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REQDIRE~NTS 
fr~.m th~ 

VIEWPOINT OF THE OFFICE OF THE ASSISTi~NT SECPmET~Y OF WAR 
by 

Major D. C. Cordiner, Q. ~. C. . .  

You are required to make an analytical study of requirements 
and statistics involvin~ the problem, of. how much to procure a~d at 

what rate~ 
Th~ determination of.requirements is -the ~casis of.the entire 

procurement program, It is a problem which has been stressed and 
~a.mlng~ But restrosscd from the very beginning of procurement ~ ~ " 

great as its importance is, I am sure that~your studies will 
convince you that there is still, room for.]~uch refinement in the 
solution of. the problem of requirements. .Some day you no do~bt 
will find yourselves involved in solving this problem for the ~r " .  

or Navy Department. I know of no field Where clear thinking and ...... 
good judgment can be more productive of r~sults. 

The problem resolves itself into a determination of:- 
i. ~t to procure. . . . . . . . . .  

2. The rate of mdbiiization. . . . .  

3. flow much and what will constitut~ the War Reserve. 
4. How much will be required after deducting the'War Reserve. 
5. V~en and where the re:quirements will.be needed by the 

treops. 
Based ~n the variou~ solutions to Shese questions which must 

be answered.by the General ~ta~f, it is the.problem of" The Assistant 
Secretary to say how"these'requirements will be procuredand t o  
assure that they will be procured in the proper quantities and when. ~- 

needed. 
Obviously The Assistant Seqretary of War and his ctaf~ 

have a ~erygreat, but indirect, interest in hqw the. problems ..... . 
perta~ningto the Generai Staff shall be s01vcd . . . .  

In the Planning Branch, the rule is that that office has ~ i .... :. 
an indirect interest in primary requirements, but is directly 
responsible fer the requirements.in the contributory materials 
and materiel enter.ing into the productioD, of the prime require- 

merits. 
I shall show today why we hav~ such a ~reat interest in 

the primary computations and how we hope to solve the questio'fl 

of contributory requirements. . . 

Let us consider first the: problem of w~at to procure. 
ITnen procurement planning was initiated~ each branch mad~ 

up its own shopping list, genora!ly without regard to the 
essentiality of an item and, in some cases, without any attempt 
at priority. Apportionments for procurement were made to the 
various districts. Of course those branches which followed 
this method got nowhere during the first few years of procurement 
plarming. When the General Staff finally designated the essential 
items to make up the authorized War Reserve, the supply arms and 
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services used this essential item list as the basis for procure- 
ment., and subseq~entiy, added to that list those items which they 
knew must be procured, but whmch presented special difficulties in 

procurement. This list today is known in the Office of the 
Assistar~t Secreta~'y as the Priority List. The items on the Priority 

List are th,~se which are designated in the Annual Progress 7{eport 
as the essor.tial items and as such have caused confusion in the 
minds of i:le supply arms and service.s. Wen in the last report, 
this confus;on pe~ti~t~d, and in at least one instance, thi~ 
repor.t is incorrec~t. For exs_mple, the r.e are 92 items on the 
Quartermaster Essential Item List and 307 on its Priority List. 

Thus we have one of the many re a. sons why we hope to change 

the form of the present Progress Report. 
Under AR 850-25 as revised in July 1982, essential it~ms 

are divided into four priority groups and if the definitions 
of essential items and priority items can "De. brought into . 
accord, there should be a r~uch clearer ~nd@rstan~]ing of w~at 

to procure. 
Let us consider next the amount and rate of'mobilization. 

Under the 1924 General Mobilization Rlan the General 

Staff proposed to mobilize• the follewing: 

3 Field Armies !st ]~onth 
i " " 5th " 
i " " 6th " 
i " " Bth " 

and the rate of mobilization was cased largely cn the ability 

of the supply arms and services to supply the armies taki~ig the 

field. 

