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Mr., Secretary, Admiral Hughes, other distinguished guests and
gentlemen of the class

It 1s quate fatting that our undertakings commence in con-
formity with what 1s doubtless the oldest tradition of our race
and country. Accordingly, we waill ask Chaplain Pasher, acting for
the Chiefl of Chaplains, to offer the invocation.

(Invocation)

Gentlemen

On behalf of the Faculby, 2t i1s my privilege to welcome
you as members of our tenth and largest class. The mere fact
that you are here 1s evidence of your high professional attain-
ments, and we trust that the ensuing year will be but another
bright page 1n your already excellent records.

e are honored by the presence here today of so many of
our superiors in the hierarchy of military and naval command.
Thereby we are inspired to justafy their interest and confidence
by an earnest endeavor to acquit ourselves in accordance wrth the
finest traditions of the united services,

Ve are honored alsc by tie presence of distinguished gentle-
men from ecavilaan institutirous  Presideot Nevils of Georgetomn
Unaversity, Dean Splarm, Prolessor of Leoromics, American University,
Dean Hewitt of the Ameracern Council on Education, hr. Aitchison, well
known lecturer on Interstate Commercial Law and member of the Inter-
state Commerce Commission.

The intent of Congress, manifest in Seclion 5a of the Nationsl
Defense Act, was to place an outstanding business man at the head of
the business affairs of the 'Jar Department, We have one. He s here
today and will say a few words to you. ~ The Assaistent Secretary of
War, Colonel Payne.




Remarks by Honorable Frederick H, Payune,
The Ascsistant Secretary of lar,

Admiral Hughes -~ Gentlemen of the Industrial College

I am happy indeed this morning to bid the new class a
welcome to the Indusiriasl College, It 15 especially gratafy-
1ng to welcome the Waval and liarine Corps quota of the student
body. From a very small begimmang this school, in the short
period of 1ts existence, has come To be recognized as one of
the Army's most important educational institutions. You are to
be congratulated, not only upon the opwortunity opening before
you, but also upon your excellent records of service that have
earned for you the piivilege of entering this school as sbudents.
lione of you need have any qualms concerning your prospects for
success, &fficiency reports of prospectave students are care-
fully examined, and no one is accepted whose prior record creates
any doubt as to his ability to pursue the course with credit %o
himself and to the service,

Here you will associate intaimately with officers from
other arms and services and with representatives of the Navy
and Marine Corps, Such asseccirations are helpful in esvablish-
ing mutual understandings smong men who have the common mission
of faitting themselves to play important parts in defending this
country under any and all circumstancese.

During the coming year vyou will be encouraged to think
of supply for armed torces from the national viewpoint. You
will visualize the serious industrial and economic problems
that would face this country 1f we were forced to take vp arms
in a major war. The plans we are bailding to meet these daf-
faiculties will be discussed with vou, and you will contribute
toward their development from your own experience, study and
imagination,

At this time I will not atbtempt to outline my own con-
ception of war'!s industrial problems, or the principles I believe
should be observed in developing their solutions, Later this
fall, I expect to address the War College on this general sub-
Ject and I understand that this class will be present at that Time.

Again I assure you of a hearty welcome to the Industrial
College. From such men as you we expect solid accomplsshment ~ and
I have complete confidence that you will more than meet our ex-
pectations,
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Remarks by L&, Colonel . A. licCain, Q.lC.,
Director, Army Industrasl College,

Introducing Major General John L, DeWitt,
The Ouartermaster General, I

Gentlemen

It 1s needless for me to touch upon the numerous ac-
complishments that have characterized the career of the principal
speaker of the day, for they are well known to the Service, I

have the honor to present General DeWitt, The Quartermaster General.




Remarks by Maj. Gen. John L. DeWitt,
The Quertermaster General.

