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Gentlemen

It 1s my privilege to extend the greetings of the
faculty to you and to say we are glad to have you here
It 1s my duty in this talk to orient you, as far as I am able,
in the year's work ahead of you.

There were questions that arose 1n my mind when T
entered the College some yvears ago and I feel the same ones
arise today. Some of them are

Why was this College established?
What 1s 1ts mission?

What 1s the College trying to do®
Why 1s the College trying to do a1t?
What methods are pursued?

Numerous other questions may arise in your minds, but 1f I can
answer those above to your satisfaction I shall be content

Some historical background i1s necessary to a complete
understanding of our College and 1ts missizon At the outbreak
of the World War, and continuing throughout its duration,
great difficulties arose in the -

a. Procurement of Munitions

in qualaty,
in quantity, and
in deliveries in time for their urgent use.

b. Assurance of provision of ample necessities
of life for civilian population.

The following facts relative to the war are incontro-
vertible-

(1) The Army sailed overseas largely in Allies!
shipc ana to a great extent fought the war with certain vital
1tems of arms and equipment purchased from tne Allies

(2) Confusion and sky-rocketing of prices occurred
due to shortages, actual or alleged, and to bidding against one
another by the Army, the Navy, and the Shipping Board and, still
wokse, by the supply services of the Army among themselves.




(3) In an effort to bring order out of confusion
and to accelerate the industrial effort in support of the
military, the President called in men prominent in the economic
life of the country and organized the War Industries Board with
pr.ct.callv dictatorial powers

(4) One result of failure to plan for World War
procurement was the spenoing by the Government, not of millions
but of billions of dollars more than would have been necessary
to spend 1f plarming had been done in advance

(5) Another result was that +he Government, since
the war, has been involved in latigation running into vast
sums of money

War procurenen® in the Army duraing tre World War was
carried on undcr (cneral Staff supervisicn which was largely
inexperienced in lhat function, Congrezs, whether justly or
unjustly, was dissatisfied with this syster and, soon after
the war, began investigating and legislating along procurement
lines wath the result that 1t removed this supervision from
the General Staff and placed 1t in the hands of a civilian, the
Assistant Secretary of War. The theory on which this action
was based was that matters to be handled concerned big business
and therefore should be handled by a man prominent in the
basiness world Tre pertancrt congressicnal leg.slation on this
subgect reads as follows:

Scetion 5a of the National Defense Act ~

"Hereafter, in addition to such other duties
as may be assigned him by the Secretary of War, the
Assistant Secretary of War, under the darection of
the Secretary of War, shall be cherced with super-
vision of the procurement of all milatary supplies
and other business of the War Department pertaining
thereto and the assurance of adequate provision for
the mobilization of matériel and industrial organi-
zations essential to war-time n=seds "

Under tnis law the Assistant Secretary of War 1s
assigned two distirct, bub closely relaled micsions

Tne first mussion 15 ple nly oToued -
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a "Supertvision of the procurement of all
mllltary supplies" 1in peace and in war. It
naturally follows that 1f he has supervision
over procurement in war he has 1t over peace-
time planning for that procurement  In other
words, he supervises the supply arms and services
in the preparation of their current plans for the
progurement in war of all items of Army vrequire-
ments.

b. The second mission 1s not so clearly stated,
that 1s, "the assurance of adequate provision for
the mobilization of matériel and industrial organi-—
zations essential to war-time needs.”

Three guestions immediately arise concerning this
second mission

(1) What 1s meant by "the assurance of adequate pro-
vision"? Making plans 1n advance and testing them as well as
we can under peace-time conditions.

(2) What are those "malériel and industrial organi-
zations essential to war-time needs"® The answer 1s All in-
dustrial organizations directly or indirectly It 1s even
broader and should be correctly stated as all elements in the
economic sphere including service industries, agriculture, labor,
financial institutions, and commercial institutions particaipa-
ting in domestic and international trade. Action in one part
of the economic field produces reactions in all other parts
The operation of one industry requires the support of other
industries; of labor, of finance, etc  The economic structure
of the country must be considered as a closely knit, integrated
whele

(3) "War-time needs" of whom?

The Army alone?

