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THE GENERAL STAFF, ITS 0RGANI~ATION___AND FUNCTIONS 
% 

I. The orlgln of the General Staff ms a matter of 
consLderable coutroversy~ Some clamm that its oxlstence mn our 
&rmy ~egsn as far back as 1797, when Congros~ passed an Act 
@athermng !n one body the Brmgadmer General, The Quartermaster 
General, and The Judge Advocate General and deslgnated them to 
form the "General Staff". Others clamm that it had Its begmnnmng 
wmth %he Act of Congress approved February 14, 1903. However~ 
the General Staff, as mt ~s constituted today, ~s an outgrowth 
of expermence mn the Borld War and ~s provmded fer mn the Natm~nal 
Defense Act. Thms Act prescrmbes, among other thzngs, the dutmes 
and composmtmon of the General Staff. T~e dutmes of t~e ~ar 
Department General Staff are enumerated as follo~s. 

Natmonal D e f e n s e  Act: 

"The duties of the ',~r Department General Staff ~hall 
be to prepare plans for natlo~al defense and the u~e of the 
mmlltary forces for that purpose, ooth separately and mn 
~onjunctlon wmth the naval forces, ~d fer the mobmllzat~on 
of the manhood of the Natlon and Its ~aaterlal resources in 
an emergency, to investmgate end report upon all questmons 
affectmng the effmcleney of the Army of the Unltea States, 
and its state ef preparatmon for mllmtary eperatlons, and 
to ~nnder prcfes~monal amd and assmstanoe to the Secretary 
of ar and the Chlof of Staff. 

"Hereafter, members of the General Staff Corps shall 
be conflnsd strlctly te the dlschargo of dutles of the 
general nature of those speclf~ed for them ~n thls sectmon 
and In the Act of Congress approved February 14, 1903, and 
they shall not be pernuttod to assume or engage in ~ork 

% 

of an admlnl~tratlve nature that perta!ns to establlsho~ 
bureaus or offlces ~f the ar Department, or that, belng 
asoumed or engsged in by members of the General Staff Corps~ 
would Involve impalrment of the responslblhty or inltlatlve 
of such bureaus or offlces or ~ould cquse mn3urmos or 
unnecessary duplmcatlon of or delay mn the ~ork thereof." 

qet of February 14, 1903- 

"That the dutmes of the General Staff Corps shall be 
to prepare plans fer the national defense and for the 
mobmlmzatmon of the mmlmtary iorces in tlme of war, to 
!nvestmgate and report upon all questlons affectmng the 



offle~ency of the Army and mrs state of preparatzon for 
mmlmtary operatmons; to render professional amd and 
assmstance to the Secretary of hr and t~ general offm~ers 
and other supermor commanders, and to act as their agents 
!n mnformmng ~nd coordmnstmng the actmon ef all the 
dmfferent off~eers who are sub0ect under the terms of 
thms Act to the supervmsmon of the Chmef of Staff, and to 
perform such other m~Imtary dutmes not otherwmso assmgned 
by la~ as may be from time to tmme prescr~be~ by the 
Pro sldent." 

2, In performmng the dutmes presermbed by la~ it may be 
sa~d that the General Staff assists the Secretary of ar and the 
Chmef of Staff mn exercmslng themr commend functmons over the 
m~lmtary actmvmties of the ar Department. The con~and functmons of 
the Secr~ta~ of far an~ of the Oh~ef of Staff are base~ ~n the 
command authormty delegated to them by the President, who ms 
desmgnato~ mn the Constztutmon as the Com~m~nder-zn-Chlef ~f the 
Army, The~o ~ommand functions may be su~narmzed as follo~s- 

a. The proparatmon ~f the exmstlng mmlltary forces 
for mmmed~ate and effective use. 

b~ The preparatlon of mobllmzatlon plans and ~ar 

plans needed for national defense, Includlng the 
determlnat~on of th~ req~±remonts in men, supplmes~ 
hosp~talmzat~on, constructmon, and ~ransportatmon for 
such plans, 

c. The preparation and oxecutlon, in peace and In 
war, of the mllltary program, ~h!ch is the program ef 
the meeds of the Army as submlttod t~ and authorlzo~ by 
t~e Congress. 

