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ORGANIZATION AND FUNCTIONS OF THR OFFICE 
OF THE ASSISTANT SECRETARY OF WAR AND OF , ~ 

THE AR~?/ AND NAVY ~UNITIO~S BOARD 

Address before the Army imdustr~al College, ~ IJ ~/ 
october 15j i£~o, 

by 

Colonel John P. Easson, Qo~LC. 
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Before outllning the org&uizat~-on of the Plannh~g Branch, 

OTflce of The Assistant Secretary of War and its planning objectlve~ 

it i8 important to conslder condltlons and the organizatlon of the 

Army wlth respect to procurement as exlsted przor to and durlng 

the Norld War. 

You no doubt are aware the General Staff was created in 

190~ and at that time the then exzstzng five Supply Branches were 

the Quartermaster Corps, Ordnance, Szgnal Corps, Nsdical Corps and 

Engineers. Also ~he Coast Artillery Corps because of statutory 

requirements charging that branch with the procurement of m~terial 

znvolved zn the operation of mznes for coast defense installat~on. 

The Azr Corps as zt exzsts today was an outgrowth after the war, of 

a division of the Signal Corps. The Chemical Warfare Serwce was 

an agency resultzng from and created during the war. 

These origlnsl fzve Supply Branches had been created at 

different perlods in the past and each was functioning up to and 

~ncludzng the date of our entrance into the World War in an inde- 

pendent and uncoordinated manner. 
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Up to '~h~'~ tlme ~m~ in fe, o'~ fo:~ ~ sho~" time ~me~in'~e1~ 

following our entr~noe into the World ~ '~hese ~io~.s supply 

d.e~rtmm'r~s w~re orEgmlze~, fo~ ~clmlnls'~tlve aa~. o~e~t~.ve ~,mo,- 

~Ions ~ ~,e~e perfo'r~mtng in  an :in~epenclen% m~nne:~,~ 

~hls b~an~h ~n~e~mlen~e r e ~ l ~ e ~  in a !~ok o~ a def~ne~ 

s~ppl~ ~esponsSbillty and be~%%se Of ~n absence o f  ~n ~en~ %o ~Are~t 

these ~iffe~'en'~ br~n~hes t h e r e  ~,eeul"~e~ oom~t~tSve ~ r ~ h ~ n g  ~n ~b© 

t ~ n ~ n g  the mapply progr~m~ ~n %he esrly ~ of ~he ~er1~1 W~r~ The 

question mSght here be aske~l ~hy ~;he %he~ Gene~l St~ff ~as not the 

~ e n c y  t o  ~eoz,atm~.%e "~ess a S f f e r e n t  br~nehes? 

The ere~t~e~ Of m~r C~ne~l Staff msme as a re~alt of neea- 

~nl r e o r ~ n i z ~ t ~ e n  ~f~er  %he Spsnish American Wa~ 

The la~ Of 190Z b r i n g i n g  th~ Gsne~l S~aff Into be ing  ch~rge~ 

the Ohlef ~f S%~ff ~Ith s~pez~s~on of ell S%~ff De~ments~ ~t~ in 

19i~ %he N~tlon~l Defense ~% of %hst year  for~e the Gene~l Stsff en- 

ding ~n work ~f aa ~Imlnistr~%Ive n ~ t u ~  the% 9e~%alned %0 ~he es- 

%~)l~she~ s~pp~y b ~ l ~ s  01" %h~% w~ul¢i ~nvolve ~mps~aent of respons~- 

b~l$%~ ~r ~n~ti~tSve of ~h ~m~rea~s~ The m~%,~er then of the General 

S%sff =O0~i~e~ti~ s~pply f~n~tlons W~S not l~O~l~rly in evSde~e 

~e~ ~I~ in %he war %here srose %he ne~esslty for the 

e~es%~on ~f ~ivil~n ~a~lee in o~er to ~store t~ m~n~l~y the 

~h~o%~ ~on~i%ion ~n industry o~sione~ by thls mappl~ bu~ea~ ~n- 

de'pe~den~e in their p~oouz~men% ~%~v~tSes. 
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~ e  ~%~ Ia~s%~ie~ ~ z ' d - ~  ou~g~o~h of the  Oo~m~il o~ 