The Navy®

The Army, Navy, other Governmental Depart-
ments, and the civilian population®

Of course, the Assistant Secretary of War has not the slightest
control over Navy planning or over industry or over the civilian
population, yet he 1s charged with an economic mobilization
which will permit satisfying their needs  But remember, back of
the procurement of every finished item of Army supply or equip-
ment there are many contributory requirements



Raw mabterials
Semi--finished products
Power

Labor

Moncy

Transportation, and so on

Can the Assistant Secrer~*y of War o. any living
man, however ablc, make 2 plan fur 'abor ror e.arple, and
confine his effort to the labor reouired .n v production of
Army 1tems alone? Manifestly such e plen aould be worthless
unless 1t were based upon and a corrone - ¢f 7 mational plan
for labor  Therefore, somebody hes to mwe ol % nal.onal
plan and the Assistant Secretary cf War := ihe oaly nen or
agency that has a legai mandate to make so Bur 23 '35 a
logical conclusion t*r21 no such piarn a1, btz ceptalle to
the President and the Coaigress unlcss ~t sere ceept 723 to
other Govermnment departments, to 1 Aust. 2nd * lat~r, 1n
other words, to the awrican peopls ~ 1 the f.ry d Navy
have come t0 realize 'his and, ir (onse ja-1ce  hive ~ach 1s
making 1ts own specific procuremen: plar. cocp- atuma with
rach other, they must make their .roustricl mwoo.licavion plans
in collaborataon We 21l realize *t1at ir order “hel these
latter pluns, naticonal in scope as thry are, s' o1l bz sound
and that thev can be puvt into effect when need d ths Army
art Navy must get together and stay together Inat .s the
fundamental reason why we are so glad to have re Navy and
Varine Corps officers here with us

The Assistant Secretary of War, then s cherged
with supervising procurement and procurement p_~anine and wath
econcmic mobiligation plamming Il shoulo be ¢ eariy indei—
stooa that we mobilize economically, so that Lb~ econnmic life
of the country can make 1ts full contrib tion to tle procecu-
tion of the war. One elemenl of Lhat contribution 1~ Army
and Navy procurement.

But war-time procurement must Le bascl or War plans
for military operations, therefore we mu-t have some knowledge
of the whole war planninz picture

In the War Department the Geneval buaif 15 charged
with the formulation of war plans ror military operations and
the Assistant Secretary of War w~it: tl~ .ipcrvicion of war-time
procurement plans  In the Navy Depari~ nt the office of haval
Operations 1s charged wath both of these functions  There ave
various joint agencies to effect coordination in the plans
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Thus the Secretary of War has-

a. On the Command and Militery Side

The War Department General Staff  Officers
are prepared for serving thereon by graduating
from the Army War College where studies in sira-
tery and tactics involving high command and staff
are pursued

b On the Procurement and Irdustrial (Fconomic) Side

The Planning Branch 0Office of the Assis-
tant Secretary of War fficers are prenared for
serving thereon by graduation from the Army Indus-
trial College.

The Secretary of the Navy has-

a2 On the Command and Militery Side

The War Plans Division, Office of Naval
Operations  Officers are prepared~for serving
thereon by graduation from thc Navsl War College
which studies problems of sfrategy and wactics
involving high command and staff.

b On the Procurement and Industrial (Economic) Side

Fleet Maintenance Divisior, Office of Naval
Operations  Officers thereof charged with procure-
ment plamning may be prepared for such service by
graduation from the Army Industrial College

The Secretaries of War and Navy have for coordinating all
Army snd Navy action ’

a2 On the Command and Vilitary Side

The Joint Board This Board consists of

Army Representatives Navy Pepresentatives
Chief of Staff Chief of Naval Operations
Deputy Chief of Staff Assgtant Chief or Naval Opera-
Assistant Chief of Staff, W P.D. tions

Director, War Plans Division,
Offace, Chief of Naval Opera-
tions

ond



Under the Joint Board i1s the Joint Planning Committee
composed of selected officers from the War Plans Divasion of the
General Staff and from the War Plans Division, Office of Naval
Operations  In the Army, officer personnel of the War Plans
Davasion are graduates of both the Army and Naval Wwar Colleges.

