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"ORGANIZATION OF THE OFFICE OF THE ASSISTANT SHECRETARY OF WAR"
(it.Col. J. D. Fife, M.C., Chief, Planning.Bre, O.A.S.W)

Colonel Carr snd Gentlemen;

I have nothing new or original Yo offer
you this morning. The subject matter to which I expect to call your
sttention has already been written up or expressed by somebc;‘dy,
sometime, some place = namely the subject of Industrial Mobilization.

As students of the history of the World War, your sttention
is invited to papers that have been written thereon, the snnual re=
ports of the War Industries Board, Council of “ational Defense,

Foudy, -0 Tond Gdon,

reports of the Railrocad Admm.strat:.cn, the Priorities Section of
Wor Thadg Geord -
the War +ndustries Bosrd, etce., and more particularly I want to call
/k

your attention to the plans and policies laid down in the lectures
that have been given since the World Waer by such peq{le as Mr, Baruch,
Mr. Scott, Mr. Legge, fﬁ. Gary, Colonel H.B. Ferguson and others. The
lecture given by Colonel Ferguson at the Army War College last year

contains many prihciples and policies that if analyzed and studied

throughout your cowrse here would conbtain valuable matter for fubture
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To know the history of the indusitrial effort of the United
States in the Yigrld War is to know one in which there are many sure
prises. We did not begin to plan for that war until sfter it was
declared*%h the Allies holding the lines until we could become

prepered, we did not get in uniil after a year had elapsed. In the
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event of another war of the ssme character we hope to he in better
shape thah we were in 1917.
Immedistely after the War men who were engaged therein be-
?ame concerned over the state of affsirs and commenced plans to better
thems They have laid down those principles and poliecies which are
outstanding, those which you will study throughout your course. The
expedence of these men have been very valuable to us.
The law, as passed by Congress steting the mission and
duties of the Assistant Secretary of War, was written byhﬁ'm‘f\a?(who -
had thoroughly threshed aitthis thing, who had been witness of what .
- went on during the War and whoss-recorded opinions dheresfare in }4?4kﬂvdifﬁﬁf

the arguments and hearings before the Military Affairs Committee and

e’ the intent of what they were trying to do in w?rding such
s very brief law. It is very difficult Lo word i=mbe e lmg‘just whet
we want to do so one has to go back to the "intent", taking into con=-
sideration the readings snd hearings bgfore the various committees,
S dl Anndatd
The ocutconme of dhris~pents efforts was the passgge of the

Netional Defense Act in 1920, Through this Act we obtained our
military policy =~ it established the mission of the General Steff on
one side, which is owr military body, and on the other the Assistant
Secretary of War with his industrial or business~side mission. That
Act actuslly provides that the Assistant Secrstary of War supervises
21l matters of procurement for the Army; he likewise supervises the
plans for the mobilization of the materiel end industrial organiza«

tions of the country. This lew also bombines those functions, the

militery planning on the one hend with the industrial planning on the
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other, by providing a War Council composed of the Secretary of War,
the Assistant Secretsry of War, the General of the Army and the
Chief of Staff. There is also & provision that in the execution
of the dubties of the Assistant Secretary of War the policies and
principles must be approved by the Secretary of Wer in War Council.

The chiefs of the supply branches report to the Assistant
Secrebary of War on ell metters pertaining to procurement; to the
Chief of Staff in all military metters,

urad
The Assistant Secretary of Warts office %:eﬂtablis d # gdgéﬂﬁ
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duties §uits distinct from the -others. IN-is-concerned-wish sich

RO.8 =086 a‘4~;_~»

in 1880,

as Militia affairs, Reserve Corps affairs, the Small Arms
competition, National cemebteries, disposal of surplus property and
Aty LA
obher Mmtters. The statutory duties are divided into two
mein classes - current procurement and war plenning - and the Office
has been so divided.

