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REQUIREHENTS
' ) fr-m the :
VIEWPOINT OF THE OFFICE OF THE ASSISTANT SECRETARY OF WAR
Majer D. C. Cordiner, Q. M. Ce.

You are required to make an analytical study of requirements
and statistics involving the problem. of how much to procure and at
what rate. » .

Th= determination of requirements isithé tesis of the entire
procurement program. It is a problem'which has been stressed and
restrosscd from the very begimning of procurement planning. But
great as its importante is, I am sure that. your studies wilil ;
convince jyou that thers is still room for -much refinement in the
solution of.the problem of requirements. Some day. you no doubt
will find yourselves involved in solving this -problem for the War
or Navy Department. I know of no field.whers clear thinking and
good judgment can be more productive of results.

The problem resolves its=lf into a determination of:-

l. VWhat to procure. ’ '

2. The rate of mobilization. _ )

3, How much and what will constitute the War Reserve.

4, How much will be required after deducting the War Reserve.

5., TWhen and where the requirements will be needed by the

treops. ' :

Based &n the variocus solutions to tnese questions which must
be answered by the General Staff, it is the problem of The Assistant
Secretary to say how ‘these requirements will be procured and to
assure that they will be prccured in the proper quantities and when

need=2d.
Obviously The Assistant Secretary of War and his Staff

have a very great, but indirect, interest ir how the problems

pertaining to the General Staff shall be solved. T o
- In the Planning Brench, the rule is that that office has

an indirect interest in primary requirementé, but is directly

responsible for the requirements.in the contributory materiels

and matériel entering into the production of the prime require-

ments. o : '

I shall show today why we have such a great interest in
the primary computations and how we hope to solve the question
of contributory requiremernts. _ N- )

Let u§iponsidqz_first the probiem of what to prncure.

Whenfbrocurement planning was initiated,_;ach branch made
up its own shopping list, genorally without rerard to the
essentiality of an item and, in some cases, without any attempt
at priority. Apportiomments for procurement were made to the
various districts. 0F course those branches which followed
this method got nowhere during the first few years of procurement
planning. When the General Steff finally designated the sssential
items to make up the authorized War Reserve, the supply arms and




services used this sssential item list as the basis for procure-
ment, and subscquently, added to that list those items which they
knew must be procursd, but which presented special difficulties in
procurement. This list today is known in the 0ffice of the
Assistant Secrstasy as the Pricrity List. The ltems on the Priority
List are these which are designated in the Annual Progress Report
as the essortial items and as such have caused confusion in the
minis of tac supply erms and services. Hven in the last reoordt,
this confsion percistzd, and in at least one instance, this
report is incorrect, For example, there are 92 items on the
Quartermaster Tssential Item Tist and 307 on its Pricrity Li
Thus we have one of the many regsons why we hope to change
the form of the present Progress Report. . .

Under AR 850-25 as revised in July 1932, sssential items
are divided into four priority groups and if the definitions
of essential items and priority items can be brought -into
accord, there .should be a much clearer undérstanding of what
to procure '

Let us consider next ‘the amount and rate of m00111 1tion.

Under the 1924 Gereral Mobilization Plan the Ceneral
staff propesed to mobilize the following: :

Field Armies 1lst Month

3

1o n 5th "
1 " n 8th "
1 1 n Sth 1"

ard the rate of mobilization was pased largely cn the ability
of the supply arms and services To supply the armies taking the

fisld,

Ty 1928 the General Mobilizatien Plan was revised and the
rate was based on the ability to procure and assemble the necessary
man power w’thout reference to the ab*lity to supply and equip vhen.
Under this plan it was proposed to mo biiize

3 Fiesld Armies 5 I
1 i 1w ach thirty day

The 1932 Plan calls for the mobilization of
2 Field Armies lst 3ixty Days
3 X " Bach thirty days thereafter

_“




' The '0ffice .of the Assistant .Secretary af War teok exception
to this rate of mobilization on the ground that it set up impossible
procurement abgectives, Further, not having completed the procure-
ment plans under the 1924 ceneial Mobilization Plan, it seemed
possible that rapid changes in the rates of mobilization wou.d have
the supply arms and services engaged in a never ending task -of

recomputing requirements with each change in the office of The .Chief

of S%aff. Thsrefore; with the exception of the fuartermaster Corps
and the Medical Terpartment, all supply arms and services are still
using the 1924 ra“e as a basis for procurement planning. Vhen the
‘revised plan for 1932 pscomes effective, it is proncsed that all
§ﬁpp1y'arms ané services shall plan for procurement with the rate
established by 1% as a besis. ' -