~ % i o ~ 1  ~ f e n s e ~  c ~ e ~  ~o develop ~ ~xeroise a ~y~%~ of  

oon~rOl of the S~ppty Branches of ~he A~m~y ~nd N~vy in thelr ~ply 

Wi%h ~ e  o r g a u t ~ t o n  of %hSs ~ y  ~.~ b ~  ne~ess~:~X 

%hI~ B~a~ ~he A~%V requir~en%e ~n~ sO the Pa~h~se, S~or~e ~n~ 

Twafflc Divlsion ~f ~h@ Gen®r~l S~f ~s o~n~z~ whose di~e~to~ 

~ws an A~sls%an% Ohlef Of 3 ~ ' f ~  

Th~ ~he o r d i n a t i o n  Of %he Gener~l S~aff ~ l n g  %hm ~r 

develope~ t ~ o  ~ b~Iness si~ ~ ~ mi~y si~¢ ~i~ un~%~ ~h¢ 

~n%~l c~ ~ milA%~ry ~gen~ %he Gens~l S%~fS~ 

This b~lef o~tlSn9 ~r~ing con~l ~ ~he Supply B~u~hes 

~n~ thelr coo~&%n~tion in  m~%ters Of pro~nrsment~ prio~ to ~n@ during 

%hs ws~ Ss p~'esen%~ %o pic%u~e ~he %hour% ~n~ ~ % i o n s  ex~s%~.ng 

~i~h ~e81~@% ~o %he i~e~ Of ])~O~u~e~en% s~pe~vlsign ~ %he %line of %he 

I ~ s ~  of  %he Ns%~oz~1 l ~ f ~ s e  ~ of ~9~, 

~he ide~ of pl~ng %he w~spm~ibili%~ of ~o~a~sment on 

• he Aesls%~n% S~=~e%~y of ~a~ c~me ~fbe~ %he ~o~'1~ ~sZ% earl ~ s  

deeme~ ~ e ~ e s ~ y  bemuse Of %he ~eSi~bili~y Of sepS~%$~ %he i~1- 

X~ wss flrS% a~vo~%e~ before ~on~ess bX ~. ~rov~ll~ 

%he %hen Assis%sn~ Se~re%~ Of W~r~ ~nd ~% w~s %hr~ his effo~s 

%h~% ~OZZ~eSs ssn~e~1%h~ ~ p o ~ s n ~  of %hls se~st£on e~u~ pla~ 
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m~t~ers concerning procurement u~der ~ c~whan. 

The result ~s the passage of p~ragraph 5 {a} N~tional 

Defense Act, 1920, charging The Assistant Secretary of War with 

the s~perv~s~on of the procurement of all military supplies and 

other bus~ness of the War Department pertainxng thereto, and the 

~ssurance of adequate prows~on for the mobilization of mst~r~e~ 

and industrial organizations essential to war t~me needs. 

Unfortunately Congress left some doubt in the ~ands of 

those who are called on to interpret tae Act, because in describing 

the duties and responsibzl~t~es of the General Staff, you w111 note 

that under paragraph 5 of thls act, the General Staff is chsrged 

with the mobillzat~on of the m~n power of the nation '~nd its 

m~terlal resources, '~ wh~le under section 5 (a) The Assistant Sacra- 

tary of %Vat is charged with the mobili~atlon of mat~riel~ 

In order to make clear the divlslon of jnrisdlctlon be- 

tween the General Staff and The Assistant Secretary of Wsr, on th~s 

matter, a board was convened in August, 1921, known as the Hsrbord 

Board. From th~s Board there emanated a letter to The Asslstsat 

Secretary of ~r, 

reads as follows~ 

signed by the Deputy Chief of Staff, which in part 

"The Secretary of War has decided that the 

responsibil~ty for the moblllzatlon of the material 

resources devolves upon The Assistant Secretary of 

War under the provislons of the National Defense 

AC~, 1920." 
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~ e  ~es~l t  of ~ e  f~n~n~e of %he ~ b c ~  Bca~d h~s ~een 

t n o o ~ p o ~ e ~  in  ~ Realm%tons ~-5 sn~ e o ~ i ~ e s  %he f o u u ~ i o n  

Of %he o r~n$~%ton  of %he Off ice  of The A~s$~%an~ S ~ r e ~ y  of w~r 

sn~ clea~ly def ines  h i s  ~esponstbil t t ,~e~. 

I ¢ommen~ ~o you ~u %he work Lhesd of ~ou ~n ~hf~ sehool 

~he stud~ aU~ c c n s ~ n ~  ~ e ~ e n ~ e  ~o ~h~a A r ~  ~ l a % ~ o n o  

A1~hc~h %h~ ~i~n~l D~en~® ~%~ ~ppr~ved ~Tun~ 4~ 1920~ 

eps~f~c~l~" plaee~ %he z~p~nslb$1~%y fo~ %he ~ssuman~e @f %he 

m~%~Isl rescgm~s8 Of %he n~%ion in %he hen~ of The Assis%aa% Secms- 

%~zTf of ~ I% ~@ n~% ~n%11%h8 e~rl~ I~ @f 1921%hat ~ ~efln~t@ 

~tlon ~s taken to develop ~n~ plan fo~ the e~@empllshmen~ of ~@h 

St~tU%Or~ ~espons t b $ 1 ~ e s  

%n ~h ~921 ~% ~he ~eq~es% of %h9 %hen Assls%~n% Sea~e~ 

%s~ of W~, M~ Wa~wr~.g~%~ ~Olo H~ B, Fe~son~ Sorps Of Ea~$nee~s~ 

~s ~el~ev~ ss ~ns%~to~ at %he Am%y %~ ~olle~e aa~ ~ss$~ne~ %~ 

%he OffiCe of The As@£s%~n% 8e~e%~y of w~ 

P~ss~nte~ wi%h %he S%~%~%O~y l~oblem def~e~ in l~s~F~h 

5 {~) ~%1o~I~I Defense A~%, he ~@~n %0 ~o~k on% a pl~n fo~ wa~ %~@ 

pz~u~em~n% 

~%h no%h!n~ to s%~ ~$th in %he ~y Of l~e~@o~i and no 

~18t1~% ~ppm~$~tion f@r %he a@@omp~$shmen% of maoh ~ t~sk~ p~e- 

8@~@~ ~ p~oblem %h~t s% %h8 %line was ~ffI~%11% sf solving sad m%%e.h 
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more difficult of def~nlng. 

His first effort at pioneering such a proJect was in 

builE~ng an organization consisting of a representatzve from each 

Supply Servlce. 

