
THE ARMY INDUSTRIAL COLLEGE 
V~_~.qHINGT)@N,: D. C. 

Course i~51-1932 

i ~ 

BRIEF HISTORY OF PLANNING FOR PROCUREMENT AND 
INDUSTRIAL MOBILIZATION SINCE 

THE WORLD ~AR 

By 

Maj. Dwight D. Eisenhower, Inf. 

October 2, 1.931. 



• . . ~. ~. % : ~ , . ~ / '  

" " ' ......... . :  : -""  . "~ , ( "  ........ -MOB t L t Z ~ T ; I O N  S Z N C E T H E  -WORLD-W~om " " 

" : t [ ~ , t [ { : ' - ' ~ " . ~ - :  -- " . " : ~ -  - . . : "  ~ .  - .  . .  - / " " " -  " 

. . . .  ' ~';-"' . ) )  - -  M a j . ~ . I ) w i g h t - . D ,  E i s e n h o ~ , r e ~ ,  I n f .  - - 

-, ~;- ' In preparing a synopsis of ten years '• progress in \,. 
-'. .... - ---.'-~ : procur.eme~t, planning.~.and~ preparation .for .industrial ~, 

/ .... ,~. - ~mobilization it is rather.~difficult to follow a rigid ~. 
;- ..... , .... :~-.-/chronological-sequence~ Qr to demonstrate each event tol 

-be the logical re.sul~..c~a, preceding cause. 
• . ;.:~ , " : ,  ~. - ~ ~ - " . - ,  ~ 

:..( ~:--~, -; ~--:"~-:- -:"."f~-ih$1e the record-of what took• place is usually avail- 
f~-.. .:~.-¢-~-able, a.sta~ement Of reasons there,.or is not often foundi 
-"- -, :. in existing documents. .... ~t .times .it is .even impossiblle'..' )-./ 

' -.~to..dis.cover any exact .acceunt--.of sIGn~f%cant ~nc~den~s.~/~.. 

I - GENESI~'"~F " For the purposes .o~ this.discussion Sebtion 6a of thl " " 
PRESENT ~ National Defense Act Of)~1920 is taken-as the genesis of 

• SYSTEM o u r  present system-~of procurement planning~ That law 
Contains an ambiguitya ~ . . I t  charges~heAs-s'iStan~~ecretary 
of -~ar with responsibility for "the assurance "~ of. adequate 

-Pas.sage;.of provision for the mobilization:of materiel and.organizations 
• Sect-i.on.15a essential to war,t~me..-needs ..% hut;.it also directst-he 
Nmtio~al..-! General Staff ,toprepare;•plans for--... -j-the mobilization 
Defense •Act of-~he..manhood-of.the Nation and its.-material resources in 

. ~ ~'." .~ ,.. ". an .em~rgency.." " . - -:~ ~: .- 

. . . .  . .,..•.~.~. - . . . .  ~ith nothing • .bu.t -t hi s :. law to-guide him, a student.- of : 
. - ' .  , " . . : -  t o d a y  . w o u l d " . c e r . ~ . a ~ n l y ~ b ~ a t  a _ . l o s s  i n ~ d e ~ e r m i n i n g  a p r o p e : r  

_ :. -.~. . -. -.-boundary between the fun~tigns, of th.e. General Staff-and:! 
those of ~heAs-.s.istant :Secretary of. !'~ar.. But, as you know, 

Harbo~d. the Harbord ..~oard-~as convened very soon after the passage 
Board-~..: . .of that.-act, and one .of its:tasks ..was the establishment of 

:~.~ ~: .~/ suCh~a.boundary line. - Gener~li Orders .~No...41, 1921, gave - 
. :  " . . . . .  _ . - forcs:~0-.the, conclusions , O f  the ~b~ard.,• ..That portion 0f/~/- - 

! ....... " ...... -~he order dealing with the mobilization responsibilities ~ ~i~ 
of lhe Genera.l Staff .omitsthe words "and of its material)( 
• resources." •.This was done deliberately, as is evidenced by 

....... ~ i~. - .... the fa'ct~ that these ..wordsi ap~elar-i'n ~the original • drafts . 

.! .i/'.:.~/!_' i.)i/]:i/. U. : . Of t.he :board' s :.conclusions, -.but :Were omitted in the final" ("- 
-!::. :::i i-:( ::~i~:.••:/!(/': ( : - / - / . ( _  . d o c . u m e n t .  ~ , - ~ h u s  . a .  q u e  s ~ ' i - o n • ~ t h ~ t  • m i g h t  ~have b e c o m e  : m o s S  ' :.-~ !-~ 

• t /(:/[ !:'!:(:~:•~.!: :/!".;i"))~-: .ii v e x i n g ~ a s  :i i s  ~ t t  l e d ~ ( a d m i n i s t r a t i v ~ l y  ] i n  s u c h  a w a y  t h a t •  t h e  

-" :(/i:i- :;!i( ".:; ~:'. i;_ ~- t~o _principaisub-d'ivi§i0ns~ in the-~ ~r.Departmen[ couid be: 

/ 

' -~!•i I 'U"/~I.~i/~L ~I ]/~,-interestSngl. Chapter ~i.n L ._the.:. his~.oryj.~of ipro.curement pianning.. 
" ' • ~ ~ •(~)-~:~ ~ ;b~  ~ .......... : • N e ~ e r t h e l e s ~ s ,  ~ t h e t ~ p r o v i s i o n s  .- o f _ G .  O . - : - N o ~ .  ~ 1  ~ L ( ~ h i c l ~  ~ h a ~ e .  ! -. .... 

' "ix ~- - " -been incorporated ini-Army Regulations ) remain in force .~ . : .. 
--~ - ..... Furthermore, there is an encouraging tendency among all- 

officers, both in and out of the procurement services, to 
look uoon Section 5a as furnishin~ a ] o ~ c ~ ]  , ~ n ] ~ l ~ h ~  ~ 

i II I I  



• -' • roc~rement problems~ and not as an arbmtrary" directive.to ~ .  ,, 
P " ' - - " ' • " • ~. - , i - -  ..: : . - . . . .  : ' 

" ":'- b@. ~r~d~.ifl'~iv ..~cee]~ted%'simply b~c:au~:e'.! ,-..it...-~s.. the. ~:-law . . 

