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THE G-4 DIVISION, W.D G S

Colonel Jordan, Gentlemen of the College-

I am not going to read a very long lecture — as a
matter of fact, just a few remarks —~ but I put 1t in print so
that I would not wander too much

When your honored Director asked me to come over
ard talk to you he said, in his usual courteous, convincing,
and persuasive manner, that I could talk on any subject I wanted
to and come down any day I would like during this period  After
he told me that he went back to his office and wrote me a note
in which he asked me a number of questions, said that he would
like me specifically to answer two of them, and that he would
like me to come on December 7 at 10 30 He saxd another thing
in his note which I thank 1s worth reading, because that had a
great deal to do with persuading me to come down He said
"We 1n The Assistant Secretary's Office desire to be in the
closest contact with G-4 on any subject which relates to our
work. What can we do to establish closer contact and a better
consultative relationship?" Well, I presume he has already
accomplished some of that contact business by getting me down

Just the other day, but subsequent to Colonel Jordan's
visit to my office, I read a newspaper report of a lecture by a
very eminent professor of business on "The Psychology of Salesman-—
ship ¥ The professor said that the proper approach to a hard case
was not to tell him how you or your product could help him in his
business That would probably nettle him - he knows his own busi-
ness and needs no help from you in running that business If your
stuff 1s any good he would know about 1t and be using 1t, but 1t
1s not any good Rather, the approach should be to ask his adviee
apout your product or your service, assume that le knows all about
1t and perhaps that he has had some difficulty with 1t due to some
characteristic that does not gquite fit his needs Tell him you
are trying to improve 1t, and that respecting him and knowing his
great ability you want his advice, By such an approach you in-
terest him so much that he will not only buy your stuff but he will
probably help you develop 1t, help you sell 1t to others, and adopt
1t as his own, so to speak I have wondered since whether Colonel
Jordan learned his technique from that lecturer or whether the
lecturer got 1t from Colonel Jordan  However that may be, 1t seems
to work,



The first question is What 1s the dividing line
between the activities of (-4 and The Assistant Secretary's
Qffice, and what, 1f anything, can we do to wipe out any blank
spots in that relationship® I like Colonel Jordan's term
vdividing line¥ for thet i1s all thet seperates the two functions -
just a line A line has no breadth, no thickness, 1t has direc-
tion only  One aoes not have to clamb over i1t or raise a curtain
to see through 1t, It does not separate really, 1t merely gives
dircction  The eyes of The Assistant Secretary's Office are in
the darectaon of the business side, the industrial sade., He looks
tovard industry  The eyes of the military, on the other hand,
look toward the military side, and they meet together on that
dividing line  The Assistant Seerctary of War, gquoting his own
words, said Mye have a civilian as the main contact between
the Army and American industry. It 1s his function to vprepare
plans for the industrial effort of the nation, not only for the
Army but for everybody else, and to supervise procuremént in
peace and war." Of course, The Assistant Secretary's Office
does not operate any more than does G-4 operate  As to operating
agencices, in procurement we have the great military supply services
of the Army who in all matters of procurement have direct access
to The Assistant Secretaryts 0Office, vho work with ham in their
problems of current procurenent and in their planning for procure—
ment in wer, These several supply agencies, being operating
agencles, do not in their inner organizations divide procurement
fron storage and issue  For them to do so would, I am sure you
w1ll all agree, mahe for delay, for confusion in supply, particu-
larly in technical supply, and for a lack of responsiveness to
the needs of troops. Realizing these things Congress, in 1its
wisdom, after a very thorough post-war inguiry, placed upon Them
full responsibilaty for the complete cycle of supply for the
categories for which they are responsible, all the way from re-
search and development through requirement, procurement, and
storage to assue, so that all the way a cabegory of supply 1s 1in
the hands of a responsible agency who presumably knows what and
vhen to procure, how and where to get it, and how and where to
store 1t, and when ind where and how lo 1ssue 1t

Well then, Just where does G-4 come i1n? What has he

to do 1f they all know their duties fully® I thank Army Regula-
tions 10-15, which have re¢cently been revised, exoress the duties
of -4 very succinctly, and certainly they are the present views
of the Wwer Departwent  The suoply davision 1s charged, in coordi-
nation with other divisions of the Steff, with the determination
and statement of vlans and policies governing the preparation of
estimntes for funds for military purposes, priorities pert~ining
thereto, and, when necessary, with a restatement of such priori-
ties to meet the military situation or the difficulties of



procurement or the limitations of appropriation. I am going
to repeat part of thet with the determination and statement
of plans and policies governing the preparation of estimates,
priorities pertaining thereto, and, when necessary, with a
restatement of such praorities, governing expenditure of all
funds appropriated. In other words, we are required to get up
in the G-4 Section a requirements program in peace i1n prepara-—
tion for war and then when difficulties arise, when funds or
other limitations are known, to restate that program in accord-
ance with the limitations placed upon 1t by procurement possi-
bilities -~ funds, or other elements which we did not foresee

To help G-4 and others concerned in this most impor-
tant tesk, the Chief of Staff on June 8 issued 2 letter to all
his commanders and to 211 the chiefs of arms and services, 1n
which he announced certain policies to govern the management
of national defense funds, the spirit of which, within limita-
tion of lew, 1s to be adhered to by us all The purpose of
the letter, 2s ennounced by the Chief of Staff, 1s to encourage
a thoughtful end wise mansgement of the public funds and prop-
erty availeble to the Army to the end that the people of the
United States may get their money's worth in sound national
defense for every dollar erpended That 1s the purpose In
closing the letter, which 1s too long to read here, General
Craig seid "It 1s appreciated that as we proceed toward a
more modern national defense some features may be temporarily
overlooked and allowed to fall behind while others may be tem—
porerily overstressed. I hope to shift the emphasis as may be
necessiry from time to time to keep the line straight # As a
result of this letter, G-4 has instituted (not -4 alone but
othcr sections of the Staff likewise) a number of exhaustive
studies as to the comparative cost and comparative value to
netional defense of a number of Army activities  All cannot
be studied at once, of course, Progrcss 1s, however, being
mede step by step.