I am very glad of the oppPortunity of adoressing the members
of the Class of 1931 today, for I vant 1o congratulate you on your
good forturs in having been selected to atiend th.s course. Any
of ficer who has as the result of his past achievements, established
such a record for efficiency as to compel his selectiion for actendance
at the courses at our service schools 1s to be coagratulated. The
profeseiopal sdaca.ion of an officer is never ccmrlete. In the
pursutc of such education, he can not hope to obtain the best results
by duty waeth troops alone, by Staff or other details, or solely by
attenlance at any or all of the service schuvols. If he would be
succe~<ful, he must take advantage of all the means given, snd all
others too thac may be offeved him an a profec<ional vay. To be of
the mo=t value as an officer of tae Army he must not onlv keep
abveast of his profescion at o1l times b1t he must do his parb in
activating prcgressive thoughl. One leszon of the many thal were
brought horz to us clearly in the last war 1s that an officer can
not perrir h.meelf to etnagnate in time of peace - to neglect the
mears of [rofe-=ional edvaqcement offer~a hir snd, yet, hope to
make gend vhen war comes aad he 1s cailed upon to shoulder 1lhe
heety respovrinzl v Of leade.sh.p of men 11 bhattle or the equally
heavy re.now. s 1 1y of ths efficiert perfo.mance of the Staff
work nece<sary in the Zone of the Interior or Theater of War.

You are cdouxlv fortunate i1n being selected to attend this
course because yoi1 sre not only attending one of the most important
and valuzble cour-es availabls to an officer but, in addition and
as a part of t~. zou se, you have the opportunity of cbcerving and
studying the organs-atior and set-up of all the great Facaral agencies
that, 1n the evence of mobilization for war, must play a part in
winitrating ard pairta.nivag ithe supply of the military ard -~aval forces
crealed 1o meet the emergevacy. The problems you will have to deal
with are ta-gible and concrete, based upon an existing and evpanding
rndustria, <et up *hat nss no counterpart, as to scope or pcten*ial
wal surengtis 14 tae vorld foday. Furtnermore, in the consiaerz.ion
of the gues.ione (hat arise in the solution of these prnblems you
w.1ll be assccirtesd wath cfficers of our sister service, the . wy,

& propes conceptinn of the requirements of vhich 13 cseevtial to a
comprete visuerizo.ion of the national military needs that w»1ll
cons.itute ‘he lead lbhe 1ndustrial organization must bear in Llhe
event of 2 major emergency.

I want to talk to you for e few moments on a subject which
I believe to be of rmportance in connection with your studies
involving the vital problem of indu.trial mobirlization for wor.
According to my mind, there 1s one basic principle that should be
understood and applied in the solvtion of these proolems and that 1s -
that all so-called military and business questions involved in mobilizatic
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for war should be approached from the viewpoint of cocperative
action. hxperience teaches that the foundation of progress and‘
development lies in cocperative action and cocrdinated effort,

and this 1s the essence of the relationship that must be
inculcated throughout the personnel of all the agencies of the
militery establishment concerned with such questions 1f full
advante e 1s to be taken of the broad provisiors of' the National
Defense act. The experience of the World War clearly demonstrated
the necessity for the preparation in time of peace for coordinating
by cooperative effort the economirc power of the nation with its
military needs. Consequently, the law wisely makes provision for
this by the creation in the War Department, under the Secretary of
War, of an organization, the purpose of which 1s the coordination
of the business side of war with the military side so as to
produce the one essential result - the succecs of the armed
forcese

This wnstitution s the only one in the educational system
of the Armv where the questions and problems pertaining to
industrial organizaticn and conipoel in war are comprehensively
studieds The Army Viar College does not delve deeply into the
study of matters with which the War Department General Staf: 1s
not directly concerned as a functional duty. It limite 1is
investigation to orientation on the duties and responsibilities of
the office of The As~istant Secretary of Tiar by means of lectures
and studies of a broad character only, realizing that a General
staff officer must know and appreciate the responsibilities
imposed by law on ihat office and the cooperation that must exist
between the two war planning apgencies. Consequenily, 1l is
highly important that in your daily work here you too recognize
that there i1s a joint responsibility imposed upon these two
planning agencies of the Tiar Department by lew, as even & casual
reading of 1ts provisions will disclose that the duties assigned
1o the Wiar Depariment General S5taff and those assigned to the
office of The Assistant Becretary of Wwar are for a common purpose
and, consequently, are inseparebly connecied and interwoven.