One. i-llustration of this chan.z.ed attitude ~.~as affordad 
some months a~o by the--smooth collaooratimi between the 
Assistant Secretary.of. ...:~ar .and':-~he General Staff in the 
preparation of a un{fied ~ar De.par~me~t planning policy to 
be enunciatedbef0B the %~ar Roli:c'i~~)C..i.n~ission- Anothe'r 

' :iS. f0umd: in the substance.-.of a~reoent tile by the Deputy 
Chief :of Staff bef?re.-the :~wmy~]~ar-..COlle~e. I understand 
that he is to!address-Ehis clas's.-~-a% a:later date, and I 

" - - feel sure .he. will reiterate-his-opinion bn this matter. 

The cneation of the' .General--Cou~:il early in 1 9 3 1  
- • . "~ accelerated this :.tendency. C:~mpos~d of. the Deputy Chief 

-:.,---~ : . of Staff, the heads~ of the. General Staff sections, the 
General : - .  chiefs ,of.arms and :s.ervices.,,:.a~repressntat{ve of the 
Council . Assistant Secretary;of. 14ar, :~d one. :or : two : others , it 
1931 -. formulat.e.s advisory opinion as to 1~ar Department policies. 

"" .- -.-::-. This:cour~e of actfon has: g6ne-far::to eliminate friction 
i " . . .  ~ - " - . - ! s ~ . o f f . i c e . a n d  the G e n e r a l -  i: .:' ::""-.b~_tween:-%he .'.,~ssmstant ~ecreta.ry 

. . . '. " . .  j- 

- :  " . . S ~ a f f , i .  " L .  ~ " " . . . .  ~ " - " . . . . .  
- . .- .,.... ~., : -.. ., - / - . ,  .. . . . .  . .-'" . . . . . . . . .  • ~ ~ • -. : %-. 

~: ~TH~ ~. TASK ::/.'": ~i.%h :-~hi-~:' divlding- llne 0Scs:~-civilly defined, the L first 
-" . . . . . . . . .  :-~:i :~ ~ . . . . : - ' : j 0 b " ~  o f  • ~ h e J ~ i s  s ~ { s t a n t ) ~ S B c r e t i r y  i n . : i ~ 9 2 1  . w a s  t o  a n a i y z e  ' i { i ~  

. . . .  . - ; - : ;~ . - :~ , .~  . ~ o h , . : d e t e r - . ~ T f l e : i t S  Of:i-~cip~!~: '"par"b.s-~ ~ a n d " s e t  u p  an~ .o rzanN! : : .  

-~. i z a t i o n  t 0 " h i d  h i m : . p e ~ ' f o  rm: i ] .£ t ,  !-J~m a p p i g p r i a t e / ~  n a m e  . f o r / : . ,  
- : ( / , . . " . , ) : /~"-  " "" ,  . . . . .  .~ " • " -  ' ~ ~ " :  t - e - : : "  e r { o d  o f  c o n f e r e n c e s . ' "  t h i s  c . h a p t , ~ r  i n  o u r  h ~ . - t o r . ~  . . i S .  ,.h . ~ p .  

The .~s s ist~mt 8e cret%~y haE:~bee.~q. ~iven a task '.~.[ithout 
P e r i o d . : . o f  ~: : .. p a r a l l e t - : o r . ,  p r e c e d e n ~  "~:i~ a~..~:.. .pe~~e~'time., a r m y  organi:.zation........~. 

-Conferenc'eS :::-.His.-: fir.~t'~move w as 'to"obtain°P iffiens-£9°~ all authoritative 
so~.ces:~.regarding. 6r~aniz{t:i0n.~~%d/.meth6ds "-- best adapted to 

- , ,. . : - . . . . .  t h e  a c c o m p l i s h m e n t  o f  h i s  m i s s i o n . , , . .  • , 

. .:.!:.;. -: . . . . .  : . . . .  . N u m e r o u s : c e n f e ~ e n c  e~  wer~'~ h e l d - ' $ i i t h 6 r o m i n e n t  c i v i ~ _ ~ h s  

o p i n i o n s  : ~:'" • w h o : - _ ~ a d s e r v e d  . - e n : . t h e  ~/va.rf ~ n ~ s ~ r i e s  B o a r £ .  L i a i s o n  ~ a s  : 
f r o m -  ' _ - :b : -y  •:: ; ;~a in t a i f l ed (~ .~ , , i t h . .  @ng. ~ e e r ~ • % .  . . o c i b ~ i e s  a n d  ' ~ ' t r a d e  a s s  e c l a t  i o n s  , , . -  

P r o ~ n e n t ~ - : . ~ " : -  - '. O p i n i 0 n s - . .  a n d - r e c o m m e h ~ k t ' i o ~ i s - . ~ r o m  m a n y  i s 0 u r c e s  . a r e  s e t  f o r t h  

Civilia~ -_ i n the early records:"Of"th e:i:bffic~~! " " ~: '-- '- 

' e m 4 = o f  : : A s~{-af~ '') o f  ! i c i ~ l l  i i ~ : ' a d v ~ s 6 - r s ' ' w a s ~ a ' t j ° : i n i e d '  c o m p o s e d  ' l a r g e l y  
• S c h  . . . . .  • . . . . . . . . .  : . . . .  . -  ...... - : ,  " " "  '~"_~ : ~ - " : :  " ' "  " '  1 

• C ivilian 'A': ~ ~' &f f°rmer"-!~iar Industr~es-Bo~rd -p~rs onnel..- The Cr'.~efs of supp y 
AdvisOrs: .:::i ....... . branches ):were dlrected-t~.Ss~abiish proc{iremen~.~plannin~, sect ~Ons 

" ..-.::.....r•i ~/.:.-/ -: in.-.the~ ~respective • officeS.-hn e~r,!Y ~t~sk~Of these secti°ns " 
:.:.i:.~ ~....:. i:~.~,~:.. :!:~.--~ .~.:: ~as=..:th~-study-of' ~t:rate~iC:.:raw 'mat.er.}~!s; ,Frequent. me.e~mn~s 