As a matter of interest to the Class, one of the
studies instituted covers the question of war reserves of
course, you are all interested in that question  As you have
already found here at the College, or as you will find in your
leter studies, to bradge the gap between present mobilizetion
requirements and production would require an investment of some
two billion dollars or more, and I do not think that covers all
things by any means, plus a large snnual cost for upkeep and
replecement. You have doubtless already learned that in our
mobilization plans amendments are under way which look toward a
somewhat slower and more orderly procedure in the early days.
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0f course, 1f we are attacked suddcnly by overwhelming forces
which we cennot now forecee or cven imagine we might heve to

¢rise en nasse without much order, but thet 1is not desirable
unless 1t 18 necessary and we ere proceeding, 1l of us working
topether, to 2 somewhat more orderly end somewhat more modest
mobilization program., This, of course, will decrease Wir reserve
needs - not the mobilization program 1tsclf but the estimate of
the early needs of the wroops  With this in view, the Chief of
St~ff has directed 2 repwort, in coordin.tion with other divisions
of the Staff, on what he termed “the most cratical items" - thet
1s, the most essentinl of the essenti~l 1ter.s — the report to
toke the form of a tabul-r statement of the facilities or
erticles most desirable to be nrocured essuring zn authorized
investment of one, two, three, four, or five hundred million
dollars  As a help to the interested arms and services, z2iter
consultation with other divisions of the Si~ff, G-4 determined
upon tentztive percentages — tent tive percentc ges —~ of each
total to be allotted to erch service end asked e~ch service to
detemminc how best for nrtional defense they could invest the
several sums 1f allotted  The responses to these requests are
now coming in  As a matter of fact, they are 211 in now  The
work being done by the services in this retter is most gratify-
ing and shortly i1t is hoped th~t we cen present to the Chief of
Stoff a rell-studied wor reserve progrom for his consideration
You will understend that when those come in they are not going

to be sent up to the Chief of Steff immedirtely, You will under-
stand, 2nd T repeated the word ttentotive," thet we set up
tentetive percentages and we sent them out to the various ser-
vices and they, consulting with the using arms, set up what they
thought were the most essentiel things to be procured in time of
pecce ~nd put 1n wor reserve under those several sllotments

Now, we have to exomine their study -nd they have to re—examine
1t ~nd doubtless there will be many changes, perhaps also chenges
in tne prrcentages emong services, before final recommendation

1s made, but we have i1n our office now a st-tement just corplected,
I think 1t weos Ssturday, which 1s worth something

Cther nost importaznt problems in which G-4 has great
responsibility, not alone of course but ~s part of the Steff, are
the rese~rch and developrient program, ano the requirements pro-
grom for new arns, such es aircraft, anti-zircraft, combat cars,
tenks, rodio, and 1l thet stuff that we sre now procuring in
rather 1 rge quentitics - large for us These, =»s I snid, arec
21l relatively new arns We do not -ny of us know their full
powers, though we sre aware of sone of those powers end some of
the present limitetions  Because they ~re new and beceuse ilheir
powers mny be ruch gre~ter than we cen now forsee, we feel that



we rust explore fully into possibilities, but - I would like
to repeat that wbut" - 1f we are to have any of them for use
in training and to develop the technique and tectics of their
use and 1f we are to hove any of them to meet emergencies, we
must, from time to time, temporarily shut our eyes to further
progress ~nd go out and get some equipment, the best available
»t the time, something realizable, something from which to
advance - maybe not the ideal but something practical,

In aircraft and radio, particularly, development 1is
proceeding at such a great speed that before a procurement cycle
is complete new models are presented which are held to be so
much better than the old thet to continue the old would be just
horse-and-buggyishness I guess I put too many syllables in
there — sounds all right though  Some of these cises, of course,
are awfully difficult to decide, but decision rmust be riade 1f we
are to have any equipment, and we must recomrend I feel thet in
these matters our judgment is improving — 1t needs 1t — because
our experience 1S enlarging and our knowledge of values increas—
ing  Of course, we will make mistekes as the course ot times
1s uncherted, but they will be honest mistakes and you who
follow will benefit by them. It will not moke any difference
1f you laugh #t us a bit for having made them, 1f you have
learned the lesson why maybe 1t 1s worth the money.

In the studies and perticulerly in arriving at recom-
mendations we of G-4 are in the closest possible touch with the
Office of The Assistant Secretary. Ne major recomnendations on
requirenents or on nmilitary characteristics are made until the
feasibility end wisdom thereof heve been thoroughly tnreshed
out 1n advance with the Office of The Assistent Secretery  Of
course, we do not go up and talk 1t all over with Mr Woodring
himself, our reletionship to him 1s not quite as intimcte ‘s
thot, but vwe talk 1t over with his subordinctes  This does
not meen that either ry office or his must submerge 1ts judgments
or 1ts principles and simply go along because that 1s the easiest
way - not at all — but 2t does mean thet judgments when nade are
besed upon the best available knowledge ~s to military needs and
2s to procurement possibilities It mecns thet the judgments
finally presented are real judgments and not pre-judgments based
on prejudice or on & too narrow military predilection Tt means,
I hope, that the principles governing our actions are real prin-
ciples and not mere slogans based on over—enthusiasm or over—
conservatism or, as Jackson used to say, “The mean of a single
1solated experience.®



In his recent lecture Secretary Woodring descraibed
in some detail the method instituted by him when he was Assis-—
tant Secretary, which enables us to have competition in air-
craft procurement and yet secure for the United States the
craft best suited to our needs, as determined by carefully con-
sidered characteristics and a pre-determined schedule of a valua-
tion based thereon  Before finel decision 1s made on awards,
however, the price factor also enters, and as thet affects the
approved expenditure progran the matter comes over again to -4,
who 1s required to submit a definite recommendation as to any
needed amendment to that program  Thus again -4, and other
interested General Staff Sections sre always consulted, 1s re-
quired to submit a definite recormendation  Before this 1s made,
as T say, The Assistant Secretary's 0ffice 1s consulted and by
that cooperative action re find, »s you might expect, that the
metter tnat 1s finally left up to The Assistant Secretary or the
Chief of Staff, as the case may be, to decide, 1s a single one
Maybe the decision s dafficult, but the details have been
threshed out and decision 1is necessary

While the mriter has not h~d the full consideration I
intend to give 1t, I wonder if a somewhat similar system, that uis,
the valuation system of procurewent, would not be wise for say
our molor vchicles or some other items of supply or equipment
which we might get from civil sources?® This matter 1s somewhat
beyond my province but you asked, Colonel Jordan, how you could
help us  Perhaps an investigation of such a subject by the College
would be worth while

T think our difficulties in developing things other than
aircr~ft have been quite great Ir scme cases perhrmps we do not
teke industry in with us quite enough, ~s we do in aircraft  Per-
haps we get in 2 corner sometimes and decide what the thing we
want 1s without deciding what the tailor has on his shelf