The General Staff, h)vever, does not concern itself ~zth the non- 
mmlltary actlv~tles ,f the v'ar Department nor dlrectly ~ith ~ork 
~f an admlnlstratlve nature that pertalns to ostablmshod bureaus 
or off!cos of the War Department; nor ~th the dutles assigned by 
la~ and regulatlons to the Asslstant ~eeretary of ~ar, 

3, It will be noted from the above quotatlons of the 
Natlonal Defense Act that the General Staff is charge~, among ether 
th!ngs, wlth responslbll!ty for "the moblllzatlon of the manhood 
,f the nation and Its materlal resources l~ an emergency"o Thls 
duty concernlng the moblllzation of the natlon's materlal 
resources ~as transferred to the Asslstant Secretary ef Ja~ in a 
memorandum, G-~/861, ~gned by Major General J. G. Harbord, 
Actlng Chlef of Staff, December 26, 1921, ~Jhlch eontalns the 
follo~ing statement. 
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"2. The Secretary of ar has dec~ded that the respons- 
mbllmty for the 'mob~lmzatmon of ~*~mator~al resources' 
devolves upon the Assistant Secretary of ,~r under the 
provms~ons of the National Defense Act, as amended June 
4, 1920," 

The transfer of thms respons~b~Imty from the General Staff to the 
Assmstant Secretary of ~ar ms authorzzed by Ssctmon 5a, of the 
National Defense Act, whmch mnd~cate~ that the duties of the 
Assmstant oecretary of ar shall be those specmfmed ~n the 
National Defense Act and those assigned to hmm by the Secretary 
of ~ar .  

4. The ~ar Department General otaff ~s composed of 

a. The Chmof of Staff, ~hose autmes are prescr~bo~ 
by la~ as follows 

"The Chlef of Staff snail preslde over the ar Department 
General Staff and, under the dlrcct!on ef the Presldent, or 
of the Secretary of ar under the d!rectlon of the Preslden% 
shall cause to be made, by the ~r Department ~eneral Staff, 
t~e necessary plans for recrultlng, organ~zlng, supplylng, 
equlpplng, mobll!zlng, tralnlng, and demobmhzmng the Army 
of the Unmted States an~ for the use of the nmlltary forces 
for national defense. He shall transmt to the Secretary 
of ~ar the plans an~ recommendatmons preparo~ f~r that 
purpose by the War Department General Staff and advise h~m 
• n regm~dtherote - upon the approval of such plans or 
reeormmendat~ons by the Secretary of hat, he shall act as 
the ~gen% ef the Secretary of ~ar ~n carrymng the same mntn 
effect, u 

b. The Deputy Chmof of Staff, ~ho in addmtmon to 
acting for and mn the absence of the Ch!ef of Staff, ~s really the 
dmrector end coordmnator of the whole General Staff. 

c. The Personnel Dlvlslon, G-l, is charged in 
general ~Ith--those dutles of the War Department General Staff whloh 
relate to the personnel of the Army as lu~ivlduals. These dutles 
include such subjects as the procurement and proees~Ing of personne1~ 
decoratlons, rel~glous, recreatlonal and morale ~Jork, enemy allens, 
prls~ners of ~var, and conscientious ob3ectors, 

d. The Mllltary Intelllgence D1vlslon, G-2, Is 
eharge~ in general ~%h those dutlos of the ~qar ~epartment 
General Staff ~hlch relate to the colloctlon, ¢valuatlon, and 
dlssemmnat~on of mllltary informatlon. The mere important dutle~ 
asslgned to thls dlvlsJon include those connected ~vlth t~- 
ographlcal surveys and maps, mlllta~y attaches; relatlons ~ith 
the press, codes and clphers, consorshlp in tlme of war; and 
intel!igence personnel. 
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e. The @peratzons and Trsmnmng Dmvmsmon, G-3, ks charge~ 
zn general w~th those dutzes of the War Department General Staff 
whmch relate %o organmzatmon, tramnmng, and ~peratmons of the mmlmtary 
forces and ~hmch are not assigned to the War Plans ~mv~smon. The 
~ore mmportant dutmes of thms Dmvmsmon are those connected w~th 
tables of organ~zatmon, the mobml~zatzon, organmzatmon, and assmgnm~nt 
cf units, mmlmtary tramnmng, %r©op movements, and prmormtm.s relatmng 
to equzpment, replacements, and mob~lzzatmon. 

f. The Supply Dmvms~on, G-4, ~s charged mn general wmth 
those dutmes of the ~Var ~epartment General Staff whmoh relate t~ 
the supply of the Army. Thms Dmvmsmon ks mamnly concerne~ w~th th~ 
proparatmon of plans and polmomes and the control of actmv~t~es 
relatmng to th~ types and quantities of supplmes requmro£ by the 
Army mn peace ang war, the d~str~but~on, storage, and mssuo ~f 
supplmes, annual estmmates and the programs of expen~mture of appro- 
prm~te<~ funds, and the varmous l©gmstmcal features connected wmth 
~ar plans. 