Study Of <~!-!- ~,i .. :.-:.-~:~er@.~.heid: ~etwe en, ~he.pers.o-finel of ~i:these.-sections and.. ~na~' oz 
• the ~ssi~t.,.nt Sec~etary-'s 'f6ffic~-:!:::`':i~d~ed':in 0ct'ober,- 1922, 

St,rategic . . - 
Critic&l . aoparently. ) % a k i n ~ ~  ...a page .'from-~he b d .  . . k..0£. :the. ~ion: Tamer ~s: 

:. Mate.rials~ :~: ~:- - G-ldb~, ~ ~.~.~n ~o~{0e ~:~ Order ~ .~a.s "iS .4ue~ .~iu~u.r'it:in~ a -monthly". :--f ~i 
, - ' f m c h e o £ : s c h e d u l ~  a : ~ : t ~ e ~ , ~ r i ~ : ~  : a n ~  - . ~ - ! O i ~ B  ~ ; 0 - b e  ~ a t : h e n d e : c i  : ] ] ~ f  "-: :-. : : " - I :  . ": -,... .- - -:~:" :- .'.~,:.." t - ..... ':' ':: ". - .',\ 

• - : - : :  :.?: .:::~ ~:~..--:. "~ :-:-~--~:-~,:- ~:-'-:!:<-:': ::~: ~:-':~~%~::/.!.:~:"::::2 : :!L:~:~IL.:~.::::~:::~.:%::~ .i-::,:::,:'.::~-~:::=:~:•:i-.~ --.:-': - - / " : . . - : "  ::::-:• ~::~!?:i: 



III- ORGI~I~IZ_~'~TION From .these ~ early beginnings the office developed %~ 
:,/%%,~DE,VJLOP~NT8 r~pidly,, -T-he first:-heading under .which we will examine- 

~i~ii..~.f~~!,~.~, " ~our ,ten-year progress !is-that of Qrganization~. Just. " 
-i.~..~i.~i "~!-/,'.~ ~' ;~ !-'~' ~because I .~aks .this. first, do ,~not ac-cus~e toe"of ,worshipping 

' [~ ' J ,~ ;; , l ~t'~- ~. '~ . " ' • ~ ~ .... too-:devou~'ly ,at :the altar of the great god "organization." 
. . . . . .  " of course, no sure . . . . . .  ~ - ~ So-called :"correct Organiza~lon is, 

...... ,.'- - ..... cure for every .evil in operation~..But in discussing other 

. . . . . .  ~ - , v : - . - -  - subjeets'~it is necessary ~o refer;:by name to some of the 
..... ;-.,,~-: - . agencies brought into being in r.esponse to the provisions 
~ '-:"~ : .... of 3ec~i0n 5a. Ac'cordlng!y , we ~will.examine at once their 

-/~--. ~. ,i .,~. ori'gin @nd~reasons :for: existence, . 

• - .... - ~r,,~'~aln~rlght, .the ~,~rst ~ssistant Secretary of ~,~ar 
/ - appolnted'-f.o!lo~ing ~ h e  passage of that act, took up his 

.new duties in March~.';1921~ Colonel~.H.B. Ferguson was 
the first officer deisig~at.ed .to,act, .i.n..an executive 
capacity for the Assistant Secretary in carrying out 
duties ,im..pesed.;.,.by!l.aw..i,~.He wa..-s, given,..t.he title "Director 

.,~ of Pro.curement'~, and gradua!.ly accum.u.lated a group of 
• ;. - ~ .' -.~.~assistarrbs, :. . ~ -~ q..~.....-- , . .... ~. _ . 

The • procuremen~_~,lan~!n~ sections" in the offices 
.... of the. supply chiefs,~~}~ich. I have already referred to, 

• were set up-in ~ay, 1921,;,~ive month~ ,later was 
F.i.rst--0r~a~-- -p.ublished. the firs..t-:orde--r/g0-verni.ng .the organization of 
!z__a_tien:. Of_ • , the:~ office-o.f the,Assistant Se..cretary. The Planni~ 
0. ~ .S.N=:~,,.~-,~- ..-Branch:and the Curren~ :Supply Brsmch,were established, 

the former being divided into ten-sub-sections~ The " 
first reorganization took place the same year. Changes 

..... ~ ..... were frequent and-some- of,~hem were drastic. 

The Commodity;committees •were. added in 1922. The 
......... policy of.allocating facilities was. inaugurated that 

Conm~odity .. .- same. year. The ~ar Depar.$me.nt ~Procurement Districts were 
Comm!ttees~ - s.et. up .in 1923. The.se..fr.equen't changes -c'ont'inued until 
Procurement-;~"~ . '- 1925.-. This is .perhaps- only natural,:L s, ince the period 

e ..... ~ '  a " ~ ! Districts. ..... may.~-be, designat~ed-as on .-of:~ s h k~ns-~down during which 
~..-. .... • ' .-.; persom~el, was"-becoming more~-intimately~ acquainted 

i .... . ~ .. ~wi%h!:the.,taSk-~n. hand and--adjusting ..t.he.,machinery better 

...... to carry, out that task. 

. _ ", ~.-In the" latter part of.192~ we find;the first move was 
:;,~. ..... ,.: --.- ~-.made .~o .organize the',,Planning, Br&nch into .the four • 

0ASWi~:.in•;192~-ii} " .;" r,principal-divisions that;eki~t ioday, Since that time 
i ~ ~ i~!!ij-;, .. j-.~ ; ~:~+the~i,o~ganization~has . been;:rela%ively stable. 

