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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 it in print so 
that I would not wander too much 

When your honored Director asked me to come over 
and talk to you he sald, in hls usual courteous, convmncmng, 
and persuaslve manner, that I could talk on any subject I wanted 
to and come down any day I would like ~irlng this perlod After 
he told me that he went back to hls offlce and wrote me a note 
In which he asked me a number of questlons~ sald that he would 
llke me specifically to an~er ~o of them, and that he would 
like me to come on December 7 at I0 30 He said another thing 
in hls note whmch I thmnk ms ~orth reading, because that had a 
great deal to do wlth persuading me to come d~n He sald 
"We In The Asslstant Secretary,s Office desire to be in the 
closest contact ~ith G-4 on any subject which relates to our 
work. What can we do to establlsh closer contact and a better 
consultatlve relatlonship~. ~i!, 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 
vislt to my offlce, i read a newspaper report of a lecture by a 
very eminent professor of buslness 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 hls 
business That would probably nettle hlm- he knows his own busi- 
ness and needs no help from you in running that buslness If your 
stuff ms any good he would know about it and be using it, but it 
ms not any good Rather, the approach should be to ask his advice 
aoout your product or your servlce, assume that he knows all about 
it and perhaps that he has had some difflculty wlth it due to some 
characterlstlc that does not qulte fit hms needs Tell hmmyou 
are trylng to improve it, and that respecting him and knowlng hls 
great ability you ~ant 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 It, help you sell it to others, and adopt 
it as hls ova, so to speak I have wondered since whether Colonel 
Jordan learned his technique from that lecturer or ~hether the 
lecturer got it from Colonel Jordan However that may be, it seems 
to work. 



The flrst questmon ms ~at ms the dlvmdlng llne 
between the actlvltles of G-4 and The Assmstant Secretary's 
Offlce, and what, If anythlng~ can we do to wlpe out any blank 
spots in that relatmonshmp~ I llke Colonel Jordan's term 
..dmvmdmng imne, for thst ms all thst sepsrates the t~o functlons - 
lust a Imne A llne has no breadth, no thmckness, it has dlrec- 
tlon only One aoes not have to cllmb over mt or ramse a curtamn 
to see through mt. It does not separate reallyj it merely gzves 
d~rcctlon The eyes of The Asslstant Secretary,s Offmce are in 
the dlrectmon ol the buslness smde, the industrma! smde. He looks 
tovard mndustry The eyes of the mllmtary, on the other h~nd, 
look toward the military slde, and they meet together on that 
dmvmdmng imne The Asslstaut Secretary of ~sr, quotlng hls ~n 
words~ samd "he have a cmvmllan as the mamn contact between 
the Army and Amermcan mndustry. It ms h~s functmon to orepare 
plans for the mndustrmal effort of the nat~on, not only for the 
Army but for everybody else, and to supervzse procurement mn 
peace and war.., Of course~ The Assmstant Secretary's Offmce 
does not operate any more than doe~ G-4 operate As to operating 
agencmes, mn procurement we have the great mmlmtary supply servmces 
of the Auuy who mn all matters of procurement have d~rect access 
to The As~zstant Secretary's Offzce, ~ho work ~zth hmm zn themr 
problems of current procurement and mn themr plannmng for procure- 
mant mn ~r. These several suoply agancmes, bezng operatmng 
agenczas, do not mn themr mnner organmzatzons dzvmde procurement 
from stor%ge and ~ssue For them to do so would, i am sure you 
~mll all agree, make for delay, for confuszon ~n supply~ partmcu- 
larly mn technmcal supply, and for a lack of responsmveness to 
the needs of troops. Realmzmng these thmngs Congress~ ~n ~ts 
wmsdom, after a very thorough post-~ar mnqu~ry, placed upon them 
full re~oons~bmlmty for the complete cycle of supply for the 
cat~gorzes for ~h~ch they ar~ responszble, all the way from re- 
search and development through requmrement, procurement, and 
storage to mssue~ so that all the way a category of supply ms zn 
the h~nds of a responsible agency who presumably knows what and 
~htn to procure, ho~ and where to get rot, and how and ~here to 
store rot, and when md where and how to zssue mt 

~Ii then, just where does G-4 come in~ What has he 
to do if they all kno~v themr dutmes fully~ i thmnk Army Regula- 
tlons IO-IS, whmch have r~cently been revmsed, exoress the dutles 
of O-& vary succmnctly, and certalnly they are the present vmews 
of th~ ~r Department The suoply dlvmsmon ms charged, mn coordm- 
natlon w~th other dmvlslons of the Stsff~ wlth the determmnatlon 
snd statement of olans and polmcles govern!ng the preparatmon of 
estmm~tes for funds for mmlmtary purposes, pr!ormtles pert~mnmng 
thereto, snd, when necessary~ w~th a restatement of such prlorl- 
tmcs to meet the mllltary sltuatlon or the dlfflcultles of 



procurement or the immitatmons of appropriatmon. I am going 
to repeat part of thst with the determination and statement 
of plans and policies governing the preparation of estlmates~ 
prlormties pertaining thereto, and, when necessary~ wmth a 
restatement of such priorltles, governing expenditure of all 
funds appropriated. In other words, we are required to get up 
mn the G-4 Section a requirements program in peace in prepara- 
tmon for war and then when dlffmcultmes arise, when funds or 
other immitatmons are known~ to restate that program mn accord- 
ance ~ith the immmtatmons placed upon mt by procurement possi- 
hilltles - funds~ or other elements which we did not foresee 

To help G-4 and others concerned in this most mmpor- 
tant tosk~ the Chief of Staff on June 8 issued e letter to all 
his commanders and to sll the chlefs of arms and servlces, in 
whmch he announced certain polmcles to govern the management 
of natmonal defense funds, the spirit of whlch, within immita- 
tmon of isw, is to be adhered to by us all The purpose of 
the letter, ss announced by the Chief of Staff, is to encourage 
a thoughtful end wise management of the public funds and prop- 
erty avamlsble to the Army to the end that the people of the 
United States may get thelr money,s worth in sound national 
defense for every dollar erpended That is the purpose In 
closmng the letter, whmch ms too long to read here, General 
Craig ssld "It ms apprecmated that as we proceed toward 
more modern natlonal defense some features may be temporarily 
overlooked and allowed to fall behind whmle others may be tem- 
porsrmly overstressed. I hope to shlft the emphasis as may be 
necessary from t m me to time to keep the llne stralght ,, As a 
result of thms letter, G-4 has instituted (not G-4 alone but 
othar sect±ons of the Staff !ik~ise) a number of exhaustive 
studles as to the comparative cost and comparatmve value to 
nstmonsl defense of s number of Army activitmes All c~nnot 
be studied at once, of course. Progress is, however, being 
msde step by step. 