b On the Procurement and Industrial (Fconomic) Side

The Army and Navy Vunitions Board consists of's

The Assistant Sec ctarv «f War
The Assiste=nt Se.cctarv £ the Mavy

Under the Army and Navy Munitiocus Bo ~ 1s  bhe Execulive
Cornittee consisting of

Army Represcnbatives v vy F .resc "ataives
Executive to The Assicuant Pirect ¢, Fleet ha ntecnance Div
Secretbery of War Offy c of .+ rel Jperations
Director, Planning Branch Chief . Se. on, teraal Procure-
Represcntataive from G-4 D.vision, ment Dlan~ >, Fiect Maintenance
W D. Ceneral Staff Divicuion, Uffice cf Noval Opera-
tiop-

Represcntaty » from Barsau of
Supplies and Accounts, Navy Dept

These officers are vsually graduates of the Army Industrial College.

To sum up the picture as I have triaed to present the
relative functions of

The Army War College, and
The Army Industrial College

The Army War College instrucls ir- the ! ~trategy of
hen and Matériel after the pMatédriell-s been doulivered
to Army Control "

The Army Industraal College wnst-ucts 1n the
"Strategy of Vateriel through all i1ts vhasec (p Lo its
delivery in suitable condition for use in the Army ¥

Returning to the Army

As the Planning Branch, Office of The Assist-»t Secretary
of War, on the irdustrial and economic side, 1t parallri and analogous
to the General Staff on the military side, so 1s the frmy Inaustrial
College to the Army W~r College.



The Army Industrial College was established in 1924,
Its mission set forth in the General Orders creating i1t is as
followsy

% o training Army officers in the useful
knowledge pertaining to the supervision of pro-
curement of all militaery supplies in time of war
and to the assurance ofraaequat@ provision for
the mobilization of materiel and industrial
organizations essential vo war-time needs.'

The statement of the mission is almo-i an eract
extract from the law setting forth the procurement and indus-
trial functions of the Office of tre Assistant Secretary of
War

The College started in 1924 wich nine student ofiicers
Since then 1t has become a General Scrvice School with a full-
time faculty of five instructors and a student body this year
of fifty-nine officers carefully selectec from the Army, Navy,
and Marine Corps.

Now for the Course of Instructiom -~

On the blackboard are the titles of fo.ty-five problems
of the ensuing course in the order in which we irtend to take
them up, It must be daistinctly understood that the course here
outlined 1s tentatave  Some of the problems may be changed,
others may be eliminated or new ones added The reason for this
I think 1s apparent We must keep abreast of current affairs,
be ever watchful of the changing economic conditions We
know that the Govermnment is now taking many amportant steps in
the national economic field, the nature and consequences of
which we will have to take cognizance of since, manifestly,
they have a vaital bearing on our own plans.

Problem No, 1
FUNDAMENTALS OF BUSINESS

Problem No 1 "The Fundementals of Business" has for
1ts purpose to acquaint you with the economic princinles under-
lying the conduci of business operations  1n this problem,
which 1s an 1#diviaual problem, you wili learn now basiness 1S
fananced, how the business man regulates his operations through
the use of statistics, and how methods cf accounting are used
by Pir for control purposes and for determination of cost  This




problem will also provide you wsith a basic knowledge of
procductive industry together with its important characteris-
tics and .ts geaeral proplems of management

Problem No 2
BASIC INDUSTRIES

Problem "o, 2 "Basic Industries'" i1s dcsigned to pgave
you a general 1dea of the organization, operat ng metrods, end
managerial problems of an amportant cross-section of Amecrican
mdustry  There are ten industries studied i1n rhis problenm
which ore-

Aeron~utical

Automotive

Boots =nd S-oes . and Leather
Chemical

Communicatinn Fguipment
Construction Industry

Iron and Steel

Lachinery

Shipbuildang

Textiles

In this problem the class vill ve divided into ten
comrattees, and one Industry will be assirned 1. esch committee
for study

Problem No 0O
HISTOnICAL STLDY

Problem ilo, 3 consists of an individual stuly of the
orocurerment and 1adustrial mobilization in the Unmited Statces
ouring the World war