In 1928 the General ~obi!iza-tien Plan was r.evised and the 
rate was based on the ability to procure, and assemole the necessary 

man power without reference to the ability to supply arid eq'uip then L. 

Under this plan it was proposed to mobilize 

8 Field Armies ist Sixty Days 
I " " Each thirty days thereafter. 

&.° 

The 1932 Plan calls for the mobilization of 

2 F±eld Armies !st Sixty Days 
7 ,, " Each thirty days thereafter~ J. 

- 2  - 



r 

f. 

'The'"0ffice.ef the Assistant .Secretary of War took exception 
to this rate of mobilization on the-ground.that it set up impossible 
procurement objec~ives, Further, not having completed the procure- 
mentplans under the-1924 General ]~oSilization plan, it seemed 
possible that rapi.d changes, in the rates of-mobilization would have 

' ~ • .. the supply arms and servi.ces engaged in a never ending .task-of 
recomputlng requirements.with each ch~n~e L in the Office of The .Chief 
of Staff, Th~refore~ wi-th .the exception of the e dartermaster Corps 
and the ~,~ed]_cal'Der, artment, all supply arms and services are still 
using the 19~ rate as a basis for procurement p!anni~g. Wen the 

; ' " ~2 f~ective it is prooosed that all revised plan for ~:,.9..~ oecomes e ~ , 
supply arms and services• shall plan for procurement with" the rate 

estabiished by it as.a •oasis. 
..... The. next- problem to consider is what and how much will .. 

c onst~'tu--~'-t~-~a'r--~e se rye mn cr~.e~--~-6---sa~-~-o~i~-i~Ja ~'Y 
juSgm~nt as" wel'i as tG satisfy the requirements of the law for .a 

mnmtla-~y , maintenance of a War res~rve sufficient to " " "' ~ ~ ecuip 
~ ° ~  • 

1,000]000 men or two fiel~, armies. It was in the ,~tab±Ish~~er, t 
~f the warRes~rve that an essential item list was first prepare~ 
by t~e G@nef&l. Staff. Ob.viously, the petter the status of the 
War,Reserve, the better will b~ the status of procurement planning. 
Unfortunately and for various reasons, it has not been possible 
to maintain the War ~esorve in all items. It is also.unfortunat~ 
from the procurem,~nt .point cf view, that the ~.~ar 'Reserve do~s not 

include any strat,~gic raw materla~s, such as'manganese. 
You should u-~@~crstand that the ~/ar Reserv~.includes all 

items set aside as a..reserve, in the hands of troops and as 

minimtun depot stocks. 
Now for the consideration of how much shall bc r~,quired 

after making proper deduc~-~r-the' ~ar Reserve. In p~@u-Uting 
the deficiencies in the selution of this problem, please do not 
misunderstand me. .l have no criticism to make of the ~enera~ 
Staff or of any of the supply arms and services, i am merrily 

Stating facts which, are available to any of you who may care to 
search. Th~se facts 9r 'opinions are clearly born out by r~peated 
studies at this college and at the.Army !'~ar College There are 
no secr-et's in r~gard to th.es~ deficie~cies. Vse are. interested in 

• . •them here 'because they .are two often an unnecessary, block-• to. the 
" 'orocurem~nt objective. The sta'tements which follow should be 

accepted as representing my personal views rather than those of 

the Planning Branch. They are the result of a study made by 
'direction of the director of that branch but have not as yet 

Been Submitted to him for approval. 
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Fol].o~,ing. - years, ef experience .in reviewinF the procurement 

r_l{~ns d.llTir:~ wnidh the requirementsl, in essent<~l items ha.~e 
received close scrutiny:..i.t Ss the ep~_nion of thSs of Jice that 
t h e  r e q u i r e m e n t  f a c t o r s  .,~s estkbiis:~ei i.ead 6o cuv .u_ i~ , t i ve  p{./9~m{{ded 
tot~ tha~ arecut of proportion to actual Tequireme<-t s. These 
Lyramided-tota~s not-only c,:mplica.t.e prteurement~ but].tbey'lei,.d " 