Colonel Jordan's next question 1s  Thet consideration
does (-4 give Lo the work done each year from an industrial view-
point on the Tect of Mobilization Plan by the student body here
and by the Planning Branch, and what does he do with these studies?®
Th~t actual value cre they to you anyway? You sce, he assumes I
know all about therm I cannot speek for past years, but for this
particulsr year I can spe~k with emphasis I came to the job of
G-4 in M~y My predecessor, because of 1llness, was uncble to give
me much orientation on the job  Almost 1mmediately I was compelled
to mcet with the chiefs of the arms and services in consideration
of the expenditure progrem for this jear, ~nd ¢ short tame Jater another
meeting for the preparation of the estam~tes for next year. Of



course I had the help of a fine, loyal, well-trained body of
officers, end from them I hed a report of the mobilization test
T know of no method by which I could have more gquickly gained en
insight into your work here and my own jJob. As one glanced
through the test one could sec the sore poaints pretty quickly
They presented the test to me in one single document. The major
facts which made up the picture of the situation which would face
us 15 the matter of supply in the event we were obliged to
mobilize in accordence with the rather speedy mobilization con-
templated in the plan of 1933 before it was amended. G-4, of
course, 1s vitally interested in this, for MR 10-15 charges him
with the duty of prepsring the basic supply plen in such detail
s will enzble supply services to prepare their detail plans

for the accomplishment of their several missions, and with the
aajustment of such besic plans to meet the changing malitary
necds end limitations of approprietion or procurement possibili-
thSo

T read an article in the S-turday Evening Post the other
night written by General Hegood, He said "There isn't onybody
aesignated in the War Depertment io wetch expenditures ard see
thit the Army does not buy too much ¥ Well, I guess he had not
met me T might say in passing that he was Chief of St.ff of the
Supply Services daring the war — maybe he had some such responsi-
bility himself. Under this responsibilaty, I feel that working
together we st1ll have much to do  Under our present scheme of
mobilization the various supply arms °nd services have determined
the 1ir requirements as set up by the mobilization needs, and to a
less complete extent the corps arecs have done so also, but we
have only now started a careful analysis of these requirements and
of the possibilities of reeting them on time and in an orderly
manrer These requirements, you will understand, have for the
most part been computed {rom tables of besic allowances  The
ex1sting tables, in our opinion, are too generous [s Colonel
Cooper expresses 1t, "Every men 1s apperently to be equipped with
a plank for every rud hole which might conceivably be encountered
and every unit with vehicles enough to carry 211 the plunks."
These basic tables are now under re—study by the vorious using
arms, and we on the Staff must study them also with a view to
equipment suit~ble for movement — the supply of planks, if you will,
to be held in the rear in depots or verks out of the way, to be
moved up as the nced requires.

yhile on thas subject, I want to spe~k particulerly of
organizational ecquipment  In thet I think we hsve got to differen-
t1ate between our peace-time units and those which will be created
to meet the emergency of war  Qur regular Army units and some,



2t least, of the National Guard must, of course, be ready in
peece to cct quackly and forcibly in a Jocel emergency  Of
course, they have to have their tentage, they have to have
everything necessary for their peace-time training, they have
to trein in all kinds of worfare in peice, so they have stuff
for 2ll kands of werfare and they undoubtedly need, or will
need 1r the early days of 1 war if they are to act is a cover-
ing force, a good deal more of some things then they will later
because they rust act in the early days of the war before the
Corps and Army <nd G H.Q establishments core into being., How-
ever, this would not be true of new units, which may well be
given only the minirum of transport, depending for their supply
on ¢ well-organized nrmy or G F Q group of transport companies,
end 1 mainirum of other supporting arms ¢nd services depending
for these upon Corps or rry establiohments, because they will
not come i1n until those esteblishments are in exastence.

The nmatter of orgrnization of equipment, and 1t 1s @
motter of distrabution, s of grest importance It caused us
trouble i1n the last war cnd will do so again unlcss we conme
clecrly to the principle thet if we ittempt to give each unat
everything which 1t nay need under any and #11 conditions there
Just /11l not be enough to go srourd. There will be congestion
in the forward -~rens, there will be a feilure in supply because
of th t congestion and - loss of the battle because freedom of
movenent 1s denied because of congested rozds

Those of us who worled on the roads during the war I
think re~lize that very frequently the shortage of the necessery
stuff at the front was not due to any shortege in the stuff, it
was due te the fact that there were wheels, trucks ond auto-
mobiles and everything else ahead of that stuff thet cught not to
have been there, thet did not have stuff in them that wes essential
to the fight I want to Just go = lattle further into that  The
other day a responsible officer and one whon I admire very much
came in to discuss tne nrtler of requirements for motor transpor-
tation in the case of an outbreak, 1f we neecded something right
now  He said others werc embarrassed who were responsible to
lim because the tables of organization and the tables of egquipment
had not yet been mepared upon which he could bose his require-
ments, nor hed the basic 2llowances been determincd. He and I
both wgreed, I do not know who supgested 1t farst, that there ere
twe wuys to get at requirements one 1s from the pert to the whols,
ond the other i1s from the whole to the part  You gentlemen who:
hawe had experience in ~11 things rmilitary as well as business
know that some times 1t 1s unsafe to proceed from one way without
thinking of the other  In other words, 1f you set up a divisional
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thinking of one division now -~ I guess you put down a rifle

for every man in the davision, you probebly put down a pistol

for every man in the division, too, and you are pretty liberal —
you only have one division to play with Well, the Infantry
regimental commanders, etc , 211 want their little things.
Perhaps you figure out in one cese that they only need two —

you give them three efter argument — and then you begin to multi-
ply that by a hundred to get a hundred divisions, which you would
have 1f the war 1s big enough Tt 1s Just the s.me as trying to
find the distarce between here and San Francisco by using ¢ foot
rule  You would probably miss 1t by quite a little However,
that 1s not the way to get the accurate determination of that
distence  That scems like a sample thing to say and perhaps I
am offending your intelligence by speaking of 1t I hope not

It took me 2 long time to learn that, and I do not know that I
have lecrned it thoroughly yet. I think of the boys that I saw
narching in Frence carrying saddle bags over their shoulders

We had with each division at the outbreak of the war 2 little
troop of cavalry that formed what wzs called "The Headquarters
Troop" and they were to be mounted The orgenizetion table said
§0. They were to have saddles and saddle pockets and plstols and
sabres — I don't think they had lances but they had all those
things that cavalrymen have, including spurs That was fine for
a division operating in decentralized warfare, they needed 1t,
but we did not have the ships to get the horses over and yet every
one of those poor fellows had to carry a saddle bag over his
shoulder alrmost ~11 during the war instead of having the Infantry
pack because he did not heve the horse and he ought to have had
1t Thet 1s nobodyts fault., It s Just one of those mistakes
that everybody makes when we expand from nothing to tremendous
force, just as we did then Starting with a hundred thousand men
or sc we organized four million and had our aim at five