The Current Procurement Division takef care o\f those
matters pertainifxg to peace time procurement aﬁf wpmig::;%&ed in
effecting econom;gwgn procurement. We operate under &« very nerrow
budget in peace time 'zhaq}a the dollar is the determining factor
q,%.n war timey 'Lhadj:;fnge orth & very different picture. The Army

is responsible for getiing meteriel in war tine and finence becomes
(ot s -

more or 1ess - factor of this function. You understand

this is only one factor =~ there are many more,
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That part of the Assistsnt Secretary's office which is con-
cerned with war planning has come through & good many evolutions
wince 1921 when the office wes first formed. As s matier of fact a
good meny changes have been made in the orgenization snd I suppose
2 good many will be made in the future. We regard them as improve=
ments, Certainly as the plans develop and new problems come up from
the branches or elsewhere the organization will have to make seme rtphtl
s3ightt changes,

Te have an office chart which gives the present organiza-
tion/ as we foreses it’ for use in time of ware. It gives z picture
of the divisions of the duties of the Assistant Secretary of Warfs
office in war pl;n@zzi as well as the sebt-up it would teke if war

¥

was declared in s—shert time., The Plenning Branch is a body of

twelve officers who are set aside to study the Worliw@

(are engaged in the same studies you are d,[ &ué they are concerned with

ot . ‘
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studying the World War Eiétc;ry and.afirttos, also in outlz ing the

4 ,Vw VL3 iw Dc:z Ly
a Plane and policies for & future organizationy Colonel Ferguson R
R — e _‘.?-, . s g R ETT

stated, when the office was first formed, that he could put a hun-
dred officers to work but he thought the best plan would be to take
in only a few men at a time, incerease the personnel as the‘ work
developed, so that there would be no lost time «~ thet it would be
better to stert a2 few thean to attempt to cover the whole ground st
onces

The law states that the officers and civilian personnel
needed for this undertsking would be drawn from the brsnches. There

is no sppropristion for the Assistant Secretary's office other then ﬁ/

his own salary.



There were two ways in which the Assistant Secretary of

War could underteke his problem. Under this Act he could heve
oz

called in sufficient personnel to work out the detailsgqcalling on

ol

the Plegndag Branches ofisd foes to furnish bhedmeq
1

. I 2 vh Q08N
proportion to the size of %het?~undertak1n§{ He could have estabe

/

lished #n organization similsr to the Purchase, Storage and Traffic
Division of the World War, taking away from the Planning Branches
their procuring and planning sctivities. It was thought best, and
we are becoming more and more wed to the idesa, to decentralize the
planning to supply branches of the Army and have them carry out the
e S L

The branches heve created organizations in their own headw

details

quarters here which are concerned solely with planning for procure=-
ment of the msteriel mssigned to them in enother war. They have
established throughout the country districts and district head-
quarters to survey industries of the counbry and study the art of
production. The men thus engaged in these districts will carry
this through to its final enslysis,

The Assistant Secretary of War has merely undertaken in
his Planning Brench to initiste plans and try to distribute the
losd to those who will be charged with ca;%y%&thenfgqgt in another
war. There is not a good deal that the office can complete in plans
Qther-than-some=laws. We have no field agenc;Ls, no other orgeniza-

tion than the twelve officers previously mentioned, and the Assist-

ant Secretary does not intend to establish any so far as I know,
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I think if you will resd the National Defense Act, study

it carefully from time to time, analyze the hearings of the Military

;

Tt m l«/\"@"‘ As’fnﬂ‘""} Q“A‘?’.\ ‘ﬂé’

Affsirs Comittee&of theg\Senate that fremed this law, you will find g’
‘ ¢
£
it was the intent of Congress to give to the Assistant Secretary of ¢
j ”»

War all authority in regard to distributing this plan to whatsoever
ggency or agencies he would decide wes necessary - and thet is his

plan.

The law also provided tThat the Assistant Secrstary would

o P,

be the medium of contact between the War Department and such intere

departmental or super-agencies sas are iumpedisbwly created in event

Mfﬁ N
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of war. In passing this point I would like to state it is not s

very healthy thing to plan for an orgw'bo execute something-

.