Problem No 4
WLR &ND NAVY DFP-RTY INT ORGuMNIZATION ¢ ND FROCURTI BWT

Probler o 4 1= an exposition of the orgaaszetion of
the War and Wavy Depzriments and their c-~ordinsting =gencies,
with particuler attention to thei. metho’'s or rocur ment It
15 vartly an indivaidual study and wrrbtlr 2 com~ttee =tudy

Problcms Nos 1 to 4 might be czlled ' Introductory
Studies " In other words, they are prepsrotorv for and r<c s-—
sary to a clear vndrrstanding of the nrohlems 01 war orocure—
ment and economic mebiiizcticn



The remainder of the course i1s divided into two
broad fields

THE FIRST FIELD

The first field, that of war prccurement, consists
of planning in lime of peace for procurement in war, and the
operation of the system in war as far as 1t pertains to the
War and Navy Departments  This field is covered generally
by the block of problems Nos 5 to 16.

The problems in this block are commitiee problcms
and consist of studies of

War Plans

Contributorv Requirements

Inspection in the Procurement Program
Personnel for Procurement

War Contract Procedure and Pol ¢ .es
Statistical Control of Procurercnt
Allocations

Industrial War Load

Early Production and Convers.io.

Ships and Shaipping

Construction in War, and

War Powrers of the President and Congress

ks you sece committee problems 5 to 16 cover speciel
studies 1r coordinete fields related to the g=neral subject of
war procurement They do not by any means, however, cover the
entire field of war procurement

Problem No 17
TEST OF MOBILIZATION PLAN

Problem No 17, "Test of Mobilization Plan" is an
analysis of the iar Department Mobilization Plan, 1933, to deter-
mine how well stocks on hand and estimatcd production will meet
procurerent requicemeénts of that plan lost of the work on thas
problem will be by committees.

Problem No 18
« /R PROCURFWNLNT

Problem No 18, "far Procurcment" 1s an indavidual
problem 1n which cach student makes a study of the planmed war-
procurement system as a +rhole,




THF SECOND FIELD

The second ficld of study is that of Industrial and
Economic lobalization  The farst group of problems, Nos 19
to 30, covcrs in part the field of planning for and executing
war-time control of economic resources of the nation  These
problems are also comm.ttee problems and include studies of

The War Industries Board

Foreign Comrerce

Wer Labor and Man-Power

Public Relations

War Finance

Commodity Commattees

Budgetery Control

Control ¢f Iron and Strel

Nationalization of the hMunitions Industry

Fconomil snelysis of Russi-

Fconomic mnalysis of Germe y

Army Procurement and Indus'rial tobil.zation
in Froice

Problem No 31
GOVERM 'TNT

Problem Wo 51 "Govermment®™ is designed to furnish
background and knosledege of the functions, purpce-es, and organi-
zetion of ilhe National Government

Problem No 3R s
INDUSTRIAL ST.FF V¥ ORuND.

Problem No 32 wIndustrisl Staff Memoranda" consisis
cf the writing by individual students of brief reports, prcpared
as staif memoranda, on pertinent subjccts sclected by the fecully
and assigned specifically to individual stucents

The second group of committee problems, hos 33 to 44,
also cover special studies 1n coordinate fields related to in-~
Gustrial and ecopomic mobilization /11 of theose probl-oms are
preperatory to Problem No 45, in which eaza student s given @
final opportunity to present his views as to the methoa that
should be adepted for the most effective vse of tne Netaion's
gconomic resources 1n war

- 10 -~
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A part of the time allotted to Problems Nos 18 and
45 1s devoted to War Gemes, designed to give the student officers
an opporturity to test, practically, their knowledge of the
latest plans for procurement and industrial mebilization,

LECTURES

Throughout the course lectures on subrects pertinent
to the problems being studied are delivered before the students
by the instructing steff of the College, «nd br cxperienced
officers of the War and ilavy Departnentcs Lectures »re olso
delivered from bime to time by prominenc vankers, economists,
educators, and industrialists The College 1s planning to
arrange for lectures of a siriler nature during the coming year

