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CeNFIDENTIAL
It was recquestcd that I speak on the subjuct of Navy
Procurement Planning, but in the Navy we have no routine that cean be
‘se deé&gnated,'as‘these words are defined and used in the “ar Denartment.
: -+ Therefore my aim will Be to give a brief statement and a
brief description of the ‘Nevy &ystem of planning for the procurement of
Taterial in time of war: to tell you how and why we plan.
« ¢ T The Navy's operation centers in the employment of the Fleet.
. The proper conceptfon of the Navy is one of ships as operating units,
not one as organizations of men. Planning covers the use and maintenance
of these units, the ships, against probable encmiles.
B ’ The Navy standard method of War Plantding is prescribed in
publicatidns prepnrcd in the Jar Plans Division of the 0ffice of Naval
Operations.
* The Navy's material requirements arise from four gencral
. sources: 4 * '
; (1) The Flect.
(2) The Local Dufense Forccse
- (3) The Advanced Bases.
(4) The Shore Establishment.
. The Navy system of planning for the support of the Fleet in
time of war in¥olves: '
(1) Estimating meferial requircments.
(2) Allecation for production or procurement.
(3) Distribution of the finished products.
e must determine: ' )
(1) WHAT we necd.
s TR (2) HOW MUCH we need.
¥ (3) WHEN we need it.
(4) "HERE. we need it. »
(5) How to insure safe and prompt delivéry beyend the
continental limits of the United States.
The foregoing sounds very simple, but it is not. Frequently,
~werfind ourselves involved: when we begin the study of: 3
(1) Breakdowns. 1
(2) similar commodities 1,
(3) Possible substitutions.
4) Strategic raw materials.
5) Sources of supply within and w1thout the United Statsre.
) Standard specifications.
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(7) Special needs of the different requiring agencies.
(8) Problems of distribution to points outside the United
States,
» The magnitudc of the task of computing Fleet requirements can
be visuslized only when the neccssary augrentation of the Flect to meet
war needs 1s considcred.

(1) The vessels of the Coast Guard must be provided for,
some for service with the Fleet in the Principal
Theatre of Operaticns and somc for service with the
Local Defcnse Forces.

(2) Navy vesscls -in a rescrve-comissioned status, or de-
cormissioned status, must be placed in full cemmission;
necessuary repairs and alterations effectcd, equipment
replaced, and storerooms fully stecked.

(3) Morchant vessels, to be commissioned in the Navy fer
service with the Fleet as tenders, must be converted,
equipped with machine shops and ether neccessary facil-
ities, and completcly stocked and armed.

(4) Merchant ships, to be employcd as cargo ships and
treop transports, will require only a limitcd ameunt
of conversion work prior te th:ir first veyags, but
rmust be armed at the first opportunity.

(5) Material requirvments must be cstimated for the new
construction program, including all types of vessecls,

For the mabilization and epecration of the Local Defense Forces,
estimates must bec made of the equipment and 'supplies necessary for the
vesscls to be employed and fer the section bascs to be created.

The estimates for rcquirements for an Advanced Base are made on
the assumption that, in cupacity, such base will have approximately the
repair facilities of two of our present major navy yards, tegether with
additional hospital, storage, and issue facilities sufficient to meet the
needs of the forces to be served, A tremendous quantity ef materials must
be procured, asscmbled, transported to.the Advanced Base, and the Basc put
into operation before any campaign can be commenced and pushed to a success-
ful conclusione

o The estimates for the requirements of the Shore Establishment

probably present our mest complicated problems. One need only understand
the general mission of the Shore Establishment, which is "to mobilize, sustain
and augment the operating forces" -- to get seme idea of the complexity of
the task of accumulating the requirements for its accomplishment.