On the other hend, we have got to keep our balance. TFor
Heaven's sake, don't let's go to war the way the British went into
Crimea  The fellow that ran the Crimean war in London was the
Secret-ry of the Treasury and the only instructions he gave were
that they would make 1t a- cheap as they could They started out
that way and then came sickness and a general shortage -~ you all
know the story and know also thet 1t cost England a hell of a lot
more money than 1t would have had they gone at 1t right in the first
place,




We have had the conception that the mechanics of our
mobilization 1s to be standardized  That 1s all raght. The
corps of commanders and chiefs of arms are to carry on in a
standrdized manner for any major effort so far #s organizataon
of equipnent 1s concerned This may not be the best solution
For instence, 1f our gresctest threat is from the West ve mobilize
to meet 1t. I can well imagine that the broad acres of the West
mey lead us to set up training arcas in the West and to move new
units at lerst to such loc~tions with their indavidual equipment
only, the organizationel equipment to be issued in training areas.

I havc just looked over a little test of mobilazation
plan, and one little sentence buried an the report called to my
attention some of our difficulties in France., It said that the
requisttion for the organizational equipment got to the depot
late — which 1s usual - and as a result the articles would have
reached the place where the unit was mobilized after the unit had
left. That 1s just exactly what 1s going to happen if you try
to got organizational equipment to units which may have to move
out quickly We do 1t in time of peace, of course, because they
71e more or less stable then, but if you keep chasing a unit
arcund with a particular article of equipment that they asked
for you will never fand the unit and they will either be without
that particular i1tem all the rest of the war or they will get 1t
somewhere else, Th~t kind of thang cannot be done. Napoleon
Thard tried 1t, and we tried 1t to an extent in France in the
last war, 7You just cannot issue organizational equipment that way.

In vhe matter of construction for mobilization, there is
sti1ll ruch concentrated study necessary and a more complete under—
standing between corps area staffs and the Wer Department  Of
course, procurerent enters this too 1f we are to have speed in the
early diys of mobilization, If we are to hold corps area com-
menders end chiefs of supply branches responsible for results a
rather complete decentrelization for the execution of such work
would apperr to be necessary if speed 1s reguired., But as the
cffort grows, a wise central control will be absolutely necessary
1T we ere to cvoad conflicts an the exhaustion of local supply of
labor and raterials  That contrel control has got to begin to
operate pretty carly unless tle plans are all thoroughly and
correctly worked out in time ¢f peace, which, desirable as 1t is,
I ar afread may not heve been done It would seem to me that in
cur planning vwe can best proceed by steps - plan first and in all
detazl for thet construction needed to mcet the first cbjective
nd then wroceed to subsequent steps. Plenning too largely at
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first may defeat the orderliness and the effectiveness of the
fairst step. Of course, in all our planning we should have
constantly in mind the greatest probable demand, but the steps
tc meet then may be sketched out. what we need to have
definitely known ise« what are the details of the first step.

In conclusicn, I would like to leave one thought with
you — General Embick left a1t with us in his talk at the War
College in September. You cannot work these things out by
somebody just deciding things, Somebody has to get the data
together, upon which the decision can be based That is our
Job, and 1t wall be yours, It 1s that of the General Staff,
and that applies equally to The Assistant Secretary's organiza—
tion. They should work together and in that work individual
credit and individual reward should not be sought  The indavidual
has his reward in the success of the group, in the success of
national defense as a whole,

This 1s an old maxim (I cannot quote 1t exactly but
I have remembered 1t for a long time), 1t runs about as followss
"There can be a good deal of good done in this world i1f men are
not too jealous of where the credit falls " Another one just
as important to our work is  "There 1s one fault which 1s a bar
to all cooperatave effort, 1t 1s a block also to progress, and
that 1s the very grievous fault of contempt before examination,®

I thank you all, and 1f I can I will be glad to enswer
any questions.

———00000——-

Q General, you touched on the subject of war plans I
would like to ask the present feeling with regard to one point We
have now, as I understand our general set-up, a general mobiliza-—
tior plan which is for a maxamum c¢ffort 1le have also the indivi-
dual color plans for specific situations In the industrial or
economic part of the war effort we have only at the present tame
the general plan I have heard a number of officers in whom I
have a great deal of confidence, whose judgment I have a great deal
of respect for, express the feeling that the general mobilization
plar i1dea 1s not sound or effective, that 1t would be better to go
back to the old i1dea of having a specific mobilization plan for
each color situation.
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A I am glad you asked that question., It 1s like
regearch of a1l kinds, perhaps — we set up the maximum Ve
have studied and determined requirements  The corps area 1is
now studying and determining their requirements, and because
of the largeness of 1t we find some tremendous gaps, because
of the speed of 2t we realize that there would be a good deal
of confusion Now 1t isn't, and never was in my opinion,
the i1ntention that we would ever mobilize in accordance with
that plan, but th2t we would mobilize for o particuler war
plen and take such part of the general plan as fatted into
th~t war plan, pick up such units, use such depots, etc , as
were set up 1n e big plan and fatted that smaller plan I
thaink that you sort of arrive ¢t somewhot the same thing you
are talking aboult -~ vou have a mobalization plan for each
color plan ~ but as far as possible 1t will follow the
principles vhich are discovered, if they are aiscovered, to
be sound that were 2 result of the study of the big mobili-
zation plan I think we cannot be too 1nflexable in the
United sStetes ir any of cur plens  We haventt the same prob-
lem that military nations in Europe have, We do not know
where our enemy 1s coming from, we do not know where we may
have to go, re do not know whether we are going to fight at
home , whether the other fellow 1s coming over here and hat
us on thc nose, as somebody said, or whether we have gol to go
and meet him somevhere Ve do not know whelner we sre going
to have to fight a highly industrialized country with good
roras or whether we esre going to a place where there are nct
any roads, I look al the big mobilization plan as I would at
a general survey of possible maximum needs and possible
abilities of supplying ilhose needs, and from that getting down
to something more orderly and something more modest and then
sort of deciding on that for a genercl plan and taking such
parts of that general plan lbat are fitting to each war plan
For inst-nce I, in my t-lk, indicated some little disagreement
with the general mobilization plan, to this extent we have
nine corps areas, ana we have all kinds of climates in those
arees  This 15 a terribly big country, and if our threat was
in the West and only in the West I doubt 1f we would train the
troops that were mobilized in the fairst corps area, I doubt if
we voula train ther in lYaine and Massachusetts I think we
would preobably issue to them there, the new units anyway, only
their inuavidual cquipment end move them out to the West some
where where they would receive their organizational egquipment
and their collective trrining.
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Q. Could you tell us what the obgection 1s from the
Army's viewpoint of the completely centrelized supply system,
such as the Navy has?