This first group of officers therefore undertook probably 

the  most formxdable  and s u r e l y  the  most  o r i g i n a l  work ~n the  Army, 

cf planning to ut111ze mobilized industry for war tlme needs, 

Pioneering the answer to the question that this group of 

officers faced "What is our task?" it is interesting as well as 

valuable information to follow the answer to that questlon from the 

znltial staged through the development perzod to the answer the 

efflce concelves it today for "the assurance of adequate prowsion 

for the mobilization of mat~rxel and in~ustrlal organlzations es- 

sential tc war t~me needs." 

The first step was ~n obtaining a complete knowledge of 

t h e  methods employed i n  i n d u s t r i a l  m o b t h z a t i o n  dPtring the  ~ o r l d  

War by our nat~on, and the several allied and belligerent nations. 

From the records of the War Industries Board and related 

a g e n c i e s ,  the  c u s t o d y  of  which  had been  charged to The A s s i s t a n t  

S e c r e t a r ~  of  War, and from i n f o r m a t i o n  o b t a i n e d  from s o u r c e s  r e -  

l a t i n g  to the other nat~ons~ this group of officers obtained 

knowledge of the me~ods and agencies employed and the d~ff~c~It~es 

encountered in ~ndustrial mobilization by all the ~mportant nations 

eng~ge~ in the World War. 
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From these studies there was determined an unders~ndxng 

of the task that confronted The Assistant Secretar~ of War to enable 

him %o mee~ h~s s t a t u t o r y  requirements° 

The second 8ted was in the beglnning of a system of train~ 

~ng of off~cers in the new angle of their profession, devoted to 

mo~11izat$on ~ud use of the Industrial and economic resources of the 

Realizing tha~ the supply of Regular and Reserve Officers 

~h World War experience would ]~ecome more ~nd more limited as the 

date of the ~orld ~kr recede~, it was cons~dere~ essential that to 

~e really prepared, ~ac~oies in the procurement serwce m~st be 

fille~ ~ith younger officers interes%e@ in and quallf~ed to aid in 

the work~ 

Thus %he Arm~ Industrlal College was the agency set up to 

e~uc~te officers ~n ~ndustr~l strategy that thus far has produced 

over 200 officers who are now ~disg in one place or another the 

task of The Assistant Secretary of War as ~ell as propagating their 

knowl~g~ for the benefit of yet other regular ~nd reserve officers. 

The third step ~as xn planning ~n organlzatzon to synchro- 

n~.ze the work of the procuring services and also ~n developing the 

functions to be performed by the parts of the organization planned° 

!niti~lly the ~dea of the offzcers in pioneering the 

problem of The Asslstant Secretary of War was the appllcation of the 

thought glven by Mm. B~ru~h, Chalrm~n of %he War lnd~ustrles Board, 

providing for the establ~shment of ~ peace tlm~ skeleton ergan~sat~on 
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that ~ould set up as parts of that organization, Sections repros ent Ing 

~w~ater~als, 
Finished Products, 
Facxl~ties, 
Price Control, 
Labor~ 
Priority, 
Conservation, 
Planning, and 
Statistics. 

Upon that ~n~tial thou@ht has developed the present organ~- 

za%Ion of the Plann~ng Branch, Off~ce of The Assistant Secretary of 

War as shown by Chart A. 

Thxs off~ce organization is the physical equipment required 

In order  that The Amsistant Secretary of War can dlscharge his stat~- 

tory duties. 

It does not interpose or ixmlt ~n any way the work of h~s 

operating staff, the Chiefs of the Supply Branches. 

It will ~e noted by the Qhart: 

First That the actlvlt~es of the office all center under 

the  s u p e r v l s f o n  o f  the  E x e c u t i v e  to  The A s s i s t a n t  S e c r e t a r y  o f  War. 

Second That ~he four maln dlvlsions of the office are the 

Admlnistrative, Commodity, Procurement Control and Industrlal D1v~slonso 

Unlike the General Staff~ this organlzationhas not been 

given the test of war and while we believe thls present basic organl- 

zatlon is sound, yet we know changes that we cannot now foresee will 

occur necessitatlng reorg~nlzation, perhaps, rebuilding to make ~t 

stand the straln of war as ~n agency to supervlse procurement of mllx- 

tary suppl~es. 
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Fundamentally, the functional work of the Planning Branch 

centers on the Basle Plan for the Procurement of ~illtarx requlre- 

mentso The p~rpose of that plan is to state brlefly the control 

policies that will govern ~ar Department procurement, in a war of 

such magnitude that the demands of the Army may result in competitive 

conditions ~et~een Supply Branohes, unless deflnlte actlon Is taken 

to prevent ire It is this organlzatlon now set up In the Plannlng 

Br~nch that we ~elleve will be the agency that will prevent Branch 

competlt~on, and g~ve an assurance for a complete supervision over 

war tlme procurement for the Army. 

Before dlscussing the separate dlv~sions of the organl- 

zation of the Plannlng Branch, I ~nt to show ~y this Chart the re- 

latlon of the Supply Branches to The Assistant Secretory of War, 

and to the General Staff. 

