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PROCUREMENT AND SUPPLY OF THE C.C.C.

1. On Deccmber 29, 1933, after the CeCsCe had been in
operation for nine months, at an authorized sbrength of 300,000
men, the Assistant Chief of Staff, G~4, submitted to the Chief
of Staff a memorandum dealing with CsCeCe. supply. It was
darected at bringing out the difficulties encountered and the
departures from normal Wer Department procedure, particularly
in G-4's relations wilh other "'ar Department sgencies, It 18
believed that the C.C.C. oporalions during the succeeding years
have not vibtiated any of the opinions expressed two ,ears 0.go,
but rather have confirwred them.

2. The follouing includes all of the pertinent subject
matter of the meworandum, with a few notes to explain recent
developments or changes in procedore, It is assumed that all
who are interested in this subject have a working knowledge of
normal War Department procedurec,

3. In a mobilization of the Army, G-4 would have important

By

contacts waith all of the Divisions of the Staff. In the supply of

the CeCele, contacts with G-2 and the War Plans Division have
been absolutely lacking, and those with G~1 have been relatively
few.

4. Relations with G=3,.

. Inaitial rclations with G-3 were different from what
they would be 1in an Army mobilization. While G-4 had a consider=
able part in thc studies and estimates preliminary to the
inxtiction of the C.CeCs project, as soon as a G-3 representabive
wos named "ur Department Represcntative on the Advaisory Council,
the normal War Departmont relationships were changed. In CeCeCs
work, the War Decpartment Represenlative and his immediate
assistants in G-3, became the chonnels of contacts waith the
Dircetor and with the Deputy Chicef of Staff to the exclusion in
considerable measure of the olher Steff divaisionse. The press of
the work in presenting plans, ostimatos and rccommendations,
and in attending conferences, was apparcntly so heavy upon the
Wor Department Represemtative that he found 1t advisable, 1f
not nccessary, to short-cut the costoblished meothods of referring
mattors pertaining to other St~ff Divisions to thosc Divisaons
for action or concurience. The officofs in G-3 charged wath the
work of preparing plans, which neccssarily included supply,
transportabion, and finance factors, consulted with officers in
G~4 upon these mattors, and incorpor.ted tnec agrcoments reached
into the plens., There were no controversics or disagrcements,




but the method of work was not according to estoblishced procedurcs
The result, in ~ way, was bto ecsbeblaish tne War Dep.rtmont Repre=-
sentative and the G-3 Divisaion in a position of superioraity o
the other Divisions ond to le~ve to theoir option the extuent o
which informabtion was furnishcd and assistance requested from
other Divisionse It was apprrent that cortrin officers in G=-3
were corrying an overwhcelming burdon of work while the normal
work in G-4 was hardly disturbed., The sibuation roflcets

doubt upon the effcctiveness of the prescat 3taff scbeup to
producc cmeorgeney plons under severc time limits by working
according to csteblished Staff procedorce. The officor cherged
with the dvty of submitiing o completc plen within, say, 48

hours neturally puts the burden upon men under his own control,
in whom he has confidence, rothor than trusting to the collateral
nd cooperative efforts of numcrous othor Divisions over which
he has no control,

be The final relations wath G-3 have doveloped in & woy to
cn~ble G=4 to handlc the supply, construction and fMnancial
phases of the work according to normel 8taff proccdurc. The Ver
Dep-rtment Representalive first cdopted the plon of forwerding
informetion and instructions rcceaved irom the Direcctor upon these
matiers to G-4 as a matbtor pertaining to his office, and G-4
prepered cclion for the signeturc of the War Depertmoent Ropre-
sentative or the concurrence of G-3, as the case requircd. The
situation corresponded to normal operation of the Staff system,
cxcopt 28 to chenncls of corrcspondence and contact with the
Dircetor. Taesc werc through the War Depirtmont Represcntrtive
to the cxtent judged desireble by ham, with only important
matters tremsmitted through The Adjubant Geneoral, Later the
proccdurc was further simplifaiecd by hevaing G-4 correspoad dircetly
on supply matters with Chiefs of the Supply Sorvices on the one
hend and with the Dircctor, F.CoeW.e, on the othere

be Relations with The OGuartermoster General,

2+ As stoted above, normal Staff procedurc wms ignored in
working out meny feetures of the plan., The lists of clothing
and cquaipment to be issued, tho conception as to gencral types of
f1eld shelter and the rosulting man-day cost cstimates were based
upon the combined judgment of the C=3 ~nd G-4 officors doing this
work. Chiecfs of Supply Secrvices were consultcd, ond furnished
readily availoble inform~tion and cdvice, but Corps irca Commonders
were not consulted,
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‘thile these cllowances and cstimates werce submitted
priverily as ~n initicl besis for sceuring funds, for making
ostime bes of requirements by supply sorvices, ~nd for moking
initiol ~llotrients to Corps xrens, they served waithout material
revision during the ontire first period of the work.

b. (1) ¥1th the dircelives pascd upon thesc allow ncos
and cstimetes, The Ouartermnster Generel promptly caloulated
supply reguircments, initinted procurcnent ond arranged for 1issue

of availible 1ar Deprrinent stocks. To ~ch crierpencics, Corps
-rea Commnnders worc aubthoraized to moke loe-l purchescs and to
vary allow-nces s speeral circunstancces required,