. . O

' The next problem to consider is what and how much wi.l

constitute the War lessrve 1n cFier To S8E1sTy Found mMilitaly
Judgment es well as ts satisfy the requirements of the law for a
meintenance of a war raserve sufficient to initially equip
1,000,000 men or two field armies. It was in the getablishmern
of the War Reserve that an essential item 1list was first prepared
by the Gereral Staff. Obwvicusly, the better the status of the
Wer -Reserve; the better will be the status of procuremcnt planning.
Unfortunately and for various reasons, it has not bsen possible
to maintain the War lescrve 1n a’l items. It is also urfortunate
from the procuremsnt poirt of view, that the Ver Keserve does not
include eny strateglc raw meterials, such as mangansse.

You should uznderstand that the War Reserve - inciudes all

items set aside as d reserve, 1in the hands of troops a:x
minimum depot stocks.

Now for the consideration of how much shall be reguired
efter making proper deducticn for the TfaT TEsorve. 1IN presenting
the deficiencies in the selution of this problem, please do not
- misunderstand me. I have no criticism to make of the Jeneral
Staff or of any of the supply arms end services. I am merely
stating facts which-are available to any of you who may care to
ssarch. Thise facts or opinions are clearly born out by repeated
studies at this college and at the Army “ar College. There are
no secrets in regard to thsse deficiencies. Te are.interested in
‘them here because they are two” oftsn an unnccessary block- to. the
procuremcnt objiective. Th:a gtatements which follow should be
accepted as representing my personal views rather than those of
‘the Plannirg Branch, They are the recult of a study made by
‘direction of the dirsctor of that braneh but have not as yet
been subwmitted to him for approval.




Folloving years: of sxporicnce -in reviewinz the preocurement
rlans cduring wnich the requlr:nents essentinl items have
raceived close scrutiny, 1t is the op i ilon of this if ce thut
the rcqun“amvpt ftccorsAAs Pgt¢b¢’sh d lead to cumulutive p/run1C€d
"totals that are cut of proportion to- uctuu* rrqulrampnts. These
ryramided totals not only cemplicate proeurcment, bub t%ry ’Q‘d.'
‘5 grave daagers in. comnsctisa with contributoery roquirens rta,
and alse in comnection with the econemic strusture of tre Country
which corrscet precursment planning bhOU¢Q safegunrd. ' .

It is clear thut false requir cments in frimary items will
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lenses alone, from the viewpoint of grinding and polishing,
is equivalent to a supply of 725,000 puirs of highly accurate
spectacles, C

The lack of uniformity in principle or policy is further
illustrated »y a comperison of the essentiel or priority items

estanlisled by the iedical Tzpartment and the Signal Corps. All
items emering into the make-up of a field hospital are classified
as essgen*ial, yet ithé Signal Corps i1s nor permitted to clnss
Vacuur Tubes as =2zs3ntial items. The total number of priority
items is 3,833 of wnich the iledical Corps items tolal 3,032,
A ar Cellege study (Committee #2, G-4, Coursu, Nevember .6,
1932) states that existing essential item. lists should be -
thoroughly revised and limited to thoge items which are recog-
nized as indispensable. .

Individually therc may be some Justification for each
of the factors of maintenance and dietributi-n and for advance
requirements, but when taken collectively, considering first,
the tremendous lozd placed on industry during the first month
of mobilizution and second, the effect of the cumulative totals
at the end of twslve menths, it is clear that they are often
out of proportion to the actual needs., -

The cumulative totals for a few so called essentials .
or priority items for the first twelve months, taken more or

less at random are:

