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Cne of the incidents of the Revolutionary War related by
Washington Irving was the capture, without bloodshed, of a considerabls
enemy force protected by a strong enclosure  Scouting with his cavalry
in the Carolinas, Lt. Colonel Washington, a relative of the Commander-
in Chief, came suddenly upon this satuation and realizing that cavalry
was entirely ineffective, determined on a ruse which proved successful
Dismounting and disguising his men as infantry he advanced them with a
dummy field piece fashioned out of a pine tree, painted and mounted on
wagon vheels, and threatened to blow the livtle fort out of existence
if 1t did not imrediately surrender. This ludicrous affair, which quite
mortified Cornwallis, may perhaps best 1llustrate the value of superior
equipment, for such 1t appeared to be, and I shall be entirely satis-
fied 1f you so regard it But reflecting that today we disguise not
trees as guns but guns as trees, what seems most striking in these
picturesque examples of the intimate and personal contacts of bygone
wars 1s their contrast with the stern industrial aspert of our modern
war machine, In our f.rst great war hastily gathered militia, each man
sei1zing the arms from his own fireside, might, by personal courage and
inatrative, inflict a defeat on a dasciplined enemy, as at Kings
Mountain in this same Caroline campaign, our last war found armies
wmpotent without the support of a vast industrial cooperation such as

the world had never dreamed. By successive stages, gaining the most
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rapid headway within our own lifetime, we have reached a situstion where
our leaders in the milatary art have, like Frankenstein, raised up &
monster for their torment - a supply monster whose insatiable appetite
may decide the fate of nations.

Success in land warfare today depends on three factors,
man-power, supply-power, and the utilization of hoth - each so im-
portant and so interwoven that 1t 1s foolish to speculate on their
relative value  Those nations only are wise who nerlect no one of the
three for in direct proportion to that neglect will safety be imperilled.
We are here concerned with supply power  Yholly sympathetic with the
problems of those resovonsible for man power and utilization, we desire
to make sure that the flow of supplies, in default of vhich victory may
be denied, shall not fail.

The effect of supply power on history! If some one among you
has literary genius here 1s a fascinating subject ewaiting an author
Haistory, to date, has dealt but meagerly with 1t, wars are recounted
almost wholly in terms of men, strategy, tactics and politics Only
some spect cular condition, like that at Vailey Forge or the bloclkade
of the Confederacy, causcs the historian to pause a moment and conten-
plate the effect of scarcity of goods, otherwise, armies assemble, move
and faight with supplies fallaing apparently like manna from heaven, and
the genius of a Napoleon, for example, lies wholly in his strategy and
tactics and the wnployment of has artillery. It seems almost as if a
formula for the recording of wars had been loid down i1n the bow and
arrow period too sacred for the ever-growing corplexity and importance
of the supply problem to disturb, so that wc can cven find histories of
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the World War entirely .nnocent of any reference to such a problem

But let us consider for a moment this Napolson whose genius
over-shadowed the world. How he recruited tris armies we know, But
how, after disaster overtook his armies, could he so quickly re-arm?
We fand tre answer in ris letters and orders and rere we have a very
different Napcleon from the dashing commander of the historian - a
man of infinite detail whose mastery of figures and statistics ex-
tended to every particular of bis supply program. Homely, dry
letters these--information where goods ~an be mwade or found and where
they should be stored To a certain General Clarke le writes criticiz-
1ng an estimate for repaars, citing the original r~ost of the articles,
From Moscow he sends to France a complete procurcment plan for artillery
and ammunition  Nothing escapes his attention, One Am.rican author
has caughlt a glimpse of this side of Napoleon and represents hin in a
fictitious interview sith Aaron Burr as ascraioing ruch of his military
success to his statistirs of Frenclt industry Wwhat irony of fate that
he srould lose an army from lack of food!