(2) The initiel offort boing made in the spraing nd
summor, shorteges of clothing and sheltor imposcd no grect herd-
ship on the nen. Howover, the shortages wore not acute ot thas
stage, duc to the widely dastributed stocks of "fr Deprrtmncnt
supplics, the cnorgency mecasures t<ken by Tho Ouarterraster
Goneral in purchasing new supplies end the wide authority given
Corps roa Correnders to purchasc loerlly. The President!s
progran, announced on Moy 10 to put 300,000 ren into ficld corps
by July 1, could not heve beocn met had any one of thosc Threo
conditions fecilateting supply been abscnt. The cvidenec 1s cone-
clusive that ¢ repid mobilizobion wall feil in 1ts supply pheses
unless steps simil'r to thosc lakcn in the initial phescs of
the C.CuC, onrollment ~rc adopted., Further, 1t must be renembered
that the C.C,C. cquapment included nothing of 4 specicl neturc -
nothing not susccptible of substitution or cliran~tion. Where
spocinl supplios or cquiprint, such as nrnms, arrwunition, g-s
mesks, end tochunic~l wchicles, not av-ileblc cormercinlly, ~re
reguired, the only hope for repad rnobalizetion lics in reserves
of such supplies cnd cquipment. Thilec the Ouarternaster ~nd
1 edical supply csteblishnents wore largely concerncd in the CuCeC.
cffort, the Ordnance, Engincor, Chemicel Varfare, -nd .i1r Corps
supply scrvices werc not ffeeted ¢t ~1le Thesc latter ere the
scrvices nost concernod with toeehnieal cquipnent, nceess-ry for
var ond not ~vailable cormerca.lly. They have roccived no tost
by the CeCeCs cnrollnent.

ce {1) After the anilial supply was accorplished, the
Dircctor and the Assistent Scerctary of 'r began to excrcise a
limtoed centrel control over procurcnent. This contrel became
effoctive about The time supply of the 1933 wintor contingent
becaiic noeessary, The Dircetor now roquared thot cll single
purchascs anvolving morc than $2,500 rcceive his prior approval
cxecpt 1n casc of subsistence. In the boginning, this approvel had
been delegated to the Scorctrry of lor, The .ssistont Sceretery
instituted o ruch rore strict supervision over certain purchascs.

B



The authority for Corps .rea Cormanders to nake local purchascs

of clothing, equipage, and camp equiptient was revokeds This
central control comsiderably inereescd the tine required for
procurcncent. Morcover, loc.l Wer Deopartment stocks were
practically cxhousted. The result was that slowness of supply
beeame the subject of considerable complaint which, of coursec,

was stirmlatod by the disconforts of winter. The decision to
continuec the c¢ffort through the winter was not announced until
late sugust ~nd this delay made difficulbics of supply end shelter
inevit ble, but the fact rennins that procurcment for the sccond
phasc wes slowor than for the fairst. Instructions to construct
wainter ¢ rps werce 1ssucd in September, but all clectric genecrotors
for the e rps werc not delivercd nt the cnd of the year. Some 400
motor wvchielos, approved for procurcricnt in Soptember, required
~bout five ronths for delavery, whoerces the 3,600 ruthorized in
ey werc corpleotely delivored in 47 days from dete of authorazoa-
tion, and at o unit cost less thon for thosc in tho sccond group.
Othor dxamples could be cited.

(2) "Ihale orcrgeney purchascs and local procurement
doubtless cntailed ~ddecd oxpense in soric cascs and rcesulted in
somc acceptonee of inforior articles and possibly cousced some
rinor cormpetition anong Government agonts, the action tcken produced
rcsults, From tho G-4 st ndpoant, i1t appecars that the strict appli-
calion of the central control hendicapped the work to an extent not
conpensnted for by the more orderly procedure which such control
doubtless pronotes, The existing sot-up for robilization of
industry in 1ls larger spects has not been tested. The effort
hns been too small to require 1ts operntion. The system 1s designed
to necct noajor cnergencies by the elirmination of the cvils of compe-
tition among Governnent ~goncies and nnl=dastrabution of burdens
uper industry, and by insuring proper ubtilization of exaisting
resources. The ninor emcrgency of tne CeCuCe hes not brought these
cvals to the front, but has crnphasized the necessaty of utilizing
local resources and ciergency procurcnent methods where quick
results ~re reoquircd. '

(3) The cbove considerations, in the opinion of the Supply
Divaision, G=4, indic.tc the necessity for decentralization of
control over procurcroent in the eorly sbages of ¢n energency
mobilization. However, it 1s believed the reans for securing such
decentralazation as roy appear desirable st the time are fully
provided for in existing roguletions (M.R. 4~4, Novermber 27, 1933).

(4) Whale, an the CeC.C. work, C-4 has straictly rmoanteaned
the ~ttitude thet vhon roguareients have been deteriiined, procurc=
rent 1s o responsibilaity of The Ouarternester Geneoral under super=-
vision of The .ssistant Secrctcry of 1r, he has beon vitelly
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intorcsted in the resultss Fron the G~4 stondpoinb, 1t appears
that the contral control has becn opplicd somewhat too strietly,
1n advance of the rcal necessity of the case, and to the detriment
of prorptness of supplye. There roy be corpensating conditions
which, 1f cxastent, will doubtless be pointed out by others.