As a matter of interest to the Class, one of the 
studmes instmtuted covers the questmon of war reserves Of 
course~ you are all mnterested in that question As you have 
already found here at the College, or as you will find in your 
Ister studies, to brmdge the gap between present mobllmzstmon 
requmrements and production would require an mnvestment of some 
two bz!imon dollsrs or more, and I do not thmnk that covers all 
things by any mesns~ plus a large snnual cost for upkeep and 
repiscement. You have doubtless alresdy ie~rned that in our 
mobllizatlon plans amendments are under way which look toward a 
somewhat slower and more ordcrly procedure mn the early days. 
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Of course, if we are zttacked suddenly by overwhelmlng forces 
whlch we csnnot now foresee or even Imagmne we mlght hsve to 
srmse ~n masse wmthout much order, but that ms not deslrable 
unl~ ss mt ms necessary znd we ore proceedmng~ Pll of us workzng 
together, to s somewhat more orderly snd some~vh~t more modest 
mobllmzztlon program. Thms~ of course, ~mll decrease w~r reserve 
nceds- not the mobmlmzatmon program mts<if ~it the estmmzte of 
th~ early ne(ds of tho ~roops ]~mth thms mn vme~, th~ Chmef of 
St~ff has dmrected z reoort, in coordmn~tmon wlth other dmvmsmons 
of the Staff~ on J~h~t he termed "the most crmtmcal mtems" - thst 
ms, the most essent~l of the essentm~i mter~s - the report to 
t~k~ the form of a tabul~r stzt~ment of the facmlmt~es or 
srtmcles most desmrable to b{ nrocured sssummng sn zuthormzed 
mnvestment of one, ~{o; thr~e, four~ or fmve ~mdred mmllmon 
doll~rs As a help to the mnterested arms snd servzces, alter 
consultzt~on wmth other dmvmsmons of the Stoff~ G-4 determmn~d 
upon tentstmve percentages - tent tmv~ p(rc~nt~ ges . of ezch 
total to be ~llotted to esch servmce snd asked e~ch servmcc to 
determmn( how best for notmonal d~fense they could mnvest the 
several s~s mf allotted The responses to these r{quests are 
now co±rang mn As a m~ztter of fact, they zre sll mn now The 
work b~mn~ done by th{ servmces mn thms ~stter ms most gratmfy- 
mng znd shortly mt ms hoped that w~ csn present to the Chmef of 
St~ff a ~ll-studmed wsr rtserva progrom for hms consmderatmon 
You ~mll und~rstsnd that when thos~ come mn th6y are not going 
to be sent up to the Chzef of Stsf~ mmmedm~tely. You ~mll under- 
stand, ~nd I re~)ezted th~ word ',tentatmve," that we set up 
tentot±ve percentages and we sent them out to the varmous ser- 
vmces and they, consuitmngwmth the usmng arms, set up what they 
thought ~ere the most essentmsl thmngs to b< procured mn tmme of 
pesc~ ~nd put mn ~r reserve under those several sllotmcnts 
No~, w~ hav~ to exsm~ne themr study ~nd they h~ve to re-exammne 
mt ~nd doubtless th~r~ wmll be m~ny chznges~ perhzps also chsnges 
mn tn( p~rcentages smong servmces, b~fore fmnal recommendatmon 
ms made~ but we hzve mn our offmce now a statement ~ust co~pleted~ 
I thmnk mt ~s S~turday, whmch ms ~orth somethzng 

Other most mmportant problems mn ivhmch G-4 has grest 
responslbmllty, not alone of courage but ~s part of the Stsff, are 
the research and development program~ ano the requlrements pro- 
grzm for new arms~ suc~ ss amror~ft, antm-amrcr~ft, combat cars, 
tsnks, r~dlo, and -~I thst stuff th~_t we sre now procurlng mn 
r~ther I rge qusntmtmes - l~rge for us Th<se, ~s I s~md, are 
~II reiatmvely neIJ~ a~ms We do not ~ny of us know themr full 
powers, though we sre aware of some of those powers snd some of 
thp present llm±t~tmons Because they ~re new and becsuse themr 
powers m~y be much gre~ter than we csn now forsee, we feel that 
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we must explore fully mnto pos~mbmlmtles, but - I would llke 
to repest that ',but,, - mf we are to have any of them for use 
in tramnmng and to develop the technique and tsctlcs of thelr 
use and mf we are to hsve any of them to meet emergencmes, we 
must, from t~le to t~me, temporarmly shut our eyes to further 
progress ~nd go out and get some equmpment, the best avamlsble 
~t the tmme, somethmng realmzable, somethmng from whmch to 
advance - maybe not the mdeal but somethmng practlcal. 

In amrcraft and radmo~ partmcularly, development ms 
proceedlng at such a great speed that before a procurement cycle 
ms complete new models are presented whlch are held to be so 
much better than the old thst to continue the old would be oust 
horse-and-buggylshness I guess I put too many syllables mn 
there - sounds all rmght though Some of these c%ses, of course, 
are awfully dmffmcult to decmde, but decmsmon must be made mf we 
are to have any equlpment, andwe must recommend ! feel thst mn 
these matters our judgment ms ~iprovlng - mt needs mt - because 
our expermence ms enlsrglng and our knowledge of velues mncreas- 
mng Of course~ we wmll make mmstakes as the course st tmmes 
ms unchsrted, but they wmll be honest mmstakes and you who 
foll~ wmll benefmt by them. It wmll not m~l~e any dmfference 
mf you laugh st us a bmt for havmng made them, if you have 
learned the lesson v~hy maybe mt ms worth the money. 

In the studmes and partmculsr!y mn arrmvmng at recom- 
meudatmons ~e of G-4 are mn the closest possmble touch wmth the 
Offmce of The Assmstant Secret%ry. No ma3or recommendatmons on 
requmrements or on mmlltary charactermstics ar~ made untml the 
feaslbmlmty snd wmsdom thereof hsve been thoroughly threshed 
out mn advance v~mth the Offmce of The Asslstsnt Secretsry Of 
course, wc do not go up and talk it all over wmth Nr Woodrmng 
hmmself, our relstmonshl p to hmm is not quite as mntmm~te ,s 
that, but ve talk mt over wmth hms subordmn~tes Thms does 
not mesn that emther my offzce or hls must submerge mts judgments 
or mts prmncmples and s~ply go alon~ because that ms the easmest 
way - not at all - but mt does mean thst judgments when made are 
brscd upon the best avaml~ble knowledge ~s to m11mtary needs and 
as to procurement possmbmlltmes It mesns thst the judgments 
fmnally presented are real judgments and not pre-judgments based 
on prejudmce or on a too n~r~ow mmlltary predm!ect~on It means, 
I hope, that the prmncmples governing our actmons are real prmn- 
clples and not mere slogans based on over-enthusmasm or over- 
conservatmsm or, as Jackson used to say, "The mean of a slngle 
msolated expermence.. 
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In hms recent lecture Secretary ]~odrmng descrmbed 
mn some detaml the method mnstmtuted by hmmwhen he was Assms- 
taut Secretary, whmch enables us to have competmtmon mn amr- 
craft procurement and yet secure for the Unmted States the 
craft best sumted to our needs, as determmned by carefully con- 
smdered charactermst~cs and a pre-determmned schedule of a valua- 
tmon based thereon Before fmnsl decmsmon ms made on awards~ 
hov{ever, the przce factor also enters, and as that affects the 
approved expendmtu~e program the ~mtter comes over agamn to G-4, 
~ho zs requmred to submmt a defmnmte recommendatzon as to any 
needed amendment to that program Thus again C-4, and other 
mnterested General Staff Sectmons sre alv{ays consulted, ~s re- 
qumred to submmt a defmnmte recommendatmon Before thms ms made, 
as I say, The A~smstant Secretary's Offmce ms consulted and by 
that cooperatmve actmon ~e fmnd, ss you mmght expect, that the 
mstter that ms f~nally left up to The 9ssmstant Secretary or the 
Chmef of Staff~ as the case may be, to decmde, ms a smngle one 
haFbe the deczsmon ms dmffmcult, but *he detamls have been 
threshed out and decmsmon ms necessary 

~mle the ~tter has not h~d the full consmderatlon I 
!ntend to gmve mt, I ~ronder if a somewhat smmmlar system, that ±s, 
the vzluatmon system of procurement, would not be }~ise for say 
our motor vehmcles or some other mtems of supply or equlpment 
whmch we mlght get from cmvml sources~ Thms matter ms somewhat 
beyond my provmnce but you asked, Colonel Jordan, how you ~ould 
help us Perhaps an mnvestmgatlon of such a subject by the College 
would b~ worth ~mle 

I thmnk our dmffmcultles in deve!opmng thlngs other than 
amrcr~ft have been qumte great Ir some czses perhaps we do not 
tske industry in wmth us qumte enough, ~s we do mn zmrcraft Per- 
haps {e get In a corner sometmmes and decmde what the thing ~e 
~ant ms wmthout decmdlng what the tamlor has on hms shelf 