F1rs_.t_t It w~il be noted that the act~wt~es of the War 

Department can be d~st~nctly d~v~ded into two parts, m~Ixtary acti~ 

vit~es under the Chxef of Staff all shown to the right of the center 

ixne, and the industrial or bus~ness act~vlties~ to the left of the 

center l~ne~mder The Assistant Secretary of War° 

Second That the Ohxefs of the Supply Serwces have dual 

functions in varying degrees. On Exhtary~tters such as the 

storage and xssme of supplies, and the organizatxon, traxnxng, and 

equipment of units of any Supply Branch, the Chief of that Branch 
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functions under the General Staff, whale on m~tters of procurement 

they act under %he supervlslon of The Asslstant Secretary of War. 

Third That matters of confhot between the General Staff 

and The Assistant Secretary of War may be cleared through the War 

OOunCl i • 

Fourth Supply Branches a r e  operating agencies o f  both the 

General Staff and the Off~ce of The Asslstant Secretary of War. In 

matters of procurement they are responslble to The Asslstant Secre- 

tary of ~ar,and for the storage and issue of supplles they are ~e~ 

sponsible to the General Staff° 

It mlght be well at thls point to further distinguish be- 

twsen the duties of the General Staff and the Office of The Assistant 

Secretary of War in connectlon wlth supplies. 

Briefly it can be stored the General Staff is charged with, 

determination and development of types, quantities requ~red~ rates at 

which needed and the storage and issue to troops of all supplies. 

The Assistant Secretary of War is charged however w~th the 

superwsxon of procurement and delivery of materlal to depots, but 

as procurement ~nvolves specificatzon and type, all speclflcatlons 

are now *'cleared for procurement", that is, ss te avazlability for 

procurement of manufacture, by The Assistant Secretary of War before 

being adopted. 

~oblhzatlon plans can be consldered in two parts, man power 

plans and material plans. 

An Army is made up o f  men called to the colors, and the 
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organ~ze~ by The Assistant Secretary of War. The purpose of these 

districts is to decentrahze the organization for controlling pro~ 

duotlon, to obtaln a knowledge of ~ndustrlal cap~clty, to dlstrlbute 

the mihtary load, and to assure the ebtalnlng of supphes with the 

nun~uum d~sturbance of the industrial development of the n~tzon. 

Under this system the United States has been divided ~nto 

I~ Procurement  D i s t r i c t s  in e a c h  of which  w i l l  b e  a r e p r e s e n t a t i v e  

of a Supply Branch known as a Dls@r~c~ Chxef. (Qhart D. } 

However, for the purpose of procurement planning In tlme 

of peace, Supply Servlces are authorized to set up Branch Procure- 

ment D1str~cts that would consist of one or  more of these industrxal 

distrlcts, but where two or more of such industrial distrxcts are 

embraced in any one ~ranoh district the records and data relatlve 

to procurement are to be kept separate for each War Department Dis- 

trict. Th~s Is i n  o r d e r  to f a c i l i t a t e  the prompt establishment of 

each @ar Department distrxct in tlme of War. 

The problem ~n the branches is the procurement of the fln- 

ished products but the manufacture of those articles depend largely 

on the raw materials that enter ~nto the fabrlcation of them. 

Every flnished artlcle to be procured by the different 

S u p p l y  S e r v i c e s  ~ n v o l v e s  c e r t a i n  raw m a t e r i a l s  and c o n s e q u e n t l y  i t  

is as important to assure the obtalnlng of these and their systematic 

flow to consumption centers as It is to plan for the procurement of 

the flnlshe~ article. 
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Consequently the study and development of plans for obtain- 

lug ra~ materials is ~ most important one to the Planning ~renoh. 

Some o f  these raw materlals aze classified as Strateglc, 

that ~s they are not ohtalned in this country or else xn such small 

quazltlt~es that rel1~nce must be placed on ~mportat~ons to meet de= 

mands. Others are class~fled as Cri%Acal, that is they are obtained 

~n this country but xn such llm~te~ quant~tles a s  to present a pro= 

curement problem, 

Thzs problem then of raw materials is placed on the Oom- 

modify Division of the offlce of The Asslstant Secretary of War 

that wlth %he or~nize~ commodlty committees, cons~stlng of repre= 

sentatlves from %he ~slng Branches, collects d a t a  pertlnen% to the 

materlal~ and then prepares the plan for the obta~nlng of it in the 

q~ntlties and at the time required. Lxke as they were in the ~ar 

Industrles Board, these committees become the source of au%horl- 

tatlve informatlon, where best to ebtaln the materlal desired to 

complete the planning for obtaxnin E the flnxshed product. 

They m/~ht be calle~ the b~ckbone of ou~ work ~n the 

Pla-nn~ng Branch for without a knowledge of the mat~rlel requlrements 

enterlng ~nto a f~n~shed product, the q~ntlties required, their 

availability, and the dependence of ~he c~vll and industrial life 

of the n~tion on them, our whole stracture in pl~mAng woula be faulty 

a n d  c o l l a p s e  z n  t i m e  of a n a t i o n a l  e m e r g e n c y .  

For example, t~ke leather~ An article used ~n some form 



or  a n o t h e r  i n  a f ~ n i s h e d  product  by the  Quartermaster  Corps,  Ord~ 

nance, Air Corps, Signal Corps, Engineers ~nd the Navy. 

