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THE POSILICN Of [HE SPRCIFIC PRCCURRMENT PLAN IN
PROCUREMENL PLANNING

Mejgor H. K. Rutherford, 0.D.

Purpose of this talks

For come four months now we heve been studving the general
subject of Procurement Planning. We discusced in Problem No, 3
our experiences during ithe Torld %wer in the procuring of munitions
and found out the general difficulties encountered during that period
and the remedies applieds We alsc summed up at the end of that
problem the steps that appear to be necessery in providing, in enother
national emergency, the ascurance of industrial motilization which
1s the stetutory duty of the fssistant Secretary of War., In protlems
Nos. 4 to 8 inclusive we discussed the subject of the organization
now existing for the solution of the problems developea 1n the
preceding part of the course and some phases of the inter-relation-
ship of the parts of this organization. In other words our vork up
to this time has been largely analytical. Our analysis of the general
problem of war procurement is now fairly well completed hovever, and
we have reached the point where we must begin to think constructively
and build up a2 scheme or plan that will i1n an emergency as<ure the
supply of the articles with which the Wer Depertiment 1& charged.
The purpose of this talk 1s to discuss in a very broad way this
process of synthesis, or the buirlding up of a plan, to show the
inter-reletionship of the various elements into which ve have
divided the subject and, 1n particular, to bring out the leading
part which the Specific Procurement Plan plays in the general scheme

of war procurement.
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The Blements of War Procurement

Our previous studies have indicaeted quite defimitely the
main factore which must be taken into con=ideration in any pgeneral
plan for procurement in wars We¢ have found, to mention only a few
of these factors, thet requarements must be known, thit specifica-
tions must be aveirilsble, that certain production fucilities must
be assured to the man vho will be responsitle for otteining the ttem,
theat eupylies of rew muaterials, some of them imported, pover, fuel,
lobor £nd trunsportation must te provided to the fscilitics, thet
priorities as betvecn conflicting demends toth vithin the War
Department and in civil life must be deciced, thetl conservation,
price fixing “nd other economic control meceurcs mu=t te sdopted
«nd go on. BSome of the=e fretors ere clearly vithin the control
of chiefe of the Supplv Branches, othecre, beyond Eranch Chief
control cun be cared for by the Assistent Secretary of War, while
st111l others th 1t are netion-vide 1n their scope w1ll reouire the
action of higher agencies pos<ible fet up i1n time of emergency
gspecially to toke coare of them. Ve will stert at the bottom end
iry to discover how the<e factors ere tied together to meke o
compete plan of War Procurement.

The 8peccific Procurement Plan.

Our Problem No. 6 on Integreted Industry geve us ¢ <tart
tow: rd the solution. 1The protlem se 1t ves presented to the cless
made an enalyeis of a iypierl Specific Procurement Plen end shoved
thnt the<e¢ plens, teken as o vhole, form the ve~l nucleus of the
scheme of procurement and that the erercise of the functicne of
ellocation, priority, conservetion, price fixing, commodity

control =~nd so on £re neces<ary, from ¢ Wer Depertment stendpoint,
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only insofar as their exercise facilitates the ottaining of the
individual 1tems covereé by the Specific Procurement Plans., We
can say then that the Specific Procurement Plan integrates, or
combines into a harmonious whole, all of those factors which are
necessary to the procurement of the individual 1tems charged to

the wvarious Bupplv Branches, and th.t, taking these Specific
Procurement Plans as 2 vhole, we have the center of the procurement
scheme TWe can go further and say thet when vorkatle Specific
Procurement Plans have been prepared for all neces=ary reaouirements
and the needed auxiliary or suprorting plans have been drawn, the

"gssurance® which the

Assistant Becretary of War will have that
National Defense Act reguires him to obtain.

History of Specific Procurement Plans.