A Yes, I think I can answer that, although you probab-
ly will not agree with the answer Quite a few of our supply ser—
vices are responsible not for supplies alone but for getting things
done. In other words, the Ordnance Depzrirent 1s a big manufactur-
ing establiskment, 1t also has thc responsibility of maintenance of
weepons and stuff in the field, The Signal Corps 1s responsible for
establishing lines of cormunication in the field. Let's consider
the difference belween the Navy and the Army  The Army, in thesc
operations, plows through the rud and the individual soldier has on
hiam 11 he can carry — too much usually but that 1s all he has The
telegraph poles have all been desiroyed by thc enemy and they have to
be re-estaplished The Signal officer is responsible for getting
that Jaine up and he gets his telegraph poles right out of the woods
near et hand if there are any, or he gets tham a little further
back if they are there, and pulls them up by truck, or he gets
them all the way from the United States 1f he has to. Unfortunately,
he does nct carry his depot with him as you dov in the Navy  He has
to get his stuff where he can and frequently he 1s 1n a country
where none of 1t seems to eaist except as he exterporizes 1t  The
Engineers have the seme kind of job  They have to build roads and
do construction, repair railroads, and fix up stuff Ve had an
exanple (I an not being critical now, I am just telling you the
facts) in France People who went over there and saw the conditions
locally in France esked tnat a certain number of French cars be
sent them They gave the drawing of e certain type of French loco-
motive., Somebody here at home who was an swful good purchasing
agent, and he also was a good railroad man, said  "They do not
want ten-ton cars over there — thet 1s extravagant  We can get
thirty-ton cars through those clearances and they will be a lot
better, we can haul a lot more stuff in them," well, that is
what they sent It took longer to make them  The French car was
Just e sinple two axles with a platforr on 1t, ana that 1s all
there was to 1l. We had to wdit longer for them, we never did get
@5 many as we wanted, and they were heavier individually  If they
got off the track they were awfully rard to get back on., In other
words, the response to the need in the field wes not what one
wanted 1t to be  As near ss we can possibly have 1t, the procure-
ment ought to be donc by the fellow who has his nose 1n the rud snd
knows what he wants It may be possible that some day we may bhave
a huran neture chain so that « central buresu will know all those
nceds, but I do not believe 1t  As « result of our experience 1n
the war (did General Wood give you a telk this year? (clonel
Jordan  Lest year ) they centralized it on paper during the last
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days of the war, in the United Stetes, in whot they cnlled the
P.S. ¢ T - Purchase, Storcge, ~nd Treffic  Fertunately, they
never vere #ble to get 1t into eaecution, but they dad interfere
a lot i1n trying to get 1t into eaecution  Genercl lHagood says
they dil the samc tning in France, but they cdidn't  They nmay
have pul 1T on paper, but I wisa you would read General Dawes!
stetement about th-t some day  General Dawes 1s not an Army

M, he 1s a business nnn, a benker, and he was our purchasing
agent .n Fronce  He haa the idea thet we ought to have a centrel
purchasing sgent tec buy 211 this stuff Tlie bought a lot of stuff
in Fronce, you understond, but finnlly he Lad a representetive
from e¢ach scrvice sitting around a council teble, the necessity
for purchese would come up before then and he as chairman of

tht borrd would discuss 1t with them end then 2llot 1% to one
person, saying  Wis lorg as you arce buying it you ray as well
buy 1t for 211 the other fellows too W If 1t wvas watches — the
Engineers bought wotches  They had never bought watches befcre
but the, kncw whet they wented in the way cf a watch, the Artillery
accepted the same thing, but they never really centraliged  They
centralized supervision and monagenent but they did not teke the
guts cut <f the services -nd put them in this central non-
responsive bureau.

Colonel Jordan  General Spaldang, T want to thank you
very rmach on behalf «f the College, and certeanly nyself, sir

General Sprlding I do not ordinerily t-lk this long
I want tc say thet I em avfully gloa of the opportunity lc cone
out here, but 1f you de not look cut I will talk you te death
You peoplce can do an awful lot to help us down here  Of course,
Jou kn~w tuere are two kinds of criticism — cne 1s constructive
nd the cther 1s destructive. The deslructaive cne I used when
I s:1d My h~ve too reny planks ond too many units ®  The solution
1 not olw ys just to cut them down, the sclutiun ray be to get
scrniething clse, to get o subotitute, the solution mey be to chenge
the (rg nizetion 2 little, as I sugpested  Some of that stuff
can be put 1n the reer, in depots end in perks, end not with unats.,
"le havc, for inst-nce, ond 2t 1s absolutely ecssential, a regiment
of Erginecrs staticned at Belveir, and thoy have their tentoge
The regament 1s, tnerefore, oble to g2 out in the field in the
e rly deys of 2 war  This 1s tremcndously valueble beczuse 1t
could v c~le the post right away  But, suppese you are organizing
7 regiment of Engineers which i1s nurber three hundred on the list -
would you gave 1t all its tentage? By thet time the construction
cf shelter would have taken place, they would have rest cemps
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Undoubtedly they ocught to have them, and they wcula have them

in the zone of the interior The organizaticnal equipment should
now be the same for all  You could help us a lot 1f you would
look at 1t from that point of view  You will find great gaps 1in
the rnobilization program end you mey say that 1t ought to be cut
down, but don't let's cut 1t down too darn much We want tc hove
enough troops to do something with, and perhaps we can get then
1f we do the job in a little better Way.
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Discussion following Brig. General Spalding's Lecture “4:::::::2;

) General Spalding, you mentioned the matter of study towards _
Diaal For 2 (9 PF)
getting sufficient war reserves for the munstzens g;otectlve ogras .

t

Do you have any hope at the present time to get a sufficient appropria-
tion to get those 1tems which are not ammediately available?

Lt oy
A. Yes, I always have hope. T know Weﬁpever gel any 1f we don't

know what we want. I think there are tames i1n the past when we couvld

Ot ABRE AT AL A TN e ,
have gotten ¥ 1f we had known what we wanted. 6@?15 28 1n confidence

of coursé)———giere 1s quite a bit of hope that if there has to be any
more pump priming that the 1nterna%é§nai situation and the need for
work for the unemplo§£€r$:§dﬁ;;g§ about a fair appropraation for war
reserves, both in the Army and Navy, 1f we know what we want.