Colonel Jordan,s next questmon is %h~t consmderatmon 
does 0-4 grove to the work done each year from an industrmal vmew- 
pomnt on the Test of Nobmlmzatmon Plan by the student body here 
and by the Planning Branch, and what does be do wmth these studles~ 
V~h~t actual value sre they to you an~ay~ You see, hc assmnes I 
kno~ all about them I cannot sn~sk for p~st years, but for thzs 
partlculsl year I can spe~k ~mth emphasms ! came to the job of 
C~4 in M7 Ny predecessor, because of tallness, was unsble to grove 
me much ormentatlon on the job All~ost mmm~dmately I ~as compelled 
to meet ~Ith the chlefs of the arms and servlces mn consmder~tlon 
of the expendmture progrsm for thins ~ear~ ~nd s short tlme later another 
meetmng for the prep~ratmon of the estimates for next year. Of 

-6- 



course I h~d the help of a fmne~ loysl, well-tramned body of 
offlcers~ snd from them I hsd a report of the mobmlmzatmon test 
I know of no method by~mch I could have more qumckly galned sn 
mnsmght mnto your work here and my own job. As one glanced 
through the test one could see the sore po!nts pretty qulckly 
They presented the test to me mn one slngle documlent. The major 
facts ~hmch made up the pzcture of the smtuatlon ~ich would face 
us ms the matter of supply mn the event we were oblmged to 
mobmlmze mn accordsnce wmth the rather speedy mobmlmzatmon con- 
templsted mn the plan of 195~ before mt w~s amended. G-4~ of 
course~ ms vmtal!y mnterested mn thms, for ~R i0-15 charges hmm 
wmth the duty of prepsrmng the basmc supply plsn mn such detaml 
ss wmll enable supply servmces to prepare themr detaml plans 
for the zccomplmshment of themr several mmssmons~ and wmth the 
a~]ustment of such bssmc plans to meet the changmng mmlmtary 
needs and immmtatmons of approprmstmon or procurement possmbml~- 
tmes. 

I read an a~tmcle in the S~turday Evenmng Post the other 
nmgh~ ~mtten by Gener~i Hsgood. He samd "There msn't onybody 
oesmgnated in the War Depsrtment to wstch expendmtures ard see 
that the Army does not buy too much " Well~ I guess he had not 
met me ! mmght say In passmng that he was Chmef of St~ff of the 
Supply Servmces darmng the ~rrar - maybe he had song such responsm- 
bmlmty hmmself. Under thms responsmbmlmtyj I feel that workmng 
together we stmll have much to do Under our present scheme of 
mobmlmzatlon the var!ous supply arms ond servmces have determlned 
thcmr requmrements as set up by the moblllzatlon needs, and to a 
less complete extent the corps arers have done so slso, but we 
have only now started a careful analysms of these requmrements snd 
of the possmbmlmtmes of meetmng them on tmme and mn an orderly 
manrer These requmrements~ you wmll understand, have for the 
most part been computed from tables of bssmc allowances The 
exlstmng tables, mn our oplnmon, are too generous fs Colonel 
Cooper expresses mt~ "Every msn ms sppsrently to be equmpped wlth 
a p!~nk for every mud hole whlch rmght conceivably be encountered 
snd every unmt ~mth vehlcles enough to carry ~ii the pl~nks." 
These basmc tables are now under re-study by the w.r~ous uslng 
arms, and we on the Stsff must study them also wlth a vlew to 
equlpment sult~ble for movement - the supply of planks~ mf you wmll, 
to be held in the rear mn depots or nsrks out of the way, to be 
moved up as the need requmres. 

/ 

Lhmle on thms subject~ I want to speak partmcuisrly of 
organmzatlonal equmpment In thst i thmnk we hsve got to dmfferen- 
tmate between our peaee-tmme unmts and those whlch ~mll be created 
to meet the emergency of ~rar Our regular Army unmts and some, 
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st least, of the Natmonal Guard must, of course, be ready mn 
pesce to set qumckly and fo~cmbly mn a ]ocsi emergency Of 
course; they have to have themr tentage~ they have to have 
everythmng necessary for themr peace-tmme tramnmng, they hzve 
to trszn mn all kmnds of wsrfar~ mn pe~ce, so they have stuff 
for all kmnds of ~srfare and they undoubtedly need, or ~mll 
need ~n the early days of z war mf they are to act {s a cover- 
mng force, a good deal more of some thmngs then they wmll later 
because they must act mn the early days of the war before the 
Corps and Army and G H.Q estzblmshments come mnto bemng. How- 
ever, thms would not be true of new unmts, whmch may well be 
gmven only the mmnmm~n of transport~ dependmng for themr supply 
on s well-organmzed ~rmy or G ~ Q group of transport companmes, 
end z mmnmmum of other supportmng arms end servmces dependmng 
for these upon Corps or rmy establm~hments, because they wzl! 
not come mn untml taose estsbl~s~(nts are mn exmste~ce. 

The matter of org~nlz~t~on of equmpment, znd it is 
m~tter of dmstrmbutmon, ~s of greet ~portznce It caused us 
trouble mn the last war ond wmll do so agamn unless we come 
cl~ar!y to the prmnciple thst mf we ~ttempt to g±ve each unmt 
everythmng which mt may need under %ny and ~II condmtmons there 
~ust ~mll not be enough to go srou~d. There wmll be congestmon 
mn the forward ~re~s, there wmll be a f~mlure mn supply because 
of th t congestmon and ~ loss of the battle because freedom of 
movement ms denmed because of congested roads 

Those of us who worPed on the roads durmng the war I 
thmnk re~imze that very frequently the shortage of the neeessery 
stuff at the front was not due to any shortage mn the stuff, mt 
was due tc the fact that there wer~ wheels, trucks end auto- 
moblles and everythmng else ahead of that stuff thet ought not to 
have b~en there, thet dmd not have stuff mn them that wes essentmal 
to th~ fmght I want to just go ~ Imttle further mnto that The 
other de} a responsmble of fleer znd one whom I admmre very much 
csJne mn to dmscuss the m~ttel of requmrements for motor transpor- 
t~tmon mn the case of an outbreak~ mf we n~e@ed somethmng rlght 
now H( sand others were embarrassed who were responslble to 
im because the tzbles of organmzstmon and the tables of equmpment 

ha8 not yet been p~epared upon whlch he could b~se hms requmre- 
ments, nor hed the b~slc sllowances been detcrr~mncd. ~e and I 
both ~tgrced, I do not kno~ who suggested mt f!rst, that th<re ere 
t~c w_ys to get at requmremen~s one ms from the pert to the whole, 
end the other ms from th~ whole to the part You gentlemen ~ho= 
ha~e had experlence mn ~ii thzngs mmlltary as well as buslness 
know that some tmmes mt is unsafe to proceed from one wzy wmthout 
~hmnklng of the other In other words, if you set up a dmvmslonal 
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basmc allowance table or organmzatmon~ I do not care whst you 
call mt~ and you fmgure on one dmvmslon - well, you are only 
thmnkmng of one dlvmsmon now - I guess you put down a rmfle 
for every man in the dmvzslon, you probsbly put down a pmstol 
for every man mn the dmvmsmon, too, ~nd you are pretty Imberal - 
you only have one dmvmsmon to play with ~el!~ ~he Inf~try 
reg~mntal commanders, etc , sll want their Imttle thmngs. 
Perhaps you fmgure out mn one csse that they only need two - 
you gmve them three sft~r argument - and then you begmn to muitl- 
ply that by a hundred to get a hundred dmvmslons, whmch you would 
have mf the ~ar ms bmg enough It ms just the s~me as trylng to 
flnd the dmsta~ce between h~re and San Franclsco by usmng s foot 
rule You would probably mmss mt by qumte a imttle Howeverj 
that ms not %he way to get the accurate determmnatmon of that 
dmstsnce That seems imke a smmple thmng to say and perhaps I 
am offendmng your mnte!Imgence by speakmng of it I hope not 
It took me a long tmme to learn that~ and I do not know that I 
have lesrned mt thoroughl3~yet . i thlnk of the boys that i saw 
marchmng mn Frsnce carrylng ssddle bags over themr shoulders 
We had wlth each dzwslon at the outbreak of the war ~ Imttle 
troop of cavalry that formed ~hat was cslled "The Headquarters 
Troop,, and they were to be mounted The organmzstmon table sald 
so. They were to have saddles and saddle pockets snd pmstols and 
sabres - I don,t thmnk they had lances but thay had all those 
thmngs that cava!r~en have~ zncludmng spurs That w~s fmne for 
a dmvzsmon operatmng mn decentrallzed warfare, they needed mr, 
but we dmd not have the shmps to get the horses over and yet every 
one of those Door fellows had to carry a saddle bag over hms 
shoulder almost ~!i durmng the ~ar mnstead of havmng the Infsmtry 
pack because he dmd not hsve the horse and he ought to have had 
mt Thot ms nobody's fault. It ms just one of those mmstakes 
that everybody makes when we expand from nothmng to tremendous 
force, just as we dmd then Startmng wlth a hundred thousand men 
or so we organzzed four mmllmon and had our amm at fmve 