INSPECTION TRIPS

Inspection trips to leading incustriel plents wall be
nade throughout the year

Let us return to our mission  Remember that in the
order establishing the College there were assigned two essential
studies in war planning first, that for procurement, and second,
that for industrial mobiligation  "Procurement Plans' and
"Irdustrial hobilizetion Plans" are not the same at all, although
the sourdness and workebility of the former are absolutely depen-
dent upon the soundness and workabilaty of the lalter It nust
be borne in mind that although these two problers are not the
same they are most intimately related

Remember that the procurement plans arc made by the
supply arms and services under the supervision and approval of
the nssistant Secretary of War  In wer these same agencies
carry out their own plans under the supervision »f thc assis-—
tant Secretary of War

In contradistinction the industrial mobilization
plans are prepared in the Planning Branch, Office of the Assis-
tant Secretary of War, in collaboration with the Nevrs, through
the frmy and Navy ?unitions Board  In war these agcncles do not
carry out thecir own plans It 1s contemplated tnat *nis will
be done by civilian superagenciles to be set up by the President
under the war powers inherent in his ofi.ce, or, granted him by
the Constitution, or, pursuant to specisl acts of Congress No
man car say in advance what the plans will be or who will

- 11




execute them  That will depend on the personality of the
Fresident, the temper of Congrcss and the psychology of the
people at the time  Licantime, 1t 15 the Arryt!s and Navy's
Job to keep the plans up to date and ready to submit to the
consideration of Congress and the President 2t any moment

Plennineg for Industrial tobilization by the nssis—
tant Secrctary of war will never be compleled  If stezl
enters the nlan (»nd 1t generally docs) vc have vhe Tollowing
problems in our course that touch itpon 1t, 1 ¢

a Does the gqucstion of adequ-ie proovction and
distraibiution enter the problem”™ It docs-
end Problim he 26 must be considcred

b "Forcign Comrcrrce," Problcw Yo &C, enters into
conside ration

¢ "Fuel ana Power," Problem i~ 35

d "Yar Labor aend Man-Pover," Probler ho <1

¢ "Transportation,® Problem No 34

£ M"War TFinances," Problem No 23 - cad so on

In our coursc we [inally reach Problem No 45 which
will ~fford opportunity for ecach student officcr to submit a
plan with furctions and set-up of an organizstion for the con-
trol or i1ecgulation of economic resources in war

"Procurement Plannang' is relatively s.mple »Ff under-
stending - that 1s, in ats conception  The mechanices and the
final cerrying out of the plans are cnormous tasks

On the other hand, even th¢ conception of "Planning

for the Vobilazation of Industry" 1s hazy, cspecially in the
beginning  What 1s 1t, snyhow?®

- 12 -



sRIY QECUL T10NS) Wer Depertment
No 120-10 ) weshington, July 6, 1934

"% I'obilization of inoustry and matériel resources
for military purposes —

a. Mobilization of industry for military pur-
poses during a nationel emergency 1s the operstion of adjust-
ing peace-tire energy anc inductry to meet the essential re-—
quirements of netional life and the meximum regquiremenuvs of
military effort, wath a minimum disturbarce of ncrmal cenditions

b It involves ——

(1) Readjusting and perfectins indastrial
organizotion

(2) Stimulating product-on
(3) Eliminating unessential actaiv.ties, and

(4) Diverting essential resources and activities
from cormercial to milite.yr purposes "

Plamning for the wobilization of indusiry in war 1s
nothing more or less than a planned war economy  Since our economic
gtructure 1s, from 1ts very nature, composed of imumerable inter-
dependent elements, in planning this structurc fo- irndu-trial
mobilization i1n war we seem, especially at first, to have entered
a vast cave with endless radiating caverns There 13 no end to
such planning,