The recruiting service, the imtelligenece service, and the ceam=-
municatien scrvice must be extended and expanded. The facilities fer con-
struetion, supervision, inspection, and cest-inspection must be greatly
inereased, Supply facilities for the purchase, receipt, storage, issue,
and transportation of Navy stores must be provided, c¢specially transportation
at seas

\

Before attempting te describe the actual mechanies of compiling
the requirements ¢f individual items of maeterial, it may be well te cen- Jﬁ
sider the gencral classification of material, the basis of estimate, and
the agency responsible fer the ¢stimates of each general class,
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' The Basic War Plan prescrlbcs it stqndurd condltlon of
readiness. For Navy ships, this condition consists of:
(1) Full allowance of all suppliés,equipage, and ummunitlon.
(2) Storeroom capactty of clothing, ship's stere 'stock, and
provisions, but’ not to exceed six months! requlremento.
(3) Full Bunkers., :
(4) Full lubricating oil tanks, and
£y (5) Full fresh water tanks. ‘

% For merchant‘shlps to be &mpleyed, the standards of read-
“ingss vary with the type of service to be performed. In the case of each
type, however, the standard of readiness is specified, ' ;

“The squipment and supplles necessary to comply with these

standards of readiness constitute the havy's "Mobilization Supply". *

; 3 The maintenance of this condition of readiness subsequent te

'mobllizatlcn invelves perlodlc Feplenishment: of equipment and. supplies.

Thls replenishment material censtitutes thé Navy's "Mgintenance Supply".
General Navy Steres Comprise operating material for the- Fleet.
,Thls materlal is procured and issued under the direction of the Bureau of
"Supplies and Accounts. - Logis tic studies have been made from time to time
RS o determlnc a year's use of each of thousands or items of magerial. TFer
;”“example, our records- show the average yeurly consumption of cotten waste by
48 battleshlp, by a light crulser, and by a destroyer and so en for the
varlous types of ships. _
¢ These data, dbtained by clrcular1z1ng the’ Fleet are ker up-
to-date in leese-leaf record books in the War Plars Section of the Planning

D1v1310n of the Bureau of Supplies and Accounts. .

From these data, the Bureau of ‘Supplies and Accounts computes
the estlmﬁtes of all items of general stores for the Forces Afloat by
moblllzatlon points and for perlods as laid dowr in tlte basic plan. -

cr

g Fﬂbrlcated.naterlalc and materials for flbrlCatlcn purpases in
.connectlon with new constructien ef Navy-type ships, for the. conversion ef
. merchant ships, and for the erection ef dry docks, soctlon ‘bases, barrucks,
and storehouse fa0111t1es, are the prlmary concern ef the teohnical bureause
Estimates cavering such materials are made by the respeqt@ve technlcal bureaus
-, on the basis of actual construction, and conversion plans. Lt, Candr,
Wynkoup, of the Construction Corps of the Navy, will elanborate upen this
phase of planning, ) - '
' Machlnery, tools, and equipment for installation in recermissione
_ shlps, converted shlps, and vessels to be constructed, unless appearing en
‘type allowance lists, are estimated by the technical bureaus ha&ing cogniz-
ance of the material. Material, of this mature, when standard equipment fer
“Fade Shlp$ °f. a pa;tlculqr claés; is 11sted on type allowance lists, and are
summarized by the Bureau of Supplies and. Accounts. (The Nuvy's type~
=,allowance~ ists are similar to the Army tables.of organizatien equipments)
'Items of spare parts for machinéry and. electrlcal and radie equipment.
:requlre special consideration. Estimates for these materials are madé
- ‘eithor by the technical bureaus cencerned, “or by the Bureau of Supplles and
" Accounts in ccoperanon with the technical bureaus,
- The industrial departments of navy yards are under the direct
supervision of the Office of the Assistant Secretary of the Navy, Navy Yard
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i1 stere stcck‘rnqulres tareful’ consideration, Bulky items.must be ellmlnateicé

Division: Estimates of shep equipment and tools for new ccnstruction or Al
for expansion of the Navy's industrial plants are prepared by the Navy Yer ¢°

Pivision, A few activities have been exempted from the jurisdiction of the §
Assistant Secrctary, such aos the Naval Tirpede Statiun et Newpers, Re I, the §
Nawal Gun Factory, Washingfon; Be. Coy and tho Naval (lothing Factsry, Brooklyf