When we look back to the origin of the Specific Prpcurement
Plan we find, of course, that 1t had no counterpart during the World
Wwar  kveryone was so busilyv engeged in producing that there vas no
time to do more than day-to-day planning. It was not until G ¢ 41
was agreed upon 1n 1921 that the duties of the Assistant Secretary
of War became clearlv defined and the dfrort of his office vas
directed along the lines which 11 1s following at the present time.
As a result of a study of the problem at that time ty Colonel
Ferguson and his assistants, there emerged a chart very similar
to the Condensed one which 1= placed on the board (Exhitit A,
0 A.S.W. #426, Feb. 1928). You will at once recognize the
simrlarity of this chart to the one prepared in connection with
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the Problem No. 6 on Integrated Industry. The thought is the same
1n both, viz., to show the factors which enter into Industrial War
Flans, and how these factors are interrelated and integrated bv the
Specific Procurement Plans. Ihe thought at the time this chart was
prepared was that all the supplies of each of the Supply Bransehes
could be classified into say, 10 groups each. This classification
could be in accordance with eny arbitrary grouping desired by the
Branch but would include somewhere within the 10 groups every finiched
art.cle required by the Branch. As work has progressed, however, 1t
has been found desirable to depart from this group idea to a con-
siderable extent so that we how have Specific Procurement Plans for
many individual 1tems as well as for groups. The fact remains,
however, that this scheme of war procurement as visualized about
fiwe vears ago still furnishes the general directive on which we are
working today.

If we were to express graphically the thought of the
central imporitance of Specific Procurement Plans, 11t might take
the form of a wheel (Exhibit B). fThe axle of thie wheel might be
labelled "War Load", the Specific Procurement Plans as the hub,
the plans for facilities, raw materials, labor, transportation,
power, price fixing and so on, as the supporting spokes ond the war
posers of the President as the raim meking pos<itle the operation of
all the rest. Priority would appear as an extra or spare spoke to
reinforce any of the others as required. I believe thet 1f ve will
keep such a prcture uppermost in our minds during our studies at the
Army Industrial College we will gel a clearer conception of the
relative imporiance of the elements that we are <tudying in detaxl

and avoid much confusion of thought in considering sc complicated

o



a subject as Procurement Planning.

The Preparation of Specrfic Procurement Plans.

To coordinote the Supply Brenches in the preperction of their
Specific Procurement Plans and to assure thet the Aseistont Secretary
of War will heve avalleble for his use the informotion necded to
permrt him to carry on his pnrt of the work, seversl directives have
been grven to the Supply Branches. The most pertinent of these,
perhaps, are the Check Listes for Specific Procurement Plans. In the
original Check List, issued May 2, 1927, (Exhibit C) the minimum
requirements for a sati=frctory Specific Procurement Plen werc given
as the folloving

(2) Computation of Reauirements

(b) The approved specific-tion

(¢) Apportionment to Procurement Districts

(d) Placing of rccepted schedules of production 1n sufficient
numbers to meet rcguircments.

In rddition to these minimum requarements, a long list w-s
given of additioncl points which would require consideration. Thie
liet st1ll forms an exccllent gurde for cnyone prep.ring Specific
Procurement Plens but wes found too el-borrte to serve g ¢ dircctive
from the Ofrfice of the Assistant Secretery of Wirr ~nd hes now been
cuperscded tv the new list (Exhibit D) found in Industri~l Notes
No. 13, vhich you v1ll =tudv in detszil. You will notec in going over
this check list thet, e fer rs the requirements laad dovn by the
Assistent Becretary ere concerned, the information asked for 1s only
thet needed by his office to carry on i1ts functions. Of coursc,
Branch Chiefs may insert in the plene any additional dets they think

necessery or desirable.



Review of Specific Precurement Plans by Office ef Assistant Secretary
of War

The question of the use made by the Oirice of the Assistent
Secretary of War of the Specific Procurement Plans now belng submitted
1s a most interesting one but cne to which no very satisfactory answer
15 forthcoming at pre<ent. One obvious and most important function
of these plans 1s to give the Assistant Secretary as<urance thet the
i1tem has been considered btv the kranech and that, in the opinion of
the Branch, the reguirements will be met bv the plan or at least
that the diffigulties vhich wi1ll prevent securing the item are
clearly set forth so that further action can be taken. Obviously
the more care and intelligence used in preparing the plan, the
greater will be the assurance of 1te adequacy. £n 1independent
check 1n the Office of the Assistani Secretary of Wur as to adeguacy
has been found escential,