~. The War Plans ~ivlsmon, ~f~PD, ks charged in general 
wmth those autmes Cf the V~rar ~epartment General Staff whmch relate 
to the formulatlon of plans for the use in the theater of war of 
the mmlltary forces, separately er in con~unctmon w~th the naval 
f~rces, ~n the natmonal defense. Thms Dmv~smon ms partmcularly 
• nterested mn the locatmon and character of coast and lan~ fortm- 
fmca%mons~ the estmmatos of the forces ro~umred for the various 
smtuat~ons affectmng national defense, the proparatmon and mnmtmal 
deployment ef forces; and the development aria dmstrmbutmon of the 
ma~or mtems of oqumpment. 

he The Budget and Loglslatlve Plarzalng Branch handles 
ccrtaln legms-'latmve and budgetary questzons as ~irectod by the 
Chlef of Staff. 

5. It can be seen from the foregolng that the ~mvmslons 
of the General Staff are organmzed on a functlonal basks. In each 
of the fmve D1vmsmons there are several branches whlch are organmzo4 
to handle speclfled classes of subjects pertsmnlng to that Dmvlsmono 
Oues%ons affectlng more than one Dmvmsmon of the General Staff are 
~f frequent occurrence. However, mn most of these questlons some 
one Dlvlsion has a paramount interest. That Dlvms!on normally 
consults ~ith the other Interested Dlvls!ons in the preparatm©n of 
actmon on sech questlons and refers the study to such Dmvmsmons 
for f~rmal concurrence before the ,study ±s presented to the Chmef 
of ~tsff. 

6, General Staff ~ork ks done emther~by indmvmduals or by 
co~mttees. On the larger problems such as the preparatlon of a 
new moo111zat~on plan, whmeh mnvo!ves ~o or more D~vmslons of the 
Gonersl Staff, the work ms done by 3nformal Commm%tees, the 
~ombers of ~hmeh are desmgnated by the heads of the varmous 
Dmvzsmons~ The stu~los prepared by the General Staff are mn the 
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form of a Memorandum for the Ghmef ~f Staff as prescrmbed mn the 
"Green Book". It is essential that %hose memoranda be concise and 
cover the mmportant facts relatmng to the questmons under consmderatmon 
and that the actmons recommended follo~ logmcal!y from the facts 
presented ~n the stud~os, In every case, the form and content of 
the actzonmust be complete so that ~hen the Chzef ef Staff approves 
mt n~ further General Staff actmon ~s necesoary except as mndmcato~ 
• n the wordmng of the actmon mtself. After approval, the studies 
are referred to The AdDutant Genersl for the necessary adm~n~stratmve 
actmen. The Deputy Chmef ,f Staff end the Assmstants Chmof ~f Staff 
are authorlzed, on matters under thezr supervlslon, t~ lSSDe 
mnstructmons ~n the name of the Secretary ~f War or of the Chmof ~f 
Staff. These mnstructmons are normally prepare~ mn the form of a 
memorandum for The A~utant General. 

7. The matter of concurrence ms of great mmportanco 
because by no other means can unmformmty and eontmnumty of action 
thro~ghout the ~r Department be secore~. These concurrences are 
• mportant for two mamn reasons. One ms t~ mne@rporato ~n the actmon 
all the vmews of the mnter~sted agenemes of the War Department s~ 
that the aetmon may be accurate and complete, and the ether ms t~ 
fammlmzrmze the mnterested agoncmes of the V~ar Department wmt~ what 
ms being done mn respect to the partmcular subjects mn ~hxch they 
are ~nterested. 