The essential elements in military supply are procurement,
storage and distribution (sometimes referred to as storage and
1ssue). These elements are based solely upon the needs of the
troops, as determined by the characiter of the operaticns contem-
plated, therefore

"Procurement of all military supplies" 1s inseperably
connected with and based upon plars for organizing, supplying
and equipping the Army of the United States . TAssurance of adequate
provisions for the mobilization of materiel and inddsirial orgeni-
zatlon essential 1o war-tine needs™ 1g inseperably connecied with
and based upon 'plans for national defense ard the use of the
military forces Tor that pucrpo.e, boih separaliely and In conjunction
with the naval forces, and for the mobilization of the manhooa of
the nation and ite material resources in an emergency." In other
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words, while all procurement of supplies and all planning for the
procurement of supplies for the Army in peace end war are the
duties of The Assistant Secretary of Viar, the efficient fulfillment
of such duties 1s dependent upon the requirements as to quantiiies,
types, priorities and time, deler”.red upoa hy the War Department
General Staffs

The provisions of the National Defense Act are so broadly
drawn as 1o enable the War Department to take full advantage of the
lessons learned as the result of the experience of the World War.
This experience is not so distant that we can not st1ll remember
the unhappy conditicns that existed when we entered the war, as
the result of lack of foresight and planning, even though the
Tiar Department organization was poorly adapted to remedy 1t. This
deficiency 1in the organization of the War Department at that time
demanded that there be set up an egency of the Secretarv of War
within the War Department General Staff in which authority over
the thpee essential elements of supply ~ procurement, storage and
distribution ~ were so centralized as to make the operation of
all these elements in their several phases responsive to the
control of one individual, representative of the Command authority -
a General Staff offacer, and, as the result of which, the authoraty
and responsibirlitv of certain chiefs of supplv branches were so
st1fled as to require absorption of their functions within the
organization so set up. I think that some of us will say now,
after a careful study of the situation that existed at that time,
that that organization was proper and necessary, but few, 1f any,
of us will say that such a situation 1s conceivable i1n future
emergencies with the freedom of action now permissable under
the law to prepare plans and create an organizetion that w.ll give
full sway to authority and responsibility where such authority and
responsibility belong when applied to the three elements essential
to any organization responsible for the operation of a system of
gupply for trocps in war.

To quote from the report of the Harbord Board -

“"The formula for the functioning of the system 1s that
the planning side (The General Staff) presents to the business
side (The Assistant Secretary of Tiar), an estimate of the
requirements which in 1ts opinion must be met to insure successe.
The planning side must be composed of men trained to deal wrth
the details of the problem from the mil.tary viewpoinv, and
the work must be coordinated by a higher authority (Secretary
of Wiar) who 1s responsible to the sopresme aucthoiity (The
President)s 1The principle foverning the orgarization is
that there 1s one man, and only one man, in & position to
advise the supreme authority and he mast have at his dis-
posal the machinery for advising him, and for supervising the
executron of the policy after presentation to and approval
by the Supreme Authority." B

lhe organization of the Wwar Department set up by the law g
in conformity with the reasoning set up above, in that the office of
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The Assistant Secretary of Tiar and the Viar Department General Staff
are both subordinate to one authority. Hence, thoge elements
necessary for the eificient preperation for war and for efficient
cocperative action and cocrdinated effort during peace as well as var
are present. but the law goes even further by making provision

for a coordineting body to insure the establishment of balanced

and harmonized policies, by creating the War Council whicH includes
the respective heads of both the military and businese pargs of the
yar Depariment. 7The duty of thais Council i1s ™o consyder policies
affecting both the military and munitione problems of the War
Department™ and "such questions shall be pre<ented to the Secretary
of Tiar by the War Council and his decision with reference to such
questions of policy, after the recommendations thereon by the several
members of the Wer Council, shall constitute the policy of the War
Department with reference thereto."

