,000

L clus 3 28,000 4000 24,000

i plus 4 33,000 6,000 27,000

B plus b 61,000 14,000 47,000
ki plus 6 87,000 38,000 49,000 **

L plus 7 103.000 70,000 . 39,000

Ii plus 8 140 000 110,000 30,000

etm tc etc etc

(** ~ 49,000 the ressrve level to be nairtained).

In addition to uirecting thot the risthod Uf computation
fur cetermirine the reserve oa quotsd avove be folluwea, the
Secretury of 1ar further uirceted thot esch su.,:1ly branch
furnish infcrmation ws to sTouuction Jeta cn euch item in
which a shertsce existeu, as &, oroved by the wssistent Sccre-
tiry of Lwre

Unless the truop tasis is change. the requirements will
not huve to be workea vut eguin., —ech ye.r e will have t¢
vbtuin from the branches a new stuterent »8 tC¢ whet the re-

scrve sh.ouala be, becuuse unloss Congress a,proyriztes noney

tc raise the level of thus réserve, unless it ajprourictos

n.ney tou maintain the rescrve sufficlently, the av..11lability

of ltems zach year will be less ana counsequeutly the ressrve

will hive tc be imcreased. If Cungress ever actually 8 _,)rn= -
pristes momey at which level of this reserve can ve briught

U scmevhere near the requfwoments the situstion is gciag to

be difficult to hanuile just the saue. 4s long &s ve have

to consider the supplics irn the hanes (f troops, current
Spprugriations alsoy will have their effect.

Ten Yezr Ordnsnce Proarar,

I will now touch on the Ten Year Ordnence Program. I
think it is the rwsi: Important iece of work, the most in-
»ortent subjsct for the comsicoration of the Tor Department
as & wiwle, that we have tedaye



That program involves the expenditure of little over

twenty-one millicns of dollars for the purpose of produc-
ing & limited numbexr of weapons ¢f .ew tyoes.develupsd since
the “orld War to gst a fow units squipped so as to familiar-
ize the troops with the new arms, determins their power and
limitations, prepare the training documents necessary, etc.
Howevar, the main object of the program is to manufacture a
few jigs, gauges, dies, etc., that may be placed in reserve
or held by the Ordnsnce Departmsnt in order that when an
emergency arises wa can go imto production of the new weapons
rather than the onas with which we came out of the iast war.
We will also bes able 1o procure productloa of the new wsapons
at a much faster rate.

¥hen we consider that those naw wespons ars to take ths

place of these really cbsolete or dang~rous cnes of yaars
gone by, we can realize the importance of the program. When
we talik sbout mobilizing msn and squipment nscessary tnesrefor, we
talk about equipping the men tlus mobiiized with the suppliss
and equipment that are on hand from the World War because e
cannot get emough money with whdalk to prepare for ths manu-
facture of a more efficient type of weapon, I think that

is one thing the Genzral Staff and the Offic> of ths Assist-
ant Secretary of Var should constantly study with a view to
its accomplishment. If we do not do aarthing elss ws should
at lesast accomplish that,

Fraparation of Specific Var Plans,

rafar to whet the G4 functions
Specific War Plans,

The initisl dirsctive for the preparaticn of a war plan
go3s to the War Plans Division either from the Chisf of
Staff or from the Joint Board of.whkich thce Chicf of Staff
is & senior member. Though practically all of our plans
are joint plans, sach Depertment in the first Znstance nor-
mally preparss a tentoative strastegical plan of its own aftaer
informl confercnce with eazh othor. The War Plans Division
having obtained from 3-2 ostimates of the enomy situation
and frow ths other Divisions of tne Gonsral Staff sstimatas
of availability of cur own foreas, and through its reprasea-
tation on the Joint Planning Committse an outline of the

probable Navy plon, proparss & tentotive Ammy stratogical
plan which is submitted to the other Divisions of the Gen-
aral Staff for their views,

It ig then submitted to tho Chief of Staff for aprroval
and, if noccessary, referraed to the Joint Board. If rafarred
to the Joint Board it ig agoin refarred by thet Board to the
Joint Ploaning Committce for consideratiorn and for tha pro-
paration of the draft of a joint plon which ill sat forth
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the main decisions, allot appropricte tasks for esach
sgrvice and specify the method to be followsd to-insure
their coordimtion. Vhen a joint plan hos bean preoparad
which is accoptabls to the Joint Board and = s -boen ap-
provaed by the Scerotary of War and ths Secretary of the
Navy, it becomass tno Basic Plan for both sebvices. The
War Plans Tivision then grafts o final strotogical Army
plan in consulgtation with the other Divisions of tho
Goneral Staff and in conformity with the Basic Plans.