So in our studies of military ;enius, surcess and failure,
let us traink of Napoleon not only as the great commander which he was
but as the fatler of procurement planning, that first element of
sapply preparedness on which more and worec success bas come to depend,

Yet in Napoleon's day the supply problem was still relatively
simple, a condit.on which had not greatly rhanged up to our own Jivil
War within the memory of st1ll .iving wen, making comparison doubly
interesting. Thus, in your boyrood stud.es of these events you must
have been impressed with ihe great siege train witk which Grant in-
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vested Petersburg and 1t 1s interesting to note that the total cost
of these field picces was not mere than that of the few batteries of
75 mr guns which you cin see on our Washington strects on any day of
ceremonial display - not much over >125,000, 1f my nemory serves, The
vhole artillery of Rosecran's army was not much more, Commanders sent
orders for cannon balls to foundries on a single sheet of paper - the
back of an enveclope would have served. Cont-ist this with the present
day specifications for a 75 mm shell and contrast the time element,
But invention and scicnce were already asscrting their domination.
A single, victorious iron-clad commanded the seas, a symbol of the
changes to come,

And so as the machine age began and Germany, France, Russia,
England and our own country waged successive mars, armament grew year-
ly more corplex and powerful um®4l within our own expcrience in the
great tragedy of the Vorld War we have seen supply power in 1ts full
maturity, an insistent power to achiceve which taxcs uttermost resources
and witrout which failure as Russia farst and Cernany finally found 1is
well nigh inevitable

It 1s this growing corplesity and specialization of the
munitions of war togetbher with the wast increase in irmices, their
consumcr, which has given us our modern problem of war reserves, not a
new problem or wathout i1ts effect in past conflicts, but new in 1ts
greatly increascd importance  To the extent that armed forecs reed
ossential supplies in advance of their availability in the market thoy
must depend on rescrve stocks or egasc or liumat their activities These
stocks may be partly in the hands of the troops themsclves, - initial
cguipment, accompanying ammunition, etc , and partly in storehouses,
but to the amount that demands exceed supply they must be on hand.
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Wwe call such stocks war reserve. There is notbhing theoretical aboutb

this subjceect, 1t 1s a coldly practical mattcr, It delayed the effective-
ness of our own participation in the World War ind forccd our dependenee
on Freneh and Bratish supplics., It nearly decided the issue in Flanders
Clear-thinking France madc 1t a corner-stonc in the Versailles Treaty
and statesmen will always find 1t onc of the most vital factors in their
projects of disarmament, As in the world's military center of 1800,

we find Napolcon adding to his strength by carcful procurement plannang,
so in Germany, strenuously preparing for Der Tag a century later, do we
find a full appreciation of the ancreased importance of rescrves,
Wraitang to the VWar Mainistry on January 11, 1912, Von lleltke dcvelops the
need for ammunition reserves on the basis of cxnenditure in battle and
probable manufacturing output. At this time he estimited light shell
production in eight wecks. Six nonths later he had revised his estimates
and wrote as follows "Tne figure of 1200 rounds per gun scems to me
absolutely neeessary in view of the small amount of ammunition which,

as I now hear, can be manufactured after the proclamation of mobalization
I must ask that this be rcuched s soon as possible  at the same tame

I must draw your attention to the nccessaty of developing the capacity

of industry to produce ammunition in the csc¢ of mobalization in order
that 1t may be able to copec with any umergency " Vhat a fascinating
subject for research inteo the causcs of the Jorld Viir 1f these calcula-
tions could be nmade availablc to the student! The German amport figures
tell the same story s to storage of raw matcrials - there was no

failure of rcalization in lhe Gerran Staff of the value of supply power
xnd the fatal miscaleculation, particularly as to raw m terials, was in
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the resisting pover of the encry.

I rave ramed this reserve problem 2 very practical thing,
We may go farthor and state tlat ir aitscef 1t 1s pure wathematics
Tre datx w 1rh lead up to 1t may and gererally must be estimated but
«ne1r solut.on intc ihe rescrve rcesult .s straight mathematics and
we can no morc truly speak of authorizing such a result than we can
aafrorize tlat 2 plus 2 cquals 4, If such autbtorization is but a
bureaucr .tic function no barm 1s done, but too often an authorized
reserve means o failure to faesc the results of basie data combined
witl hositaney in eranging such data, possibly not wholly belicved in
Such compromisc, not lacking .n our own pol.cy, obscurcs the focts
and Y .nd.rs progress