Cheirs, Arm : M. D. 456,000
Chairs, Rocking " 24.000
Tables, office " 19, %00
Geggles : A. C. §9.000
Belt, Safety " 75,000
" Parachutes " 67.000
Suits, Flying " 111,000
Helmets Ordnance 6,000,000
Helmets Ae C. 209,000
Hats, Service Q. M. C.12,661,512
Hats, Yiorking z 9,784,983
Caps, Overseas " None
Caps, inter i 5,612,000
Breeches, Woolen h 21,100,000
Rrecches, Cotton i 24,945,000
Coats, HMackinaw " 1,366,000
Overcoats \ 6,984,428
3loves, Heavy Leather" 5,541,000
Gloves, Riding,H.H. " 1,172,000
3loves, Woolen 4 10,261,000

Obviously. it is impracticable to prepare plans for all
stems on the various shooping lists, so that the divisicn of
items into essentials and non-essentials has worked materially
£6 the advantage of procurement planning. This sdvantage will
be increased by the further division of essentials into priority
classes under AR 850-25. It is obvious that not only have the

P



factors used produced unnecessary cumulation, but that therc
is still a great variation of opinion in the Service as to
what is essential and what is non-essential,

The question of allowances israther abstract arnd is
apparent’ly one that once sctablished is acceptéd aad rarely
tempered with except to increase the allowanceé in various
items. ‘The factors entering into the requirement load are
still more abstract, and ance established, the tendency ©o
accept them is stronger. The point to be made here is- that
they once formed the obzect of an intensive study under
pressure and have since had 1nsufflclnnt itemized study such
as their importance warrants. . There should bs balance as
betwean energy spent in decrsasing allowances and that spent
in inereasing them. ’

~ Initial Allowances:- : R I

At least one difficulity in tRe'pyrmidingtof requiremsnts
ig at ftributable to the fact that the 'qupnly arms and services
are required and expected to cowplete+y equip each unit as it
1L_mob1¢1zcd with each article c¢alied for aén the tables of
organization. As an exampis, during the first year of mobiliz-
ation ard considering all requirement féctors, it is expscted
to procurs tentage sufficient to cover more than 17, nD0, 000
mer:. Such a program will call for, in additicn to means row
r2adily available, the conversion of the ‘eritire. carpet,
industry.t'Cdnsidering thie in connection with- any ;chcme
of housing; certainly some pooiing of equipment shouid be
possiblpi It is also possible that rauy other items of

equipment- can be poojed.

The procuremsnt load couid be eased if the using arms
would establish or augmert the items pooled for training
purposes -in the Zone of the Interior. 'This is a practice
that was developed suceessfully during the last War and was
a mwaterial factor in enabling the supply arms and servicas
to meet their procurcment program and would undoubtably apply

theé next emergency. Vhy not plan-for it now? There are

v outstanding exumples of procursment plans caliing for
rﬂrv*dous quantitiss which, if the initial a.lowances were

¢

U

oA on a rationgl basis, could and should be matorially
c=d, The requirements for tentage: for Serviee Hats,
ideration with other types of Weadgear; for Ficld
for oistols for Coust A**ﬁl7evv Units; for Chasts

L
3

reinesrs; for drawing 1rstrunLrLs ss used by the Joast
&l

r B

ard Field Artillery Units, etc. may Dbe considerably revised.
Undoubtab;y many officers of the combat arms partlcularlv
p the less mobile units, .could mentlon sorm: 1tems of equip-

ent which though.classed as essential, have "little or no
PPaCth&’ use on the battlefi&ld. Thnv'ar\'l.\y many . obsec-
lete’ ordgrs or prohlbltlons which’ once igsued, ~t00 often
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remain in the regulations. Certainly there are many items
of initial issue which are not immediately necessary, and the
issue of which could be materially set back.

The Maintenance Fachbur:-

=

Beide Trom Fhe failure to consider salvage as a sourcs of
supply, it is clear that some of the services have used this
factor 23 one of fear as well as safety.. It is apparsnt that
the terdsncy te pley safe has too often roverned, This bscomes
mors appcrant when one compares the maintenance factors =23tahlished
by the Orcdnance Department in conmection with some of those
¢stablished by soms of the other services. Here we have ltems
in which babttlefield wastage reaches the maximum, yet the
factors, by comparison, arv very conservative. A Var College
study indicates that even these factors are in many Cuses
excessive., The lack of uniformity in regard to the meint-

enance factor is further exemplified by the fact that one
branch includes in this factor the amoant necessary for a
Theatre of Operations reserve.