Would i~ be sound to plan for only ~he obtaining of our 

requirements for shoes, harness, saddles, flying sults~ and various 

straps, for small arms equlpment, were we not f~rst to study and 

plan for o~taining the leather essentxal to the manufacture of such 

articles ~ 

We require over eleven mill~on h~des as now determ~ned~ to 

meet the requzrements for the fxrs¢ twenty-four months. Could we be 

assured of that supply without a study of the resources from where 

we can obtain them as well as the ~mportance of conslder~ng the 

cxvilian needs? 

~ j o r  Hobley w i l l  s e v e r a l  t imes  d u r i n g  t h e  coming y e a r  

d i s c u s s  w i th  you i n  more d e t a i l  the  xmportance o f  raw m a t e r i a l s  and 

the  work o f  t h e  Commodity D i v i s i o n °  I have  touched  b r i e f l y  on the  

subject a~ this tlme to show one phase of the work of The Assistant 

S e c r e t a r y  o f  War. 

In the  Procurement  C o n t r o l  D i v i s i o n ,  we come to  a d e f i n i t e  

supervision the Office of The Assistant SeCretary of War exerclses 

over  branches  ~n p l a n u t n g  f o r  t he  procurement  o f  the  f i n i s h e d  p r o d u c t .  

Recalling for the moment World War cond~tlons and the 

struggle of branches to obtain supplles required we re~d of the Navy, 

the Shipping Board~ the Allies and the then flve Supply Branches of 

the Army, ~Ii demsndlng snpplles and in some cases biddlng agalnst 
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each other for them. Consequently, prices rose, labor demanded 

more money, and branches demanded priority for f~lling orders, for 

supply of fuel, labor and power, and for trans~ortatlon to move raw 

materzals and finished products. 

Under the present organizatzon of the Offzce of ~ne Asszst- 

ant Secretary of War there has been set up an Allocation Section, 

t h a t  a l l o c a t e s  faczli~zes to  r e q u i r i n g  branches  f o r  the  p r o d u c t i o n  

of alhtary supplies. 

Allocation is the deozslon by The Assistant Secretary of  

~ar to set aside a facil~y zn ~ts entire~y for the exclusive u~e of 

a p a r t i c u l a r  supply  branch,  or the  j o i n t  use o f  two or more b r a n c e s ,  

in  p l a n n i n g  t o  procure  in  t ime o f  an emergency d e f i n i t e  s u p p l i e s  or 

m a t e r i a l s  capab le  of b e i n g  manufactured in  ~het  f a c i l i t y .  

I t  i s  the  i n i t i a l  s t e p  in  war plannzng t h a t  t o g e t h e r  w i t h  

the o t h e r  domlnant factors--surveys, accepted schedules o f  productions, 

factory plsns, and finally Speciflc Procurement Plan, that will pro- 

vide The Assistant Secretary of ~ar the assurance of adequate pr~ 

vision for the mobilization of zndustrial organizatlon essentzsl to 

war ~lme needs. 

I use the term "fac~llty" as applying to any industrial 

plant turnzng out a fznlshed product. 

= _ = = ~ =  

- -  = 

- -  =_ 

C 

_ - - -  - 

- = 

~ = 

_ -  = 

At present over 15,000 zndustrial plants of the country 

have been allocated to the several supply branches. So wlth a knowl~ 

edge that each branch has of what xs requlred~ then ~ knowledge of 
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where to get it, and finally an assurance of how mu~h it c~n get, 

wil) no dou1~t prevent a repet~tlon of the conditions in the early 

days of our entrance znte the World War. 

Our efforts at alloc~tions are being coordinated with those 

of the Navy, through the Army & Navy ~n~tlons Board, that I w111 dis- 

cuss later on. 

W1~h the allocation program carrled to zts ultlmate goal 

there should not be much need for przorlty rml~ngs ~s between the 

Army and Navy. There may be a nee~ however, to determine precedence 

of orders between the different Supply Branches. 

It Is w~thin th~s sphere that the question of Priority w~ll 

require ~ctzon By The Assistant Secretary of War. 

By priorities is n~es~t the system of preferentz~i treatment 

given supplies ~nd services that w~ll ~nsure: 

The prompt and orderly delivery of essential nulitary 

items in accordance with their ro!at~ve ~moort~noe. 

The nee~ then for adopting a system of priority w~ll arise 

F~rst" ~en $~he s~pply is inadequate to meet the demand. 

Second When the supply is adequate b~t a conflict of 

demands requires d e c i s i o n  regarding order of 

precedence 1~et~een ~pply Branches. 

Power shortages occurred durlng the World War and ~t ~s un- 

safe to s~y they will not occur in any future emergency. 
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To be 9~ep~zed ~o handle suah an smer~ncy ~he Oorps of 

A~ineers h~ been ~onductzng ~ survey of existing ins~il~tlens, 

%raasmlssion lln~, ~o~¢am~o~ cen~e~s ~n~ ~he pose!bil£~y of Inte~ 

con~Ot ione.  