• to ~-,~,~7 ~ "~:~ dange..-s in connection with contributory rcquiremerfta,. . 
" '.~4 - in connection with the. econemic structure .~f %?.e Country a__~ a ~ o  • • , . ~  

which coz"rect .~..rcc.uremen% pla~mi.n~-, should Safc~u<:rdo 
It. is cigar that fr~is.e r.equiremontS .in Frimarv items will 

Fyr.~mid r~quirements in contrfbutory, items fn vfnich, in m .... ~y....c~s~s, 
~ -'~ "'. ~'..~ . p rocurem,ant b~-g±n. Th, s ~ s p~rti- th..:~ r(::a_ (il.[flOLl~,~k~S of m < L s s  . . . . . .  

c u l a r l v  t r u e  i n  t h e  c, :se o f  i t e m s  t h e  p r o d u . o t i o n  .o f  v,q-,_~ch .nec.--ss" 
J t -~ tes"  th<  ~, c c n v e r s i o n  o:: e x p a n s i o n  of .  f a c i l i t i e s .  I t  is. re,;_s'on- 
.'.~ble to 's;aDJ.bs@" that comput,-d -mo~-vtb~5, r-uq:uirement.s .v~iil..Zor.m the., 

- . . ~m~O.~. ±n tlm~. [.ofan b~s'is o.f monthly del.iveries under, oo~t,r.~.~ct~ m. ~'~ "~ " " 
emergency.. T.he pyra:miding of requi.'rem-~nts d~4ring. the e~rly'; "" 
mo.~thso1: "-tTu emer~encv-wi] I key. up ,.~n industry to q [~re~ter .... 
'-'ptoduction:@han is need~._J, duri.ng the i~it<~r montks. ~quipmdnt_ _. . ' 
built perhaps ~t u sacrifice will no ,ior_ger be rccu'Lred. To " 
illustrate:- The.m~nthly.p<oduc6~ion requirem~nts for Field " 
q±asses (Typ~ EF.,) ~re:- (19,2 ~. G~nera~.).~]obii~_zation ~n] 

• ....... 

First four months 
Fifth ._mon%h 
Sixth mo~i~th ..: 
" :'-T' "'~'~" lqlonth 
Eig?:th mon1~h . 
Ninth month 

Tenth• .month 

Tw-Ai~;th • m on~?r 
" TO T-~,L ." . . '- ,. 

15758 
18555 

2436.3 
0 7  "F~ ,~0~ 
=eo47 

, ~  '~ • : :  

±,.99q 
[ . " . .  

v. lA287-:- -  " . : . :  . . . .  . . . . . . :  . . . .  

,, ~_4c_./ 
15233@ 

• . .. :.. ! 

• . .., ..... . ..- ... 

• " U~zderpr-~scm.tplans it is reasonab~)~:ito.',~$sume, that.~ontraots 

would ~ ma.~e with-..the ~" " , . . op~io'~± indust.ry for. 1.52,296 pairs of Fiela 
~-~.!~s as ~_stalabo~ In ~.rd~.r 60 mee.t thcse 

Gl~ss~s,. with ~"" ~ .... "~ ~ 

d:~:iivJries,.th~ in [ustry.nms% stri~:e .fo.r a m[axSm~]m, month.ly :'p:'~0{~ust- 
• ' • . ~4- ,--" . . . . i~n of 24,.$63 whiC]:, .after b~-~ng ono.o .~,~t,~:n~ I.., ~ s no. loJi~ef " 
r}qdir4:~:. Az~other- bq i f.~ature., in..t':~is .partlcu;~r. oase~. 'is .that 
in or[~r to meet proi~ction requir@m~nts th=:re .ius% be an e/{p.~;.~sion 

of i',~'-ciliti-~So " - - : ................ 
- ~.r~-.~v some effor-t shoul l "6< m,~ie tp a:ijUS%./~quirembnts 

in such c,~..sos so-~hat p!~u~-:~-7 i ~.~x~mum..•~ ~ ..... c,~T,~ t~':, ~_ .~, ouc.e ~ch~eved, " 
c.~n b--, ~ re,~son;~bly ~:::aintainc i. ~:/ov£L i..comb':~t ~ff'ic~ie~cy be imp.:fired 
by re iucing tile number of z,~irs of g'nss-~s in th,./ t:{b!cs of b-isic 