In consider.ng the mithomatical solution we may convenicntly
make a2 basic distinetion as between finished artaclces of 1ssue and the
raw materiais of manufasturc  Wwe must omit censiderotion of components
and such scrondiry rcguircments as guages, michine tools, otec , as
involving questions too complex for the laimits of this discussion
As between tacse two divisiors the pruncipal dafferenecce is the time
clument vV ath firished articles o arc, from the war rescrve stand-
point, only concurned ivatl that period of time neccessary for the trans-
position of our industrics from peacc to war, UTith raw moaterials we
are concerned witn the entire duration of tre wur zn order that these
irdustrics, once gaining full activity, nced not slacken, In this
case the factors irc 4t once scen to be nucl more indefinite, involving
the development, intoensaty and duration of the struggle and the avenues
of import wrick may romain open  One gucss may be s good as another,
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and so for the present, the office 1n clarge of these roaw roterial
studies 1s adhering to two ycurs rugquarements developed fron the 1924
mobilization plan with 111 sca lancs considered closed, There are
suvveral faectors of safety - daisrcgard of csscntiulaty, probable ex-
cossive ostimate of farst ycar operations, possible roduction of allow-
ances, «nd possible robuntion of sorne wwvenues of amport - ~11 of whieh
serve to ofisct the risk of an under-cstimit. of duration  Very con-
siderable progress has been made in ascertaining necess ry raw

m terial rescrves but conclusions wall for some fame be waith held pendang
furthcer roscarch into the dovilopmoent of substitutos for shortages now
known to txist  As daiscovery of 2 safe, waalable substitute for a
stratcgie raw material oxtinguishes or reduces the roescrve slock whach,
at considerable cost, a courtry rust othermrisce acguire aad r.inuvain for
1ts own safcty, there cin be no bebber utilization of funds than for
well-direcbed rescarch an this dircetion. The problem is recognizea

1n our ye.rly budget daircvetive, but appreciation of 1ts importance hes
not yut gained aswide acceptanee s 1s nccessary and desair ble,

P.ssing now to finished 1tcms of supplys, discussion musl be
confinced to the facld foreces, 1s time will not permit conoaderation of
such specitl situibions s coast defenses or irsulir posscssions  ond
1t 1s the mobile irmy which i1s indeed our fainil reliinee, Tor our
mathor tical solution we need three factors - Production, Time Llemients
of Distribution, wnd Requirunients - with our studivs co. finced to thosc
vssential atems nercussary to the combut of facicney oi troops Now lct
us 1av¢ one point very cleir. Yath the posentaul andustril strength
of this nition, with pluns for the wugnent bion, trosposition nd
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spceding up of industry carried d¢ sorplotion nd tlo .ntieapated
peiks of produrtion ruacted, and wibr adeguate provision for raw
materils, we reed hawve no fear but trab our industriar structurc
will support the dumands of 2 maximum comergency  In othor words,
After the first phasce of industrial preparation 1s over our sapply
power will be .dequatce Treroefore, so far as war roscrve of
finishoed 1+toums 1s conccrned, we noed on.y consider this first phasc
of the struggle, o period virvaing from say four to fourtceen months
arcording to the noture and complexaty of trc¢ supplics - on tle
average, 9 twelve-months study,

The Nationnl Defense Act gave us the basis for our
production studics and *thesc hive progressed to the point wherce the
figures are in roudainess within o reasonable degree of weurney
Production figures arc never final, actull nd potentzii producers
cnter wmd leave the field, the introduction of subst.tube standards
broadens tro market, nd ceducational orders, _f -~uthorized, will
shorton the puried of proparation in certnin i1tems, but, with thesc
neecessory rosoervations fully admitted, 1t may still safcely be saad
thit the figurces now available arc suff.cicntly within the goneral
vrror simits of thu prob’um to permit wir rosorve c.lceculations to
proccud The dastripution time faclors hive been thoroughly dis-
cusscd and trerce 1s no porticular disagrecement, the time ranging
from one to thrce months ascording to procuruvment methods and
charicter of matericl But requirements are not available and as