: ';'/~i .:'. '-;-%; -: -- " -Jheh; :compared'-to ~the .e.xper~ence.;0f the-General Staff,. 
: .... ....... ~ ........ -; .i.t ;would seem tha~ ,;the _,~sslst. n~- Secretary did remarkably 

: ~ !:<:i ~/i~:;:: / -;i;::!~!we~.i'i~o~appr6aoh stability:: in the~.organization of his 
General .Sta~f~ -~ ~i!~ p!aun~ng, staff.-; in~f_6ur ::~ears. /The,GenSral. Staff was " ' 
~xperience~ :~:~ ;~!'~;;~:""!~!~estabiished ..by: la~ in !9o3~ but,was ~:not finally organized 
~-..~ii~. -; i.,i;/~!~!i~'~!ii~i;i' ~al.ong:~:itS present lines untii:~after~the ~submission of the 
-:-~i%:i~ii~i~:-i•!i::! !'!'!:i!;~ii:!;i: :~':i~i !;: ~ar.bo;.rd~:~; -:Boa-rd--~e~,.~.i~J~.-:in ~i 92,i:;-. •: -During }the s e v e n t e e n  inter- 
%-.;.. }:,~',/.!;i-;~/•,;:.,./,L:.%...L;.-./veninz.,years ;~.eozgahi.Zati-bn. was :the Yule. -rather thanthe . 
.-,;/!i):f;!.;:;-::!!!;i!::';%',i:.!!!.':~!.';-',:/!ii/ii-Bxcep~i.en~ '..-!,Z~'.u.,~i~de.~s~and.'I"~"!no~;~!p~edictinG.- '; - there will " " 
/;) :::;, ~,: _,-: .be no,~fUr~h.er~ changes, 

I " . . . . . . . .  -3- 



• :: :: !: ::: • ¸ 

~ E N T  OF . &P~Y:'~ ~ a n ~ t o  ~ r a c e - . : b r i e f l y :  ~.-~-he, ~orinoi'~P ~l~-~ie~en~s~~ih ~he~ . f o ~ m a t i o n  
~.:=: ,INDUSTR ~ .:( o~'  ~the. _<rmy. -~. i n ~ u s t r i l a l .  . ,iCoTleg~e•, ~ - .  . _-. I t .  . . . . .  ~ a s  : . o r g a n i z e d  in.. i ~  i a l l y  

~. .~: .COL~EGE :- -~"  : . f in .  1½~24 fo~r t - h e - ~ . p u v p o s e . . . o f , t r a i n i n g  ~ p e z  s o n n e l  t o : .  c a r r y  o n  
-.--:,. - , . : : : . .  -,~he ~ a r i o u s  ~.p~O.Curem ent~ a c t i ~ i t i e s  i n  . . t he  O f f i c e  o f  the..~ • 

. .. ~.,. . . .. : . . . . . .  ~ i s s i s t ~ n t , S e o r e t a r y ? a n d . ~ i n - t h e - ~ p r o ~ u r e m e n t  s e r v i c e s  ~ :~t 
: . . . . .  , £ i r s t  i t : ~_ .ope ra t  ed'  u n d e n : . a ,  r a t h e r - . i n f D r m a l  a r r a n g e m e n t  

:between:-the...Assistant: Secretary and the..various chie~:s. -- 
~ .... of.-.services,, and. the ,cours~..of. instruction was limited 

to a few_months,, Studen.t.s. were.assigned to the offices 
of their respective chiefs .of branches and were simply 

-:-placed on:tempozary-•duty : in~:the'.~school. From this .... 
beginning the echo.01 k~s gradually •developed until 
~oday.=i~t..is' recognized.-:-~s ~one of :the important general 

... . . . . . . .  s e r v i c e  • s c h o o l s  o f  . t h e  a~rr~y,,:-~-.,, .., • 

- : < .  , .  . ' - " . ,  I n - : . ~ a y ,  1 9 2 4 ,  a n . . : ' ~ d v i s o r T . " ~ e a r d , - c o n s i s t i n g  o f  the 
..chi.e~s-:,of suupl, y branche.s ,,~:~aS. ~f.orm ed t.e assist in the 
determination of policie s• rela'ti.ng t°curriculum and 
the qualifications of student personnel. 

:-In 19~O~the !..~.r Department ~es.tablished a policy of 
• . .  : .giv.in~::.-preference to suppl~', b.r~an.ch gradultes of_hh 

~ .?-.... .... -~my Z-~ustrial ~College ~-.£or-student :detail to the ,A~my-:~ .- 
. . . . . .  ' ~ istlant::~ S~cr~tary of V~ar usually:~.als ~o '~ ~ .  :-- .-. - b a r : ' C o I i ~ e - .  . T h e .  :~s . . . . . .  . . . . . . . .  

" .~- . . . . . . .  : £ i t l s ' ~ . h i s : : . t v ' r o  v a c a n c i e s - : - a t . . ~ h ~ t - : ~ S c . h O . o t . f r o m  g r a d u a t . e s  ...... - = 

. . . . .  . . In t 9 8 1  t -he  N a . v y ~ - c r e a t e d  : ~ : . v a o a n c y - i n  t h e  N a v a l  W a r  
• College to be filled each year by a selected graduate 

:. of the.Army Industrial.Do~l-lege. -- -- 

" Certainly:.in. recent -years • at: -least,. ~we can see -::~--. : 
" -":.-:i: .: :-:.. ':" /~~.~+.an~ Se.d~e~&gV..0~ q.i'dg'..and his associates have-taken:~i 

- an.: mntense rants.rest ~n.:.the .prestmge..and mnfluence Of..-~.thms.:: 
" school, To"bring. the disu~ss ion. absolutely up-to-~@:::i"ii~' i:"-:i: 

!ion %his pc int,-: :I -shal ii r.e~ad.:. a• .shor~ memor~nd~n s ~g~@d: ":'":" 7 
. i : b y . t h e . D e p u t y  Chief of S~af.f~:thi:s.~morning. -(Re'ad): - . . 

" ~m unofficial•, tb_ough-most. . important,., function of the 
: . . . .... . ..... sohooi~is that: o.f-.nreviding a focal point for the 
• . ::... : : '- discuss ion-. o f ~  p r i n c i p l e s  ,' i"do C%rine,:' and...methods dpplying- 
. • . .... :..~-:. _ ::~ tothe~grea~.subj?ci .0~-preo~÷e~ent.:in::w~r. Thes~ o~mo~i::~::,. ~I:. 

.: • ':• '~ • :: • .• ~•••:•fr-om the:various••:branohes of :~he .~w.~•i~ ::~he_ Na~~ ~•i6t~e•~:-:~:i:•:?:::': 
, :~. . i- " .... • governmental-depar~men.tS, .and-from civiiianso :I knew.:)?i: . 