de The transportation of the enrolleces to roconditioning
camps ond thence to work canps, presented a situetion similar to
1natil nobilization. Trovel by rcil was perforncd according to
an cgreerent to which -1l rail carricrs Jointly subscribed ~nd
which was negoti~tod by The Quarberrester General. The agrecnent
saved many millions of dollers as comparcd to publashed r-tes.
Scverel Corps ..ron Cormanders complaincd that the requircnont
that the sorvico be performed by roi1l, where suvitable facilaties
existed, costoppoed then from neking convenient and ~dv-ntageous
~rrongements with bus and trucking corpcnics. The lesson to be
learned from this s that the bus end trucking industry is not
yet orgenized on o senle so nabionel s to permt generel -greercnts
for the usc of these feealities to be made by a central egency,
but presents o powerful fecilaity for the usc of local corronderss
In the prescnt case, where 1t was necessery to prormise the roil
carricrs o practic~l ronopoly on the business in return for rate
concessiorns, the irteorest of the Governrment was dnubtless well
served, but in ¢ general mobilization where trensportation facilities
becore scarce, 1t wall be neccessary to permit local cormenders to
moke full use of corwiercial buses and trucks available in thear
arcas,

ce Storege and distribution. Since the supply effort of the
CeCeCe hs not 1nvolved scriousiy eny of the supply services coxcept
the Quertermester Corps, 1t has been unnecessary for the Staff to
coordinite storago. The existing foeilatiries aveilable to The
Qu.rtern ster Gencral and to Corps :rea Cormanders have been
utilized. It wes judged best in the beginning to authorize Corps
«rea Cormnnders to organize supply estiblishrnents ot addational
points in their arecas where they decned necessery, «nd they have
availed thenselves of the wthoraty, but G-4 has not supcrvised
or interfercd with thesc ¢stablaishrents in ~ny way -- not evon to
the cxtent of calling for a list of ther. It 1s believed that
this pelicy has beon amply justified by results. In the ritter of
distribution of supplies, 1t woas prescribed thot each C.C.C. company
should leave 1ts conditioning carp fully cquippeds This elirmaneted
the Wr Departnent fromn concorn in the details of initiel distribu-
tion, except 1n tracing dowm cormplaints of shortnges and orderang
ericrgency action in cortain specific cascs, ilost of this cction
was taken by The Quarterinster Gencral, but sorme of the cnses
rcached the Staff and the . ssistant Secrctary of ', particularly
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whon wintor shortages began to appoare It 1s belaeved thatl thas

pl n of cquipping the first units of ¢ gencral mobilization for
wor abt existing milatory posts and through esteblished peoce-time
channels, 1s sound. 18 the effort progresses, nnd the procurenent
prograr colwes into operation, 1t will be nccessary to costablish
additionnl slor~ge f£reilitics ond chonnels of distribution to mect
the situction as 1t devclops.

f. Shelter, ¢

(1) Initi~lly, the Staff conceived the generel type and
exstont of shelter to be provided, sot average moncy allowances in
the scovernl Corps . roas, and left Corps srea Corryndors free to
construct tne cemps. Later, the Darector undert ok to fix all
wiges paid for the work, ~nd Lo prescribe the gr de of lumber to
be used, thus invelving himsclf in a voluriinous correspondcencc with
the r Department upon dete 1ls which under sound Yar Departrnont
organtzation would be hondlcd by ficld subordinates. It wes
necessary for some “or Deprriicnt agenecy to assurie the duty of
makarg the investigations wnd reccivaing ond transnitting the
Dircetor's instructions on those detarls, end the 0fficc of the
«ss1stont Scerel~ry of "ar ssuned thas duly. Corrmnications on
thesce mitters are propared in the Offico of the . ssistant Scerctery
and tronsimtted to Corps :sree Cormonders by The . djutant General.
Sance nany of the Dircctor's communications reech =4, 1 working
~greement has been roeched Lebween the twoe offices for an exchenge
of copics of action taken by cathecr, which might concern thc other.
The present circunstance which involves the ._ssistoant Seerctary in
¢ mess of correspnndence upon details of work cheorged to Corps
wroa Cormanders, rust not be considered normel or soncthing to be
pernitted in mobilizetione. There construction work is cherged to
Corps Arca Cornwmnders, the Ver Dep-ritnent should reofrain from
interfercnce in details, (Tn the casc of large projects excouted
under The Ouartcerroster Genercl, the latter should be the recipient
of such instructions as othcr lar Depertient gencics rey 1ssuc.)

(2) The 1mitial cnrollnent being in surmer, 1t was possible
to h"ndlc the nen in conditioning c uips located at exasting posts,
carps, -nd stations, 117,000 werc so accormodated at onc tire with-
out undue strnain and iath but 1mnor cxbtension of faciliticss. lore
could heve beon handlcd, af nccessaryve The condation would have
been different in winter, and large usc of cxaisting commercial
shelteor would have been necessery. The construction of wainter
snelter, cven for the si111l unats of 200 nen, required two to three
months, The problem of shelter for ¢ real nobilizetion, especially
1f initiated in winter, remcains unsolvel.
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6+ Relations with other supply sorvices.

r. A4S clroady pointed out, supply serviccs other than
the Ouertermester Corps were not involved in the CeC.Cs work to ~ny
notable oxtent. The Medacal Depertrment has had a lorge shore in
the work as an opernting ogency, but i1ts supply problens have not
come tn the mnotice of (-4, This fact indieates that an effort of
the s1ze of the C.CeCy puts no prriicul~r strain upon nedical

supply.