8. It Is !mportant t~ stress the eonnoctlon whlch exlsts 
~e~een the General Staff and the C1~lefs of the Arms and Serv!ces, 
The Chlefs of the Arms and Servlces have responslb111tles prescrlbed 
for them by la~ and regulatlon as has the General Staff. Thelr 
author!tl~s wlthln thelr respectlve provlnces should net be Invade~. 
However, it is necessary for the General Staff to coordlnato thelr 
aetlvltles for the purpose of unlty of ~ffort and for carrv1ng ~ut 
the ~ashes of th% Secretary ~f ~ar and the Chlof of Staff. In the 
matter of supply responslblllt~es I vlsh to po!nt out that the 
General Staff sets up reqalremonts, That Is, it spec!flos the types 
of equiDment and supplles needed, the amo1~nts noo£e~, and the tlme 
when needed. 0bvlously these detall~ ere necessary in order for 
the Asslstant Secretary of %at to prepare end execute plans for 
procurement, After the Items have boon procured they then come 
under the authorzty of the General Staff for the purposes of storage, 
dlstr&butzon, and Issue. I% can be seen, therefore, that the 
Supply Arms and Servlces work contlnuously In the matter of supply; 
part of the tlmo under the suporvlslon of the General Staff In 
preparlng requirements, part of the tlmo under the supervlslon of 
the Asslstant Secretary of ~ar in all matters of procurement; ane 
then agaln under the supervlslon ~f the General Staff mn mat+ers 
of storage and zssue. It ~s ~m2ortant that these dzst~nctzons be 
understood. 
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9, In addmtmon to the a~ovo montmoned ~utmes the 
General Staff has qumte a number of spoczal sub3ects and ~utmes 
ass~gne@ to mt such as those mn connectmon wmth the CCC and mn 
~thor dealmngs wmth the other governmental departments and agoncmes. 

I0. Somewhere wm ~h~n the admmnmstratmvo machinery ~f the 
ar Dopa~tmoht there exmsts an agency to whmch every problem~ no 

matter how unusual, can be properly referred for action as bemng 
wlthzn 'he logmslatmve scope of the actmvmtmos of that agency. It 
ms the d~ty of the General Staff to fmnd out what that agency ms 
and then to put the matter mn such shape that, mf pessmble to do s~ 
mt can be handled thereafter adm~nmstrat~vely by that agency. 
Fsmlure to follow th~s procedure always results mm the General Staff 
bocommng mnvolved ~n admmnmstrat~vo work whmch, mn prmncmple and 
because of the specmfmc provmsmons of law, ~ must avomd. ~enever 
cases referred to the General Staff tend to become routmne mt ms a 
s~gnal that the General Staff ~s unnecos~armly mnvadmng the domamn 
of adm~nmstratmon. 

lle Inky oplnlon, for an offlcor to quahfy as a "good 
General Staff offlcor" he should poe oss among ethers, two abllltles 
wh!ch s~em to m~ to be most essentmal, F~rst, he should be able 
to d!st.ngu~sh be~,een the important and the unmmportanto Because 
when a large f!le ef papers ms presented to hmm to make a study, 
whlch must conclude wmth a def!nlte act!on, mt ms necessary for hlm 
to be able to pmck out the essentlals and not become e~cambere~ wlta 
a lot of unlmportant details. Othorwlse he can never thlnk clearly, 
present hls thoughts, nor arrlve at sound conolusmons. Socond~y, 
he should be able to dlstmngulsh between spheres ~f resp~nsmblhty. 
He mu t understand that other Dmvmsmons ef the General Staff and 
other agonckes of the War Department are mQrc competent than he is, 
as a rule, to handle subjects pertamnmng to themr partlcular spheres 
• £ responslblhtyo Furthermore, valuable informatlon ~ncernlng 
any subDect ms frequently obtamnablo frem every other agency 
havlng a recponsmblllty in connectlon ~Itn that subject. In other 
~erds, no General Staff offlcor should attempt to usurp someone 
olsels authormty or to become self-suffmcmont. 

12, From the feregolng I hope you will understand that 
there is nothlng mysterlous about the GenQral Staff and that it has 
deflnlte, legal respbnslbllltles In connectlen wlth the functlonlng 
of mmlltary ostabllshment~ 
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DISCUSSION FOLLOWING LECTURE BY 

Lt. Colonel T. A. Terry, GSC 
December 4, 1935 

Q - Assumlng such leglslatlonwere posslble, v~ll you 

glve your reactlon to the idea of havlng the purchaslng actlvltles 

under the General Staff rather than under The Assistant Secretary of War? 