In the Offl¢~ of ~he As~Is~n~ Se~~ of w~ stm~e8 ~ve 

been m~de of methods of exy~eesing requirements of fln~shea ~od~t~ in 

term9 of poe~e~ ~equi1~ ~O ~EO~C;e ~hem, 

~rom ~ah p~oou~emen~ ~stPic~ ~m~aal p~we~ ~¢al~msn~ ~e 

the eleven p~er zones that h~ve been aesi~te~ by ~he Ohief of E,u=. 

ginegrm~ 

~% is felt ~h~t from this kn~wie~ of ~ower ~q~r~n~s aaa 

so ~eor~In~%ed as it as with the power ~$~bie in the comn~y~ that 

no g~e~% alffi~iSy will be ex~erlenee~ in getting the n~e~ea eoop~=s- 

tlon fo~ oU~ ~equlremen~s~ 

The ~bjee~ of t~n~po=~.~ ion h~ b~au oons~antl~ under s~ 

in the Office of The Ass£s~u% So@retry of %~z, The qnestlon is often 

~ske~ ~Fny is The Assistant Ss~re%~zy Of W~r interes~e~ aa~ ~h~t is his 

p~rt in %~nspor%etlon?" While ~he ~nSweZ ~ %0 %hls involves a leng%h~ 

~Is@on~se on ¢he ~ab~%, I will O ~  to.oh on I% in ~ ~ner~l w~s an~ 

la~ve tO othe~ ° offl~er~ Of %he Pl~mn~ Bz~noh to f~he~ e~boz~te on 

%he s~b~ee% later ~=~ %h~ cou=e~e~, 



~L 

Transportatlon is essentlal not alone to mobihza%~on 

o f  man power h u t  t o  t h e  m o b i l i z a t i o n  o f  i n d u s t r m a l  requmrements f o r  

military n e e d s .  The Interest o f  The Ass~stant Secretary of War i n  

the subject includes the movement of raw m~teri~Is %0 the facllitles 

m~rmfacturlng the finished product and the movement of the flnlshed 

product from the factory to the polnt where it wmll be stored or 

issued under General Staff control. 

The problem, therefore, ~s one of preventlng shortages and 

congestlon of transportation facihtles, to assure the flow of 

materiel to Industrlal or~nlzatlons, ~nd from there the flow of the 

flnished product for milltary requirements. 

The important factor ~nvolved ~n th~s study of transpor- 

tation Is "requirements"" 

Not se much for what ~s needed but where? so as to avold 

choke points on any of the systems. 

Another factor is availabil~ty of sufficient transporta~ 

tmon faellltles at factorles such as adequate siding and swltch~ng 

fscili%les to assure the movement In ef raw materials and the move- 

ment out of the flnlshed products at the scheduled rate of production. 

h 

Thxs ms a snbjeet that ~s very seriously considered and 

studied b# ~he Planning Branch. 

L~bor ~s an agent, essential to our War Plann~ng, and like 

raw m~terL~Is, fmn~shed products or ~y other factor entering ~nto 

m~litary requirements, it must be planned for like the others. 
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In t h e  s t u d i e s  o f  ~ h i s  s u b j e c t  c o n s i d e r a t i o n  i s  g i v e n  of 

the three types nee~e~ to produce milltary needs: Unsk~lled~ seml- 

skllle~, sk111ed, and our Interest centers ~n the product of this 

labor rather than the method of its employment. 

Calculating requirements in it c811 be only approxim~teo 

The constant changes in manufacturlng processes, the development 

of labor saving de,ices and substi%%~tes will change as wxll the effort 

of industry. 

Qranting %hatunekille~lzbor will be smplep our studies 

and planning for its nse, llmi%s s~ch %o the correct and eoonomlcal 

distrlbutlcn of it. For i~ is evlden% that if a control is not 

exercised %he s~pply of one area may be overloaded whlle saother 

distrlct may be in urgent need. 

In the 8em~ski!!ed~ our problem becomes a little 

more ~ompt icatedo  Here e n t e r s  a f a c t o r  ~nvo lved  in  p r o d u c i n g  war 

o r d e r s  that in themselves i n v o l v e  a g r e a t e r  o u t p u t  f a c t o r  than i s  

normal in peace, and %he ~ctor of l~bor is Just as vital %0 thxs 

t n ~ r e a s e d  ~ n d u s t r i a l  e f f o r t  a s  i s  t h e  s u p p l y  o f  raw m ~ t e r ~ a l s  or  

power° 

For skilled labor zt ~s arena greater problem. For as I 

see it, the subject no~ reaches a two-w~yphase, one the me%hod or 

planning %0 au{~ent %he exlst~ng skille~ labor~ the other a method 

%0 prevent ioslng %he existlng skxlled quantity and a consequent loss 

of i~dnstrial o~%pu%, that max oce~slon ~hen skilled l~bor insplred 
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by patrlotlc motlveS, leaves ~ts trade to jo~n the oolors. 

While ~his su~jec~ of labor could be ~alked on for hours, 

my aim here  i s  only  to  p r e s e n t  a broad p~c~ure o f  i t  and i n d i c a t e  

the  l i n e s  o f  s~udy the  Piann~ng Branch i s  pursu ing  to  o f f e r  a so lu~  

t~on~ ~f  only a temporary solutlon~ o f  the question. 

Colonel Ross of ~he Planning Branch w~ll discuss o~her 

phases and ~glee o f  thls questlono 

In brief our ~ork in uonnectzon wlth labor is~ 

De~ermln~ng our requirements ~n labor particularly 

in hilly skilled trades essentlal ~n the fabrzcat~on of 

non-commerolal z terns, and 

Provldlng measures in peace tlme to apply in emergency 

so as to leas~ d~sturb the economic relationship of labor 

or indus t r y .  

While t h e s e  remarks have covered  in  a w r y  b r i e f  manner an 

o u t t l n e  o f  the  o r g a n i z a t i o n  and ~ork o f  the  P lanning  Branch~ I have 

not touched on %he ~ro~lems confronting us and Which yearly the 

Plann~ng Branch i s  ~ o r k i n g  f o r  a s o l u t i o n  o f  them. 