If I am correct in thus stating the theory upon which thas
great Governmental war planning egency s based, 1t 1s vitally
necessary that there be a meeting of minds between the personnel
of 1ts two branches, that there be a community of interest for the
accomplishment of a common purpose. 1lhere must be cooperation
in its broedest sense. %he General Btaff, under the law, 1s
charged with the preparation of plans for National Defence, the uce
of the military forces for that purpose, the motrlization of the
manhocd of the nation and 1ts material resources, and with the
rendering of professional aid and assgistancte to the Secretary of
Viar. It gives no direction, 1t performs no function unless 1t does
fo under the authority of the Secretary of War. The office of the
Assistant Becretary of Tiar, under ihe same direction, 1s charged
among other duties with the assurance of adequate provision for
the mobilization of materiel and industrial organizations essential
to war-time needs. +here 1s no over-lapping of the duties of the
two, bul a definite and well defined responsibility for each that
dovetail and fit closely together. The duties of neither can be
efficiently performed without the closest personal contact and
cooperation and without the clearest understanding. It 1gs not
enough for one to say "lhis must be done", and another to say "It can
not be dones" In this connection the Chief of Staff, in one of
his addres=es to your College, made the following statement.

"It 1s not sufricient to say that our efforts must
be limited to a grven production capacity. Rather the
proposition must be adopted that our production capacity

must{ be responsive to oyr needs. We must create a

production capacity that will mecet our needs. If thas

seems impos<ible, I must repeat that war 1s a transformation
of the impossible "into the possible by the <ide which succeeds,
The side that can't do that will not succeed."

Any system of military supylv foom the first steps involved
in the procurement of the article to i1ts 1°~ue to trocps should
conform to a principle, which I am convinced our experience in war
confirms. lhat principle may be stated as follows. The first
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requisite for e system of military supply 1s the eristence of a

sense of responsibilitv on ithe part of the supply sgencies to those
elements that need the supply. Consequently, nothing within the

the organization of the system as a whole must prevent the appliceticn
of direct pressure from the point of military need upen that agency
responeible for meeting that need.

Our experience in the World War clearly indicotes that in a
war of anv magnitude the extent and character of the industrial
ef.ort will be dictated by the extent and character of the military
efrort, the former being dependent upon and of necessity made to
conform to the latter. In other worfg, the industrial efiort of the
country 1s created for but one purpose - the supply of the military
establishment, created or enlarged to meet the military situation
ex1sting or foreseen. fTherefore, 1t follows that the military
eflfort 1s limited, initially, by the extent to vhich steps have been
taken and plans laid to make the industrial snd material resources
avallable for war needs in the manner best suited to meet mobilization
and operation plans. In other vords, these two greet subdivisions
of the national efiort are so interrelated and interwoven in their
purposes as to form an entity incapable of efficient action 1f either
part thereof 1s permitted independence of action.

The organization of any army containing 1ts two elements -
one for combat and one for mairtenance of combat - 1s for the purpose
of providing fecr the samc subdivision of effort that must exist in
the neticn. The result 1s that the activities of those elements
which serve are, or should te, such that the needs of the fighting
elements can be efficiently met. This subdivision of the army
establishment has brought about the crestion of certein services,
each charged with the supply of a classification or grouping of
articles or neans needed by troops, this clas<ificetion or grouping
being such as to permit of the accumulation and issue of supplies
according to the special use for which they are intended cnd for
which they are needed by the trocps. Each of the services or
branches charged with the supply of any particular classification
of articles 1s headed by an oificer selected because of his special
or technical knowledpe of such articles or mesns and their u=e, in
order that responsibility can be placed to insure thet articles or
means of the character and type required are available in the
quantities prescribed and are in condition for use vhen needed.

A war 1s won by those elements of the Lrmy, trained,
organized and equipped to fight. All other eYement< of the army
and all other efiorts are organized for, trought sbout and their

operation controlled bv the extent and character of the military
operations.

Therefore, to be eflicient anv sy<tem of supply 1in war,
any scheme of orgenization and administration of the supply
system must be based upon, and, if possible, must be made to
conform to, the one and paramount requirement - i.e., the needs
of the faghting troops.



The above has been set forth in an attempt to show that if
supply of troops is to be such ag to meet their neede 1t must be
controlled by the same authority thet controls the irocps. JIn
other words, you can not separate the closely articulsted p ris
of & military organization into so-called business end military
activities controlled by separate authorities and have efficiency.
They are inseperably connected and must be directed snd controlled
by the same authority. Any departure from this essential unity
of control will separate tl e supply branches from the line for
the efficient service of which they owe their existence, and for
no other reason - an imposeible situaticen from the standpeoint
of military efirciency.