A - I thlnk that w~th the tralnlng we glve our offlcers In 

our schools, and partlcularly in the Army Industrlal College, they w111 

take any klnd of a law that Congress passes and do the best they can 

wlth it, Untll you try these various set-ups It !s pretty hard to make 

a comparlson; so I don/t know - except that when and if such a law is 

passed we will do the best we can, sust as we are dolng under the present 

law. 

Q -What changes ~f any are contemplated in the peace organlza- 

tlon of the General Staff and what are contemplated in war-tlme ~ 

A - The only change I can see would be one of expansion, and 

of course, there would be more act!vlty golng on. Each dlvlsion of the 

General Staff has a ready plan whlch provldes for its expanslon and 

allocatlon of r~sponslb!lltles durlng an emergency. 

Q -What would happen to the War Plans Divls!on and the Legls- 

latlve Plann~ng Branch~ 

A - It depends very largely on what k~nd of war we are in. 

It is contemplated that certaln members of the War Plans Dlvlslon will 

go out to G.H.Q and take Important posltlons there. However, thelr plans 

must be kept up to date. We may get ~nto the green plan but at the same 

tlme we could not suet drop work on the other color plans because they 

m~ght come into use before the war was over. However, a number of offlcers 



would go to G.H.Q. and hold Important posltlons on the staff of 

the commandlng general. 

Bud~dt ~n 
Q- about t e Leg slat ve Branoh  

A - That is a creatlon of the General Staff and I assume 

the Chlef of Staff would have It contlnue to prepare the annual 

estlmates. That is important and arduous work. 

Q - In tlme of stress we have seen the SOS and the PS&T 

establlshed. That was I? years ago. Do you th~nk the development of 

organlzatlons in the War Department has reached a stage where they 

can stand a perlod of stress wlthout reorganlzatlon ~ 

A - I thank so - but we don't know wlthr~ tryang it. I 

heard an offaeer a few days ago~d~scuss the relatlve merats of the 

present system and the PS&T system durlng the war and he thanks, (and 

I have a great deal of respect for hls oplnlen) that thls system 

superaor and that at will work. Every one as tralned to at now and 

we dad not have that durlng the war. I thank thls tralnang is golng to 

act as a lubrlcant to the machane an the next war and I thlnk v~th the 

traln~ng our offlcers are getting they will be able to make almost any 

klnd of system functlon. 

Q - De you thlnk that G-4 havang been traaned as staff corps 

can carry out the functaons of the PS&T ~ 

A - If G-4 functlons as I thank it should it wall not try ~o 

become a Quartermaster General. It s ould make plans so that the Quar- 

termaster General and the other chlefs of branches can see what thear 

job Is. I thlnk the Quartermaster General ~s as capable of dolng the 
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3ob as anyone else. When you make known to the Chlef of Ordnance or 

any other chief just what hls 3ob is, he Is perfectly able to carry it 

out. The duty of the General Staff is to make known the requlrements 

and say whose 3ob It is to carry It out. 

Q - Take the Orange war. I see a great volume of supplies 

going through San Frauclsco. Do you thlnkw~thout any deflnlte coordl- 

natlng agency you will be able to keep your supplles flowlng into the 

Paclflc as smoothly as they could~ 

A - We expect to have a coordlnatlng agency. The Quartermaster 

General is the trafflc agent for the whole War Department, he handles all 

movements and would doubtless have a regulatlng offlcer who would check 

the flow of suppl!es to the port and prevent it belng 3ammed as Hoboken 

was durlng the World War. He has slttlng at hls elbow the representatives 

of the railroads telllng them what we want and to what extent movements 

canbe made, so far as the railroad vlewpolnt is concerned. But there 

mus~be ~egulatlen and the General Staff has set up the necessary regula- 

tory system - not an operatln~ system. The Quartermaster General, Chlef 

of Ordnance, and ~he others will do the operatlng. 

Q - Can you tell us a llttle about the dutles of the Executlve 

for Reserve Affazrs? 

A - I have not had much contact wlth hlm. The Chlef of Staff 

refers certaln etudles to hlm and he advlses in matters pertalnlng to 

reserves; he also contacts reserve organ!zatlons so that they v~ll feel 

there Is a polnt of contact for questlons that come up and where they can 

flnd out what they want to know. He can tell them or f!nd out for them. 
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I am not very famlllar wlth has 3ob but I know he advlses the Chaef of 

Staff and the Chaef of Stafforefers to hlm studles on the features of the 

reserve. He as the contact for all reserve offlcers and organlzatlons. 