~ ~.O~ ~.~C-.; S , 

,, ., "~ n+~ ~:~ the c,~s~, of Consi iering the contributory r,.q..~r:":~:c . . . . . . .  
" :. it is found that e...-~ch ~ . . . .  fichu g~,.~sses, ~ , ~ -  CoD.t[~J.ll2 four norrm 

Frisms anl t<.n lenses, all made from oFt:'.c,~i %L,'.~ss, which must 
b=~ grouni an[ polishe I t~ c!osc toler~no~s~ T:.c supply of 
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lenses.alone, from the viewpoint of grinding and po!ishing, 
is equivalent to a .supply of 725,000 p~irs of highi$~ accurate 

spectacles~ 
The lack of uniformity in principle or policy is further 

illustrated by a comparSson of the essential or przority items 
estaoiished by the ~edical Department and the Sigma.[ Corps. All 
items entering into the make-up of a field hospital are classified 

as esseqtiai~ yet ih@ Signal Corps is nor permitted to c!qss 
Vacuu~ Tubes as essential items° The total number of priority 
items is 3,833 of vdqich the ~edical Corps items total 5,032. 
A ~r C~]_lege study (Committee #2, G-4, Course, November ].6, 
1932) states that exzsting essential item, lists should be ~. 
thoroughly re.rised and limited to those ite~ which are recog- 

nized as indispensable. 
Individually there may be some justin.cation for each 

of the factors of maintenance and distributi:,n and for advance 
requirements, but when taken collectively, c-onsidering first, 
the tremendous load placed on industry durin~ the first month 
of mobilization and second, the effect of the cumulative totals 
at the end of twelve months, it is clear that theyare 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: 
Chairs, Arm 
Chairs, Rocking 
Tables, office 
Goggles 
Belt, Safety 

• Parachute s 
Suits, Flying 
Helmets 
Helmets 
Hats, Service 
Hats, !"!orking 
Caps, Overseas " 

ly 
Caps, ~?inte r 
Breeches, !irooien " 
Breeches, Cotton " 
Coats, Nackinaw " 
Ore r c oat s " 
']loves, Heavy Leather" 
Gloves; Riding,H.H, " 

~. D. 456,000 
" 24~000 
" 19,qO0 

A.C. 89)000 
" 75,0D0 
" 67~000 
" lli,OO0 

Ordnance 6,000,000 
A. C. 209.,000 

Q. N. C.12,66].~512 
" 9,784,983 

None 
5,6i2,oo0 

21,}00,000 
24,945,000 
1,356j000 
6,984,428 
5~541,000 
1,172,000 

Gloves, Woolen " " 10,261,000 
0bviously. it is impraeli~able to prepare plans for all 

items on the various shooping lists, so that the division of 
items into essentials and non-essentia!s has worked materially 
to the advantage of procurement planning. Thi~ advantage w{i! 
be increased by the further division of essentials into priority 
classes under AR 880-25. It is obvious that not only have the 



factors used produced unnecessary c.umule, tion, but that the're 
is still a great variat.ion of opinion in the Service. as to 
wl~at is essential and what is non-essential. 

The question • of all.owances .israther abstract and is 
apparent?.-~; one that once established is accept@d and rarely 
tampered wi~h cxcept-to increase the allowance in various 
items° TD.e fact6-" s entering into the requirement load are ... 