L -rutil
@3}“ is not in existence, If yon work out a plan snd get to & place

S
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where you think an activity should be the function of the War Indus~

a1
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tries Board or some obher emergency orgenization, simply because we
hed such an organization in the World War » that is not regarded as
finishing anything or arriving at e A coficlusion. [ We do
not know whet such en organization will do even if it is formed 4 W"Ev:%
The very fact that the lesding men in industry were chosen to com-
pose those orgsnizations leads us to believe that if they are sgsain
chasen they will be men who will wish to follow their own means and
RN St
methods‘\ and’lselect personnel they see fit, so it is very likely if
we made plans for them to follow they would not do it any way.
In regard to the Navy, there has been set up & Joint

Board, & Munitions Bosrd, which will st lesst give us the freme

work for thorough cooperation with the Navy - The Army and Navy

€.



Muniti ons Board. This organization is compr:.sed of like organiza-

MRang g
tions of the Army and Nevy, mm Policies Committee which MZ@WM
u«ég %a A o tlane 2 Viwglen
o bhose—ma s passiéd to it by the Joint Board. This

Ve mwwm LA AIANEA. W =
Committeeﬂt&leea—a? functions such as Allocations, Requirements,

Labor, Power, TBansportation, ete., affecting both the Army and Navy,
&o at least the orgenization is available for thorough cooperation,
onesdu il

When the time comes that we know smewgh ebout requirements, the Nawy

@l
as well, the org lzat:.on is there ready to do its work.

A A % W/DQVL‘"
You know im-thecty a war plan is & very & thlng. If

we had &t present s definite picture of where our next wer is going
to be, our Military Informatien Division would go and find out from
that country exactly how fast they could raise their msnpower, what
they could do in industrial mobilization: We could successfully
compete with them, raising and training our army in time to meet
theirs, and in case we could not meet seme- by production and manu-
facture we could srrange to have a war resserve, However, war is a
very unexpected thing; we do not know'm’ we are going to fight or
what countries we are going to fight. ‘he policy has been adopted
by the General Steff that, first, we will work out & plan for a
condition of preparedness, manpower and industriel preparedness,

y of aeg. w&f%@wﬁmiﬁf"
that would be prefifebie, Undertaking any war we heve to know

certsin things; we have to know what rate of mobilization we can
esw

undertake -~ how fast we can medi&e men, how fast we can reepruis- M
them, snd then how fast we can supply them. Yhe Army has undertsken
what we know as the General Mobilization Plan, which covers work to

o6

be done no matter whet country we sre-engaged with. *t is very hard

Te



to pieture the sctual requirements not knowing the location of the
field of operations.
The Generel Stretegic Bosrd of the Army and Navy, composed
of General Pershing end Admiral Eberle, gave the Joint Munitions
Board (composed of the Assistant Secretary of War and the Assistant
Secretary of the Navy) & directive in 1924 ordering them to propewe- Q(&,,«
% General Mobilization Plan for the Army snd en Orange Plan for the
e Al L et ok oo,
Navy, This covered the maximum effort for the Army and was more or

less & case of "trial and error"., We were to find out how fast we

could mobilize for s meximum effort. whi

tesser—zxw¥e, Our questions of cooperation with the Navy probably
will not come to a definite state of affairs until we both get to
work on the same plan. »*he effort of the Army in sn Orange werfare
would be very small and would not give the branches enough to do at
that time so it is believed that they should work on & meximum

o R
effort plaq\to mobilize the entire resources of the country.

In regard to the different steps and detaeils of such
plan, first - Paragraph 9 of the Nationsl Defense Act describes
what classes of materiel sre assigned the Quartermaster Corps. In
the same paragraph is described the classes of materiel to be as=
signed to the other branches, but this Act leaves to the Assistant
Secretary of War the decision #s t; which branch will procure
certain materiel, If you throw sll this into one organization it
would separste the professional people from the procuring people.

Teke the Enginee}s, Quartermesters or doctors - theirs are all

distinct professions; if you took from them their procuring

8.




functions and formed another P. 8. & T. Division you would have
B s .
separated the professioni{ﬂfrom the procurement However it
has been left to the Assistant Secretary of Wer to decide what
classes will be essigned to different procuring branches of the
Army, including the speciai:;echnical articles to be procured by
eache That was the first duty of the Assistant Secretary of War
and was acecomplished in 1920,

The next thing was to begin on the specifications for
this materiel. Bach branch haeving been assigned materiel to pro=
cure was given the undertsking of preparing the specifications
therefe . BSpecifications are pretty difficult things to undertake,
There are two main classes =~ the commercial items and the strictly
militery materiel not manufactured in peace time at all, offering
the most difficult problem of all., Work on specifications is
exceedingly slow because not only military types are changing all
the time, improvements being mede therein, but the commercial
articles are undergoing improvements also.