This plen, when approved dy the Secratory of War, is
furnished to the Navy Depertmant and to ths other divisions
of the Gensral Staff for the preparation of what is callad
the nacessary supporting mobilization plon, i.2., the pro-
paration, as far as G-4 is concerned, of the necoessary
dirsctive to th:s supply branchss as to what steps must be
token to maet the roguirsments laid down by the stratogical
plan, such as tonnags réquiroments, both by reil and water,
charcceter and strength of troops to be cmploysd, supply
requirements for movement with the troops and subssguent
movanents to sunply polnts within the coatomplated Theater
of Operations, the methods and rates of supply betwesen the
Zone of the Intarior and tha Theater of Opsroticons, main-
tenance ratas, special zguipment nscesszry, if cny, and
cny other supply information and ianstructions accessary for
& complzte understanding by tham of the probleom imvolved.
The supply branches concernad prepore their plan based on
this directiva,.

Tha Ralationship of Mobilizotion to Wor Plan,

The Var Department Genargl Mobilizatlon Plen, as now
concceived, is desiganed to provide for the maximum attalmabla
mobllization botn im men and material, so it sets procure-
ment objectives for all branches and scrvices dnd for the
Office of the Agsistant Secrstary of War. As now boing ro-
vised, it will c2ll for the immediatc cmployment of all
Regular Army cnd ¥stional Guard organizotions, to be followed
at the cariiasst practicable dats by the Resorve Divisions,.
It is intonded to covar the best we can do and to design
the machinery for doing it. " ith this as a basis, the sup-
porting mobilization plan end any particular strategical
plan can be raadily praparcd.

I wwant to mention one thing that is noccessary if we
are going to got anyvhare, as we must, in this work of co-
operation ard coordination between the industrial and
military effort and its application to tha Mobilization Plan.
In the accomplishment of the duties develving upon tho Office
of the Assistant Sscratary of War and tha General Staff in
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meeting the responsibilitics imposaed upon 2ach by law
it is exceedingly important, the problems uncar those
respensibilities ars to be. proparly appraciated by oac
anothar, thot cach office cloarly undsrstand thz func-
tions and duties of the other,

» In other words, thore macst be o meating of minds
botween the porsonnel of the two bronches. There must
be comminity of interest for th2 accomplishment of a
singla purpos2. Thore must be cooperation in its broad-
ast sense. The General Staff, undar the lew, is charged
with the preparation of plans for Natiormal Defsvse, the
use of the military forces for that purpose, the mobiliza-
tion of the mamnood of the nation and its material re-
sourcaes, and to render professiosal aid and assistance
to the Seeretary of War ana the Chief of Siaif, It
gives no direction, it performs no function unlsss 1t
dods so under the Authority of the Scerctary of War., The
Assistant Sacret.ry of War, under the ssme direction,
(i.es, the Secretury of War), is charged, among other
duties, with the assurance of adoguate provision for the
mobilization of mataricl and industrial organizations
essential to war-tvime meeds. The personnasl of both
offices rust understand that tharc is no over-lapping
of the dutiss of ths two, but & definite and well
defined respongibility for cach that dovetail and fit
¢losely together. In the performance of its duties
partaining to th2 mobiligation of the manhood of the
nation anc its material resources, the Genaral Staff,
under the dirsctiom of the Sscretury of War, sets forth
the requirements in material which in its opiaion must
be available to iasure the propesr egquipment and main-
tanance of the troops in war. The psrsonnel of the
office mf th2 Assistant Secrotary of War, undsr the
sams dirsction, must ossure thot the nccesswry stops
ars taken fox $he mobilization of this matorisl, and
of dhe industrial orgunizations nocessary to produca it
in tha guartity éosirsd. The duties of neither canm be
cfficicatly pePformed without the closoest personal ~on-
tact and cuopsration and without the clearest undor-
standingd It is not snough ror onc to say this must bs
dons and another to soy it camnot bpe dona. The Chief
of Staff, in his acddrass to your Collegs, mace tim
following gtatement: )
"It is not sufficient to sy that our
efforts must be limited to a given production
capacity &t any time. Rather the proportion
must bo adgpted that our procduction capacity
must be responsive to our naeds. e nmmst cre-
ata a prodmction capacity that will macet our,
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needs. If this scams impossible, 1 must repeat
that war is o transformetion of the impossible

nto the nossible by ths sid: which succsaecds,
Thoe sicde that caen't do that will not succceed.™

<'1~

Lot me fur
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har acd that quibbling over minut
il &

a3
s incicative of failurc to grasp the spir
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