Q -What provlslon~ Is there for thls trafflc control you spoke 

about together wlth prlorltaes on requarements of the f~ont - supposlng at 

Is an overseas campalgn? 

A - The theatre of operataons has got to make known its demands. 

Durlng the World War there was a cablegram to V~ashangton every day- sometlmes 

many of them - about what the A.E.F. needed,and we expect to be informed 

from any theatre as to what the theatre commander needs for hls campalgn, 

and then the War Department has got to see that these needs are s ~plled as 

well as they can be. For anstanee, the theater commander may want a large 

shlpment of ammunlt~on and It is a matter of procurang these thlngs a~d 

shIppang them to ham an the most expedltlous manner. It is hard to say how 

each atem would be handled bnt that is the idea of these procurlng servlces. 

The Quartermaster General would see that he got Quartermaster supplles, and 

the Chl@f o ~ Ordnance that he got 0rdnanc~ supplles, etc. They would be 

regulated by the Genera~ ~ Staff. The General Staff coordlnates but does 

not operate,and should not eperate. If it does it will fall. The Quarter- 

master General can do the 3ob better than any General Staff offlcer could, 

and so wlth the other chlefs. 

Q - Would you care to dlscuss the relatlonshlp between the IVar 

and State Departments in war plannlng? You saad the Sate Department refers 
matters to the War Department. 

A - I don't know of any part!cular interest the State Department 

has in war plannang except as a matter of general ~nformatlon. The State 

Department has charge of ~ssulng llcenses for the export of arms. The 
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Esplonage Act of 1917 forbids dlscloslng ~ military secrets so~en 

anyone applles for a permlt to expert alrplanes or weapons the Secretary 

of State asks if there Is any mllltary secret about thls and if we say no 

he lets them have It ~f It is wlthln regulatlons. He slmply contacts the 

War and Navy Departments about secrecy in its relatlon to natlonal defense. 

That ~s all. That has just been deolded, by the way, but it is only of 

interest to the War and Navy Departments in that way. 

Q - In the last war it appears that there was a great deal of 

interference wlth the varlous branches of the War Dep~tment by restrlctlve 

leglslatlon and it vfas qulte a while before It ~as l~fted. I notlce the 

General Staff drafts emergency leglslatlon. Is It the policy of the Staff 

to draft It so as to get it approved qulckly in war? 

A - They have a number of acts drafted and ready to p~sent to 

Congress in Me hope that Congress will pass them promptly. It is pretty 

hard to get a law on the books removed but they have a number of drafts of 

deslred leglslatlon alre~y prepared and ready to present at the flrst 

opportunity - hoplng that ~t w~ll be speeded through. ~at is partlcularly 

true of the draft, and several ~thers. 

Q - Would you explazn the relatlonshIp between the Budget 0ffloer 

of the War Department and the Budget and Leglslatlve Plannlng Branch of the 

General Staff? 

A - The Budget Offlcer of the War Depa~ment Is the Chlef of 

Finance, deslgnated by the Chlef of Staff as Budget Offlcer. The Chlef 

of Staff could deslgnate any one else he desired. As Budget Offlcer the 

Chlef of Finance is really the adjutant general of the budget, and the 
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budget havlng b~en prepared, he issues authorltles for expendltures 

and keeps books on what has been allotted aqd what ms held in reserve, 

the amounts of various approprlat~ons allotted, and the record of the 

expend!tures of the sT@ply brnnohes. The Chlef of Staff v~uld also 

ask how much was zn reserve In ~uch and such approprlatlon, and that Is 
/ 

the job of the Budget Offlcer for the War Department who happens to be 

the Chlef of Finance. 

Q -What does the G-4 Sectlon do In its supervls~on to prevent 

competztlon between the varlous arms and servmces In the procurement of 

supplles ? 

A - Nothlng. That is the job of The A~istant Secretary of War. 

Q - Do ~ou h~ve anyway of preventlng com~tltlon between 

Corps Areas in case of emergency or would that also be a functlon of the 

A.S.W.~ 

A - Do you mean after the materiel is procured and on hand? 

Q - In the procurement and requlsltlon from Infantry and 

say, the Chemlcal Warfare Servlee - two dlfferent branches that are after 

the same materlal - how Is It coord!nated so there won't be competltlon 

between the two branches? Say a dealer handles one product and it is 

requlred by two branches of the servmce. How do you keep the two from 

blddlng agalnst each other? 