our attention will now be concuntrated on this phasc of the problem,
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1t will be well to take a brief, genersl survey of She- 4pvelopments

of the past ten years, Tre sudden terminaticn of ire war found the
Supply Branches witlr vast unbalanced ard scattered s*tocks of munitions

on hand - a golden opportunity for the cclliection and segregation of
desirable reserves, coupled with the imperabtive recessity of disposirg

of unnecessary surplus. In no branch was the storage situation more
serious than in the Crdnance Department and the Chie® of that branch
requested the creation of a general army board to find tre necessary
solution. This being denied, he created a board within the Ordnance
Department wrich, working continuously for eiglteen months, issued a
series of twenty-four comprehensive reports on the various important
groups of Ordrance materiel with specific recommendations as to

reserves to be reta.ned, The work of the Ordnance Munitions Board
deserves more than passing mention in any study of our war reserve
problem, It standardized the method of ~omputing reserves, bring.ng
manufacturing estimates and distributior t.me lactbors anto the problem
for the first time It visualized the mathematics by easily comprehended
charts. Its constant requests for information showed up the lapses in
our basic data and pointed tre way for our future mobirization studies
and 1ts final report ~onta.red recommerdatiors whi~h, had they been
followed, would lave resulted in far greater progress than we have since
obtained. Meanwhile the other branches were endeavoring to solve the
pressing salvage question and finally the General Stafi, in Marsh 1921,
i1ssued the farst tentative 6-army plan. Foritified by 1ts own studies,
the Ordnance Department was able to quickly furnish an estimate of reserve
requirements under tlris plan which proved to be so excescive that the plan
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was withdrawn  Tre Staff was now active.y interested in the problem,
although unforturately emprasizing more tne question of salvage than
any definite determination of reserves, and successive studies
followed in rapid succession down to the study you know so well as
the Mobilization Plar of 1824, There was as yet no clear distinction
between mobilization and coperating plans, bubt by the erunciation of
varicus interpretations the 1924 Plan was converted irta a crude
operating plan aund the war reserve necessary for this plan s knowr.
Regarded today as excessive, the plan has been withdrawn except for
the purposes of procurerent planrairg. With the abandorment of tre
1924 Plar, a new study known as the 1927 Supply Estimate was under-
taken and for a time there were righ topes trat this might point

tre way towards a defarate solution of the reserve problem but these
hopes were not realised, this study, trough not definitely, is
practirally withdrawn and no new work 1s now goirg forward except
that on the 1928 Mobilization Plan wrach by agreement i1s not a require-
ments study  Cf all tkese plans otner than 1924, the only one now

in any way effective 1s the uobalizatior Plar of 1923 This was a
3-8 army plan with the supply of the last three armies left to
production, therefore, from the standpoint of reserve i1t 1s a 3-army
pian, 1,500,006 mer, It also was made a=n operatirg plan and require-
ments were compubted ander its provisiors, trose for ammunitior
however being given special treatment, At about this tire Congress
enacted legislation protecting exaisting reserves against further
depletion by issue i1f not in excess of the requiremerts of an army

of 1,000,0CC men  “ongress left 1t to the War Departmert to determine
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the orgarizatior ard employment of such an army and, in defmalt of

an existirg basis, 1t was decided first, to fix tle protested amrounts
at 2/3 tre reserves cerpated as necessary for tre Z-army plan, and
iater, to pa-tially refaigure the 1623 basis omaits.rg tle traird arcy.
Tre result _.s wrat .s row known as the 1524 Reserve, rot to be

ronfused w.tr tre 1924 VMobilization Piar, In 1927, however, tle

Wwar Departrert ordered a special Z-arwy study to more correctly
interpret the legislation and wrat .s known as t'e 1927 Reserve
resu.ted, the basis which 15 adbered to .r govern.rg free i1ssue and

an estimates for repiacemert and mainteranre as far as the exigencies
of the Budget will permit  Of trese two reserves tne 1924 1s much

tlie lower, esperia.ly in ammanition, the fu.l rates of fire being used
in the 1927 corputat.ons Thus, for requirements we have available

at presert the fo.lowing  those of tre 1944 Moba..zation Plan,
abondoned except for Procuremert Plamning, trose of the Supply Estimate
never promulgated, trose of the 2-arrwy study 1923 basis (1924 Reserve)
ard those of the Z2-arry study 1927 basis (1927 Reserve) Remembering
that 1524 1s bubt a weak budgetary sister of .927, that this legisia-
tion only protects ard does not augment def.~.%s and that no one lras
suggested a Z-army plar as suff.c.ert for defence, the justification
for our statenert that requirements are .acking 1s ~.early seen.