In support of what I have just said, I wish to quote an
extract from a paper prepsred by General Charles G. Dawes 1n 1918,
as a result of his experience as General Purchasing Agent, American
Expeditionary Porces,

"he current criticism of army organization is based
largely upon the assumpiion that i1t 1gnores certain funda-
mental principles of normal business organization, which
should be ap-lied to the business s’stem of an army notwith-
stending that the ultimate purpcse of an army's existence
1s militdry, as distinguished from business, succéss. The
conventional view of the army purchase and supply sy<tem,
held by the non-military business man, 1t that the system
of independent departmental purchase 1s a failure, because,
while 1t 1s susceptible to an outside coordinating control,
thie control is not accomplished, as in the normal businese
organization, by a complete centralization of purchase and
supply through one agencv acting for the army as a whole.
The argument of the business man 1s that 1f all purchasing
and supply activities were centralized in one distinot
army department, created to supyly all other branches of
the service, there would be obviated compeiition among the
various depariments, pirecemeal and wasteful purchases,
loose methods, 1nsufficient estimation of rforward collective
needs, and many other objections now incident to some extent
to the present system. It 1s ccntended that the needs of an
army and theirr satisfaction will be better ascertsined and
accomplished by a central body, having alwavs the bird's-eye
view of the situation, and thet equally satisfactory results

wi1ll not be 1incident to any method of central contrel resched

through a coordinastion of incependent agencies. It was with
thie belief that I took up mv duties as General Purchasing
Agent of the American Expeditionary FOrce gkt sk sk
3% 2k 3k 3k sk ok ok Sk ok 3K ook ok ke ok ok ok 3K ok sk sk sk koK 3k Sk ok ok ok o sk sk sk ok 3k ok ok oK 3K 3k 3 ok ok ok ok ke sk sk sk ok sk sk sk sk Kok
Mrxkkorsxkxk4lly 1dea, es that of many other business
men, had been that the laws of the United States which so
Jealously guarded the 1ndependent right of purchase and
supply 1in departments of the service, was on our statute
books as a result of a lack of business knowledge and fore-
ki
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sight on the part of legislators, instead of 1ts
being as 1t 1s, the logical, legitimate and necessary
evolution of thousands of years of actual military
experiences Now, aftér six months in time of war,

in a peculiar positiof relative to army purchase and
supply activities such as does not exist in the
British, French or other army, so far as I know, I

am prepared to say that any change in legaslation

or Wiar Department regulation designed to bring the
organization of army purchase ang supyly more nearly
into accord with the principles ¢f modern business
organization, should provide an ?gencv of supervising
coordination, vhich, while 21 will permit the applr
cation of rigid business principles under normal
conditions, will not take away from independednt
departments the right of purchase and supply
especially during the time of actual military
activity, the preservetion of such independent powers
being abesolutely es<ential at times to military
success, which of course 1:s the ultimate object of
the whole system!

Vihat I want to bring to your atterrtion 1s that the "sgency
of Supervising Coordination®, advocated by General Dawes as necessary
to the proper funciioning of the system of military supply, was
created by the Act of June 4, 1920, as the office of The Asesistant
Secretary of Wiare In connection with this quotation, I suggest
that you read the entire paper prepared by General Dawes, as 1t s
most instructive.

May I remind you thet 1t 18 of first importance in an in-
stitution of this kind, which s similer in the character of 1ite
curribulum to the Army Viar College, to encourage initiestive and
original thought, ondto give full recognition to individual opinions
and ideas, provided they are based on sound reasoning and a full
consideration of all factss The spirit of the institution 1s one of
cooperation, independent of renk or position, to achieve practical
results through full and free discussion, for the object of the set-
up end conduct of the course 1g, to quote from an addres< delivered
sometime ago at the Army War College, "Not thst some more wise shall
teach some less wise, but, rather, that a group of men by contact,

consultation and conference shall evolve the best wisdor of the
entire groupes"

You are asked to put into your work the same enthusiasm and
the same energy that you have <hown in the past in the esteblishment
of your records, for the successful outcome of your work will be
measured, as 1n any other line of endeavor, by the results schieveds
Approach 1t with a full, self-reliant mind and the coursge to advance
those opinions which your best judgment dictates, and remember that
in_your committee work and in your conferences the best work will
te that which 1s productive of thoughtful discussion.

I bope‘you will have not only a profitable but a pleasant
year as well.