" " d still more abstrar'b, and ance esta.b±ishe , the tendenc~ ~a 
accept them is stronger. The point, to be made here is that 
the~ ~ once formed "the ooject of an intensive study under 
prsssu'~'e and have since had insufficient itemized study s~ch 
as their importanc.e warrants." Th.ere should' be balance as 
between energy spent in decreasin~ allowances and that spent .. 

in increasing them. 
initiai Allowances:- . ;...-. 

" '  ' At least-one difficulty in t~e pyrmiding-:of r~.quiremcnts 
is'/a~,tributable to th.e fact that t~[esupply arms and ser~ces 

%'" . .... .are r'equired an~ ex-peeted to completely equip each unit as it 
' ' "  tab . . . .  of ismobilized with e~ch azticle Called for ~n the ~ 

organization " As an example, during th@ first year of mobi.li.z.- 
ation and considering all requirement fictors, it is expected 
to.. procure tentage .su£ficient to cover more than 17,000,000 
men. Such a program will call for, in addition to means now 
readily avail~ble, the conversion of the "~r._tire. carpe-t' ....... 
industry. ~"C6nsideriD.g this in co~ection ~,~th %~9y :s.c.heme .. 
of housing, Certainly some pooling of equipment should be 
possible'- It is also possible t~at many Other items of 

equipment- can be poo~ed. . 

The procurement load could be eased if the. using arms 
would establish or augment the items pboled for training 
purposes-in the Zone of the Int~riOro This is a practice 
th~.t was developed- successful'~y duri~ig the last War and was 

,- . . . .  ~ing a mat<~la± fad-tot iD enab± the supply arms and services 
n 

to me~t their. procurement program and ~vou±d undoubtably apply 
in the next emergency. V~y not plan' for it now? There are 
many out~ta~ding examples of" procurez~ent plans cmliing for 
tremendous quantities which, if the initial allowances were 
placed on a rational basis, could sn'd should be nmtoriaiiy 
re~uced.' The requfrements for ~entige: for gervi,e ~ats, 
in consideration with other types of ~.~adg~ar; for Fi~!d 

• , ~ . ~ un~t~; for Chests Glasses, for o~sto~s for . ~o~ . , . • t  Art~l]erv. . .  . . . .  ~ ~' ~ ° 
for ~':~eers; fordrawing instrmr~en~s as used by the Coast 
ar_d Fie!d A~'tillery U.ni.ts, etc. mhy be considerably revised. 
Undoub~ably. many officers of the "Coml~a% arms, particularly 
inthe. •less mobile units, •.could mention.some items of equip- 
mglnt which though, classed.as essential, hav~ .littie or no 
'practical use on the. battlefi@'ld. TYfe~ ~gg@ l".[¢e~ -many. obso- 

.. let@" o~ders o~ proh.ibitions whic h onc e • .issued,, .,too often 



remain in the regulations. Certainly there are many items 
• . pal ~, of mnmt~. - issue which are not immediately ne~essar'J, and the 

issue of whS_ch Could be matv, rial!y set back. 
The Maiutenance Fact-.r:- 
Asmde frolr the failufe'"t--o consider salvage as a source o.f 

supply, it is ~.lear that some of the c-ervices have used this 
factb:- as ore c,f fear as well as safety. It is apparent that 
th{.: t.~rd.::ncy to. play safe has too often governed. This becomes 
more a.pparent ,'~bs<'~ oL, e compares the maintenance factors e Btab!ished 
by the Ordnance Department in connection with some• of th~se 
established by some of the other services. Here we have items• 
in which battlefield wastage r.eaches the maximum, y~t the 
factors~ by comparison, are very conservative. A War College 
study indicates that even. these factors are in many cases 
excessive. The lack of unifo~mity in regard to the mair.,~- 
enanoe factor is further ~xemplified by the fact that one 
branch includes in this factor the amount n~cessary for a 