On the other hsnd, we have got to ~eep our balance. For 
Heavcn,s sake, don,t let,s go to war the way the Brltmsh went mnto 
Cr~6a The fellow that ran the Crlmean war mn London was the 
Secret~ry of the Treasury and the only mnstructlons hc gave were 
that they would make mt a ~ cheap as they could They started out 
that way and then came smckness and a general shortage - you all 
know the story and know also thst mt cost England a hell of a lot 
more money than mt would have had they gone at mt rmght mn the fmrst 
place. 
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~ have had the conceptmon that the mechanmcs of our 
mobmlmzatmon ms to be standardmzed That ms all rmght. The 
corps of commanders and chm~fs of arms are to carry on zn a 
stand~rdmzed manner for any major effort so far es organmzatmon 
of equzpment ms concerned Thms may not be the best solutzon 
Fo~ mnstence~ mf our grestest threat ms from the West we mobmlmze 
to meet zt. I can well ~magmne that th( broad acres of the ~4est 
mey lead us to set up tramnmng areas mn the ~est and to move new 
unmts at leost to such loc~tmons wmth themr mn~mvmdual equmpment 
only, the organ~zatmonsl equmpment to be mssued mn tramn~ng areas. 

have just looked over a llttle test of mobmllzatlon 
plan, and one llttle sentence burled mn the report called to my 
attentmon some of our dmff~cultles mn France. It samd that the 
requls~tmon for the org~n!zatlonal equlpment got to the depot 
late - ~hmch ms usual - and as a result the srtmcles would have 
reached the place where the unlt ~as mobm!ized after the unmt had 
left. That ms just exactly~hat ms gomng to happen mf you try 
to got organmzatmonal equmpment to unmts whmch may have to move 
out qulckly l~e do It In tmme of peace, of course, becm~se they 
sze more or less stable then~ but ~f you keep chasing a unmt 
around wroth a partmcular artmcle of equmpment that they asked 
for you wzll never frond the unmt and they wall emther be wmthout 
that p~rtzcular item all the rest of the war or they ~mll get ~t 
somewhere else. That kmnd of thmng cannot be done. Napoleon 
Thmrd trmed mr, and we trmed mt to an extent mn France mn the 
last w~r. You ~ust cannot mssue organmzatmonal equmpment that way. 

In ~he matter of constructlon for mobllmzatmon, there ms 
stll! much concentrated s%udy necessary and a more complete under- 
standmng between corps area staffs and the ~sr Department Of 
course, procurement enters thms too if we are to have speed in the 
early d~ys of mobmlmzatmon, If we are to hold corps area com- 
menders end chiefs of supply branches responsmble for results a 
r~ther complete dacentrslmzation for the Gxecution of such work 
would appear to be n~cessa~y mf spe~d ms requmred. But as the 
effort grows, a .~ise central control will be absolutely necessary 
if we ere ~o ~vomd conflmcts in the exhaustlon of local supply of 
labor and raterlals That ocntrsl control has got to begmn to 
operate pretty early unless t! e plans are all thoroughly and 
correctly ¢~orked out mn tlme (f peace, whmch~ desmrabie as mt ms, 
I ~ ~frsmd m~y not hsve been done It ~ould seem to me that mn 
our planning ~e csn best nroceed by steps - plan fmrst ~nd mn all 
drtall for thst constructmon needed to meet the fmrst objectmve 
~nd then nroceed to subsequent steps. Plsnnmng too largely ~t 
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first may defeat the orderliness and the effectiveness of the 
first step. Of course, in all our planning we should have 
constantly in mind the greatest probable demand, but the steps 
to meet the~ may be sketched out. ~hat we need to have 
definitely known is- what are the details of the first step. 

In concluslen, I would llke to leave one thought with 
you - General Embmck left it wlth us mn hms talk ~t the War 
College in September. You cannot work these thmngs out by 
somebody just deciding things. Somebody has to get the data 
together, upon which the declsmon can be based That is our 
job, and it will be yours. It ms thst of the General Staff, 
and that applies equally to The Assistant Secretary's organmza- 
tlon. They should work together and in that ~rk individual 
credit and mndlvzdual reward should not be sought The individual 
has hms reward in the success of the group, in the success of 
national defense as a whole. 

This is an old maxim (I cannot quote it exactly but 
I have remembered it for a long tmme), it runs about as follows- 
"There can be a good deal of good done in thms ~rld if men are 
not too jealous of where the credit falls ,, Another one just 
as important to our work ms "There is one fault which is a bar 
to all cooperative effort, it ms a block also to progress, and 
that is the very grievous fault of contempt before examlnatlon." 

I thank you all, and if I can I will be glad to snswer 
any questions. 

---oo0oo--- 

Q General~ you touched on the subject of war plans I 
would llke to ask the present feeling ~mth regard to one point be 
have now, as ! understand our general set-up~ a genera] mobillza- 
tlo~ plan ~hmch ms for a maxmmum effort ~ have also the indivi- 
dual color plans for specific situations In the industrial or 
economic part el the ~,ar effort we have only at the present time 
the general plan I have heard a n~aber 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 ~obmlizatlon 
plan idea is not sound or effective, that mt would be better to go 
back to the old mdea of having a speclfmc mobi!izatmon plan for 
each color smtuatlon. 
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A I am glad you asked that questlon. It ms imke 
research of all kmnds, perhaps - we set up the maxmmum ]~e 
have siudmed and determlned requmrements The corps area is 
no~ studymng and determmnmng themr requlrements, and because 
of the largeness of mt we fmnd some tremendous gaps~ because 
of th~ speed of It we realmze that there would be a good deal 
of confasmon Now mt rash't, and never was mn my op!nmonj 
the mntentmon that we would ever mobmllze mn accordance wlth 
that plan, but th'~t we would mobzlmze for a partmculsr war 
pl~n and take ~uch part of the general plan as fmtted into 
that vat pl~n~ pmck up such unmts~ use such depots~ etc ~ as 
wore set up zn s bmg plan and fmtted that smaller plan i 
thmnk that you sol t of arrmve st somewhst the same thmng you 
sre talkmng about - you have a mobmlmzatzon plan for each 
color plan - bllt as far as possmble mt wml! follow the 
pr~ncmples ~hlch are dmscovered~ mf they are amscovered~ to 
be sound that ~ere s result of the study of the brag mobmlm- 
z%tmon plan I thmnk ~e cannot be too ~nflexmble mn the 
Unmted ~tstes zn any of our plons We haven,t the same prob- 
lem that mmlltary natmons mn Europe have. We do not know 
where our enemy ~s commng from~ we do not know where we may 
have to go, ~re do not know whether we are gomng to fmght at 
home, wh~ther the other fellow ms commng over here and hlt 
us on the nose, as somebody said, or whether we have got to go 
and meet hnn somewhsre %~e do not know whether we sre gomng 
to h%ve to Imght a hlghly mndustrzalmzed country wmth good 
roses or whether we sre gomng to a place ~here there are net 
any roads. I look at the bmg mobmlmzatmon plan as I would at 
a general survey of posszble maxmmum needs and posslble 
abllmtmes of supD!ymng those needs, and from that gettlng dovn~ 
to somethmng more orderly and something more modest and then 
sort of dec]dmng on that for a gener~l plan and takmng such 
part~ of that general plan that ere fmttmng to each war plan 
For Instance I, in my tnlk, mndmcated some imttle dlsagreement 
wroth the general mobmlmzatmon plan, to thms extent we have 
nmne corns areas~ anc~ w~ have all kmnds of clmmates mn those 
ares s Thls ms a terrmbly brag country, and if our threat was 
in the Uest and only In the West I doubt mf we would traln the 
troops that were mobllmzed mn the fmrst corps area~ I doubt mf 
we ~oul~ tramn them mn l~amne and l,~assachuset+s I thmnk we 
would probably zssue to them there~ th~ new unmts any~vay~ only 
themr mn~mvmdual equmpment end move them out to the West some 
where where they would receive themr organmzatmonal equmpmen5 
and themr collectmve trsmnmng. 
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Q. Could you tell us what the obDectmon zs from the 
Army's vmewpomnt of the completely centrslmzed supply system, 
such as the Navy has~ 