It seems obvious that 1f the Office of the A-sistant
Secretary of Wer should heve avallable Specific Procurement FPlans
covering the bulk oi the industrial war loed contemplated for a
major emergency, much veluable vork could bte done by that office,
ba=ed on the information contained i1n the<e plens alone, toward
coordinating the f.ctors of allocation, priority, treneportation,
labor, power gnd so on for the wer procurement program. But unt:l
plens heve been received in such auantity es to represent on a
appreciable psrt of the war load, something less amtitious must
be accepted or other means of acquiring the desired informstion
must be emploved I w11l leave further discussion of these means
to be brought out bv later committeecs end to the committee on
Specific Procurement Plans the subject of how the<e plins ere now

reviewed tv the Orfice of the Assistent Secrctary of Wwar end the
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extent to which they give the i1nform-tion necocd tv thet or'fice.
In 2pproaching thesc studies, however, 11 1< necessary to & clear
understanding of the siturtion for us to keep in mind th:t the
outline of duties of the varidus scetions of the Office of the
A-sistant Secretary of War as given in the Unit Plan ure 1de:ls
towsrd which to strive that 1t 1s 1mpos«ible, 1n the present state
of progres=, for thesc sections tc cerry out the full duties laid
down for them i1n the Unit Plan and the Basic Plan.

Teke "Allocction™ as ~n example. 1he Unit Plan, Office
Aesietant Sccretarv of Wiar gives as the miesion of the section
"glimincting inter-burean competition, decentrslizing the lofd
geographically, stretegically £nd equitubly, preventing the over-
loading of f cilities or localities, gainming .n corly stert on
productron, preventing conge<tion in criticel rew meteriels nd
fini<hed products ond est-~bliching ¢ flexatlc sy=tem of pl-nning
nhead to rvoid the evil rftermcth of wrrs" Your studiecs on this
subject heve shown you th 1 thie seetion 1g not now performing all
these funciions nd cennet do so until Brinch pline hrve progressed
to the point of furnishing the trsic informrtion necded. Much the
seme comment might be mrdé as regerds the other sections of the
of fice In trief, the process of procurement pleonning up to the
present time h = been to concentr:ste on the preprr~tion of
Specific Procurement Plans in the Supplv Brinches and to develop
the supporting plans rs rrpialy as the Branch studies hsve furnished
the required d ta. At present we cre concentr-iing our efforts on
the hub of our wheel and are gredurlly extending them outward
along the spokes. When all of the supporting pl ns have been

prepared ~nd heve ¢ solid foundetion of euthority, the vhecl will
-7
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be complete. .

Preprrotion of Spucific Frocurcrment Pl-ns.

M~ny questlons ~rice in the Supply Branches in regrrd to
the detrils of prepsraing Specifiic Procurement Plens 1hich the
committee novr studving the subject will no doutt discuss. For
cx~mple, vh t 1tems require ~ Bpecific Procurement Pl-n ~nd for whet
ones 1¥ any, .s a plan unnecessary? What should te the scope of
the plan? That difriiculties have the Supply branches experienced
in sutmitting Specific Procurement Plans as de<ired Lty the QOifice
of the Assistant Secretary of Var? Thst part do the Procurement
Districts play in the work? And so on. Thece ouesticns ere only
mentioned at this time, leaving 1t to the Committee 1o ciscuss
them fully in 1ts report.

Summary

The thought brought out by this telk may te summarized
as follows

The Specific Procurenent Plan is the tackbone of the precure-
ment scheme.

The emphasis in procurement planning has very properly teen
placed upon the completion of these plans 1n the Supply Eranehes as
rapirdly as practicabie. Anv action taken that woule interfere wiih
this work would be detirimental to procurement plenning.