Theatre of Operations r~serve 
The Distribution Factor:- 
The arbitrary decision to increase all requirements by 

ten per cent for minimum stocks up to thirty-fivo 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 retail 

establishment. This is sound reasoning~ but considering the fact 
that requirements have been advanced to fill the su~pl~[ !ines~ 
that theoretically it is only necessary in such cases to turn 
on the Spigot for r~plenishm~nt, and also the fact that there .. 
exists many ways for expediting emergency shipments by rail, 
by motor and by air, the necessity for such a larg(" factor is 
rather doubtfulb Furthermore, at least one of the services 
has pyramided some requirements afte.r the fi.rst month, by the 

improper use of the distribution factor. .. 
Advance Requirements:- 
A study of the production curves clearly indicates the 

utt,~r impossibility of meeting requirements in many essential 
items during the first few ~onths of the eme:~gency, 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 c~mmon sense to expect industry to reach maximum production 
durin~ the first or even. second month, and theu having attained 
the maximum, to slump off into decreased pr{~duction~. The 
necessity for advancing requirements is recognizedj but with 
the means Of transportation now availab.le, is it necessary to 
a~van~e requirements thirty days for the Zone of the Interior 
and sixty _days for th'e Theatre ~f Operations? The atta.ched 
Cha~t, Exhibit A, showing the advanced requirements for motor 
vehicles, fur.nish~s an example of the ueed for further study 
of this' factor. The set back of •issues' of cer~.a4n items 
would assist in surmounting the ~ifficuLties rai}ed by this 

factor. 
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One.important reco~Lmendation made by the VTar' College 
Com~itt.3e s-ta~s:'-i "Reduce pr@sent theoretical '.reserves -by" 
reducing the time necessary for distribution." V~.ile this.... 
implie:d a reduction in the time-period fo.r advancing require' 
ments, it .should .also be possible to further reduce this 
f~ctor by planned distribution. So far as known, only one 
service ];.as d.rafted a "plan of distribution and this plan covers 

b u t  o r e  ~ . t e m .  ~ ' ~  - -  ~a:.,y computotion of requirements by Co~is ,~rea 
Comm-lnders would enable the services to.w0rk out a plan of 
distrib~tion for all item.s. If one"will stop and attempt to 
vision the d.ifficuities of distribution under the present 
proourbment set up, th~ importance of. this step will be clearly 

r e c o g n i z e d . .  
" ikmmunition ~xpe.nditures : " . ~- 
The Vrar College study previously referred to. give.s .a 

basis for reducing r.~tes of expend'itures, @speciml.ly rates of 
fire and maintenance, which are maintained to be clearly 

e x c e s s i v e .  
Fa.ctors under, th~ Var{o~-~s Co!or P.lans:- 
During the past few y@ars theA~:~.y' Industr~"al Collr.~ge 

has been conducting studies"in comuection ~ith substitutions 
o'r planned adjust,nents ~fnich might be used to sD~.-~ed supply.. 
Such studies afford valuable ideas Whlch should be sifted 

• and ,.ade the basis .of substitutions in the procur.elne.mt .progrnm. 
~ .  • ° r r • . olmllla stud.l~s but not .so extensive have• been made.-at the 

~ar College. 
-'. Using thes.e and ether'studies as a easis, it should be 

possible to. indic<~te the r~~,quiremeht ~.actors for ...ach item 
under .each color pl.,.an and to indicate the improvisation 
necessa.ry .in c.ritical items to' insure at least, som~ £orm of 
supply. "Factors used in computing requirements :shouid be 
modified by the ope1'ations envisioned. ~' And again, ." a. 
rea.s~-nably well bai. anced..'~.rar rg's-erve stock .capable of s~.~tis- 

• -fyi.ng- demands can oe esti01ished and maintained .but ..only 
through r'ig£d Supervision of the essentia.l item list v,~ith .. 
est[blis%~ent .of mobilization rates, overhead, maintenance 
and wastage 'factors,. ratos..of fire in Consonance with. the 

• character.of operations." 
: Initial Allow.'..~nc~s and'the various other factors on. 
which ri:~quiremen.ts-ar.e ~st,:~blished should form the basis for 
n6ver en.ding .study so that t~A.~y will be known for each and 
e~zcry situation.. The problem of d.e~ermining the'. allowances 

' knd factors,, as distinct from determining tot~l'Teqh.irements 
under the General Eobiiizationplan to meet eaoh, spe~ifiq~. . 