@ I would like to ask you, sir, about the preparation of the

budget, as to the relation between G-4 and the variocus chiefs of the
breatt @

Supply, Arms and Services. ot Mwwwg T G-S-
A. I am glad you brought that up The budget’is a part of the
Offl;e of the Deputy Chief of Staff The anmual budget 1s looked after
and arranged for, the basic plan and all the detaals worked out, by
Dt Fegealiafon Pritetio b £ 20
Colonel Chaffee, the Budget andkﬁhe Deputy Chaief of Staff, G-4 has
nothing directly to do with the budget, the annual bu@get. G-41's job
1s a longer ranged job than that, trying perhaps to see what ought to
be 1n the budget three years from now or four or five years from now,

Of course freguently those studies of (-4 have a darect influence on

the immediate budget, but G-4 has no direct influence except that
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we are consulted by Colonel Chaffee or by the Chief of Stalf or Deputy
Chief of Staff in a particular case. TWe make the studies, make our
recommendations, what we think should be included this year and next
O-Ery bt O oI ol

and next, get up the pﬁZ;e;ZZ;en from whiach the budget flows perhaps,
but—an-cur-ferm-ef~govermmemt the Chief of Staff and the Deputy Chief
of Staff are very close together and they are never going to delegate
to an assistant Chief of Staff in another building the making of the
budget or decisions on the budget. It 1s Just not human to do 1t.

Q@ General, in making a study of current airplane procurement I
find that milatary characteristics of airplanes are passed on by G-4
In other words, they are looked at from a supply stanapoint, Now 1t
strikes me that g-% 1s belter able to handle that function as studied

‘ \
Thens—
A Of course that's true Pzt 1s a funny thing, about this G~4

from a tactical standpoant.

and -3 business., None of them are complete g;?themselves. The only
fellow that passes on those characteristics 1s the Chief of Staff
aR  fo —18 TRt A Ctrtfoicithy

That paper, ARIOS, 1s worth reading A\‘G-é 15 the responsible doorway
to the Chief of the Air Corps for milatary characteristics Milaitary
characteristics have to be prepared 1n advance and approved by the
Secretary of War in advance of procurement  They determine the types
of planes that wi1ll be procured  Some piaee tgére has to be a record
of those standards and that 1s in G-4. HNow the way G~4 proceeds 1s
to take the suggestion either from the Chief of the Air Corps or from
the Chief of Staff, wherever 1t may come from, and é%gigﬁgtg% what you

might call the start  He sketches out the start of the thing Then

i
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after consultation with the other members of the Staff, G~3 and War Plans -
they are very much interested ~Afrles +o0 braing all of them inlo accord
He 1s responsible that they do get into accord, not all agree, but that
the story i1is put down so that the Chief of Staff and the Secretary of
War have 1t, In other words, he 1s responsible for the plqk and shovel
work. We get confused on that, when we think that (-4 desssws these
things. He just doesn't do 1t.

Q. The regulations provide that the Corps Area Commander will
perform his own e$§£§§355§§%?§5é23ﬁ and report directly and only to the -
Chief of Staff, yet the regulations also provide that the Assistant ﬁ%
Secretary of War shall control all procurement of building materials
and mobalization of the construction industry Is this not ambiguous
ana does 1t not lead to a division of authoraty?

A No, I don't think so. Of course everything is ambiguous
There all sorts of construction in war, all sorts of different kinds
of construction The Army needs certain kinds of construction for
shelter of troops. Factories need construction for enlarging their
facilities to meet the contracts that they may have Our own military
establishments, like the Ordnance arsenals, need enlargements perhaps
There are all sorts of construction. I will go back to the military
program. The Chief of Staff 1s responsible for the military program,
1ts planning and 1ts execution. That sets up certain needs for shelter
for troops in certain areas.

That shelter, of course, might be tents,

)
g R T e -t "
it might beﬁgé}%h:ng,ilt might gif;lnto bag construction. I don't see
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any difficulty there between the Assistant Secretary's office and the

Chief of Stafft's office. After all, the General Staff does not do

any corstruction It might be done by the Construction Division of
Q&,TR. Lo ~1 & ?MM
the Quartermaster Corps for the Army. If you go back to IB¥, .
T A P rosdimitin Coepiad F Fota wwto
} god-an.a difficulty on a military question, the Chief of Staff, and on
aoles Ny cbeeote S

an industraal or business question, the Assistant Secretary of War,

On some of those questions 1t hay be hard to determine whether 1t 1is

a military question or an industrial or business question Well, a1t
isn't ampossible for G-4 to talk to the Office of The Assistant Secretary
of War and kind of straighten 1t out when those ihings arise One

thing T would laike to say and that is, 1t 15 a daffacult Job to be an
assistant. It 1s much easier to be boss, but you are never boss after
you get above the rank of corporal That's the only time when you are
boss.

Colonel Jordan I know what was in his mind He was thinking of
the proposition where there was a shortage of material, Say that was
in the Second Corps Area and there was command construction and the
Second Corps Area commander took that for his corps area and dian't
give anything to the other corps areas

A. Well, that has got to be centralized in a major war The
corps areas aren't going to go arcund and build everything they think
1s neces;ary i a major emergency,

Colonel Jordan  That was one thought that was in the mand of the

class, I am sure, sir.
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A  Gentlemen —— this 1s ins the family now —- there has been a
kaind of an idea abroad that when this war comes 1t will come so suddenly
that the War Department won't know what to do any place, so they give
1t all to the Corps Areas, mine of them, and they can bear the responsi-
bality and we just wash our hands of 1t and hope 1t doesn't get too mixed
up That isn't a’o;he present thought. The “Ezse?:a t%sught is t% there
will be a basic plaeayhlch will expect corps areas to do certain work,
mostly executive, mostly operations, but the plan will be centralized
sufficiently to keep £§§§ thing from getting all mixed up. Of course
1f we had an emergency which was so terrible that all our communications
were cut the corps areas would have to be on their own, but I dont't
anticipate such an emergency right now, that kind of an emergency.

Q. General, in discussing war reserves you used the term wfair
appropriation * Would you object to telling us what, in your opinion,
would be fair appropriation?