The preperation of raw material plens by designeted Supply
Branches protably 1s the next logicel <tep in procurement plenning,
followed, 2s rapidly ~s the required informctien becomes rv~ileble,
by plens for power, lebor, tir.nsportation, price fixing, priority,

conserv-tion nd so on, to include the est blishmenit of such super-
-8-
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agencies as may be neeessary to make the Bpeeific Procurement
Plans effective. It will be understood, of course, that meny ef
these prscesses can be carried on concurrently in an efrective
manner provided the necessary coordination is enforced to assure
that each plan considers all the factors involved. Otherwise
the work must be done over when full data becomes available,

See also Maj. helton's tally January 26, 1928 - A.I.C, files
2
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Mey 2, 1927,
CHECK LIST

SPECI¥IC PROCUREMENT PLAN PCR FINISHED ARTICLES

1. The fact 1s recognized that 1t will be aimpossidble to provide a
yard stick suirtable for application to all specific procurement plans,
but the following check list 1< furnished as a guide, and 1t 1s
believed contains the es<entials of a specific procurement plan. In
the preparation of specific procurement plans there 1s considerable
difference 1n the details required for those for commercial or non-
mi1litary items and these for the strictly military items, but no plan
should be considercd complete unless 1t contains at least the follovigg

()
(%)
()
(a)

(e)

Computation of reguirements.

The approved specification.

Apportionment tc Procurement Districts.

Placing of Accepted Schedules of Production with facilities
in sufficient number to meet requirements.

The approval of the Chief of Branch.

2+ In the preparation of specific procurement plans consideration
should be given the following points

(2) A statement of the purpose of the item.

(v) Requirements.

()

»

(1)

(2)

(8)

(4)

The basis of computations must be clearly

stated and the approval of the General Staff
obtained, both for the basis of computation and for
the types involved.

Monthly requirements according to the Basic
Mobrlization Plan must be shown snd total for
twenty -four months in a major cmergency.

Coordination with Naval, industrisl and
civilian needs.

Coordination with other plans for related items.

Specrficationse

(1)

The approved specifications, with the approved
specification for substitutes, must be included.
They should be specific enough to as<ure
obtaining the article wanted, clastic enought to
permit ready production by all established
facilities and to warrant cxpansion of existing
faeilitics, or the creation of new ones.

(Exhibit C)



(d)
(e)
(£)
(g)
(n)

(3)

(k)

(1)

(m)
(n)

(2) Cocrdination with Navy specifications,

(3) All substitutes must have the approval of
the General Staff,

Samples or patterns.
Tariff of sizes.

Bi1ll of Materials,

Tie=a studv of production.

Apportronment of requirements to War Department
Procurement Disiricts.

Accepted Schedules of Production.

(1) Accepted bchedules of Production placed with
each facilitv 1n each War Department Procure-
ment District.

(2) Relative estimated capacity of facility required
by the Accepted Schedule of Production.

(3) TUnaccepted schedules which will be placed in an
emergency with those facrlities which have refused
to sccept schedules in time of peace.

(4) amount or quantity of order to be placed on or
about M-day. "First Orders". (M-day orders
will be limited to gquantities sufiicient e
provide for a period but slightly longer than
that reouired for production, plus delivery).

Factory plan. Is 1t necessary¥ If so, when will 1t
be submitied to the Chief of Branch?

Statement of strategic and critical raw materials re-
ourred, and whether or not these estimates have been
submitted to the assistant Secretery. These figures
must eheck with the plans for procurement of the sira-
tegirc raw material considered.

Priorities
(1) Between Army =and Navy.

(2) Between branches of the :rmy where plants are
Jointly allocated.

Inspecbion and fcceptances

Designation of tentative delivery points with tentative

storage frcilities. 5



{p)

(a)

(r)

Financial program.

(1)
(2)

Unit cost of fainisned riem.

General plun for meeting cost of program as 1t
Progres<es.

Indirect requirements.

(1)

(2)
(3)

(4)
(5)
(6)
(7
(8)

Power, basis of computations, b1lowatt hours per
r1tem, or the average installed %ilowaitls per item
per day.

L4
Labore
iransportation.
8. basis of computations.

b. Cars of finished productis.

¢+« Ratro of cars of incoming materials, in-
cluding fuel, to cars of finished products.

Machine tools.
Gauges.

New facilities.
Priorities.

The princi, sl materials needed for menufrcture,
not i1ncluded in (k) above, and source.

For each storage and is-ue 1tem there must be included
a chart showing

(1)

Cumulative requiremente curve bnse® on War
Depariment Mobilization Plan.