The Distribution Factor:-

The arbitrary decision to increass all reguiremsents by
ten per cent for minimum stocks up to thirty-five per cent
for stocks and for size variations is based on the theory that
there must be a reservoir of stocks at each wholesale and r=tail
establishment. This is sound reasoning, but considering the fect
that regquirements have been advanced to fill the supply lines,
that theorstically it is cnly necessary in such cascs To turn
on the spigot for repleniskment, and also the fact that there
sxists many ways for expediting emergency shipments by rail,
by motor and by air, the nece=ssity for such a large factor is
rather doubtful. Furthermore, at least one of the services
has pyramided soms requirements after the first menth by the
improper use of the distribution factor.

Advance Requirements:-

A study of the production curves clearly indicates the
utter impossibility of meeting requirements in many essential
items during the first few months of the emergency, largely
because of the advance of requirements by thirty or sixty
days. It is proper to have a large target; but it is contrary
to common sense to expect industry to reach maximum production
during the first or even second month, and then having attained
the maximum, to siump of f into decreascd preduction. The
recessity for advancing requirements is rccognized; but with
the means of transportation now available, is it necessary to
advance requirements thirty days for the Zone of the Interior
and sixty days for the Theatrs of Qverations? The attached
Chapt, ®xhibit A, showing the advanced requirements fer motor
vehicles, furnishes an example of the need for farther study
of this factor. The set baek of issues of certa’n items
would assist in surmounting the gifficulties rai:ed by this
faetor,

g



" . character of oncrntlons.

Nne. 1moortant recomnendation made by the Var 0011639
Committase slatesy- "Reduce present theoretical reserves by
regueing the time necessary for distribution.”™ While this.
implied a reduction in the time. pericd for advancing roqulr@-
merts, it should also be possible to further reduce this
factor by planned distribution. So far as known, only one
service jas drefted 2 plan of distribution and this plarn covers
but ore :tem. ERavly computstion of requirements by Coris area
Commanders would =nable the services to work out a plan of
distribution for all items. If one will stop and attempt to
vision the difficuities of distribution under the present
procursment set up, the importance nf this step will be clearly
rrcopnlz»d e

Ammunition :xpendltures--

The War College study previousiy referred to. glVoS
busis for reducing rates of expenditures, especilully rates of
fire and maintenance, which are malntalncd to be clearly
excessive.

Factors undsr the Various Color Plansi--

During the past fow ykars the Army’ Tndustrial College
has been conducting studies in connection with substitutions
or planned adjustments which might be used to spwed supply.

Such studies afford valuable idens which should be sifted
and rads thc basis .of substitutions in the procurement program.
Similiar studiss but not so cxtensiv& hava been maie~at the
War College.

. Using thesa and other’ studlns as a basis, it °hould be
possiblu to. indicaté the requirement factors for ~ach item
under each color plan and to indicate the improvisation
necessary in critical items to insure at least some form of
supply. "Factors uscd in computing requlrxmpnts should be
modified by the ops :1ations envisioned." And again, " a
reasenably well balanced war reserve stock capable of satis-
fying demands can be GBth¢lSPUd and maintuined but only
fhrough rlgld supervision of the essential item list with .
establishment of mob1¢1z4tlon rates, overhead, maintenance -
and wastaege f;ctors, r;tuL'of fire in tonsonance with the

TP]tldl Allowances and "the various other factors on.
which requirements are bcttbllshud shou;q form the basis for
‘never ending study so that they will bs known for sach and
every situatiomn. The problem of determining the allowanees
wnd factors, as distinct from detcrmining total requircments
under ths General Woblllaatlon Plan to meet each speeific,

‘color plan, should be met now and should not be:left to the
few weeks or days lmmcdl%tply preceeding the specxflc EMEFEeNncye
The. problem of reducing the rbqulremcrts, :orice the change in
.factors has begn-detgrmlned, shou*d be aire.in' i iyssimple one
arid one that can be met in a comp“rat1Vu*y sh.r = period of time.