7« Relations with the Chief of Financc.

s The Chief of Fannnce holds C.C.Cs funds subject to
cllotrnent to the supply sorvices nd to Corps .rea Cormanders as
directed by the Secrctary of ar. Thile the estirmctes upon which
funds oro allotted to the "mar Deportrent ~re broken down into
general classifications for the purpose of cnobling \ proper
defense to be mode before the Dircetor, Burcou of the Budget, and
to serve os ¢ gencrel pguide to the Chief of Finarce and G-4 1n
recormending allolnents, the funds arc nade avail~ble in a lurwp
sun rother than for speecafic purposecs. This gaves great latibude
to the Seerctery of "ar in using the funds to the best needs of the
works. Thile a robilization for war will probably brang with i1t
ermple funds to neot the neoeds of all Yur Departrnent activities, the
greater the cxtont to which thesc funds are made available for all
Var Department needs, the better will the =r Departrient be ablc To
apply then whero most ncoded in the conduet of the war. The lurmp
sun prainciple should be insisted upon by the Var Departnrent.

b. The rclations between the Chief of Finance and G-4
on C.C C. budgetary nmittors have departed from lar Department
norrmnl proetice. .8 pointed out ~bove, tho estinates for 1ar
Deprriment participation have becn asserbled by G-4 and trensriitted
by the Chief of Stoff to the Director. It secems prencture to at-
terpt to drew any lesson fror this situation. The reletion of the
Chicf of Finence to the central Disbursing ..gency in the Treasury
Dopertment may eventuelly be such ns to change his relation to
other " ar Depertment agencicse.

8 Reloetions with the Deputy Chicf of Staff,

ae In the initial discusgrons of the C C C project,
1t was suggested that ~uthority to act "by cuthority of the
Secret ry of "™r" be definitely dclogrted to G-4 withan specaficd
money lirats  $1,000,000 and 500,000 werc suggested as such
limats. No defanate actbion w~s fakon on this suggestion, so the
plon has been followed in G=4 of submitting through nerrel chennels
such netbers as 1t wns thought the Dopubty Chicf of Staff would
desire to act upon. 'hile cction was expeditod to some extent

- 7 -



by authority given for Chiefs of Services and G-4 to
correspond and confer directly upon C C.C matters, G-4 .
has felt that the situation would have been improved by

a specific and broad delegation of authoraity to G-4, thus
eliminating one more time facktor With G-4 thoroughly

informed as to the general policies of higher authority,

1t 1s believed that the delegation of authority originally

proposed would not have resulted in any action maberially

different from what has been teéken. The guestion of dele-

gation of authority 1s of course entirely opbtional with

higher authority, but G-4 1s convinced that present War

Department organization and practice will fail in war

unless wide authority to act "by authority ef the Secretary

of War" 1s delegated to the Assistants to the Chief of Staff

when the emergency arises.

NOTE., Saince the above was written, G-4, without
specifrc authority bubt without objection on the part of the
higher authority, has reduced the number of C C C financial
questions referred Lo the Chief of Staff to the point where
practically none of them are referred, except the periodic
cost estimates This has greatly expedited the work.

9. Relations with the Assistant Secretary of War

&  These have been %ouched upon in the discussion
of relations with The Quartermaster General. In the rush of .
planning and acting to meeting the President's objective of
300,000 men 1n the woods by July 1, the Office of the Assistant
Secretary of War was not included. It was only when the con-
troversies with the Director regarding purchase of toilet
k1ts, and apparent atbtempbts on his part to take charge of
procurement arose, that the Assistant Secretary was involved.
G-4 has been in thorough sympathy with the Assistant Secretary
in his attempbs to minimize the delays imposed by the Direc-
tor's insistence upon supervision of the details of reguire-
ments and procurement But 1t appears from the G-4 stand-
point that the Assistant Secretary of "lar has been drawn into
8. supervision of purchases made by The Quartermasbter General
much more rigid than would be advanbageous in war  The
slowing down 1n C.C C procurcment by reason of this close
dual supervision and withoubt any real need which 1s apparent
to G-4, 1s, 1n the opinion of G-4, a valuable lesson ag to
what should not occour in war *
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b It 1s suggested that a joint study bc made
by officers representing the Assistant Secretary of War
and thc Chief of Staff, to determine definitely the im-
plications of thec present situation as projected into war,
and to determine whether anything can be done to expedite
procurement 1n casc of a continuance of the ¢ C C

10 Miscellaneous.,

Mention was mede above of the fact that the
normal Staff orggnization and mcthods were not observed in
the rush of initiating the C ¢ C project The same
s1tuation commented upon for the Staff as a whole has
obtained in handling thx C C C work within the G-4
Davision 1tself, Although the Division 1s organized into
Planning and Equipment, Financc, Construction, and Supply
and Transportation Branchcs, thc work has developed in such
a way that the scparatc branches do not do that part of the
C £ C work which their namcs and normal assignment of work
would indicate  Thc Planning and BEguipment Branch has had
no part in the work except in dcciding types of motor
equipment, The Construction and Finance Branches have not
entirely moulded construction and financial policies  The
bulk of the C C € work in G-4 1s done by a group of of~
ficers in the Supply and Transportation Branch, who handle
many planning, construction, and financial matters as well
as those assigned normslly te their branch, calling upon
their associates ain the other branches for such help as
they find necessary.