: :•:.= •• .=• • /  t h ~ t . : t h e  presen%.:~Ssis~ant] S_e.c~e~ry andhis-:::::::::::::::::::::::::::::::::: 

':-::"'i ~" ': ] ........ " "• heref0r, the ad:jus%men~, :-C.O:erainati.on;- __~ . : _ ..._:.: ... :..±.:andl assimil.atfen,..::;~-: ~ .: 

.• .. :-•,.-~.-• .: j::•~:::: :•: ~ •-7.-/d•@v.elopment of • •iogieai: ~hOUgS:~•: on:~the : pcoblems "involved:::•:: 

-~i J'/:.--•'.i :. •7.• ~•-!• ./~ •induStrial :•mObi-!iza%iOn,/,.~,..••Bo•for-J.ieaVing • this• su~je~t•~•::~6f.iW~. ~.is:~.nbw~:i :? :~ 



:.~ii::i~:(~ i : considering the ad@isability of establishing a "Munitions 
: :'.f, : Staff Eligible List", to be comparable in its own field 
"-: . , ~b" ~hab: of the ~eneral Staff Eligibl:e List in the tactical 

~'. ,[.] 

" : ~ "  A :  ~ . . . . .  

V - RELA~ION 8HI~? "'~ One major aspect of ou~ present organization is suf~ 
~BET~TEEN - ficiently interesting to absorb our attention for a 
PROCUR~NT moment. The division of'the offic~ into a Planning Branch 
PL~NING AND and a Current b~P~ocurement Branch has been observed since 
0URRENT the bdginning,~he relationship between these two branches 
PROCUREMENT has undergone very~istinctchanges. 

Both branches were originally organized as component 
Colonel parts of the P#ocurement Division of which Colonel Ferguson 
~erguson was the head. Current Procurement matters were handled 
~ead of all initially by a single officer who servedin an advisory .... 
~r0curement capadity to Colonel Ferguson. 

His chief 
Interest 

Pressure of 
Current 
Natte~ on 
Assistant 
Secretary 

It seems apparont~that Colonel Ferguson's attention was 
concentratedprincipally on the great task of developing 
plans for use in the event of another emergency. The 
written record throws very little light upon the super- 
vision of currsnt activities during this per~od. However, 
decisions affecting them were rendered by Colonel Ferguson. 
He, above all others~ was in position to see that such 
decisions were definitely coordinated with procurement 

plans. 

~h It appears, ho~.~ever, ~__~t during these years the 
Assistant Secretary of !~ar in person became increasingly 
interested in the problems constantly arising in con- 
nection with "current activities!'° These are the problems 
that demand imuediate answers and the ones from which 
repercussions are most frequently felt. Human beings 
react more rapidly to the facts of today theft to the 
probable consequences of next year. It was unquestionably 
this feeling that impelled Mr. Davis to select an officer 
to act as his immediate advisor in matters affecting 
current procurement. 

•.Cleavage 

-F : • " 

# ~  office memorandum::,~itten in 1925, apparently by 
Colon01 Ferguson, indicates that as a result of this action 
a distinct cleavage between the Pro.~urement Division and 
the Current ProcurGment Branch had occurred. This memo- 
randum recites that~ while the original order of 1921 had 

• ~ , 

never been revoked, verbal %nstructions of the Assistant 
Secretary had operated to change relationships existing 
between Procurement Plan,~ing and Current Procurement. 
Each of these branches had been given a head office in 
-bhe State, ~ar,- and Navy Building. %lh~le Colonel 
Fergus.on apparently did not approve of .the practice~ 
his:,memorandum:ind!cates that. ~ha.chief of each branch 
was -authorizdd-to n~port di.rebtly: to the Assistant 
Secretary of War. ~e know that this was the actual 
method" of operation. 



Partial. 
ReuniOn. 

Arguments for 
and against 
Present 
Organization 

...... .~ memorandtm:':of Ig~.8~: written::by~AsslStan% Secretar~ 
: " i.][adNider,< confirms this arrangement and designabes the 

Chief of the Current Procurement Br~nch, Lieut.Co!. 
E o D. Peek, as "Director .of Purchase" for the Army. 
Such. an organization implies almost a total lack of 
relationship between current procurement and. procure- 
ment planning, since there is no coordinatinghead 
provided short of the highest authority - the Assistant 
Secretary. Of ~:~ar. :. 

This sharp cleavage in the office e~cisted until General 
i~{oseley became Executive to the Assistant Secretary ~ in- 
1929. In this position he represented the Assistant 
Secretary of }iar in All matters coming within the juris- 
diction of that offic-~l. He was thus in a position to 
effect a closercoordination between current and future 
operations. I may add here that succeeding executives, . 
G~neral Carr and Colonel McFarland, have had the same 
~onception of their responsibilities. Even this organ- 
ization, of course,.do~s not bring the several sections 
of the Current Procuremen~ and Planning Branches into 
direct and continuing contact. 

This particular point in the organization of the 
Assistant Secretaryts office has been frequently 
criticised. The most pertinent ar@uments against the 
present arrangement are: First, that it disregards the 
distinct rel~tionslnip that should exist between current 
procurement activities and w~r-time procurement; second, 
that advantage should be taken of current procurement 
operations to train personnel for war activities;, and 
third, that a reorganization and readjustment of the 
office of the Assistant Secretary at the beginning of .- 
an qmorgency will be required as its result. It has 
been held by many, hed{ever, that any reasonable amalga- 
marion of the two offices is impossible because of their 
diverse viewpoints affecting procurement. Jmother 
reason in favor of observing such a sharp.distinction 
is that of expediency. ~hen any officer is compelled 
to ~:~ork upon the details of both current and planning 
problems, the planning usually suffers. The criticrs 
retort.to this argument admitting the truth of the 
premise, is that g~upings can b~ made along functional 
lines ~rithout havingthe same individual responsible 
for detailed work in both current and planning ma{ters. 
I believe this particular ooint in-the existing organ- 
ization will come to your~.ttention in studies this 
year.- I want only to sayTi%hou ~ regard to the correct- 
ness or incorrectness of the present set-up that in my 
opinion it results, in part, from the personalities of 
two men who appeared on thestage, at a critical periodo 
Methodsof operatibn~adopted-because of these person- :# 
aliti~s ~have lefl a~l~sting imprintupon the organizatlon~ 
o£ the-office Of the Assistan%r:Secreta~ry of War. -~ -cf 
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VZ -CHANGING 
C OI~ C EP T I 0NS 
REG.:~DING 
C 14_EATI ON O F .  