But our pi~ture will rot be ~omplete w.thout mert.on of augmentation
Issue ard deterioration bhave levied heavy toll on our stocks during

the past 1C years Jertair stosks were never .arge and many new
developrents are entire.y unprovided for. Irportant deficits thus exist
from any point of view ard a few augrertat.on programs have been set up
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as the result of Staff studies. The clear thinker realizes that

whenever financial considera%zons begin to obscure the determination
of Supply Power necessities the danger flag is flying, and finarce
has domirated these projects botr in their initial conception and in
the later exclusion of most of them from the Budget. In ammunition
special rates of fire were intreoduced to produce low requirenents =
the special treatment already referred to - in other atemc various
special lines of reasoning have been followed, with the result trat
should these projects finally work out, stocks will st1ll remain far
below the amounts calculated for tre Z-army plan under the normal data
in whickr ro official change has been made to correspond with the con-
ceptiors advanced in these various papers., Augmentatior therefore
remains unrelated to any other plan or conception of the national
defense, a policy the wisdom of whicl may be seriously questioned.

This 1s 1in very general terms a picture, not as accurate as
1t could be sketched with more time ava.lable, of our efforts and
results during the past ten years It, of course, takes no account
of many special and particular studies or which a large amount of work
has beer aone, and 1t takes ro account of educatior in essertials in
which 1t 18 to be hoped there has been mucl progress. In general,
1t 1s a record not without encouragement but containing many elements
of disappointment which lead to the belief that we should now take a
new point of departure,

There has been much discussion in ronnection with our

general subject as to which office should control the couputation of
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requirements in the Supply Branches, and as tlese computations are
mainly for the determination of the procuremert program and the
reserve stocks necessary for i1ts support, there is much justifiration
for the view that this control should be shifted to the Office of

the Assistant Secretary of War, but, for the purpose of the present
discussion, 1t 1s only necessary to observe that however contrelled
these computations should be confined to a definite expectation of
progress. In announcing his objection to any computation of require-
ments under the 1928 Mobilization Plan, to which otherwise he gave
strong support, the Assistant Secretary of War has taken the position
that as far as procurement planning 1s concerred, the immense amount
of work involved in shifting to & new basis cannot be Justified unless
an operating plan evolved from the new basis gives promise cf
stability, and that as far as Reserves are concerned, there 1s needed,
not a mobilization plan, but a definite plan of operations for the
first year of war, and 1t 1s to the cons.deration of tnis last point
of view which the Assistant Secretary of War has stressed in his
recert annual reports, and with reference to whizh I trust what has
preceded has been sufficiently preparatory, that I wish to devote the
remain.ng paragraphs of this address,

Our lack of adequate progress during the last ten years
towards the solution of the war reserve problem has rot, in my opinion,
been due to any lack of education, to any fixed opposition, or to any
risplacement of control, Strongly as I believe tlat the creation and
maintenance of war reserve stocks should be a function of the Assistant

Secretary of War, no more earnest students of a diffacult problem can
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be found than many who have worked on 1t in the General Staff, The
daffaiculty, as I see 1t, 1s due to over emphasis on mobilization,

The National Defense Act directs tle preparation of
mobil_zation plans and no explanation of their necessity 1s required.
It 1s in their application that mistakes are now apparent, A gereral
mobilization plan permits under certain restricbions a conversion te
& maximum operating plan, demanding in turn a maxaimum supply effort.