Our work and our interest ~s not alone the detern~nat~on of 

the quent~y, qual~%y or n~ke up of these factors but the adjustmen%~ 

we mus~ provlde %0 mee~ ~he changlng sltuetions developed in ~ndustry 

and ~n w~r and t r a n s l a t i n g  t h o s e  adjus tments  %o meet m ~ l t t a r y  and ~n- 

dustrial needs. 

I. How are we going to  prevent overload Lng ~-ndustrlal areas 
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nol on ly  ~n t~he ple~ement o f  o ~ e ~  ~ ~ power~ l~bor ~ud 1 ~ B -  

po~s~, on? 

2~ ~e sre ~ e ~ . ~ o h ~  ~or ~ m~L~od o f  r e ~ o ~  ~ro~ess in  

proourement ~o a l low n ~  only, ~he Ch~Le~" of  ~ ~ n ~ h  ~ ~he A s e 1 ~ n t  

S e ~ e ~ . v  of ~ ~e ~ell ~o ~pp1~ ~imel~ eo~ec~tlve aea~z~s ~e es~e 

of  ~ e  ~ l u r e  of  an~ plsn ~ ~ ~ a ~ o r  iuvolve~ L~ ~%, Our ~m ~s %o 

develop some ~ye~em oz. ~ ~s %o ~ho~ ~he po~t~ion of  re~1$ne~s ~o~ 

each eseen~£al ~%em al en~ ~im8, - 

3~ ~ Plans p~,ovlde local procumamen~ of supplles m~ be 

by ~o~'ps ~'ea O~mande~s ~n e~rgenoy~ How ~I11%hls be re~la~ed so 

~s 1o p~even~ Sn~e~e~ence w£~;h o ~  pr~emen~ pr~.m? 

4, ~% ~III be done aSou.% pian%s O~ m~~uming ~on~e~n8 

havSng impor%sn% eon%ra~%s~ 1h~% m~ be in %he %he~%e~ Of ope~%IonsT 

~ha% ~111 be %he ~urlsdlo%ion of ~he AssSs%an% Secre%s~y of W~ over 

%hem? 

5~ 1~na~ ~f any s u l ~ g e n ~ y  ~ilI nee~ %o b e  ~e% u p  ~o s~mlnls%er 

%he n~%nz~l ~eso~es Of %he ~z%ion fo~ m~[l~%~:y an~ clv~li~u nee~s~ 

s~ud how ~ill O~Z ~ or~an~s~%f on %earn w~%h m1~h an a~e~ 

X ~n%ion ~aese few Of ~a~ problems me~el~ ss side l~gh%s 

for y~% Sn %he %hough% ~oli w~ll g%ve %hls sub~e~% Of In@ns%r~! mob$1- 

Iza%ion~ Sn~ %he work of ~he Planning ~m~h in ~onne~-%ion ~$~h i~ 

• o ~ . i e ~ s s  %he ~aue~len~  o f  ~he A r ~  and ~ v y  ~u~u~.%lon~ 

BOaz~, $~ i s  n e o e s s ~ r ~  ~o ~o b ~ k  ~o a ~ when i% wa~ g e n e ~ l l y  ~ -  

espied ~ a ~  some so~% o f  a coo~'cliz~ting ~ e n o y  i n  %he ~ % e r  of  ~upply 



between the Army an~ Navy was necessary° 

In June 1919 the War Plans Division of the General Staff 

in~tia~ed a general study of this subjeot. Based on a report of the 

President of the Naval War Gollege and to the many changes in supply 

methods occurring during the World War, the Secretary of War, on 

recommendation to the Secretary of the Navy~ suggeste~ the reorgani- 

zation of the Joint Army and Navy Beard that had been in exlstence 

pr~or ~o the World War. Reviewing the thought that then existed 

f o r  reorganizing th~s Joint Board, I believe It was contemplated at 

that time that that Joxnt Board would undertake the coordlnatxon of 

a l l  mat ters  o f  su~pty  i n v o l v e d  in  any war p lans  o f  t h e  Ar~y and N~vy. 

Remember, now, that this was pr~or ~o 1920, the year the 

National Defense Act ~as passed ~h~ch charged The Assistant Secretary 

of War w i t h  the statutory obl~g~t~ons pertaining to ~ndustrial mobili- 

zation, it seem~ to me then, that when th~s industrial mobil~zat~on 

was charged to a civilian it took away from the Joint Board the 

question of coordination of supply between the Army and Navy~ 

Accordingly, in June 19~2~ the Joint Army and Navy Board 

submitted a recommendation to The Secretarys of War and Navy to 

create an Army and Navy ~uitions Board to consist of The Assistant 

Secretary of War and The Assistant Secretary of the Navy, this Board 

to have the duty of coordinating the plans for the acquiring of 

munitions and supplies requzre~ for the Army and Navy Departments 

for war purposes or to meet the needs of many joint plans and w~th 
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evolving ~ legisl~tlve p!a~ wh~on wo~l~ ~11ow the pr~uroment pro- 

gram %0 ~ put in effe~t~ ~n88e ~e~o~en~%lons ~e~e ~pprove~ by 

the bo~h Se~re~a~les~ a~K the or~ui~ion of %b.e A ~ -  and Navy 

~ % l o n ~  BO~I w~s ~te~ ~ p%%bllshe~ %0 the Armor in G.Oo 51~ 

~r ~par%ment~ 1922© Th~ or~e~ Se~ ~p ~n o r ~ a i z ~ o n  ~s  is shown 

b~ this ohmiC. 