Cumulative mrpected Production Curve.
Stock on hind s of dote of report (strcight line)
Stock authorized to te retained {str.ight line).

Summary of problems included and <teps which will be
token to 1increase production in cases where production
does not meetl requirements, or to m.int:.in a balanced
program of productions

-
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(s) Hechecking ef recuirement ¢nd experience trbles.

Prepore o statement in each plan roquiring recomputrtion
of requirements at some date subsegquent to M-dny, brsed
on actual experience in the war in progress to repl-ce
those based on e@xperience tables.

(t) Attention 1s called to the following statement in AR
10-15, Paragraph 11, Supply Yivision, General Staff,
General Duties.

"In the development of the detailed pl-ne

the branches will regquest decisions on
military questions from the Supply Division,
General Staff, and decisione on businecss or
1ndustrial guestions from the Assistant
Secretary of War’,

4 list of these decisions will be arranged in defimito,
categorical order, and a copy attached to each plan.

(u) Personal approval of the Chief of Branch.

O+A.S.Wa
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March 18, 1928,
CHEEK LIST

SPRCIFIC PROCUKEMENT PLs NS FCR FINISIWD LRTICLES

1. Specific Procurement Plans will bte prepared for all i1items on the
essential list and will cover the folloving poinis, and such adritional

ones as may be directed by the Chief of Branch.
of Specific Procurement Plans will follow, as nearly as poscible, the

form indiceted herein

()

(®)

(d)

(£)

(g)

(h)

A statement will be included showing the =tatus of
specifications for the 1tem under consideration and
giving the War Department index numbers of <=uch
specifications.

A statement will be includec giving the basis of com-
putations of requirements. This statement should be
clear enough so that 1f desired the branch computations
can be rechecked.

A table will be included giving the requirements hy
months, for the number of months prescribed in the
current general mobilizetion plan. (If desired,

thi# table can be placed in an aprendix, making proper
reference to 1t in this paragraph).

A table will be 1included showing the apportionment of
the load to War Department Procurement Districts. (If
desired, this table can be placed in zn appendix, mak-
ing proper reference to 1t in this paragraph).

Tnbles will be included showing the Accepted Schedules
of Production placed with each facrlity in each W-r De-
partment Procurement District. If the i1tem under con-
sideration 1s a commercial one the percentage of total
capacity of the facility required to take care of
Government requirements will be shown. (If desired,
this table cen be placed in an eppendix, making proper
reference to 1t in this paragraph).

A statement will be included showing the estimated time
lag between i1nitial production nnd deliverv to troops.

A <trtement will be included shoving v4uat new focilities
w1ll be required and vhether thev are to be nev con-
struction or converted from other lines of industry.

The branch plans for the i1nspection end acceptence of
the 1tem will be given. These plens should include
the plans for the procurement of inspection geges.

(Exhibit D)

The form and contents



(2)

(2)

(1)

The unit eost of the fini<hed 1tem 1711l be given and

A t-ble will be i1ncluded shoving the cost of the pro-
curement progr m, by months, for the numtcr of months
for thich requirements have been computed. (If de-
sired, this tablc ean be placed i1n an appendix, making
proper reference to 1t 1n this piragreph).

For each itcm there vi1ll be included a chart shoving

(1) Cumul~tive requirements curve, bescd on
War Department lobilization Plan.

(2) Cunul-tive expected delivcred production
curve. (1his curve will de obtiuned by
sctting back the initial production curve
the ~mount of time 1 g shovn in (f) otove).

(3) Stock on hwnd ~s of date of report (<traight
line).

(4) Stock wthorized to be retnaned ( stroight line).
A stetement w1ll be i1ncluded shewing
(1) Wezght of srticle.

(2) Number of erticles to be p-cked in one con-
tainer or pnckrge.

(3) Wweight, size, ~nd cubicrl content of st-nd-rd
lo.dcd containcr {1f ny).

(4) Number and veight of lorded contniners ihich
cn be loaded 1n a st ndard box crr.

The protlems incident to the procurcment of the 1tem
111l be summarized and the steps vhich vi1ll te token
to i1necrgnse productron in cfscs vhere production does
not meet requircments will be steted.

O.A.S V“.
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