A Yes, I thmnk I can answer that, although you probab- 
ly wmil not agree wroth the answer Qumtc a fe~ of our supply ser- 
vmccs are responsmble not for supplmes alone but for gettmng thmngs 
done. In other words~ the Ordnance Department ms a blg m~nufactur- 
rang estab] ms~uuent, mt also has the rcsponsmbmlmty of mamntenance of 
weapons and stuff mn the flcld. The Smgnal Corps ms responslble for 
establzshmny~ imnes of commmqmcatmon zn the fmeld. Let,s consmder 
the dmfference between the Navy and the I~rmy The Army, mn these 
operatlons~ plows through the ~ud and the ~ndmvmdual soldmer has on 
hmm ~ii he can carry - too much usually but that ms all he h~s The 
telegraph poles have all been destroy~d by the enemy and they have to 
be re-estaolmshed The Smgnal of~mcer ms responsmble for gettmng 
that ]mne up and hc gets hms telegraph poles rmght out of the ~oods 
near at hand mf there are any, or he gets tham a imttle further 
back mf they are ~here, and pulls them up by truck, or he gets 
them all the ,ray from the Unmted States mf he has to. Unfortunately, 
he does net carry hms depot wroth hmm as you do mn the Navy H~ has 
to get hms stuff ~here hc can and frequently Le ms mna country 
where nonG o£ zt se~ms to exmst except as hc exte~pormzes mt The 
Engmneers have the same kmnd of job They have to bumld roads and 
do constructmon, repamr ramlroads~ and fmx up stuff lie had an 
example (I am not bemng crmtzcal now~ I am Dust tellmng you the 
facts) mn France People who went over there and saw the condmtmons 
locally mn France asked tnat a certamn number o£ French cars be 
sent them They gave the drawmng of e certamn type of French loco- 
motmve. Somebody here at home who was an awful good purchasmng 
agent, and he also ~as a good ram]ro~d man, sand "They do not 
want ten-ton cars over there - that ms extravagant We can get 
thmrty-ton cars through those clearances ~nd they wmll bca lot 
better, we can haul a lot more stuff mn thcm.., ~ell, that is 
what they s~nt It took longer to make them The French car ,~as 
Dust a smmple two axles wmth a platform on mt, ana that ms all 
there was to mt. We had to w~mt longer for them, wc never dmd get 
as many as we wanted, and they were heavmer mndmvmdually If they 
got off the track they were a~vfully ~ard to get back on. In other 
words, the response to the need mn the fmeld ~as not what one 
wante@ mt to be As near as ~re can possmbiy have mt~ the procure- 
ment ought to be done by the fellow who h~s hms nose mn the mud and 
knowers ~¢hat he wants It uay be possmble that some day we may b~ve 
a hmuan nature charon so that a central bureau wml! know all those 
needs, but I do not belmcve mt As ~ result of our expermenee mn 
the war (dmd General ~ood ~mve you a teik thms year~ Colonel 
Jordzn Last year ) they centra!mzed mt on paper @urmng the last 



days of the war, mn the Unmted Ststcs~ mn whet t~ley c~lled the 
P.S. ~ T - Purchase, Storage, end Trsffmc Fertunate!y, they 
never ~ere eble to ~et mt znto e~ecutmon~ but they dmd mntcrfere 
a lot mn trymng to get mt mnto e~ecutmon Gen~r~ I Hagood says 
they d~J the same t~ng mn France~ but they $±dn,t They may 
have put mt on paper, but I wmsn you wonld read General Dawes, 
stst~m~nt about that some day Genera! Dawes ~s not ~n Army 
re%n, hc ms a busmness m~n~ a b~nker, and he ~as our purchas±ng 
agent _n Frsnce He hau the mdca thet ~ ought ±o have a ccntrel 
purchaszng sgent tc buy ell thins stuff ~e bought a lot of stuff 
zn France, you underst~d~ but fmn~lly he had a representstmve 
from ~ch scrvmce smttmng around a counczl tsbl~ the neccssmty 
for purchase ~ould come up before them and he as chamrman of 
that bo~rS ~ould gmscuss mt ~mth them end thcn sllot mt to one 
person, saymng "As lorg ss you ar~ buymng mt you ray as well 
buy mt for s l! the other fcl!ows too . If mt was watches - the 
Engln~e~ s bought wstchcs They had neve~ bought watches befcre 
but the~ knew whet they wsnt~d zn the way of a watch~ the Artmllery 
%cccpt~ d the same throng, but they never really centralmzed They 
oentralmzed supervmsmon an@ m~nagemcnt but they dmd not tekc the 
guts out cf the servmces ~nd put them mn th~s c~ntral non- 
responsmv~ bureau. 

Colonel Jord%n General Spaldmng, I want to th%nP you 
vet 7 much on behalf cf the College, an@ c~rtslnly myself, star 

G~ neral Sp~idmng I do not ordznsrmly t~ik thins long 
I w~nt tc say thst !sm a~fully gl%o of the opportunlty te come 
out herG, but mf you do not look out i wmll talk you to death 
Y~u people can do %n ~vful lot to help us do~u~ here Of course, 
jou kn~ tllere are two Plnds of crmtmcmsm- one ms constructmve 
~nd th, ether ms destructmve. The c~estructmve one I used when 
I s~Id "~j~ h~ve too m~ny pla~s end too many unmts " The so]utmon 
ms not olw ys just to cut them dove, the solutmon roay be to get 
scmcthzng ~l~e~ to get s subotmtut¢, the solutzon rosy be to chsnge 
the c rg nlzstmon s imttle, as I suggested Some of that stuff 
can be put mn the resr~ mn depots end mn psrPs~ snd not wmth unmts. 
~c hzvc, for mnst'nce, end mt zs absolutely essentmal, a regiment 
of Erglnccrs st~tm~ned at Belvem~, and they have themr tentage 
The regmm~nt ts~ tn(refore, sble to go out mn the fmeld mn the 
e fly drys of s ~rsr Thins ms tremendously ~alusble because mt 
could v c~te the post rmght away But, suppose you are organmzlng 

regmmcnt of Engmneers ~hmch ms n~ber three htmdred on thc Izst - 
~ould you grove mt ~Ii rots tentageo By thst tmme the constructmon 
cf shc!ter would have taRen place, they would have rest csmps 
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Undoubtedly they ought to h~ve them~ and they wcula have them 
in the zone of the interior The organlzationsl equlpmcnt should 
now be the same for all You could help us a lot if you would 
look at it from that point of v~ew You will find great gaps in 
~he mobil±zation program snd you mey say that it ought to be cut 
doyen, but don,t let's cut it do~n too darn much be ~vant tc here 
enough troops to do something ~ith, ~nc I perhsps we can get them 
if we do the job in a little better ~ay. 