" 'color plan,-should:bemet ~ow and should not be-~left to the 
£ew weeks or days i n m ~ e d i a t ~  preceedi'n~; the  spe 'c i ' f i c  e.mergency. 
The. problem of. r e d u c i n g  t h e  r e q u i r e m e n t s ,  :o~._ce th~ c.ha~nge i n  
f a c t o r s  has b e e n - d e t e r m i n e d ]  s ~ o u l d  be q~ r e ] ~  J~"~./~y~simple one 
and one that can ~e ~ meti~ a compara-tiv;~iy .s~.,~ ~ period of time. 
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Now as to the final problem of the G~nerai Staff insofar 
the T.~ • "c as requm..vm~n~s are concerned: that• is, ~hen and ~;ner~ will 

supplies be required. The answer to when depends on the mobil- 
ization rate, ],~,ich in turn~ depends o~n t----he particular mobilization 
plan under consideration. In this discussion we have concerned 

7 ourselves with ..... ~enoral Plan. The answer to vi~/.~'~e has been 75 P_, ~ 

answerJ~ in pa1"t cnlN. We know how much ~nd when -.she var.lous 
items (s[ly in a gener,.~i way however) will be required i~ the- 
Zone of ~n~ inter] or and in the Theatre of 0~.er:-tionso -.~T~, know 
6~':at the.suppl~es destined for the Zone of the Interior ]~ust be 
sent to nine (9) Corps ikrea Supply Points, one of ~.~hich is ioc..,~te,~ 
i~n •each CorF, s Area° V~re do not yet know how much will be required 

a~ each of the various Supply points. 
To this point the following conclusions might be d~.duced: 

". [_,e~mo-.~ should be set aside pending oo~,r,~tions 
under th,~ .now gen.~ral mobilization plan with a view to 
the proper coordination ~.r_l the adoption of more 
uniform standards-'or poiicics in•regard to the- r~.-quire- 
me~t factors; in other words, a "stock takingperiod" 
for the review of all of these factors and of the 

essentia.i item list. 
2. There should be .:~ determin~tion of' the f~ctor 

r..ecessary to t~ke care of the Theatre of 0pere, tion 
rest-rye'. .Itapr~<,ars possible that this is ~ufficiently 
6ared for under the various factors which can, with 
out imp.-liring provision for this r~serve, oe mat~rma-'~y 

reduced. 
' " 3. That plans for distribution of production be 

• pr ovi d,-~ d. ' ' 

4'. That a conversi0h table (Exhibit B) is n~cessary 
:' ": to insure prompt computation and substitution under 

each color plan. : ' " 
5. T?:at once adopte,i, The !932 General ~,lobil~zation 

Plan be frozen for ~ period of years to insure coordin- 

ated c omnletion of the procurement program. 
In the solution of his problem-of how to pr.ccure The Assistant 

Secretary of ~'~far must solve the question of contributory requi re- 
ments: that is, the critical components, raw materials and the 
machine tools necessary to complete the finished primary requirements. 
So far as it is within his power to do so, the problem of strategi~ 
and critical raw materials h,~s been solved. A ~ian, but one that 
cannot be considered complete, h~~s been dragon up to insure the 

7 ~ 7~ 

proper distribution of machine too±~. A D~n for th~~ supply of 
critical components and one that will absorb the :~.cn.~nc tool 
plan is in the making. This plan. has been under consider ~tion for 

the past six months, but there has been difficulty in obt,'."ining 

the concurrence of the various supply arms and s~--v-ices. Such 
a plan must be under the control and supervisi'_, ,)f the Assistant 
Secretary to insure complete coordination, if i, ±s to be a suc- 
cessful plan. Its success also depends on the-- aLility of c, ach 
supply arm and service to wo~k under it. We.have 9h.tain~d She. 