N. Y. Estimetes; of materials ‘for the expansionand operati-rn of these ex~ |
cepted activi‘ies ars made . by the bureaus respons1b1, for +hsir ~peration,
Ordnancce, er.nance equipment, armuniticn, and armuanitien ceon-

tainerw are estimated by the Bureair of Ordnance, Estimctec ar-s camputed on ¢
the basis of actual armaments of the Navy type ships, approve’ proposed arm- |
aments of merchant vessels e be converted, and on assume- and approved :
. rates of expenditure. .- - .- ol 6 ‘ 2 L piEer )
" In the case of-aviation ordnance equipment, .estimites are mads |
by the Bureau of Aeronautics and Ferwardcd to” the Bﬁfeau of Ordnunoe for 5
consolld tion with other ordmance items. ' - :
L. Estimates covering the requiremonts ef Redl Estate, Bullalngs,ﬂ
and unlpment are prepared by the Bureau of ¥afids éand Eocks.: These ‘gstimates
are based.en actual plammed needs for 'the- construdtion dnd expansion of aé~ |
ministrative and eperating units. By farrthe bulk of* ﬁhe requirements ef
o This category arise in Naval-Bistrict and’ Advénced Base progects._ lype-
bu;ldmnvs and type-equipment are planned as units wherédver possible, thus
_enabling bills of material: to ‘be computed reddily, Particular Pmphgéls fis
laid. on the necessity for the utilization of existing dellltieSo" ’
ce Because. of my- cennection with the Bureau of Supplles ‘and Acceur
I will give a hrief statement concerning Provisiens ‘and @léthing, Fital cs- |
sentials in war, and concernlng Shlp ] Stere artlcles ‘because of thelr effecf
. on morale. . , - : : g e B e )
’ Estlmates ef r(qulrements of Peovisions; Clothing,- and Shlp's :
Store Supplies are prepared in the: Bureau of Supplies anid- Accounts on a man- 2
dayApa31s. However, each group and each*item in each group’ require” special }
treétpent,, Tndividual items must be considered from several different’ view- ¢
points. Fer example: provisions, and at least some of the items of shipts |
store steck, must be supplied for troeps .on transports @s ‘well as for all
Naval perdonnel, Estlmates of olethlng‘rqqulrements must be ‘talen intd’
account, ‘the preportions of non-ratod and rated men, chief, petty officers,
and offigers. The preparatlon ef the list of ibems to be: carried «s ship's

.far as pessible. ".Certain items_are essential to the health and merale of thel
men.. Tolilet articles, stdtlcnary, tokaccos, and the like, mustibe earried. |
Flat pa® letter ‘paper, which can be packed closely, will be required in placed
ef loosz letter paper.ef the bgx-statienary type, which requires mush mere §
Btopaae spac8. Candies Wll¢ be carried for .sale, but closely packed cardy |
‘bars dre sufficient- to meet all actual needs and. loosely-packed bexed cendies
are eliminated. Buka dry cereals: .provide an excellent change frem the Navy §

¢ Standard coBkcd cereals,  but when storage space is at.a premlum, these 1tem<.

5 mu§t ha omitted fron the prov1<1en Talais: gt
i As an cfficer. has stated, "The noxt WeT w111 net be'a W%R DLL
F1 the nexu war absolute necesslty must be giwven first:considerdtiens
2 Some years ago. i became apparent ‘that insorder te sub81sf “tho
Flee% udﬂquately whon operatlng at 2. graat dlstamce.frrm home’ Wutcrs an“:
) : . ",D.'f- e~ Sigas % i PR
i P el s ey :



under conditions where the ssle source of supply is the provision ship, a
"Normal Ration" should be plamned. The Commander in Chief, U.S. Fleet, in
February 1924, cenvened z board for the purpose of determining the amounts

of the various items of provisions which would be required for L, COO men

- for thirty days, when subsisting from a supply ship., Prowision reports cover
ing several quarters! is sues of the various types of ships were assembled
and studied and a table of ration components compiled., [is tanle was called
the "Normel Ration Table", and was promulgatea to the Fleed in November, 1924.
A "Normal Ration" is « balanced ratien consising of a spicified amount ef
each of the ration 'omponents, e€.g., 2 hundred normal rations consists of se
many pounds of wheat flour, so many peunds of fresh beef; bacon, butter,
‘eggs, fresh fruit, potatoes, etc., throughout the list.

i Subsistence on this "Normal Ration" basis was made mandatery
for all ships participating in the Hawaiian maneuvers and the Australian
cruise of 1925, ;

T This test of the normal ration was reported upon by all the
force commanders. It was the unanimous epinisn that, with miner changes in
the proportiens of some of the constituent parts, the nsrmal ration would be
satis factory and that the normal ratien plan was necessary for subsisting
the Fleet in time of war, A board was appeinted and the necessary changes
effected, after which the table of components of the normal ration was
approved for purposes of war plans.