AGENCIES 

-. Distinction 
between 
Procurement 
Planning & 
Industrial 
Mobilization 

Early 
Conceptions of 
~espons ibility 

":.a ~,,;ill now attempt to trace briefly the subject of the 
changing conception in the office of the _~ssistant 
Secretary of ~','~r "~ , of the mission given that official by 
1 ~-W o 

It has alT~ays been appreciated that the duty of planning 
for the procurement of army munitions in ~:ar was distinct 
from, although related to, th~:~t of providing for assurance 
of an adequate mobilization of industry to meet war-time 
needs. The first activity relates to the army alone; 

the second i~volves coordination of all material resources 
and agencies of the Nation. From the very first there 
has b, on a very definite accord respecting the responsi- 
bilities devolving upon the office in forraulating complete 
procurement plans for the nr~y itse&f. 

There is also evidence that as early as 1921 the 
xssistant Secretary b~lieved that his duty with respect 
to preparing for industrial mobilization forced him to 
make plans for the establishment of governmental super- 
agencies over ~hich the ~&r Department c ~uld have no 
control in war. ~Th~re~is on file a memorandum of that 
year en~l~rating by name the ~:~n the Assistant Secretary 

of 7~ar expected to reco~mnend to the President in 
~mergency as suitable for occupying positions in the 
various super-ag~ncieso There is no indication, however, 
that ColonolTerguson or the Planning Branch believed it 
necessary to proceed further in this matter. 

It is clear from many of the doctu~lents left by Colonel 
For~ui~on~ o ._ that he personally bclievod-~uper-agencies would 
be necessary in a great war. ,_side from the record" of 
his e~:pressed opinions on the matter, we find in the 
:ar Department Handbook of 1923 the following quotation: 

"The =~ssistant Secretary of bar is the 
custodian of the records of the Council of 
National Defense ~d of the War Industries Board. 
The only peace-time existence of these war-time 
super-agencies is in his office, and it devolves 
upon him to draw plans for their operation in 
ware 

~'There are certain other super-agencies 
of the business of ~wr that existed in the last 
war and which must exist again in the next. 

* * * * The ~ssistant Secretar 7 of ~@ar cannot 
-give tthe assurance of adequate provisiont for 
industrial mobilization mnless he plans for the 
recreation of these ~gencies." 

,fi 

• . .. : •..'': 

:: :. - 

This was, of coursa, inserted with the entire approval 
of the office of the Assistant Secretary of Uaro In 
spite of this recognition of responsibility in the matter, 
there is no evidence that any definite steps were taken 
at that time 9or meeting that responsioility. It is easy 



Emphasis upon 
Army Supply 
Plans 

Period of 
"No-Super- 

to see why this should have been so. 7~ that :time 
the many civilians who !had occupied positions in %he 
super-agencies during the 5~orld ~ar were still in the 
nrime of life. It was a foregone oohclusion that if any 
~mergency should occur in the near future many of the 
aame m~n would be called back and placed on jobs similar 
to those they had left a fe~ years previously. These 
men needed no organizational or operational plans. They 
did not need to be told how to work with other govern- 
mental agencies, nor where to secure the technical and 
administrative help that would be necessary. 

Consequently, the great task facing the Army at that 
time was to find out exactly what the ~irmy would require; 
to prsoaro specifications for the articles needed; to 
find out wher~ these articles could be purchased; and 
to evolve an organization that Could execute that portion 
of a war program for Which the .~rmy itself would necessarily 
be rusponsible. Too much emphasis placed uoon super~- 
agencies at that t{me might easily have induced ~rmy 

• '~-~ ~ ~~T"~-n-t-~m, and caused 'a neglec~ 
ersonn~l ~u p±~ ~ 

P those oro6u-~ment olih~ -~Th~sb e~isten6e will be vital of ~ 
- -  ' tn~s~ reasons, "to us in any maj#r war, Because o ~  ~ ~ - 
there appears very litt'le in the r~cords of the whole 
period 1921-1929 concerning super-agencies or the control 
of national industry in war. It is true advisory com- 
mittees of civilians were formed, and to a certain extent 
used, but their attention, like that of Arn~£ personnolp 
was directed more toward the .~rmyWs munitions plansl 
than toward the br~ad aspects of industrial mobilization. 

As a consequence it became the fashion, both in and 
out of the ~rmy, to say that the War Department disapproved 
of the idea of having super-agencies in war. Former 
members of the Planning Branch and civilians who then 
c~me in contact with Colonel Ferguson, have informed me 
that this ~ras his attitude, butt he record gives indisputable 
proof that these impressions were erroneous. It seems 
to be a fact, however, that this impression became so 

neral as to be an accepted belTef in the ArmY. Colonel 
uson has rightly been ho-n0red with the name of 

"Father of Procurement Planning", The widespread belief 
that he was opposed to this particular idea influenced 
to a marked d~gre~ the thoughts and actions of his con- 
temporaries in the planning Branch, and probably of his 
succes-~or as Director of Procurement. That successor 
~as Col~nel ~iooten, now retired. 

Colonel ~ooten definitely stated that the initial 
formation of industrial super-agencies in ~.rar should 
not be contemplated, and gave as his opinion that they 
.rould not be organized until such time, if ever, that 
the course of events inthe war became so unfavorable 
as to alarm the People and Compel the organization of 

such bodies. 

r 

In other words, we see that by this time - 
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Early views 
of General 
ivioseley 

.Later view 
of General 
~oseley 

confusion, doubt, and uncertainty which to some extent °" .- 

-- : .:.- : -. must occur in'any .transitory pe.riod of this nature. 

- .~9 ~ 

of---~munitions in war should oe 'romoved from the _~rmy 
and Navy and put into a separate "Department of 
Munitions"° He thought this could be easily accomplished 
by detaching f, rom the :~rmy and Navy those officers 
engaged in these activities, giving them the plans 
already prepared within the two departments, and per- 
mitting them to function rudder a separate department 
head • set up for the purpose. 