~II ne~ %~ke y~ time in elaborating on ~he v~ion~ 

~%s of %h~s or~iz~,%~on ~% w&ll leave %hls ~h~r~ on %he bOS~T~I f~ 

yO~ %%so in e~lentl~g yourselves On t h e  ~g,~niz~%Ion o f  this b O ~  SS 

~% was de~elope~ ~na ss ~% exists %o~y~ Neither ~o ~ =onsi~e~ I% 

Deo~sss~y %0 go i~%O a~y ~TeS% ~@t~il %0 }~0%% i~ %his %elk as %0 ~ns% 

%his b~l h~ ~o~ompllshed an~ how i% iS ~% present ~s~z~Iin~ o~t its 

f~no%ions~ This question of O o o ~ f n s ~ l o n  of Arm~ sad Nsvy needs will 

be given as a se~%e problem a% %his sc~hoo! snct presente~ by a ~om- 

m~ttes who in the ~o~rse of present~t~en of its ~eport will ~t re.st 

whet X oonld aow say %o X~a~ end so I ie~ve to %h~t o~mmittee to p~e- 

sent when their ~epor~ will be s~bmi~%e~ al! the fasts regarding ,eooz~i- 

~%IOn~ ~oops~%ion~ o ~  %ho opor~t~on o f  %he fan~tlons ~f this bescO.o 

~ ~o %he m~%ho~ of  its O~$on i~u~a1~ questlon~ rel~- 

%lYe tO onp~l~ the% ~egmlred the aotlon of the Army aad N~y ~a~i%ions 

B~r~ awe e~ther presen~e~ th~ ~hanne!s to the boar~ ~nd in turn re- 

ferre~ to %he Poli~y CO~mlt%ee m~ %)2 t]~%% ~o~m~ttee to %he interested m~ 
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ce~alttees for report sad reoommend~tton~ or else such questions 

Orlglnatlng In one of the commit%ass B to J~ or thelr sub-committees 

are routed to co:~mittee "A" w!th reco~endat~on. On the ~wo Asses%- 

ant Secretaries who compose the ~ and Navy ~unitions 3ear~ rests 

final declslon~ Wh~le this board has accomplished a great deal~ 

particularly in a recognition of the need for Army and Navy cooperation, 

st~ll there is a ~eat deal to  be ~one and the fact that it hasn't 

been dens may be due to  several ~auses. One of these is possibly 

%he difference in organization between the Army end Navy. In the 

Navy t h e r e  i s  bu t  one l~a ter ia I  D i v i s i o n ,  h a v i n g  x t s  n i n e  s e c t z o n s ,  

sn~ with but one purchaslng and accounting bureau, the Bureau of 

Supplies and Acco~m%s. Whereas, in the War Department there are 

t h e  s e v e n  s e p a r a t e  s u p p l y  b r a n c h e s  and each branch p u r c h a s i n g  i t s  

own teehnloal supplies. Another cause may be due to the difference 

in the methods and basis for war planning of these two services 

One plan for a maximum m11itsry effort Is the War Department General 

Mobllizatlon Plan The maximum Naval effort may possibly be an 

Orange Plan. 

The War Department General ~obx~hza%ion Plan can be 

adjusted to conform to any lesser color plan, whereas the many areas 

o f  ~ti~ i n v o l v i n g  the  Navy r e q u i r e  d i s t i n c t  and s e p a r a t e  p l a n s  f o r  

each. 

D~o t o  %he changing o f  a fixed naval armament during 

peace time on a~count of internatlonal agreements on limitations 
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the Navy is placed in a state ef uncertaxnty of what ~e call ~n 

the Armyas "Stocks o n  han~" o n  ~ Day. 

In the ~ar Department reduction in msterlal or strength 

of our peaee-tzme standzng army affects our war plannzng much less 

thaa where reduction of ~attleshlps or cruisers affects the Navy. 

Wzth the Army we c~n cont~nue to plan, ~ndependent of 

how small a nucleus we have of a regular standing Army, but ~n the 

Navy the ~n%ernat~onal agreements on hmitation of armament %hat 

reduces the number of battleships~ cruisers and other such naval 

armament m~kes n~val plann~ng a difficult and ever changing problem, 

where what would be available and ready for war is not known tod~y. 

To me ~he two most important fields to consider where 

the Army and Navy come in contset~ are Industrial Allocatlons sad 

Raw~ateri~Is, 

What the Army w~n~s to know primarily is where is the 

Navy going to place its contra~ts and what amounts, so as to deter= 

mlne probable interference with Army plans and then present these 

conflicts to the Army and Navy ~aztzons Boa~ for a solutlon or 

adjustment of the aifficultles ar~szng, 

The orgamlzatzon of the Army and Navy Nmnltions Board 

was hu/It w~th the idea of adjusting such coafl~cts but whether 

that organization is adaptable for thzs purpose in peace time re- 

ma~ns to be seen, and will only after the Navy has developed its 

plans to a point where its requirements when definltely established 

can be coordinated with those of the Army wzth respect to a sat~s- 

factory plaaement of same wi~h zndustry. 
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