& We faigured up the essential 1tems for such a force as we
thought was about the minimum we would organize in a major war and we
found that the non-commercial essential items ran well into figures if
we got everything we wanted. It would run to about $1,000 00 to a man,
for a million men a billion dollars. Then ahalyzing that down to the
absolutely cratical items we got down to lower figures and a hundred
and fifty million would take care of our initial protective force nicely.

And 1f T got fafty million of that T would feel pretty happy We have

broken that first fifty million down anto five million pieces, and if
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I got the first fi;e million this year I'd he pretty happy and I'd hope
Nt fottlAA
the next five mallaion, But I believe that the more nearly we
know our needs and can prove them the more apt we are to get them
Heretofore I think we have said ggb&&%&e:?ﬂdghat'was so big that every-
body said, "Well, 2t would be fine 1f we had 1t It 1s too bag, can't
think of at # But we have itried to analyze 1t all the way down to the
farst million so that 1f they say 1t 1s too big we can say, “ILet's take
the next sheet  Maybe we can do that ®
Q@ Idon't know 1f this 1s a fair question to ask of G-4 I
noticed lasgggjéht in ?he Star that Mr ﬁ@iﬁ%W7@ had quite a little
sprbe-ap  Is that the beginning of the education of the public with
respect to the Protective Mobilization Plan®
A A lattle It was 1naccurate, and perhaps 1t 1s well that 1t
was 1naccurate  For instance, he aindicated that we were going to have
a lot of motor transports put in storage Of course we are not going
neTon Care
to do that  There are so many, on the street that 1f there were any
more we wouldn't be able to have a war
. Has any consideration been given to taking the 165 pound load
off the 110 pound soldier, that we went through? What items have been
cut out of that®
A Well, they have been cutting 1t down all the time I don't
believe I can give that accurately, but General Iynch is a bug on that

He doesn't like to carry stuff on his back and I don't either TWe just

had a big faight the other day on a lattle thing they wanted to tack on
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to a soldiert's belt and I bucked and I thank 1t went out temporarily
It only weaghed a half a pound, but 1t was a half a pound on about
forty pounds, I t§1nk 1t 1s now. You have to fight all the time the
tendency to put %£ on the soldierts back and on the soldier's vehicle
Everyone wants to have on the soldier everything he might need anywhere
in the world. FEverythang that isn't on his back they want to put on
his wagon or on his truck and we overload the soldier and the truck
Then we are surprised when they get stuck in the mud The result is
they empty 1t all in the mud and then they don't have 1t and neither
do we. Keep 1t 1n the storehouse until you find out when they need
1t and where.

§ I didnt't have in mind so much the humanitarian side T had
in mind the fact that industry would be better able to handle it af
we reduced the inatial requirement of the soldier

A. We have done that and to do 1t, as I indicated, we had to go
down to the beginning, the basic allowance, and cut the stuff on the
soldier's back and the stuff everywhere in order to get them down withan
reason, I don't thlnk the last word on that has been done  When you

B ol L) y kb s Bretem } Aoy «u{&%p
get_on.one~eflihose-gobs you wi1ll have to ctit’ 1t some mare

@  Another question on construction, sir. On fthis corps area
the Quartermaster (General may have a construction zone where he is
doing construction for other branches in that same area. What co-
ordinating agency would there be to stop confusion in that locality
of construction with the Corps Area Commander reporting to G-4
direct and the construction zone reporting to the Assistant Secretary

of Ware
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A. Of course the €orps Area Commanders do mot report to G-4
I dont't blame you for getting mixed up because in our mobilization plan
there was a mix-up The reason there was a mix-up 1s because the Tar
Department didn't make a basic plan. It Jjust said, "Thereas a war You
corps area fellows please build anything you need ¥ TYou just can't do
that kind of thaing. You have to have a basic plan and in that plan you
have to fix responsibilaties and keep these confusions from arising
Now in a minor affair 1t 1s all raght for corps areas to go ahead and
do some liattle building. In a major war that i1s really going to test
our industrial system. You must have ciptral control, otherwise you get
nowhere. And that centralization ought to start from the beginning.

Q@ I would like to ask another guestion on this construction
business The Corps Area Commander 1s to organize on M-Day a Construction
Davasion to perform the command construction in that corps area  Now
in the time of peace, as I understand at, he hasn't any organization
set up for that work Now on M-Day do you think there 1s going to be
any liakelihood of trouble in 1t becoming an efficient organization?

4 I don't think the Corps Air Commander 1s going to be charged
with any such thing in a major war He certainly asn't uncer the
present plan The Chief of Staff 1s responsible for the plannang,
dévelopment, execution of the military program. The War Department
General Staff makes the necessary plans for recruiting, mobilizing,
organizing supplies, equiping and treining. He 1s the agent and in
the name of the Secretary he 1ssues such orders as will insure that
the plans of the War Department are harmoniously executed by all the

agencies of the military establishments and that the military program
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15 carried out steadily and efficiently. To do that he just can't
give his job to the corps areaewﬁe has to do 1t right here in
Washington where he can coordinate with the Quartermaster General and
all the heads of the Department. The basic plan must be here The
corps area commanders will have certain duties puobabdy deiegated to
them, having to do particularly with rather minor construction in camps,
but certainly not in construction in a big war. The corps area
commander 1s a military commander of troops. He 15 not going out and
organize industry in his corps area  If he does he will do his own
Job poorly and the other job poorly.

@ General, the school issued a problem here to the student body
and among the requirements in that problem was a question of the
prainciples and characteristics of procurement.

A. T don't know anything about procurement.

Q. Well, G-4 tied up in the éuestlon I had to ask. I am going
to take a particular case of the Signal Corps in raising the guestion
because they buy such a small arount of stuff in a major emergency
that 1t doesn't matter in the other branches One of the principles
of procurement, as I understand at, is that 1t must be economical.
There was mentioned jJust a minute ago about the load on industry. I
notice that Colonel‘Harrls i a lecture last year stated the
difficulty connected with this question of trying to get specifications
so that they were capable of mass production. Now we have 1in the

Saignal Corps a lot of specifications They have them over in the Navy

and they are for the same 1tems and different and all that sort of
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thing. There is a board, as I understand it, in the Assistant
Secretary's Office for approving these specifications, whether they
are suitable for industry. Some of us know that they are made by
engineers in laboratories  On the other hand, G-4 1s responsible
for this development program and setting up the military characteristics
and probably has something to do with those specifications before they
are finally approved in the Assistant Secretary!s office. I would like
to obtain, 1f it 1s possible or practicable, your opinion as to whether
there shouldn't be cavilian experts, perhaps under some section of (-4,
and some method whereby civilian experts, people who have handled the
question of specifications and mass production, might be in both the
Assistant Secretary's Office and in G-4 and pass on these?