We thus see that the C C C has pressed heavily
upon the Quartermaster, leaving other supply services un-
touched, has pressed heavily upon G-3, and later upon G-4,
leaving other Staff Divisions practically untouched and,
within G-3 and G-4, has pressed upon certain groups to the
practical exelusion of others

The lesson to be learned 1s that a relatively
small effort, such as the C C C 1s best handled by a group
of officers i1n each echelon who are familiar with all per-
tinent phases of the work and who can act quickly upon a
problem as a whole rather than dividing the problem into
1ts elements, assigning each element to a separate section
of the Staff for study and report, and then assembling and
harmonizing the separate efforts

The War Departmenl organization is designed to
handle problems vastly greater and more complex than the
C C.C , but at a rate of speed which apparently can be
accelerated only through delegation of authority and
emergency departures from established routine.
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11  As stated an the beginning, the views advanced
in this paper are from the G-4 standpoint The problems
can, and doubtless w 11, be viewed from many angles.
Nothing herein is advanced in a critical or controversial
way, It 1s intended only as a part of the well-rounded
study which w11 doubtlesg-be, made when the views of all
concerned are available.

On the whole, the Army has done magnificent work
with the C ¢ C Its experience and territorial organization
have made the successful effort possible. Any statement to
the contrary cannot go unchallenged by anyone knowing the
facts Basic organization has not been proved wrong in any
respect  But long per10q§ﬁ§§¥peace-t1me operation inevitably
gear this organization to a rate of action not permissible
in emergencies The remedy lies, not in discarding the or=-
ganization 1n emcrgencies, bubt in accelerating action by
decentralization and delegation of authority and by adoption
of emergency procurement measures bto such extent as the
emergency requircs. The extent to which these measures are
adopted w1ll govern the speed of the inibial effort. OF
course, such action necessitates a relaxation of central
control. As soon as the evils of emergency measures begin
to hamper the effort and 1t becomes apparent that a resump-
tion of ccnbral control will expedite matters, then the
control should be exercised to the exbtent necessary %o
remedy the evils  The difficulty lies in reconciling the
ever precsent differences of opainion between the operabing
and procuring agencics as to whethcr all 1s going well
The opcrating group always feels that supply 1s hampered
by central control. The procuring group 1s apt to magnify
the cvils of decentralized and emergency procurement, and
to lean toward over control. The only solution is for
representatives of each group in the War Department to
understand and sympathize with the problems of the other
to the end that War Department decisions may be made an
the sole interest of expediting and promoting the field £fort.

12. It w1ll be noted that the memorandum quoted above
deals primarily with relationships between G-~4 and other
agencies engaged in C C € work, particularly where these
relationships differ from psual War Department procedure.
It may now be of intercs% toMgo somewhat into the method
of War Department control of C C C supply insofar as 1t
1s handled in G-4

- 10 ~
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13. Estimates.

as Estimates of funds required by the War Department for
115 UeCeCe work are made up in G=4 and submitted to the Chief of
Staff. Vhen approved they are transmitted to the Chief of Finance,
who, as fiscal agent for the Director, E.C«WW., 1ncorporates Llhem
into the Director's combined estimate,

The initial Yiar Department estimate was prepared
jointly by G=~3 and G-4. There was but little time to consult the
supply services as to their estimated needs., At first the scope of
the War Department's responsibilities were vague, and accurave
detailed estimates were not possible nor were they necessary.

b. After the work was under way, the Director, E.Cells,
called for estimates of future needs. A very short time limit was
sets It was evident that the usual processes of meking Army
estimates vould not be used, so the estimate was made up in G-4,
after consultation with G=3 and the Chiefs of Services concerneds

This estimate was defended before the Bureau of the
Budget by G-4 and was the basis upon which the “war Department
received E.Ce’s fundse.

It was classifared to show the initial or non-recurrent
costs, such as those for imitial clothing and equipment, shelter,
transportation, etc., and, separately, the continuous or man-day
maintenance costs, such as pay, subsistence, medical care, current
supply, etc.

It was not segregated by supply services as the Army
estimates are.

c« This type of estimate proved so satisfactory and so
eas1ly understood that 1t has been continued in all subsequent esti-
mates  All of these have been made by G~4. The process 1s so
standardized that an estimate upon any assumed strength basis now
requires only one or two days Lo make., A system of monthly reports
of obligabions made by Corps Area Commanders and Chiefs of Supply
Services, and classified to correspond to the i1tems of the estimates
has been in effect since the farst, and gives a satisfactory basis
for the preparation of future estimates,

de EoCol, funds are allotted to the Tar Department as a
Tump sum available for all C.C.C. purposes approved by the Director.
There 1s not necessary 1n CeCeCs estbimates the breakdown by services
and for specific purposes which 1s requared ain Army estimates., This
condition permits great latibude of action but renders a central
control of expenditures more necessary than 1s required for Army funds

where the several Chiefs of Services make their estimates aad control,
(-.,-J- A
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in large measure, their own erpenditires. Any form of estimato
which would set up the nceds of tnce scoveral supply servises and oorps
arcas scparately would i1mpose upon the "ar Department a measure of
compulsion in adhering to the details of the cstimates and maght
influence the Dircetor, E.C.U., to i1mpose restrictions which would
further ombarrass the Tar Dopartment in using available funds to

the best advantage.