~f 

 {Ic 85 {12/18/56) is 
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Dmscuss~on follpwmng Br~g. General S~Idmng,s Lecture ~ ~  

Q General Spaldlng, you mentmoned the matter of study towards 

C gettmng suffmc~ent war reserves for the ~ s  

Do you have any hope at the present tmme to get a suff~cment approprma- 

tlon to get those mtems whlch are not ~mmedmatelyavamlable~ 

A. Yes~ I always have hope. I know we never get a~T-if we don,t 

know what we want. I thmnk there are tlmes mn the past when we could 

~ ~  ~ ~  ~h have gotten ~ If we had known what we wanted, ms ~'In confldence 

of course~--~ere is qulte a blt of hope that If there has to be any 

more pump prlmmng that the internatlonal sktuatlon and the need for 

work for the unemploye~may brlng about a falr approprlatlon for war 

reserve~ both in the Army and Navy~ if we know what we want. 

Q I would imke to ask you~ smr, about the preparatmon of the 

budget, as to the relatmon between G-4 and the varmous chmefs of the 

 pply,  erv e s. 

A. I am glad you brought that up The budget/ms a part of the 

offlce of the Deputy Chmef of Staff The annual budget is looked after 

~nd arranged for, the basmc plan and all the detamls worked outjby 

Colonel Chaffee, the Budget a~d~the Deputy Chmef of Staff. G-- has 

hothlng dlrectly to do wmth the budget~ the annual budget. G-4's job 

is a longer ranged job than that, trylng perhaps to see what ought to 

be mn the budget three years from now or four or flve years from now. 

Of course frequently those studles of G-4 have a dmrect mnfluence on 

the zmmedlate budgetj but G-4 has no dlrect Influence except that 
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we are consulted by Colonel Chaffee or by the Chlef of Staff or Deputy 

Chlef of Staff in a partlcular case. We make the studles~ make our 

recommendatlons, what we thlnk ~ should be ~ncluded thls year and next 

and next~ get up the ~ from whkch the budget flows perhapsj 

b -,+ ...... ~ c ~ e ~  the Chlef of Staff and the Deputy Chlef 

of Staff are very close together and they are never golng to delegate 

to an asslstant Chlef of Staff in another bulldlng the maklng of the 

budget or declslons on the budget. It is just not human to do ito 

Q Generalj mn makLug a study of current amrplane procurement I 

frond that mmllta~j characterlstmcs of amrplanes are passed on by G-4 

In other wor4sj they are looked at from a m(oply stanapomnt. Now mt 

strlkes me that G-B ms better able to handle that functmon as studmed 
\ 

from a tactmcal standpomnt. _ ~  

A Of course that,s true ~ Is a funny thmng~ about thls G-~ 

and G-3 busmness. None of them are complete ~ themselves. The only 

fellow that passes on those characterlstlcs ms the Chmef of Staff 

That paperj ~ is worth readlng G-4 is the respons!ble doorway 

to the Chmef of the Amr Corps for mmlmtary characterlstlcs Mllltary 

character]stmcs have to be pzepared in advance and approved by the 

Secretary of War in advance of procurementD They determmne the types 

of planes that ~mll be procured Some p!eee there has to be a record 

of those standards and that ms In G-4. Now the way G-4 proceeds ms 

to take the suggestmon elther from the Chlef of the Air Corps or from 

the Chlef of Staffj wherever mt may come from~ and ~ what you 

mlght call the start He sketches out the start of the throng Then 
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after consultatlon wlth the other members of the Staff~ G-Z and War Plans - 

they are very much interested -trles to brlng all of them into accord 

is responslb~ that th~ do get ~to accord, not all agree~ b~ that 

the sto W is ~t down so that the C~mef of Staff and the Secretary of 

War have ~. In other words, he is responslble for the plck and s~vel 

work. We get co, used on that, when we thl~ t~t ~4 ~ these 

t~ngs. He just doesn't do it. 

Q. The regulatlons pro~de that the Corps ~ea Commander will 

perform ~s own ~ ~  and report dlrectly a~ on~ to the 

Chlef of Staff~ yet the re~latlons also provlde that the Asslsta~ 

Secretary of War shall control all procurement of bulldlng materlals 

and moblllzatlon of the constructlon industry Is ~is not ambl~ous 

ana does it not lead to a dlvlslon of author!~ 

A No, I don,t ~ink so. Of course ever~hl~ ms ambl~ous 

~ere all sorts of constructlon in war~ all sorts of dlfferent klnds 

of constructlon The Al~ay needs certa!n kl~ds of constructlon for 

shelter of troops. Factorles need construction for enlarglng the~ 

facllltles to ~et t~ contracts that th~ may have 0~ own mllltary 

establlshments~ l~e the ~dnance arsenals~ need enlargements ~rhaps 

There are all sorts of constructmon. I w~ll go back to the mmlmta~ 

program. The C~ef of Staff zs responsmble for the m~l~ta~ program, 

mts plannm~ and mts exec~mon. That sets ~ certamn needs for shelter 

for troops mn certa~ areas. That shelter~ of course, m~gbt be tents, 

• t m~t be a@~Crrn~,~t m~ght ~'~nto b~g construction. I don't see 



any dlfflculty there between the Asslstant Secretary's offlce and the 

Chlef of Staff,s off lee. After all, the General Staff does not do 

any co~structlon It mlght be done by the Constructlon D1vlslon of 

the Quartermaster Corps for the Army. If:if(ou go back to ~ 

dlfflcu3 ty on a mllltary questlon,~e,_4 Chlefgt~/~_5 ~°f Staff,~,y~and~f~on 

an industrlal or ouslness questlon~ the Asslstant Secretary of War. 

On some of those questlons it ~ay be hard to determlne whether it is 

a mll~tary questlon or an mudustrlal or buslness questlon Well, It 

Isn't Imposslble for G-4 to talk to the Offlce of The Ass!stant Secretary 

of ~ar and kind of stralghten it out when those thlngs arlse One 

thmng I would llke to say and that isj It Is a dlfflcult 3ob to be an 

asslstant. It is much easler to be boss, but you are never boss after 

you get above the rank of corporal That's the only tlme when you are 

b o s s .  

Colonel Jordan I know what was In hls mlnd He was thlnk!ng of 

the proposlt]on where there was a shortage of matermal. Say that was 

mn the Second Corps Area and there was con~and constructlon and the 

Second Corps Area commander took that for hls corps area and @!an't 

glve a~Fthlng to the other corps areas 

A. Well, that has got to be centrallzed in a ma3or war The 

corps areas aren,t gomng to go around and bumld everything they thmnk 

• s necessary ~n a ma3or emergency. 

Colonel Jordan That was one thought that was ~n the mmnd of the 

class, I am sure~ slr. 
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A Gentlemen -- thins is in, the family now -- there has been a 

kmnd of an Idea abroad that when thins war comes It will come so suddenly 

that the War Department won't know what to do any place, so they glve 

it all to the Corps Areas, nlne of them, and they can bear the responsl- 

blllty and we 3ust wash our hands of it and hope it doesn,t get too mlxed 

up That isn't the present thought. The present thought is that there 

will be a basmc plan whach will expect corps areas to do certain workj 
A 

mostly executlve~ mostTy operations, but the plan will be centrallzed 

suffzclently to keep ~ thkrg from gettlng all mlxed up. Of course 

if we had an emergency whlch was so terr!ble that all our communlcatlons 

were cut the corps areas would have to be on thelr own~ but I don,t 

antlclpate ~uch an emergency rlght now~ that klnd of an emergency. 