A - Let us take for instance a machlne gun. Suppose the Colt 

p~ople make them, and the Infantry and Cavalry together need 1,000. The 

Asslst~nt Secretary of War trles to procure the thousaudmachlne guns. 

His concern is to get them and he doesn't care whether the Cavalry or 
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Infantry uses them. The Cavalry does not do any procurlng, and 

nelther does the Infantry, that would be done by the Chlef of Ordnance 

under The Ass!s%ant Secretary. Any problem of procurement between the 

two b~anches is handled by The Asslstant Secretary. 

Q - How can you control that ~en you have competltlon between 

two Corps Areas - where you have decentrallzed control actlvlty, and two 

branches after the same material? 

A - All purchaslng Is done by the procurement dlstrlcts on 

authorlzat!o~ of The Asslstant Secretary of War. It is not a function 

of the General Staff. 

Q - As I understand It, in mob111zlng the CCC they expanded 

up to 500,000 men. How much addltlonal personnel was necessary on the 

General Staff and dld they have to do any reorganlzlng to meet that 9 

A - That is a speclal case and I am glad you brought It up. 

The CCC was an unusual set-up. It has a Director and he Is glven auth- 

orlty to pass on all pollcles and make declslons about loca~lons of 

camps, types of s1~plles and bulldlngs - whether they should be built 

locally or contracted for In quantlty and shlpped. In order to prevent 

from 
thls Olrector of the CCC/g~orders to the Quartermaster General, the 

Chlef of Ordnance, etc., they had all orders head into one offlce, and 

that happened to be G-4 on matters of supplles and all others, G-3. 

There have been detailed in G-3 about ~o offlcers to handle matters of 

the CCC. L1kewlse, in G-4, Colonel Jones has handled all the supply 

matters from~. Feokner and gettlng them into shape to go to the Quar- 

termaster General or the Surgeon General to carry out the ideas. Be 

have not had any Increase ~n personnel except some stenographers - ~rks 
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to handle the extra paper work. Colonel Jones is attemptlng at the 

present tlme to have a certaln amount of decentrallzatlon - to prevent 

as much of that work as he can from golng to the General Staff. 

Q - You have Indaeated that G-4 has an interest an the dls- 

tr~butaon of funds after the annual appropraatlon as made and that it 

sets up requlrements. Can you kndlcate a lkttle of the method and 

procedure of how those requkrements are set up and what they are based on? 

A - After the approprkataon bkll as passed by Congress G-4 

has an expendlture program wh~ch ks approved by the Chlef of Staff 

after conference wath every one concerned. That sets up undor each 

appropraataon how much shall be held kn reserve, how much turned over 

to the Supply Arms and 8ervkces. That happens about the begknnlng of 

the flscal year. At the begknnkng of the fkscal year the chiefs of 

Supply Arms and Servkces put an requlrements programs because what was 

inatkally set up an the estamates very rarely comes out at the other end 

looklng lake it dkd ~n the beg~nnkng. You may put in for lO0 tanks, and 

you may get 5 or 10. Let us go back to the old questlon of machlne guns. 

Suppose the Chlef of Ordnance puts In for 100 - 50 e allber machkne guns, 

and the estamate ks defended and the appropraataon only provldes for 60. 

When he gets thas allotment he has to say how he would lake to spend it. 

So he says he wotkl llke to buy 60 maohkne guns and other Ordnance property 

because they are needed for the servlce and to keep h!s establlshments 

goang. That is flnally approved by the Ch!ef of Staff and ks called a 

Requlrements Program. After approval kt then becomes, so far as The 

Asslstant Secretary ks concerned, the bas~s of a procureme~ program. 
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That applles prlmarlly to such thlngs that we call Control I,ems. 

The Chle~ of Branches can buy thlngs on thelr own - llke cleanlng and 

preservlngmaterlals, ratlons, etc. 

Q -Why does the Deputy Chlef of Staff report dlrectly to 

the Secretary ofWar wlthout golng to the Chlef of Staff on a great 

many matters? 

A - I presume at as because the Secretary of War told hlm to. 