14, Tinancial Gontrol.

as. The Diresclor, E.CeW., cxcrcisces a measure of financial
control in that he 15 required by Exccutive Order to give prior
approval to all expenditures involving more than $2,500 for a single
purchasc. However, since the Director has no good basis of infor-
mation for excrcising this control, the most ¢ffective contrel of
the ar Department expenditures of E.C V. funds 1s that oxercised
by the Tar Department agency that deeides what 1s or 1s not to be
roecommended to the Direcctor,

be G~4, 1n associotion with G-3, formulates the general
policics as to subsistenco, clothing, types of shelter, supply
facilitics, cte., and these are communicated by The Adjutant General
to the Chiefs of Supply Services and Corps Area Cormanders. The
Tield agencies then request that the authority of the Director, E.C.¥.,
be sccured for the oxponditures necessary to accompliash the several
projccts.

Thesc requests arc studied in (-4 to determine thear
reasonoblencss and to sce that they conform to Vlar Department
policics and that they can be financed. In many cases, this study
involves dircet conferences with G-3. The requests are then truns-
mitted to the Director, recommending approval or, i1n some cases, are
disapproved, or returned to Corps Areas for further justification.

15. Requests for the Darector's opproval for procurements of
over $2,500 fall into two classes

as The first class includes expenditures financed from
funds allotted monthly to Corps Arca Commandors to mect their normal
maintenance costs. spproval does not carry with 1t any additional
allotment of funds., In thais class, the financial control was exer-
cised when the man~day allowance was fixed, and 1s re-excrcised
only 1n those cascs where a Corps Arca finds 1ts allowance insuffi-
cicnt end nsks for an increasc.

bs Thc sccond class of approvals require the allotment of
additional funds. Eech case 1s in the neture of a special project,
such as a large purchasc of clothing, 2 censtruction program, pur-—
chasc of automotive equipment, ctce Action upon these rcquests
constitutes o continuous financial control by which the scale of
operation in the several corps areas is rogulated and kept approxi-
mately uniform.

-] 2w
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16, Use of Regular Army facilities to facilatete CuCCo
work has heen the rule from the begirnirg. This joint use has
brought up the delicote question of apportiorment of costs, The
basic prainciples which hive becn used as & guide mey be stated as
follows

e Nothing will bc done ot posts or depots which will
justify the charge that the 'ar Department 1s improving 1ts cone
dition permenently ot CoC.Cs cxpensc,

be Lrmy eguipment vhich has bcen worn out or broken
down by tne additioncl load placcd upon 1t by the CeCaCs will be
replaced by the joint use of C.C.C. funds and .rm7 funds in pro-
portion to scrvicc ronderecd, ond will be the property of the ..rmy.

¢e There additional oquipment is rad€ nccessery by
reason of C.CeCe work, 1% will be rentcd or bought out of CeCaeCe
funds end 1111 be the preperty of the CeC.Ca

17, In the ecerly days of the CeC.Ce 1t was customary for
Corps :reca Comm"nders and somc of 1he Chiefs of Supply Scrvices %o
request T r Department approval for the hirc of civilian personnel.
It was early recognized by G-4 th.ot there was in Washington no
adeguate knowledge upon which to bese cither approval or disapprovel
of these requests. This resultoed in regulations under which Corps
wrea Commenders are eh-rged with decisions as to necessary
civili~n overhecad. Var Department contrel now consists only in
exomining the overhead situction in those Corps wreas who find
themselves unoble to live within their man-day allowances, and in
the occasional circuletion of comprrative owerhead strengths in
the scveral corps areas,

We may visualize roughly the cnbire overhe~d situation
as 1t has devcloped in the CeC.C, by assuming that the administro-
tive end supply work at ny headquarters is moasurcd by the number
of people doing the work, Taking a cross scetion of the entire
work, 1t may be said that the roatios of overheoed to cnrollces
served 1n the sever-l echclons are about as follo ss

In the compeany 1 to 8
At Dist:iet headquerters 1 to 50
At Corps .rea hendguerters 1 to 250
administrative and Supply Services

in Washington +« 1 to 1,000
Gonoral St~ff in T shingbon 1 to 75,000

18, Therc hes beon considerable difficulty in keeping the
determinalion of roquircments bre~st of the many and repid changes
in strengthe. Therc 1s nover time to canvess the Corps .reas to
determince thear dctealed nceds. .5 soon as & new strengbh program
15 odopted, G-4 and the Chiefs of Svpply Scrvicos must immediately

=1 %m
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produce a new requircments progrnm, To do this there must be
av.ileble 1n Tashinpton roesonably accurate informelion as to
stocks of clothing and camp cguaipment aveilable in Depots and
the Corps .reas, It has therefore been deccided recently thet a
guarterly inventory is nccessary, and thet Corps .rea Commanders!
loc1l stocks must be restricted to « three months' supplye.

19, It w1ll be seen that G-4 has been drawn into the actual
operntion of tho CuaC.Ce somcwhat more thon i1s usual in 1ts . rmy
works This hes the edvantage thet 1t concentrates in one smell
off1cc o knowledge ol CeCel TDbeockground and current problems so
somplcte that thas office becomes the ceontral source of CeCuaCa 1n~
formation, control ~nd contact with the Dircctor, Ee.C.lW., on
supply natters It has the disadvantage that some of the matter
h~ndled has now become more or less routine, and thorcfore has no
proper ploce in G-4, Steps have bepn taoken recently to cheange
procedvre so as to eliminete G=4 from the ch in of action upon
routine m tltors.