T Conservation of space is one of the important phases of our
legistices problems :

s In our compututions ef the mobilization supply fer each class
of ships, we must determine:

(1) How many menths! supply cun be curricd?

(2) How many months' supply are already on board?
And- in the case of fresh mrovisiens,

(3) Vhat is the safe-keeping limit?

N our legistics! records give us the storage capacity in terms ef
the numbsr of days each particular ship or class of ship can sustain itself
witheut replenishment. This informatien 1is available for general stores,
dry provisions, fresh provisions, clothing, and ships? stores supplies.
Fndurance days for fuel, lubricating oils, and gaseline are dependent, of
course, upnn the number of miles steamed, the speed, the flying schedules,
‘and the use of ships! beats.

i For plamning purposes, -scme general assumpien had te be made
~with respect to the ameunt of steres already on beard at the time »f myb-
{11igzaticn. We have assumed that ships in commission would be one-half
stocked c¢n M-Day. That is, & ship whose normal capacity of general stores
is si¥ wonths! supply is assumed te have on board on M-Day a three months!'
supply; cne whose capacity was three months! supply is assumed to have on
board on M-Day a forty-five days' supply. ;
ke 205 . Oour plans provide that, with cach movenment of a contingent ef
the Fleet te the Principal Theatre of Operationms, there shall go forward a
certain specified reserve of material for each unit of that concentraticne
Also, with each movement, subsequent to the first movement te the Principal
Theatre of Operations, there shall go forward =2 replenishment of material
for the forces already in the Principal Theatre of Operations. Vhere
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o to the. 0ffice «f Neval Opofationg for compilation: the material estimaZes

- the summquzlng of re juested allocations.’

-

» Bureaus. preceed with Bureau estlmates which are -forwarded te the Bureau of
Supplies and Accounts. When occa31on arises, either as a result of majecr

“in operating and maintaining the local dCT1V1tleS. " They do not include

. the Burgaus were permitted to cemplete théir orellmlnary estimates witheut

Fleet movements are of such duration as to exceed the endurance of the ﬁn
smaller vessels, such us destroyers, submarines, tugs, and mine vessels, ¢
provision must be male for £illing up sn rout:. Ter ‘ers o small crafi

must be loaded with =- much of the motilization suprly s weyond the
capacities of the respective small craft to carry.

DISTRICT PLAWS.

. .Estimates under the different plans and paris of ; @ns prepared
in the Naval Districts, and outlying facilitics which are lr*vf tre direct
supervision cf the 3ureuus and 0fficas of the Navy JepurTnclL are forwarded
to the ¥ivy Department and are included in the estimates of the Bureaus er
Offices which prepare the principal parts of the Contrlbutory ‘Plan. Each
Distriet prepares a complete set of contributory plans. ™ There is'a part
ccvering the activities of the Navy Yard Division in the Dis stricty that is,
the industrial activities. There is ansther part covering activities under
the cognizance of the Bureau of. G- nstruction and Repair, a part for Engin-
eering activities, a part for Supply activities, and so on. The estimates
arising under theése plans cover muteridl: ) Tre

' () For the coempletion of the local organization.
(2) For expansion and new monstruction projects.
- (3) For the maintenance and operatlon of the organigation
' the first year of war.
These Dis trict astimates cover onlv material for local needs

s

materials for the Flcet.or for AQVance Suses, for oonver31on or new con-
struction of vessels or qulpment ' -

g Then ths plans for a Nava¢ rlstrlct are CQmpleted they are
delivered .to the Bureaus and Offlces of the Navy Department concerned where
they are examined for sufficiency and moderation. Afver -a study of the
resgpeetive parts of the plan, they are accepted, -or dre returne® to the
District for revision with such cnmmento and recommcndations as appear
necessary. hen.any particular part is finally accepted, the estimates of
material squltted in cognection with that part are included with the Buresau

estimates and become « part of the material ruquirements for the support of
that particular principal part of the' Contributofy Plan, +