Nationel Defcnse demands that you gentleren dn consicer-
able rescarch snd originsl thinking in your plemning Ve know
that you heve the intelligence, the becksround, ard th- wall to
apply yourselves to the task That 1s 2 simple statomert of fact
How the Navy mzkes 1ts selections for detail to this College is
rot stated but judging by the general zverage of past yeers we
expect sone splendid results from the Navy and !eorine officers
in this class I do know how rmy officers cre selected  Your
efficiency ratings src excellcnt or superior or you »moldn't be
here  You heve requested the deteal, which 1s an adred recson
for our knowing that you are interested in tnis nork  Furthe:,
you have proved to your chief of ~rr or service ~nd to the War
Devartrent your adaptability to this work, ond that you have some
megination, a kcen scnse of individuel reoponsipility and a
desire to advence in your profession
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Higher authorities in both Wer ~ud Navy Departments,
thercfore, feel jJustified in looking for great things from
tnis ¢liss, and wc of the feculty are honored in helping such
a body of men to accomplisn them  The time has passed when
officcrs of the frmy 2nd Navy can sit around the conference
table on ¢ gquestion common to both and vaital to the National
Defencc »nd suspect ulberior motives  we trust Lthat, in our
appro~ch tc the proploeme wo will, for the time bhcing, lorget
th~t ¢ kelong to the Quarbtermastcr Corps, to the Ordnsnce
Departrent, or ~mv athe. arm or scrvice, or even to v 1My
or Nevy

Let epnything savoring of person=l or +-rofessional
advantage be disrcgerded and think prirer-ly 17m verre of the
Nationil Defense, let your work be on - high pliave

From time ammemorial malatery mer heve been plannine
militery strategy and taclicc, but this o+ the first schoel un
earth to concentrate on plenning the wayc and means of making
tne met!riel plens meet the militar, plans end supporting both
with r2tional cconomic plans

In general 1unstruction hcre 1e self-anstrvction  There
are no poroved solutions or epproved texfbeooks  You wall do
your own thinking and arrive -t your own corrlusions  when we
are enr.ged upcrn <ome specific assiymmente in the service we all
knov trat we must carrs out loyelly ana cneerfully the policies
of higher authority reperdless of whether ne cgicc vat' those
policies or not But this 15 a college and a greduate college
at that, snd 1f any oflfsc.r has sometning on his nird that he
thinks .g .ood for the Nationel Defrnse, he can nrescnt 1t
"wathcut © oer, partielity, favor or aflection " There are no
restriz 1. on this wh tever, except those renafust in any

ssunblge of gentlemen, .1z  2abeicnce to the cabZzet,
courtesy, constructive in*ert and, in our confr.erc «,
parl.anent-ry decorunm

The Yar Department bas allotted to the f-sistaat
Secrotary of Wear two vacancres ¢ .ch yeur ot the nm3y Wy
Collcge, ard the Navy Depeprtment bas allott~a t¢ hir one
vacarcy ~t thc Navel Wer College It has T -n re u» clice
of the ss.stanl Sccrctery of War, the Chalf o« Steiz concirring
on the commend siade, to sclect, mm The rsromrendstoa of Tt
Director of the wrmy Industrial Collep., ¢larmipee 1T, . ilCe™.
from ermong the students outstanding 1+ cach preoceding class ot
the College to f111 thrsc three vacoencies  1he select »n Tor
these drtails are bosed on cheroctcer of vork dene at this in-
stitution ~nd thc general value of tio indivadu-~ls to the
Service
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L word about rank  Of course therc are certain
custors and traditions of the service which we would not
change 1f we could All we have in this life 1s our rank
which 1s attained by growing gray in years and years of
hard lines in the service, but, in our academic work, you
are all on the same footing exactly To 1llustrate specil-
fically - the chairman of a student committee may be the
Junior officer in rank on the comrittec but, so far as his
status there 1s concerned, he may as well be the senior

In this College we makc no company of the Navy
and Werine Corps officers We want you to feel absolutely
at homc, Tt 1s your school as much as curs.

Personally I shall be glad to talk over our work
with any of you at ary time The Executivc Of1_.er _s here
to help you rather then to watch you Ar ansirmctor on the
problem in hand 1s more then glad to discu.s 1t nath you with
perfect freedom, but, for obvious reason., he will never tell
you 1in advance what, 1n his opinion, the solutio. may be

Bulletin No 1, covering certain minirum require—
ments both edministrative and academic, boc been 1ssued to

each of you It will be appreciated if ycu will study that
bulletin carefully and comply uniformly with 1ls provisions,
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