. Having been supplied lists of maté}iel to be procured,
and specifications therefor, the chief of a branch is charged with
procuring same. The next thing to be done is to estimate the

smount required under a given Mobilization Plan, ‘he General Staff

lays down the rate of mobilization, the number of men %o be called

€

in, the number of units and the Jividddl of these units; sets a

definite date for each unit to be mobilized. The chief of branch
2
tekes these tables, arranges his basis for requirements es to rate

of fire, rate of consumption, food, clothing, etecs This is spproved

9.
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hire A
by the General Staff who Csigiﬁes the amounts required. The result
is the basis for the investigation of the production possibilities
cof the country.

Of course if the Assistent Secrebtary is to have a War
Reserve we would not have to worry aboub estima roduction, buk
Wer Reserve is & tremendously costly thing. Furthermore, the pro-

gress being made in seientifi-e inventions, the advancement going on

2ll the time, leaveﬁ us in possession of & good desl of obsolete

L
msteriel,and oA r»*'»rﬁ-"*‘~~w‘ S MOH qff;(fvm““ [ 72 b
UL sl aXp et atacan- @ﬁ&& A tnrioa %{ 4¢@u%?

Aft haV1ng deberni ed he requirements in each of th e

meteriels for the different branches, the next step is for the

braneh chiefs to apporticn their reguirements to the different dis-~

& ynditad Lo e
trials as to where it can best be produceds We knew-in the Weorld
g 5f o A e
War end have & general ideﬁmncw. Our studies of the complé%eﬂ?ﬁ?

tricte in the field, This is done after & series of studles and +
/oé_é é€i tphe

e

of the industries of the country, throug@\various%%;deral agencies,
the Department of Commerce, ete., gives us a good ides of the msche
ine tecol industry, bress indusiry, transportstion, clothing, etc.,
available. The load being apportioned to the different districts
by the chiefs, the officers on duty there then survey these indus-

WM
tries to find where the orders cen' be plsaced,

A
Having done this, the next thing is to prepare plans for
each factory and have them accepted. These are known ag the"Ac~
cepted Schedules of Production". So far %% they have not been worked
out very thoroughly but it is hoped in time thet these plans will

give us a more definite ides of the production possibilities and we

10.



can be &t least prepzred in two or three years o tell the General Staff
how fast the manpower can be mobilized for these supplies.

War plans of the General Staff, so far as supplies are concerned,
are merely estimates of consumption or rates in which the materiel is to be
ugsed. It is not the answer to the problem at all - merely puts the guestion
up to the Assistant Secretary of War and the branches of the Army to give
thé correct answers. The manpower can be mobilized only so fast as materiel

can be produced for them. hre—issistant~Sas

<iBe, the branches =znd -heir field agencies (of which the Assistant Secretary
hgs none) have contacts outside of Washington making it easier for them to
underteke to solve the problems than for the Assistant Secretary of War to

do s0 alone.

We will next teke up the general idea of plamning as applied to
procurement. In order to apply the different plars to the different agencies
if charted, it would appear something like this. (Chert on file, Plamning
Branch, O«LeS.W). The classes of materiel would be divided into different
groups for each procuring branch of the irmy ~ say in ten diffsrent grourse.
Take Steel for instance: There would be one oOr more groups in the Quarter-
master Corps charged with steel, as well as the Engineer Corps, Ordnance,

“ &UL,w&auﬁf" Y/
etcs This group wolld be formed and if the plan was charted, you would
indicate that such and such groups would be consulted in regard to require-
ments for steels That would give you information as to the branches using
steel =nd the requirements for same.