Q - How does the Four Army Plan and the Gener~ Headquarters 

Air Force fat anto thxs pacture. Does the General Staff exerclse supe~vlsao, 

A - The General Staff is charged wlth preparang plans for mob- 

alazataon. Of course, the Four Army set-up and the GHQ are set up by 

the Chaef of Staff as proper organlzataons of the Army. Havlng made 

that declsaon at became the duty of the War Department to work out a 

plan for supplyang it. There as a mobllaxatlon plan for that. Now we 

have a fanlshed requirements program of supplaes and equapment needed 

for those forces; at has just been approved. So far as that is concerned, 

the A.S.W. now has a statement of requlrements for t e ~oballzatlon Plan 

of 193S whach covers the Four Army and GHQ and he has had to go ahead 

wlth procurement planning operataons. The General Staff prepares plans 

for whatever forces the Chlef of Staff Indacates shall be provaded for. 

Q - The Army is workang at the present tlme on changlng the 

organlzatlon of the davlslon. About how much change will that make In 

supply requirements? 

A - I don't know. It depends on what ~y approve. It has 

just begun and they have not yet gotten the agenda of that commlttee 
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approved by the Chief of Staff. I do know we are havlng a study made 

on the motorlzatlon of the supply system ~n the fleld forces. Hhat that 

will be flnally, I don't know. It la almed at maklng the Army more mobile. 

How successful it w~ll be is a matter of speculatlon because everybody wants 

everythlng they can get thelr hands to go along wlth the forces when they 

take the fleld. 

Q - Will you explaln the fmnctlons of the Secretary of the 

General Staff~ 

A - The Secretary of the General Staff is really the assistant 

to the Chief of Staff and to the Deputy Chlef o9 Staff. His functlon 

primarily Is to receive all studles from llVlSlOnS of the General Staff, 

he looks them over and famll!arlzes hlmself wlth them. If you stop to 

reallze that probably thlrty or forty or a hundred come In each day you 

will see that the Chlef of Staff obvlously could not read over them all 

and still do anythlng else, so the Secretary reads them over and goes ~n 

to the Deputy or the Chlef of Staff (whl~chever Is to handle them) and 

glves hlm a resume of the case. Whether or not the Deputy or the Chlef 

of Staff wants to read it over depends upon how important It is, and then 

action is taken. His prlnclpal job is to prepare cases fob conslderatlon 

by the Chlef of Staff or Deputy Chlef of Staff, and also, he handles such 

thlngs as arranglng conferences, etc. He is, ~n fact, secretary in the 

offlce of the Chlef of Staff. 

Col.Harrls~ - With reference to Captaln Wllterd~nk's questlon on coordlna- 

t~on, I shall endeavor on Frlday to cover that subsect. I should llke to 

call attentlon to the fact that Colonel Terry is closer to a coordlnator 

than any member of the General Staff in that he is a member of the Army 
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and Navy ~un~tlons Board. 

Colonel ~cFarla~d. ~y comment would be that Colonel Terry 

has oeen entlrely too modest In the tremendous !mportance of the work 

done by the General Staff. My observatlon has been that G-4 does most of 

the work done by the General Staff. It seems to me that every paper that 

comes to our ofiflce comes through G-4 and it Is not always because It 

pertalns to procurement. No matter what the set up, !t seems that G-4 

has had that paper referred to ~t Certalnly the General S%aff now 

en3oys a posltlon in the Army that cannot be replaced and before Its 

establlshment I thlnk the Army must have bemu run on the prlnclple of a 

dlctatorshIp. Perhaps it ought to be, but that dlctator hasto be very 

very well advlsed and before the establlshment of the General Staff I 

thlnkwe have plenty of instances in h~story to show that that dlctator 

was not well advlsed. I am sure the Chlef of Staff now is very well 

advised by hls General Staff and ! cannot Imaglne our Army runnlng wlthout 

It. 

Colonel Jordan Havln G served a tour on the General Staff in 

G-4, I want to say that what Colonel McFarland has sald about the amount 

of work Is absolutely true. I clrculated around amon G the other dlvlslons 

of the General Staff and I don't belleve one of them has the hard problems 

G-4 has. Colonel Terry's partlcular posltlon In the Plam~Ing Brauch of G-4 

Is, to my mlnd, one of the most important in the whole General Staff. You 

can get men to do all klnds of thlngs but ~he man who has to reallze the 

llm~t on munltlons Is the man who occupies the key posltlon. Colonel Terry 

is that man. 

- ll - 