It 1s not, however, mandatory in this respect and equally permats
under restrictions the developrent of lesser operations with consequent
smaller supply requirements. With the earlier studies “he questicn nf
salvage was uppermost and obviously the safest basis for the abandon-
ment of excess stocks was the maximum requirement, This 1dea of con-
verting eaclk new mobilization plan into a maximum supply effort nas
now outlived all possible usefulness ard 1f persisted in will continue
to obscure and delay the development of an adequate war reserve program
In the fainal report of the (rdnance Munitions Board occurs this
statement
"No policy can be effective which 1s not clothed

with the power to expend sufficient money to carry 1t into

effect, It 1s obvious, therefore, that an authoritative

munitions policy must have the definite approval of

Congress, as well as of the War Department.”

These words are just as true today as when they were
written eight years ago and the futility of the course we have followed
1S shown by the fact that in all this time not one of our maximum effort
supply programs has found a sponsor willaing to present or defend it
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before the Committees of Congress. The imperative present necessity,
1f we are to secure an authorazed munitions volicy before our already
depleted stocks are wholly wiped out, 1s the realization, translated
into definite action, that the next step after the creation of a
mobalization plan is the development of an operating plan thereunder,
based on a definite requirement which will command universal approval
The one such requirement which can be suggested without fear of

dispute i1s the safeguarding of our own soil from foreign aggression,

If we develop a wise plan of home defense to cover the period necessary

for the full development of our industraial strength, during whiech
period we can prepare for such later offense as may then be desirable,
we srall arrive at a minimur war reserve program which we can present
to Congress with every assurance of a favorable reception It can

be done and 1t must be done, It will require the cooperation of

other services but that can be secured., It should be prosecuted on
our part with such definite determination of basic factors and search-
1ng analysis of allowances and expendatures that never again shall

we set up special rates for special purposes or find any authoriza-
tions in our files based on different conceptions.

It should be prosecuted on the part of all concerned without
the slightest admixture of financial considerations, which should
follow and not lead 1ts debermanation,

Its results should be a munitions policy whach can be
confidently submaitted to Congress and, orce approved, become the
sole basis for all future estimates,
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Let me venture one prediction. The finanecial results of such
a minimum plan will not be prohibitive and will be the cheapest in-
surance premium i1n relation to the importance of the policy protection
ever offered the Ameriscan people,

Skeptics have said that Congress will never approve a definite
poliry for munitions and reserve, Speaking on this subject in the House
of Representatives on February 2, 1928, the distinguished Member an
charge of the War Department Appropraation Bill said (I quote at random
from his remarks)

"The amount of the reserve necessary to have
on hand 1s based on a certain program of the War
Department, which, of course, 1s based on certain
assumptions and the question of adequacy goes right
back to those assumptions. The character of operations
that we would like to carry on in case of war, our
geographic position, and other elements, enter into
the question of adequacy I do not believe that 1%
18 contemplated that the United States would, in the
beginning, carry any war to foreign soil, although
that might be necessary at a suosequert time. It
would be necessary before we were in danger in thas
country for some enemy 1o come across the sea and land
their forces on our shores, An enemy 1S not going %o
land on our shores right away, by any meuans, Considera-
tion and study of this very couplex question will be

continued by the War Department  any plan that may be

submitted will have the serious consideration of Congress,:
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Here 1s adviece and an invitation which should be heeded
Betwcen two extremes of thought, one, that our Navy would always
successfully safeguard our shores from invasion, and the other,
that we shall conduct maximum land operations, beginning with M Day,
a safe but sane decision must be reached as to the military protection
which reasorable prudence dictates  Our country has fought many wars,
let us hope 1t may never have to fight anotler. Insurance against
disaster neither invites nor predicts the catastrophe. Should the
disaster of war ever again fall upon us, flesh and blood unsupported
by adequate supply power may withstand the shock, the World War
furnishes examples both of success and failure, but at a loss that
one does not care to contemplate. WYo more important question ron-
fronts the War Department, no more important question confronts the
Nation, that the settlement of the problem that we have endeavored
herein to outline, Supreme i1n man power, equal at least in abilaity
to properly utilize available resources, we must not longer delay
the consolidation of our military strength by neglecting lhat most

important element of supply power, an adequate balanced war reserve,
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