20, In conclusion 1l may be of intercst to examine in a
general woy Lthe vosl of the CeCuCoe

The overall cost may be taken ot {100 per month per
enrollee. This 1s broken doun about ~s follows

Technic~l suprrvision, cquiprnent end work supplaes
furnished by other than 1. Ds ogencies .ees o o § 20400

Pny €05 ° ecocesess . 28588 sBeErs OBEOEIIISIBEICEBRSRELS 30.00
SUDS1STUNCC seunss sose esoams o o a8 soce ssess o 15,00
Clotl“ll’lg » weo¢ . . #e & GO ECPBLESNES sOCTENEN saE 10-00
rmy overhead, Reserve Officors ond Civillans se see ses 7.00
TroansportOtlon evsassssnee oo o oo ssse 2 avaocse sass 4,00
€d1eLl CuUl'@ e sosve svasrsasers oo o2 cove e ws sus 2.00
11 other cquipment, supplics and S6rviCOS ses o o o 12,00

Total asssss $L00,00

Tar Departmeont cxpenditures to date on account of the
CsCuC. cre about $845,000,000,00

=14w
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DISCUSSION FOLLOWING LECTURE BY
COLONEL DE WITT C. JONES

"Procurement 8§ Supply of the CCC"

Q = Did the supervisory acbivities of the Director of the CuC.Ce
slow up procurement?

A = The directive specified that only one elass of lumber would be
used ~ No., 2 common. Heretofore the Corps Area commanders had

used whatever lumbers they could get thexr hands on quickly, so

they used a miscellaneous assortment of lumber. As soon as the
lumber was specified at one grade only,the lumber resources of

the country were auvtomatically so restricted that we had trouble

1n gebtbing lumber to the extent that some of the Corps Areas simply
1gnored the instructions and used what they could get. The same
thaing 1s true with respect to stoves. No one knew how many stoves
we were going to need nor what kind, whether they would be coal
burning or wood burning, but we knew we had to have stoves in a
hurry. The first thing we knew in (-4 wes that the local procurement
of stoves was not permitted and when that situation came up somebody
had to say how many stoves we needed. The Quartermaster General under-
took to get an estimate as to guantities and types, and also destai~
nations but they did not know because every day there were changes
in the program, so the result was that in the purchase of stoves we
could not even get started on the first step, which was the determi=-
nation of needs. If somebody had just made a wild guess 1t would
have been better, 1f some one had just said we would buy 35,000

of one type end 25,000 of another the order could have been placed

end the details worked out in the meantime,
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R That wes what we did in the mobor wvehicle situation,
we made & wild guess as to the number and types we wanted. The
Quartermaster CGeneral was told to go ahead with the emergency
procurement and he did & remarkeble job of procuring them in
fafby~-seven days, but when our experience showed we needed 400
more we gob mixed up wath the Public Works Moborization Programe
There were controversies and investigaetions as to methods of
procurement, discussions on specifications, etec. In the first
purchase we did not care whether we had any specifications at all -
all we wented were trucks that would run up and down the road =
and we got them an 57 days., The additional ones did not come for
150 days:; the same was true of some other items.

These things convinced me that we had acted a little
hastily in withdrawing articles from loeal procurement. I know,
for instance, that 1f the Commanding Officer of this little camp
across the raver had been allowed to search around Washaington and
get whet he weanted, he could have kept the camp warme. You can
imegine thet same situation teking place in 1500 camps all over the
country, with people getting disgusted because they saw stoves in
the lattle country store and were stopped in taking asdventage of
them by orders from Washington. I thank the only way we can make use
of the widely scattered minor gquantities of needed supplies 1s for

the local people to run them down and have authority to get them.
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When we run into embarrassment wilh our local people stepping on
somebody else's toes, then as the tame to go in very carefully

and pick up the loose ends, so that by teking control of the
situation we don't do more damage then good, and so the fellow

in the fi1eld 1s helpsd instead of handicapped.

Q = Tath reference to the local purchase of commercial substaitutes
in the early stages of mobilization = how would a surplus of one
1tem in & Corps Area, say shoes, be available to meet & deficienecy
in another Corps Areef?

A - Take 1t that this Corps Area was not located to buy local
stocks of shoes. The Quartermaster General, through his Depot
Quartermasters, and probably indirectly through the local Quarter=-
master, 1s in touch wath the progress of procurement of shoes, and
we say there is a surplus of shoes i1n Boston and none in New York
I can't conceive that the Corps Area in New York will be permitted
to go without shoes and Boston permitted to buy up an excess so no
one else could get them. I think there will be enough cooperation
between the Corps Areas and between Washington to get those shoes
for New York. If any Corps Area Commander does prove to be selfish
there 1s always authority in Washingbon to go ahead and take what
he has procured and use 1t somewhere else.

Q = Do I understand the organization to mean that the Dairector took

the place of the Deputy Chief of Staff?

-5—
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A - The Director dad not take the place of the Deputy Chiefl

of Staff or the Secretary of War but he was superior to any of
them when 1t came to a showdown in C.C.C. matters. When the
Dairector decided to see all contracts before the awards were

made the Comptroller General held that if the Wer Department was
to supply the C.C.C. 1t must be permitted to use 1ts own supply
system, The Director then said that 1f he could not see the
contracts before the awards were made he would check the require~
ments and vise the specifications. He made that statement at a
eritical time in supply and he made 1t good. The War Department
position was that he would hamper the work and that he should

not undertake to go into those details, but he was acting withan
his authoriby and he made 1t good to such an extent that he could
not be persuaded otherwise, so we had in the C.C.C. what amoumted
to a super-control to a limited extent. However, when 1t came to
a real show-down between the Wer Department authoraty and the
Darector's authority in meny ceses the War Department won out bub
only through an agrsement with the Director. We recognized through-
out that when 1t came to over=-ruling anything, he had all the
authority.