Further, he believed it was the duty of the Assistant 
S~cretary to prepare, in as great detail as practicable, 
the necessary operational and organizational plans for 
the industrial super-a~ency and for the department of 
iYunitions, and to accumulate data and statistics in 
:time of peace to assist the early functioning of those 
organizations o 

General Moseley inm~-ediately initiated a new series 
of conferences with the Planning Branch, with the chiefs 
of all procurement services, -~,.~ith the Guneral Staff, 
and with many civilians whose war experiences were 
such'as to make their opinions of value. ~ a result 
he abandoned the idea of establishing a department o~ 
~nitionso The controli'i'ng ar'gument that caused his 
change of view in this regard was that to regroup 
all operating organizations in new relationships 
upon the oatbreak of war would only enhance the 

l~_te 192.8 - such f~ith w~.s placed in the efficacy of 
detail procurement plans made up in the .army and Navy 
respectively that a gener,'.l supervisory control over 
industrial activity was considered robe unnecessary, 
and[ oven objectionable. 

~ks we noted before, General Mosel~y became Executive 
to the .issistant Secretary in 1929. His views concerning 
the necessity for providing for a strong administrative 
control of all, the national resources in .~,~r were 
diametrically opposed-to those of Colonel Wooten. He 
not only believed with Colonel .Fergus6n that super- 
::gencies would be necessary, but insisted that the 
time was ripe for developing plans to govern their 
organization ~nd opera%iono H~ insis~d that no ma~ter 
how car~;fully and exactly .~sre .the various procurement 
plans of the ~{rmy and Navy prepared, she absence of 
a national control body -,J,~ould be quickly felt in war 
and -,~ould tend to lead the Nation toward chaotic 

condit ions o 

At that time General Moseley went even further than 
this. He-vv'as of the beliuf :that the actual procurement 



It is of course axiomatic that any plan developed for 
the control of industry~ in war, and which will have a 
direct bearing on'the, activities of the Army and Navy'in 
w~.r, must reflect tha_~iews of all three of these groups. 
A plan of this nature~ to be of any value, must be a 
joint ~rmy-Navy-Business Man~s plan. 

The conception, then, of the ~ssistant Secretary of 
~ar's mission that was finally adopted during the winter 
of 1929-1930 ~as that in addition to his duty of super~. 
vising the proparation of all plans for the procurement 
of army munitions~ he is responsible @or 'cooperating with 
the Navy,'with Industry, and with all other intereste~ 
agencies in developing plans for the control of industry 
in war. It has also been ado~ted as basic don@fine that 
war-time industrial control will be exercised througH. 
emergency organizations specially set up to assist the 
President. The acceptance of this doctrine by the 
Assistant Secretary of ~ar and the General Staff was not 
accomplished Without a struggle. If anyone is particdlarly 
interested I will be glad to take up this matter further 
during the question period. The Assistant Secretary of 
~var has the further r~sponsibility of seeing that th@se 
broad plains are in suitable form for placing before ~he 
President in case of war. Since that date the fundamental 
conception of the job of the Assistant Secretary of War-- 
wi@~ respect to his war-planning duties has re]r~ained~ 
about as I have given it. 

~ early agency ~et up to ~r0mote cooperative action was 
the Army-Navy~unitions Board, consisting of an Asslst~nt 
Secretary from each department. It was organized(in 1922. 
There was set up under it many co~nittees, each of which 
was given the task of coordinating the procuremen~ programs 
of the two services in a particular direction. That~r 
progress in such coordination has not been entirely satis- 
factory has long been recognized in the two services~ 
Neither the Army-Navy Munitions Board nor its Subsidiary 
committees have been particularly active during the lkst 
nine years, nor have they always been able to settle 
controversial questions placed before them~ 

Army-Navy 
[~unitions 
Board 

In view of this lack of progress both services.began 
to devote much thought to the matter some two or threa 
years ago and through a series of conferences and Co@- 
versations have gradually smoothed.out many of their 

. I 

difficulties. ...... 

During the current vear, by mutual action of the two 
services, the Board was Completely reorganized and ~S 
undoubtedly better suited now to carry on its functions 
than it previously was° More important than this, 
however, is the gro~h of a mutual nndersbanding between 
the two services that will make possible some solution 
to the manyproblems that heretofore have defied our ~ 
efforts° .Cgzrespondence between the tw~o s ervices~. 
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referring to the presentation of an,industrial mobil- 
ization plan to the ~ar Policies Comuission, of which 
I shall speak presently, gives indisputable proof of 
this growing accord. Captain Gage and Captain Penc____~e~ 
to ention only two of the Naval officers engaged in 
this ;~ork have never hesitated to meet us more than- 

half-way. 

VIII - WAR POLICIZS 
C 0NMISS I0N 

Having discussed origin and growth - inter-office ~ 
relationships - and changing conceptions of responsi- 
bility - I wish finally to draw your attention to 
relatively recent events -•principally to the formation 
and activities of the ~ar Policies Commission. Ever 
since the war there has been a continuous effort made 
by various veterans organizations to secure legislation 
generally known as the "Universal• Draft'!o The battle- 
cry of these advocates hasbeen "The Nation must not 
require one man to give his life in defense of his 
Country while an0ther is permitted to make a~huge 
profit at the expense of his Country." No one,. of 
course, has ever disagreed with this generalization 
in principle, but it has been difficult to secure 
any unanimity of opinion concerning methods for- 
putting it into practical effect. Various bills 
have been introduced into Congress, some of which 
were referred to the ~ar Department for commen~ and 

criticism. 

~',~ ar Department 
]nterest 

Finally, since there se ~med to be no concerted 
opinion as to what was ne~sdfui, Congress determined in 
its past session to appoint a con~r.lission to investigate 
the whole subject of profiteer i_~g and the use of 
oroperty in war. This in~olies an investigation of all 
industrial activity in war. The first hearings of the 
commission were held in M~rqh, 1931, It seems almost 
unnecessary to point out that the subjects it was 
forced to consider are idenbical with many that 
present themselves to the Assistant Secretary of ~var. 

~s a consequenc.~, the ~ar Department prepared a 
statement of its opinions and beliefs concerning these 
matters and presented t/~em to the commission when 
called upon to do so in June of this year. As a 
further instance of the ~ complete accord between the 
office of the Assistant Secretary of ~@ar and that of 
the Chief of Staff, I digress here long enough to 
say that at Colonel Paynets •-request G~neral Nac-~rthur 
• presented the industrial plans of the Department, as 
well a.~s the mthuitions plans. Our great interest in 
the con~issionts activities is occassioned by tw~o 
things; f~rSt, it became s. sor~ of forum before which 

- a~l the conflicting Views ~ of the ~ Country bearing upon 
industrial ~cti~ity:in war Could be heard and digeste~; 

..... -ll- 



Bidsspread 
Indorsement 
of ~ar 
Department 
Act ivit ies 

Attitude of 
~r. Baruch 

and second, no matter what reco~lendations are 
finally made to Congress, the mission and operation 
of the office of the Assistant Secretary are likely" 
to be directly affected. 