A. I would hate to see them invading G-4 very much because f
G-4 will attend to his malitary requirements he will keep from inter-
fering with the Assistant Secretary's office. I would like to see
them in the gssistant Secretary's office and in war they will be
there  Of course that question isn't easy, but G-4 has got to be
darned careful You might say that he protects the Assistant Secre~
tary's office in a way from the rest of the Staff if he can. In other
words, sometimes one of the military sections tries to browvide a
thing that just samply can't be done., That 15 all right for research
We have found lots of things that can be done that ten years ago we
knew couldn't be doné. In research we want to beﬁégfiéiﬁ&fﬁ 1f there
1s money to dream all raght. But when 1t comes to actual procurement
we have to have our specifications, our military characteristics,

which should be very brief but should put a ceiling and a floor on
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the article There should be reasonable flexability, this 1s desired,
this 1s the minimum that\w111 suat; in there you can buy anything that
the market waill afford. That ceiling and that floor can't be established
unless (-4 knows something about procurement possibilities He can't
possibly do his work without talking to the Assistant Secretary of War

A S
all the time. e doesn't always talk to the assistant Secretary of

War directly, very seddom does he do i1t. But each of our departments,
like the Quartermaster or theSignal Corps have, you might say, two

bosses, the civilian and the milaitary  For instance, the Chief Signal
Officer may say, "This military characteristic, you just can't do 1t

1t 1s fying our hands Can't we get 1t changed? We can't procure it "
That 1s the way we get our information. If we are too arbitrary he can go
to the Assistant Secretary and say that G-4 1s crazy. Then the Assistant
Secretary of War rings a bell and Burns calls me up and we get together
and get sensible That's the way 1t works really,

Colonel Jordan Major McPike is handling the problem down here,
General, in which we are going to take a mumber of test 1tems and we are
going to go through and find out as to whether or not at i1s possible
for industry to meet the program which has been laid down  The results
of the work of the class are going to come up to you for your ainformation,
and I hope that Colonel Corlett will get in very close touch with Major
McPike and the twe will work together in harmonious consultation

General Spaldang- I am sure we would love to have any of you come
up Our doors are open all the tiume  If Corlett asn't there, I will be

Colonel Jordan I want to express the appreciation of the College

for your coming down here and talking to us. Thank you very much
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In your study of the results and I know you will wish to study
them, please be patient with inaccuracies, omissions or what from
your point of view may be considered as unsound conclusions. Re-
member the Job had to b /gone by December lst, and remember that it

18 distributed for your criticism and for use for this year.

Rearmement and Reegquipment Progran.

The War Reserve study i1s an honest effort to determaine the very
— )u'{
minimum requirements for the force believed to be essential/for our

A
defense It could not have been reduced to the relatively small
quantities had we not kept 1t low by the omission of many articles
which we feel could be secured guickly because they are produced
commercially, and also by the substitution of articles whach, while
not as good as the standard srticles they replece, ere on hand and
will have to serve 1f an emergency should ocecur this year. For ex—
ample, no provision was made therein for the sem-automatic rafle.
This weapon 1s very desirable, bub as we have a good substitute, 1t
wes not included as essentlal‘ The manufacture of the semi-auto-

metic 18, however, not to stop - rather 1t 1s to continue at present

rate and a fair sum 15 to be expended in "tooling up" for a more

rapid and more economical production éﬁgﬁﬂﬁia¢£¢ Al
L2 .
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Also in the Plannaing and Equipment Branch there i1s maintained
under Colonel Sparks' cirection and in immediate charge of Major Harmon,

a Research and Development Program snd a Rearmament and Reeguipment

Program and, naturally, a record of approved mulitary characteristics
and standards
The procedure followed by Major Harmon in the preparation of these
programs 1s not unlike that followed by Colonel Corlett for War Reserves.
Tentative directives are prepared and approved and, within the
spirit of these, the set-up of the Requirements Program for the year
1s made. Understand we always maintain a record of what 1s desired
and one also of what we would have to use were an emergency to come
suddenly. There 1s nothing more apt to bring misunderstandings,
confusion and delay than argument arising from lack of a clear cut

line between what 1s attainable now and what 1s desired. ILet there

be progress, let there be research and development, but always know
definitely what articles are to be used tomorrow i1f the emergency
comes LOmorrow.

For meny years after the World War, little thought was given to
rearmsement or even to replacement We had so much stuff on hand,
some of 1t pretty bad, true, but so much in all that 1t was difficult
to find out what to do with 1t

But today the situation is dlfferent.‘;\mbt only has there been
Yy

o
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a great increase in scientific knowledge, but the wars in Spain and

§?Lamﬂﬁk%mg/ OBt B oA
2 1 as strategical

Chlna have oncentrated thought on

ordinated effort is

G4, of course, does not alone determine what researches will
be undertaken, what new means will be developed, or the use to be
made of these, but he 18 responsible directly to the Ghief of Steff
for the "pick and shovel work" necessary to bring about a proper
balance between vpossibilities of supply and expressed needs

This pick and shovel work requires, as I have said before,
but 1t will bear repeating, - requaires patience, understending

and persistence as a solution of the problem must be reached and

under present world conditions there must be no long delay in the

search for the 1deal or perfect solution. What 1s sought i1s a

practicable, workable, flexible solution, which recognizes the fact

that production must begin as soon as practicable in reasonable quan—
7z, & Gy

tities,, @ teen bugﬁﬂworked out and improvements made month by month

and year by year as we proceed.
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Nothing 1s perfect at first - but perfection never will come
without traal.

Those of you who, here at the Industrial College, or later on
the Staff become engrossed in this character of work will do well,
I think, to recognize that differences of opinion, when they are
honest, and they usually are honest, arise most frequently because
of different points of view. Such differences must not be arbit-
rarily cast aside, but rather opportunity should always be given to
all regponsible agencies to present their views in their own language,
and these views in the original words should be made known by G-4 to
the other Assistant Chiefs of Staff, and to the Chief of Staff himself
particularly when they differ from recommended action in order that

the Chief of Staff may know in advance of decision that he is going

contrary to the considered opinion of one or more of his advisors.

This procedure makes the "pick and shovel!" work harder, but it
makes the task of the Chief of Staff easier, and that is our objec-
tive - always.

Please understend that there should be no attempt made to force
a meconciliation of honest, and real, differences of opinion, as to
force a reconciliation may cause the Chief of Stafﬂﬂ%g act without
the facts, and our job is to do everything we can to so present the

motter to ham i1n a way as to insure a considered and sound decision.
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