Q. General, in dlscusslng war reserves you used the term "falr 

approprlatlon " Would you ob3ect to telllng us what~ in your oplnmon, 

would be famr approprlatlon~ 

A We flgured up the essentlal ~tems for such a force as we 

thought was about the mlnlmum we would organlze in a ma3or ~ar and ~e 

found that the non-commercial essentlal items ran well into fmgures if 

we got everythlng we wanted. It would run to about ~l,O00 O0 to a man~ 

for a mllllon men a blll~on dollars. Then a~alyzlng that down to the 

absolutely, crltlcal Items we got down to lower flgures and a hundred 

and flfty m1111on would take care of our inltlal protectlve force nlcely. 

And if I got flfty mllllon of that I would feel pretty happy ~e have 

broken that flrst flfty mllllon down ~nto f~ve m~ll~on p~eces~ and ~f 
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I got the flrst flve m1111on thls year I'd be pretty happy and I'd hope 

e next flve m1111on. But I believe that the more nearly we 

know our needs and can prove them the more apt we are to get the~ 

Heretofore I thlnk we have sald a ~ That was so blg that every- 

body saldj .Well~ It would be flne if we had it It ~s too blg, can't 

hhmnk of It " But we have trled to analyze It all the way down to the 

flrst mllllon so that if they say mt is too blg we can say, "Let's take 

the next sheet Maybe we can do that ,, 

Q I don't know if thls Is a falr questlon to ask of G-4 I 

nots_ced last~ight In ~he Star that ~ ~ ~  had quite a little 

~ - ~ 9  Is that the beglnnlng of the educatlon of the public wlth 

respect to the Prctectlve MobLlmzatlon Plan~ 

A A lmttle It was inaccuratej and perhaps It ~s well that it 

was inaccurate For instance, he mndlcated that we were golng to have 

a lot of motor transports put mn storage Of course we are not golng 

to do that There are so many on the street that if there were any 

more we wouldn,t be able to have a war 

Q. Has any conslderatmon been glven to taklng the 165 pound load 

off the ll0 pound soldler~ that we went through~ ~jhat items have been 

cut out of that~ 

A ~Well~ they have been cuttlng It down all the tlme I don,t 

belleve I can glve that accurately, but General Lynch is a bug on that 

~e doesn,t l~ke to carry stuff on h~s back and I don't e~ther We 3ust 

had a b~g f~ght the other day on a l~ttle th~ng they wanted to tack on 
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to a soldler,s belt and I bucked and I thlnk it went out temporarily 

It only welghed a half a pound, but it was a half a pound on about 

forty pounds~ I thlnk !t is now. You have to flght all the tlme the 

~endency to put~~on the soldler's back and on the soldler ,s vehmcle 

Everyone wants to have on the soldler ever ythlng he mlght need anywhere 

mn the world. Everythmug that Isn't on hls back they want to put on 

his wagon or on hls truck and we overload the soldler and the truck 

Then we are surprlsed when they get stuck in the mud The result is 

they empty it all in the mud and then they don't have it and nelther 

do we. Keep it in the storehouse unt!l you flnd out when they need 

it and where. 

Q I dldn,t have in mlnd so much the humanmtarlan slde I had 

In mlnd the fact that industry would be better able to handle it If 

we reduced the inltlal requirement of the soldler 

A. We have done that and to do itj as I Indlcated, we had to go 

down to the begmnnlng, the baslc allowance, and cut the stuff on the 

soldler's back and the stuff everywhere in order to get them down wlthln 

reason. I don,t thlnk the last word on that has been done When you 

g ~ . _ ~ u - ~ ~  you will have to cht it some more 

Q Another questlon on constructlon, slr. On thls corps area 

the Quartermaster General may have a constructlon zone ~vhere he ms 

dolng constructlon for other branches in that same area. ~Tnat co- 

ordlnatlng agency would there be to stop confuslon mn that locallty 

of constructlon wlth the Corps Area Commander reportlng to G-4 

dlrect and the constructlon zone reportlng to the Asslstant Secretary 

of War~ 



A. Of course the ~orps Area Commanders do not report to G-4 

I don't blame you for gettmng mLxed up because in our mob111zatlon plan 

there was a mLx-up The reason there was a mlx-up is because the War 

' Department dldn't make a baslc plan. It 3ust sald, "Thereu~ a war You 

corps area fellows please build anythlng you need ,' You just can,t do 

that klnd of thlng. You have to have a basic plan and in that plan you 

have to flx responslbllltles and keep these confuslons from arlslng 

Now in a mlnor affalr It is all r~ght for corps areas to go ahead and 

do some llttle bulldlng. In a major war that ms really golng to test 

our Ludustrlal system. You must have central control, otherwlse you get 

nowhere. And that centrallzatlon ought to start from the beglnnlng. 

Q I would llke to ask another questlon on this constructlon 

buslness The Corps Area Commander ms to organlze on M-Day a Constructlon 

Dlvlslon to perform the command constructlon In that corps area Now 

in the tlme of peace, as I understand It, he hasn,t any organmzatlon 

set up for that work Now on M-Day do you thlnk there ms golng to be 

any llkel!hood of trouble in it becomm~g an efflclent organmzatlon~ 

A I don,t thlnk the Corps ALr Commander ms gomng to be charged 

wlth any such throng mna major war He certalnly msn,t under the 

present plan The Chlef of Staff ms responslble for the plannlng~ 
v 

development, executlon of the mmlitary program. The War Department 

General Staff makes the necessary plans for recrumtlng, mobmlmzlng, 

organlzlng supplles, equmplng and trslnlng. He is the agent and in 

the name of the Secretary he mssues such orders as will insure that 

the plans of the War Department are harmonlously executed by all the 

agencles of the mll~tary establmshments and that the mmlmtary program 
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!s carrled out steadLly and efflclently. To do that he Dust can't 

glve hls job to the corps area~ he has to do it rlght here In 

Washlngton where he can coordlnate wlth the Quartermaster General and 

all the heads of the Department. The baslc plan must be here The 

corps area commanders wLll have certaln dutles ~ y  delegated to 

them, havLug to do partlcularly wlth rather m!nor constructlon in camps, 

but certalnly not in construction ~n a blg war. The corps area 

commander is a mllltary commander of troops. He is not goLug out and 

organlze industry in hls corps area If he does he will do hls own 

job poorly and the other job poorly. 

Q General, the school issued a problem here to the student body 

and among the requirements in that problem was a questlon of the 

prlnclples and characterlst~cs of procurement. 

A. I don,t know anythlng about procurement. 
> 

Q. Well, G-4 tled up in the questlon I had to ask. I am going 

to take a partlcular case of the Signal Corps in ralslng the questlon 

because they buy such a small a~ount of stuff in a major emergency 

that it doesn,t matter in the other branches One of the prlnclples 

of procurement, as I understand Itj is that it must be economlcal. 