- 9 - 
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c o n c u r r e n c e . o f  a l l  . s e r v i c e s  b u t  two  i n . t h e  • p l a n  p r o p o s e d  a n d  
u n i ~ s s  . t h e s e  s ~ z ~ i c e . s  c~n  " s u g g e s . t  a." b e t t e r  p l a n  t h a n  t h e  one  
- p r o P O s e d  ~ i t  i s  . l i k e . ! y  t o  b~ a d o p t e d  w i t h i n . t h e  n e x t  f e w  w e e k s .  
I sh-~l i l ,  t h e r e f o r e ,  c o n f i n e  .my z e m a ~ k s  t o  t h e  e s s e n t i a l s  o f  t h e  

p r o p o s e d  pi~:~n. 
. T h a t " s u c h :  a , ) f an  i s  e s s e n t i a l . c a n  be  a p p r e c i a t e d  by .  t h e  

f a c t  t h a t  we h a ~ e  b u t  n i n . ' . / s u p p t y  a r m s  a n d .  s e r v i c e s  ~wh.~ c?! m i g h t  
be .competitors fo.r the. primary items while we have 15,000 facilities 
which m'?~y compet~ against e.ach other for cont~'ibutory ma-ocrials. 

i In brief this proposed plan for the control 0f.contr~butor~ . .  - • . . . . . , ~  ~. - 

]nateri~,~is consist.s of: first, The direct computa.tior, of. cQ~,tributory 
requirements (str~%egic ~nd c'ritic,~l raw mat~giais e xceptid) i.s. not 
contemplated, sec.ond,.There'must be a d~Iznztzon of:all.oc'~,tionin 
contradistinction tr~ assigrm~ent. 
,: An allocation is the designation o9 anY facility-~t~ 

a supply arm or service ~nd subj{,~c~ to .its control. 
- An assignment, is the designation of.% contributory 

• . . • .. 

f~cility to.a.supply arm.,or servic,~ subJ9.ct to the control of 

• ['he Assist;'mt . Secretary of ?~ar.. 
Third:- There must be the designation of wh:~t critical 

items constitute eontributory matarials. This list will be initiated 
by The A ssist~nt Secretary of 1~far and .~iabora.ted[by the supply arms 
-and services after consultation with iz;dustry: 

Fourth: Prime contractors wm±.~ be asked to designate 
the.preferred and a.lternate sources of supply of the; critical con- 

tributory items. ,: 
_ .  % ~ r l  ~ . . t .  • F i f t h :  ~ucn. s°ourc.es o f  s u p p l y  . . . . .  b~ , ~ s s i g n e d  t o  

t h e  v a r i o u s  s u p p l y  .~rms a n d  s ~ r v i c e s  s u b j e c t  t o  t h ~  c o n t r ~ l  o f  
t h e  • . A s s i s t a n t  S e c r e t a r y  o f  !i~ar a n d  w i l l  .be s u r v e y e d  b y  h i s  o f f i c e ,  

.:. S i x t h ;  ~ h e r e  s u c h  s o u r c , ~ s  o f  s u p o h y  a r e  o n l y  r e -  
q u i r e d  b y  t h e  p r i m e  c o n t r a c t o r s  p e r t a i n i n g .  ~ t o  one  supD±y. -~rm o r  
~ r . ~ . i c e  ~the a . s s i g ~ e n t  may  be  ch ,~nged  . t o  a n  ~ i i o o ! . ~ t i o n .  

Tr~ ~ener.all the proposed plan fi.ts, in very closely with the 
..... w.o.rk already P~Ccomplished, and .if c...'~rri~:-d out as the revision 
.. of" present s peoifiG procurement pl-'.~ns are made,-.should entail no 
h,zrdship, on the s~pply arms- and. serviqe-s . . . .  
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