The Assistant Secretary of War has established a Commodity Com-
mittee on Steel. This committee is comvosed of one officer from the

Planning Branch and oficers from the different using branches of the

11.
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trmy and are to inspect and %o approve or disaporove the plans for the
procurement of steels The Navy also will furnish us requirements on the
commodity. Civilian needs are token into consideration by this Committees
If there is a private azency existing in pesce time concerned with this
commodity it is so indicabted on tur chirty if it is intended %0 estzblish
a Federzl control agency in war time that should also be indgdated on the
chart. In this memmer you neve the planmning and using wersonnel plainly
indicated by chart which can always be consulted and who will know both
the requirements and rssources of steel :nd will perect the - lang for
procuring and using steel in war time. There will be 2 good many plans
indiczted on the same chart if it is correctly carried cut for =211 the
finished products and raw materials in pes=ce or war time.

There are & zo0o0d many subjects to be covered - Price Control in
time of Wer, Priority, Labor, Transvortation, Power, Conservation, etc.
All these may be regarded as being in their infancy. Studies of what
happened in the World Var have been made in some casses, and have pro-
gressed t0 the point of indisating sction in 2nother war. Do unot get
the idea that plamning for war is a fizxed art. It 1s advancing all the
times new ideas come in and regerding some of these you will be =ble to
get a great deal of assistance from officers in the Planning Branche

One of the difficulties encountered in our work is lack of money
and lack of persomnel. There are about one hundred officers in the Hen éa%¢b?;i
Dexawbment concerned with the study and premaration of the plans for the
survey of industry and about sixteen hundred concerned with the training
of soldiers for the next war (ReO2Telley GolMeTele, and National Guard).
i Ot P by
We are told and have decideiﬁthat the limiting factor of mobilization is

the mobilization of materiel and not manpower. In the World War we

12.




"had manpower mobilized standing ready for materiel which they received one
year laters

ol

such materiel as for ma%f This is a point which I want Fou to rememb

ffwglea:ely, as it will be stressed time and time againwif

>
»’%ww
[k

i ing the World War
P
the increase of the combat branches was thirteen times what it was before

We have one-sixteenth of the number of officers planning for

the War; the increase in the supply branches was forty-three times.

Hach
officer working on industrial mobilization now has zbout fbree times as

much to do as theman working on manpower mobilizatione.

13.
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known as YHssential Items* - those in which vroduction will not meet

> ﬁ‘ - > -
requirements and war reserves of sane'hﬁ? to be maintained. There is great
gaps in that reserve and it is the General Staff's intention to ask Congress
to determine a policy in regard to war reserves, whether they will teke the
shape of lump sum eppropriations or ctherwise. They hope to zet their

answer when Congress GOAVENSS.

QUASTION:

In the performance of his statutory duties is the Assistant Secre-
tary of War in any sense or any degree independent of the Secretary of Wer?
ANSWER:

o, The law does not state thet. It states that the Assist nt

Secretary is under the Secretary of War. The final respohsibility rests

with the Secretary, but he camnot the responsibility of the

Asglistant Secretary to anyone elses

15
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OPEN DISCU3SION - FOLLOWING LECTURE.

UESTION

You stated that the General Staff determined the mampower rate.
Based on that the supply rate was Tixed; based on the supply rate the procure-
ment planning determined the production rate. Should, therefore, the produc-
tion rate not meet the suoply rate? Does the General Staff modify his plan
t0 meet this rate?

ANSWER:

Yes, they should and that is what they are trying to do nowe They
see more and more every yesr, every tine the branches re-figure their
requiremehts, The General Staff is more and more impressed with the limiting
factors of mobilization and are trying to fit thelr moanpowsr mobilization to
the production possibilities. However, with our limited appropriations and
personnel the work is not being accomplished very fast, for there is an im~
mense amount of work involved in determining the productive capacity of thig-
countrys

At this time the subject befors the General Staff has to do with
money for Wsr Reserves. Of course production failing to meet supplies, we
should be able to £ill in the gep with sufficlent war reserves. We will have
to do thate It takes many months to produce shells but it takes a number of
years to find out what the productive capacity of the country will be. We
will be able to give the General Staff a better answer in 1929 or 1930. The
present Gensral Mpbilization Plaw of 1927, the Supply Plan for the Army, con-
cerns merely those limiting fagtors in materiel that our investigations hawe
found would have to be met - that is smmunition, shells, some mrms {(Particu-

larly those not perfected in the World War), and each branch as a list
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