Q = To what do you refer by the E.Cese

A - Emergency Conservation Work. The CeC.Ces 15 only a part of that

work.
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Q = Conecerning the zone procurement officers set up by the
Quartermaster General =~ do you consider thet these officers are

in & bebtter positiron to survey stocks and make purchases then the
Corps Area Commander”?

A = I think the Quartermsster plan 1s a good plan. I think any
move in the direction of decentralization i1s a good move. I think
we must be careful not to mix the functions of those zone procure=
ment officers in any way with the functions of the Corps Area supply
officers. Some of the Corps Areas have suggested that with the
adoption of this new Quartermaster plan 1t will not be necessary

for them to set up separate points; that they can use the facilities
of these zone procurement offices for their Corps Arsa work. The
answer to that has been that any such arrangement must be by mubual
aegreement with the Corps Area Commander and the Ouartermaster Gensral,

Colonel Harrise I have been listening to Colonel Jones! very

interesting presentation from the viewpoint of the Darector of the
Planning Branch = having responsibility for planning for procure=-
ment in the next war. I noticed that most of the dafficulties with
the Celels were due to Parilures on the part of the Government - lack
of effectiveness; lack of knowledge as to how meny camps there
would be; how many articles were reguired, what kind of articles
would be required; and contention as o methods of procurement.
Industry seems to have done 1ts part very well, and I think our

efforts should be devoted to a clarifieation of our needs, our
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specifications, and our methods of procuringe I think the C.C.Cs
has been an object lesson as to what we can expect of a larger
secale an mobilizabion.
Q = I thank 1t might be interesting to have Colonel Jones eleborate
on the question of operation of The Assistant Secretary's office and
G=4 of the General Staff, particularly in view of the fact that that
question 1s now being studied with & view to turning a portion of
administrative details back to the supply branches,

giA - As T stated and as Colonel Harris stated, there are certain lines
of confusion in our jurisdiction.e We have been trying to settle these
points of confusion one by one in the last 15 years and we have made
very notable progress but some of them are not settled yetg and the
CaCels was a Job whach was not visualized by our war studies or our
war plans, We had a Director injected who might be, as Colonel Harras
intimated, compared with the enemy in war, but 1t was not a situation
that had been completely worked out. I don't think we will ever
encounter a situation where all of the problems and the methods of
dealing with the problem have been set in advance. We were faced with
e great mess of correspondence from people in the field - labor unions,
Congressmen, Senators, merchants - coming to the Director and being
investigated by the War Department, but nothing in the book said who
would do that, so representatives of The Assistant Secretary of War got
some of these things and G=4 got some of them. We got together and

decided that before 1t was finished there was going to be quite some
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correspondence, but we discussed 1t together to find out who was
going to do this work. Well, i1n some cases the Assistant Secretary's
representative said "I thank this should be done by G-4" and an a
few days the same representative came back and sa:xd he had been
over~ruled - that he had misunderstood the sentiment ain his office
end that i1t was desired that this work be done in the Assistant
Secretary's office; so we said "All raght." Ve were both busy

et the time and 1t did not seem worth while to make an issue of
thas point of responsibility. I think the way 2t was solved is
different from the way 1t would be solved again for I do not think
a lot of thet work was the kind that the Assistant Secretary of

War should do = but somebody has to do 1t. There were difficulties
when complaints came in from the field that supplies were short.

G=4 recognized i1t was the business, and under the law the right

of The Assastant Secretary of War to say "You have got to allow
thirty days for advertisement and so much time for procurement."

We could not controvert that decision; all we could do was influence
ther 1f we could and point out the result of too much time spent

in procuvrement. Each of these specific cases was solved in thas
wey and nothing was done, so far as I know, that did not have the
authority of The Assistant Secretary of War.

Q - I referred to the recent study made about change (in procedure).
A = That study was directed by my general, General Lincoln, who

thought we were doing more administrative work in G-4 than should

T




be done and i1t was helped along by the fact that Colonel North,

Just before he left and, as I recollect, Captain Harris who 18

among your group indicated that they knew = lot of that work was

not properly The Assistant Secretary's work and they would be gled

to see me take 1t over. We stated then that we would be handicapped
by not knowing everything that hed gone before and it was not really
G-4 work. It 1s work that belongs to the chiefs of the supply
services. So I agreed with Colonel Dumn, who succeeded Colonel North,
that in carryang out General Lincoln's directive we would include

such of that as had landed on The Assistant Secretary of War and that
a directive be issued pubtting back about half of the work on the
Quartermaster General = work from G-4 and The Assistant Secretary of wWar.
Q « With reference to the undue length of time a1t takes the War Depart-
ment to process pepers. It takes two weeks from the time the paper
leaves for 1t to be processed through the General Staff, and other
channels, comes beck and the meterial can be advertised for,.

(/; - The usual peace-time processes of the Wer Department will fail in
war,) In the CeCusCe the delegation of authority was not made in writing
but 1t was there. The situation required that the Quartermsster General
send his communications direct to (=4 instead of to The Adjutarnt
General. (=4 has been permitted to send communications darect to the
Director and receive them from him, That cuts out three steps of the
norme.l War Department procedure. I thank 1t has helped some., OFf course
we try to hurry up any particularly important case by telephoning action

from the Director and passing 1t on to the OQuartermaster Generale.