I underst@nd ~hat a complete set of the hearings of 
the commission form part 6f the desk library of each 
student..~onsequently, I do not intend to discuss 
at any length the evidence presented. From our stand-. 
point, however, a very pertinent fact is the almost 
universal approval given by conservative thinkers to 
~h~ activities'now being carried on under the .super- 
vision of the Assistant Secretary of ~ar. Such 
people as Howard Coffin, R.H. Aishton, Daniel %~ilIiard s 
and ~valter Gifford..insisted that this work was neces- 
sary, and at least:son~ of them have expressed the.. 
opinion that it was being satisfactorily performed° 

In this connection 'I v©uld like to call your attention 
to the testimony of Mr. Baruch. Most people have 
seemed to think that Mro Barucb ~s antsgonistic to 
the work of the office of the Assistant Secretary. 

. Reference to some of his past iectures would appear 
to substantiate this belief o-It must be remembered; 
ho~;ever, that he made those statements at a time when 
he was laboring under the impression that the Army 
intended to resist the formation in war of a body 
aimilar to the %,ar Industries Board° This, above all 
other things, was anathema to Mr. Barucho There are 
on file, however, letters from Mr. Baruch written 
during the past two years in which he heartily indorses 
the work bein G done in this office. 

It has also been erroneously believed that Nrt 
Baruchlscomplete plan for industrial mobilization in 
war consists in freezing prices by law, and then 
setting up a ~ar Industries Board to run the Country, 
A careful reading of his testimony shows that this 
is not his belief at all. Before the War Policies 
Commission he stressed the neces3ity for exact pre- 
paration in the field of munitions procurement. In 
many conversations with General Moseley and with 
other high officials of the %~ar Department he has 
elaborated on these views much more than he did before 
the con~issiono 

• 7 .. 

:.., . :. :-830 of the .connhis~i6nts.hea-rings.. 
: ..- . . 
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It must be remembered that Mr. Baruchts so-calle~ 
"price-freezing" scheme is simply a measure that he 
advocates as an additional means for preventing. 
inflation inwar. His initial suggestions in this 
field,ere opposed by the ~ar Department, but the.se 
suggestions weze somewhat modified later. In this 
connection I invite your attention to a letter to 

• - - "  ..-.-.:.MrA.-Baruch signad.b~.G~er&i Mos.eley, found on .pags 
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Development of 
NutuaI~agree- 
ment Army-Navy- 
Industry 

: - - = 

Industrial 
"Mobilization 
Plan - 1930 

~0ne of the most encouraging impressions to be gained by i 
a reading of the hearings is that there seems to be i 

developing a general agreement among the Army, the Navy, i 
and Industry as to the broad o~bline of the system that' / 
'will finally be invoked in war to a~sist the President in / 
controlling national resources. %~ithout such agreement , ! 
it would be practically impossible to make any real / 
progress in these broader planning questions. Under the 
law the Assistant Secretary of ~far believed that it is , 
his responsibility to be able at any moment to present. 
such aplan to the President. But he is aware also of 
.the fact that if the broa~ planso presented were objecte~ 
to in principle by the Navy dr by"theprincipal figures 
in Industry the whole plan--would b~ absolutely useless~ 
Army and Navy officials have agreed that, since no other.. 
agencies of government are charged with direct planning i 
responsibility with respect to war, it is their common 
duty to have on hand at all' t~nes a broad plan that meets : 
their o~:~m specific needs and is in entire consonance.. 
~ith the views of the men who will have to execute the 
industrial prog~ i~:W~r, I ~/ 

There are several very obvious com~!ents to make concern- 
ing the plan known as the "Industrial Mobilization Plan, 
1930". First of all, in form it is rather a study containing 
a tentative plan than it is a concise plan itself. This is 
because the document was expected to have a certain edu- 
cational value among people not intimately acquainted 
with the problem at hand, and it was thought best that the 
first edition should be more a narrative than a strict 
directive. Second, the plan indicates that many subsidiary 
plans must be prepared before the general scheme proposed 
can come into full effectj On some of these subsidiary 
plans very little has so f,~r been accomplished, but on 
others a great deal has been done. These include the 
Jlrmy and Navy procurement programs;the plans prepared 
by the ~-~nericanRailway ~szociation in cooperation With 
the %~ar Department for the operation and control of rail- 
ways; and a labor plan, in whose preparation the repre- 
sentative of this office had the advice and assistance 
of the Department of Labor, the Federation of Labor, and 
others. There are other plans under developmmnt. There- 
have also been accumulated and analyzed many vital stati- 
stics and data that would Be essential to the intelligent 
operation of any national industrial program in war. 

IX - SUN~MRY To summarize all of the above in brief fashion I may 
say that the period 1921-1925 was one of shaking down, 
both with respect to organization and to an analysis of 
• he job to be performed. In 1925 practical stabilization 
in organization took . place, and the Armyls procurement 
plan has developed"'in "this office and- in the procurement 
services steadily and without interruption since that 
date. The period 1929-1931 has been one in which the 
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Assistant lecretary of War has attacked with renewed 
vigor the job of preparingfor industrial mobilization. 
This period has also witnessed great progress in 
developing unanimity of opinion among the Army, ° Navy7 
Industry, and possibly also legislative and exsc~ti~e 
departments of the government respecting the scope and 

~nature of the task. 

Finally, there has been prepared an Industrial 
Nobilizatio~ plan ~hidh expresses, at least approximately, 
the composite views of these severa!agencieso Suc~ a 
plan, no matter howincomp! ere it may be at present,, is 
absolutely essential to the further ~evelopment of a 
unified program for industrial mobilization~ 

shall be glad to at~bempt the answer to questions with 
which I may have some acquaint%nee. 

f 

. °  

. .. . • • 
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