T When all of the Distriet Plans finally are completed and are
received and. accepted in the Bureaus which prepare the Principal parts ef
the Contributory Plan, the Bureau Plans are then cempleted and submitted

are forwsrded to the Bureau of Supplies Bnd Accounts, for con40¢udatlon and
Some time ugfo it became apnarenﬁ thxt time would bp saved if
waiting for the receipt of DlSurlct plans and estimates. As the material

estimates arising in Listrict planq weuld represent osnly ten.er fifteen
percent. of all material requirements, ‘lelay was unwarranted. . So the

changes in the basis plam, er for ether geod and sufficient reasons, the
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_Bureau estimates will be revised. Briefly then, the estimates which arise
in the Districts flsow to the Bureaus and Offices of the Navy Department,
where they are combired wi*h the Bureau estimaiss and thexn forwiriad to the
Bureau of Supplies and Accunnts for censolidation into total regquircment
estimates.
" s District estimates are prepared on forms to SNCW:

(1) A complete descriptien of the material requirad.

(2) The task and measure under which the rcguireneu’ arises.
(3) The total requirement.

(4) The percent of the total to be required .1 J-bay.

(5) The percent to.be required euch month afser I-Day.

(6) The place of delivery.

This information enables the action agency, the cognizant Bureau
to determine intelligently whether the requirement is actual and whether the
amounts specified are sufficient and reasonable,

The estimates of material, forwarded to the Bureau of Supplies
and Accounts show:

(1) The neme of the article.

(2) The Federal Standard Stock Catalogue number (if any)

(3) The Specification number (if any) (if not, a complete

specification must be attached).
) The ddte cf the preparatien of the estimate,
) The time ordinarily required %o manufacture the particular
item,
The weight per unit of the item packed for shipment.
The number of cubic feet per unit, packed for shipment.
The rccommended allocuation for procurement.
The quantities of strategic raw »aerials required for
the manufacture of each unit.
The forms show the entry of requiremcnts in units at each of twenty-nine
(29) delivery points on M=-Day, and on each of the eleven subsequent monthly
periods of the first y=ar.

Actual requirement dates are used. Therefore, in order to de-
terrmine the Navy requirenents in Industrial cipacity by months, it is necess- i
ary to step up these requirements dates to take care of the "time te manu- |

‘ Pecture" and the "time to deliver".

A very large amount of industrial capacity will be required
during the first twelve months for materials which will not be needed until
after ths first yeur of war. Separate sstimates heve been prepared to show
these requirements. These estimate shoets are specially marked to
distinguish them from estimute sheets covering actual requirements during
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the first year.

TWhen these estimate sheels, Together with recommendad allocatior
are receiwed in the Bureau of Supplies and Accounts the estimates will be
consolidated on Swaary Sheets. Vhen the comsolidation of requirements of
an item is completed, and the recommended allocations are summarized, the
Nevy's total requirements for that item for the color war will be known,
Then the Navy will be in a position to discuss allocations with you gent’sme.
of the Army and with members of the Army and Navy Munitions Board.

Qe Estimates of requirements show what, when, =nd where our meteri
are needed. From this compiled information the procurement agencies of the
Navy Bepartment prepare their procurement plans. The rcsponsibility for the
procurement of the greater part of Wavy sbteres and equipment rests with the




Bureau of Supplies and Accounis. The Bureau of Ordnance procures its ammumrm
“itish and armaricnts. The Burcau of Yards and Docks performs certain pre-
curement functions in connection with public wircis. The Bureaw of Aero-

nautics perforus procurement funéitiorns in connection thh‘aviationﬂ"'

- These pricuremént fanctions are *he leégzl respousib:
Bureaus concerncd, which will continue to perform these fuwnsticwng
emergency unless the law is changed. No change in legal ccmizorze is antic-
ipated ot this time. Thersfore, each bureau which ncw perform:s procurement
functions, whether they be functions of actual purchase, :t raaufacture, or e
letting contracts, must prepare-a plan to cover -its procuremeat functioms,.

P I have requested Lt. Cemdr. Wynkoop to speak to you upen the
procurement problems of the*Bureaus of Construction and Repair, Engineering,
and Yards and Docks, with which-he is mfre familar than I,
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