There was mentloned Dust a mlnute ago about the load on Industry. I 

notlce that Colonel Harrls ~n a lecture last year stated the 

dlfflculty connected wlth thls questlon of trylng to get specLflcatlons 

so that they were capable of mass productlon. Now we have in the 

Signal Corps a lot of speclflcatlons They have them over ~n the Navy 

and they are for the same items and different and all that sort of 
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th~ng. There is a board, as I understand Itj in the Asslstant 

Secretary,s Offlce for approvlng these speclflcatlons~ whether they 

are sultable for industry. Some of us know that they are made by 

englneers in laboratorles On the other hand~ G-4 is responslble 

for thls development program and settlng up the mllltary characterlstlcs 

and probably has somethlng to do wlth those speclflcatlons before they 

are flnally approved In the Asslstant Secretary's offlce. I would lake 

to obtaln, if it is posslble or practlcable~ your oplnlon as to whether 

there shouldn,t be c!vlllan experts, perhaps under some sectlon of G-4, 

and some method whereby clvlllan experts, people who have handled the 

questlon of spec~flcatlons and mass productlon, m~ght be in both the 

Asslstant Secretary,s Offlce and in C~4 and pass on these~ 

A. I would hate to see them invadl~g G-4 very much because if 

G-4 will attend to hls mllltary requlrements he will keep from inter- 

ferlng wlth the Asslstant Secretary,s offlce. I would ll~e to see 

them in the gsslstant Secretary,s offlce and in war they will be 

there Of course that quest,_on isn,t easy, but G-4 has got to be 

darned careful You mlght say that he protects the Asslstant Secre- 

tary's offlce in a way from the rest of the Staff if he can. In other 

words, sometlmes one of the mllltary sectlons trles to ~rovlde a 

th~ng that just slmply can't be done. That Is all rlght for research 

We have found lots of thlngs that can be done that ten years ago we 

knew couldnlt be done. In research we want to be if there 

Is money to dream all rlght. But when it comes to actual procurement 

we have to have our speclflcat~ons~ our m~l~_tary characteristics, 

whlch should be very brief but should put a ceiling and a floor on 
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the artlcle There should be reasonable flexlbllmty, thms Is deslred, 

th]~ is the mlnlmum that~w111 sult; in there you can buy anythmng that 

the market wmll afford. That celllng and that floor can,t be establlshed 

unless G-4 knows somethlng about procurement posslbllmtles He can,t 

posslbly do hls wor~_ wlthout talklng to the Asslstant Secretary of ~ar 

, all the tlme. doesnt a±ways talk to the Asslstant Secretary of 

War dlrectly~ very se~ldom does he do it. But each of our departments s 

llke the ~lartermaster or theSlgnal Corps have, you mlght say s two 

bosses, the clv111an and the mllltary For instance, the Chlef Signal 

Offlcer may say s ,'Thls m111tary charactermst~c s you 3ust can't do it 

mt ms tym~ our hands Can't we get mt changed~ We can,t procure mt " 

That ms the way we get our informatmon. If we are too arbltrary he can go 

to the Assmstant Secretary and say that G-4 ms crazy. Then the Assmstant 

Secretary of War rlngs a bell and Burns calls me up and we get together 

and get senslble That's the way mt work~ really. 

Colonel Jordan Na3or ZcPmke ms handlmng the problem down here, 

General, mn whlch we are gomng to take a number of test items and we are 

gomng to go through and frond out as to whether or not it ms possmble 

for industry to meet the program wl~ch has been lamd down The results 

of the work of the class are gomng to come up to you for your informatlon, 

and I hope that Colonel Corlett will get in very close touch wlth Ma3or 

~cPlke and the two wmll work together mn harmonmous consultatmon 

General Spaldmng- I am sure we would love to have any of you come 

up Our doors are open all the tmme If Corlett msn,t there~ I will be 

Colonel Jordan I want to express the appreclatmon of the College 

Thank you very much for your comlng down here and talkmng to us. 
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In your study of the results and I know you will wlsh to study 

them, please be patxent wlth inaccuracxes, omxsslons or what from 

your poet of vlew may be consxdered ~unsound conclusxons. Re- 

member the job had to b~/done by December 1st, and remember that it 
/ 

is distributed for your criticism and for us__~efor th~s year. 

Rearmament and Reequlpmen$ Program. 

The War Reserve stud ms an honest effort to determlne the very 

mlnmmum requ!rements for the.force belleved to be essentmallfor our 

defense It could not have been reduced to the relatlvely small 

quantltles hsd we not kept it low by the omlsslon of many artlcles 

whlch we feel could be secured qulckly because they are produced 

commerclally, and also by the substltutlon of articles whlch, while 

not as good as the standard srtlcles they replace, are on hand and 

will have to serve if an emergency should occur thls year. For ex- 

ample, no provls~on was made thereLn for the seml-automatlc rlfle. 

This weapon is very deslrable, but as we have a good substltute, it 

wss not included as essentlal The manufacture of the semx-auto- 

mat~c is, however, not to stop - rather it is to contlnue at present 

rate and a fair sum Is to be expended xn "toolLug up" for a more 

rapid and more economical productlon ~ ~ ~  ~ #  ~ 



/ 

% 

> 

t 

Also in the Plannlng and Equ!pment Branch there is malntalned 

under Colonel Sparks' alrectlon and Lu mmmedlate charge of Major Harmon, 

a Research and Development Programand a Rearmament and Reequlpment 

Program and, naturally, a record of approved mmlltary characterlstlcs 

and standards 

The procedure followed by Ma~or Harmon in the preparatlon of these 

programs is not unllke that followed by Colonel Corlett for War Reserves. 

Tentatlve dlrectlves are prepared and approved and, wlthln the 

splrlt of these, the set-up of the Requlrements Program for the year 

Is made. Understand we always malntaLu a record of whst is desired 

and one also of what we would have to use were an emergency to come 

suddenly. There ~s nothlng more apt to brlng mlsunderstandlngs, 

confuslon and delay than argument arlslng from lack of a clear cut 

llne between what as atta~uable now and what is ~eslred. Let there 

be progress, let there be research and development, but always know 

defanltelywhat artlcles are to be used tomorrow if the emergency 

comes tomorrow. 

For many years after the IVorld War, llttle thought was glven to 

rearmament or even to replacement We had so much stuff on hand, 

some of at pretty bad, true, but so much in all that it was dlfflcult 

to fand out what to do w~th it 

But today the sltuatlon Is d!fferent.~Not only has there been 
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a great increase mn scmentzflcknowledge, but the wars in Spain and 

China have Goncentrated thought on t ~ ~ a ~ l  as strateglcal 

principles, and~o~ought home once more ~~_ord]_ua%gd effort is 

necessary to success and that no nst!on~~admit defest until its 
/ kk 

foot troops have been defeated by the/Toot t~o~s of the enemy. 

Individual arms and s e r v l c , ~ ~  their p ~ X u t  in ~efense 
as well as mn attac~m~;s cooflnated effort al~ne ~ch gives 

success and flna~i~success r e ~  . -~ t 

G-4, of course, does not alone determane what researches will 

be undertaken, what new means will be developed, or the use to be 

made of these, but he is responsible directly to the Ghlef of Steff 

for the "pmck and shovel work" necessary to bring about a proper 

balance between posszbzlmtmes of supply and expressed needs 

Thls plck and shovel work requmres, as I have samd before, 

but it w111 bear repeatlng, - requires patience, understsmdlng 

and perslstence as a solutlon of the problem must be reached and 

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

search for the ideal or perfect solutlon. V~at ms sought is a 

practlcable, workable, flexible solution, whlch recognlzes the fact 

that production must begln as soon as practlcable in reasonable quan- 

titzes~r~-t~e~bugsworked out and Improvements made month bymonth 

and year by year as we proceed. 
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NothLug Is perfect at flrst - but perfectlon never will come 

wlthout trlal. 

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 thank, to recognlze thst dlfferences of oplnion, when they are 

honest, and they usually are honest, arlse most frequently because 

of dlfferent polnts of vlew. Such differences must not be arblt- 

rarlly cast aside, but rather opportunlty should always be glven to 

all re sponslble agencles to present thelr vlews in thelr own language, 

and these vlews In the orlglnal words should be made known by G-4 to 

the other Asslstant Chlefs of Staff, and to the Chlef of Staff hlmself 

partlcularly when they d!ffer from recommended actzon in order that 

the Chief of Staff may know In advance of declslon that he is golng 

contrary to the cons!dered oplnlon of one or more of hls advlsors. 

Thls procedure makes the "pmck and shovel" work harder, but it 

makes the task of the Chmef of Staff easler, and that is our ob~ec- 

tmve - always. 

Please understsnd that there should be no attempt made to force 

a ~'econclllatlon of honest, and real, dlfferences of oplnlon, as to 

force a reconclllatlon may cause the Chlef of Staff~t'% act wlthout 

the facts, and our job is to do everythmng we can to so present the 

mstter to h~m ~n a way as to tonsure a considered and sound declsmon. 

-12- 