B




Now as to the final problem of ths General Stal’f insofar

as requirsments are concernad: that.is, when and where will the
supplies be reguired. The onswer tc when depends on the mobili-
ization rate, which in turn, depends on the particular mobilization
plan under consideration. In this discussion we have concerned
s been

ourselves with the General Plan. The answer to A
answsroa n part cnlw. We know how much und when the various
items (srly in a general way however) will be required 19 the
Zone of tas Intzrior and in the Theatre of Operatioms., T know
that the supplies dsstined for the Zone of the Interior must be
sent to nine (9) Corps Area Supply Peints, one of vhich is located
in each Corps Area, s do not yet know how much will be requircd
af each of the various supply points. ‘

To this point the following conclusions might be deduced:

1., A period should be set aside pending ovnerations
under the now gencral mobilization plan with o view to
the proper ccordination ani the adoption of more
uniform standards ‘or policics in regard to the roquire-
mert factors; in other words, a "stock taking period"
for the review of all of these factors and of the
essential item llst.

2. There should be u determinntion of the fauctor:
nacessary to tuke cure of the Thentre of Operation
reserve, Itappuars possible thut this is fufficiently
énred for under the various factors which czn, with
out impairing provision for this reserve, oc materially

reduced. ;

3. That plans for distribution of production be
provid&d.‘ ' :

4, Thut o convsrsion table (Exhibit B) is necessary
to insure prompt computation and substitution under
gach color plan. ' o
- 5. Thnat once adopted, The 1932 Jeneral Mobilization
Plun be frozen for a period of yenrs to insurc coordin-
ated complstion of the procurement program.

In the solution of his problem-of how to prccure The Assistant
Secretary of War must solve the dquestion of contributory require-
ments: that is, the critical components, row materinls and the
machine tools necessary to complete the finished primary roquirementse
30 far as it is within his powsr to do sc¢, the probiem of strategice
and critical raw materinls has been solved. A plan, but one that
cannot be considersd complete, has besn drawn up to insure the
proper distribution of machine tools. A plan for th= supply of
critical components and one that will absorb the machine tool
plan is in the making. This plan has been under consideration for
the past six months, but thare has besn difficulty in obtaining
the concurrence of the various supply orms and ss~vices. Such

a pinn must be under the control and supsrvisi-o o the Lssistant
tic

Secretary to insure complote coordinaticn, if i, i1s to be a sucs
cessful plan. Its success also depends on the allility of w=ach
supply arm and service to work under it, We.have oshtainegd the
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concurrence .of u¢l servi 0w5 ‘but tWO in. tnu pin proooswd and
unliess these scrv1Cn_ cun auogest A better p*”n wan the one
‘proposed, it is lep'J to be adopted within “the next few weeks.
I shall, thersfore, confine my remarks to the essentinls of the

rroposed plan. : »
That such a »lan is essential can be appreciated by, the

fact that we have but nine cupply arms and. services which might

be .compstitors for the primary items while we havs 15,C00. fucilities
hich may compete against each other for contributory macerials .

A In brief, this proposed plan for the control of. contrlbutory

materials consists of: first, The direct computation of. contributory

rsqulrurnnts (strategic and eritical raw materials exce rted) is not

1ted, second, -There ‘must be a definition of:allpcwmlon in

contem

-contradlstlnctlon tn assigrment.

An allocation is the. du51gnut13u of any facility te
a supply aurm or service und.subject to 1ts_contrbl.
An assigmment. is the designation. of.. a2 contributory
fucility to a supply arm.or servics subject to the control of
The Assist-nt. ”hcra*q“v of War, :
Third:- There must be the chl”’ ation of what critical
items constituts eontributory materials., This list will be initiated
by The Assistant Secretary of ¥Har and ilabor”tud by the supply arms

.and services after consultition with industry.

Fourth:- Prime contractors will be asked to designute

-the- prﬂfPrrnd and alternate sourees of supply of the critieal con-

tributory items. .
. Fifth:=- Such sources of supply will be assigned to
the various supply arms and ssrvices subject to the contrel of

_the Assistant Secretury of War and wilil bs survuycg by his office.

SRR  Bixth:- Where such sources of supn¢y are onLy re=
quired by the prime contractors pertaining to one supply —rm or
seryice the assignment may bs changed to an alliocations.

In general. the proposed plan fits in very ciosely with the
work already sccomplished, and if sarrisd out as the revision

. of present spscific procursment plans ure made,  cshould entaill no
: 4 b 2

hardship on the supply qrms.and48urV1ch..‘

EXHIBITS WITHDRAWN. - 0% o oge o omsimin o






