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e INTRODUCTION,

War 1e. no longer simply a bettle between armed
forces in the field — 1t 1s a struggle Thet reaches the innermost
rceesses of the netronal entity. The experiences of all the
nations engegea in the Vorld Ywer conclusively proved that the
militery power of o notion depends not only upon man power butb
to an even grocter extunl upon notorinl resources ~nd andustrial
cepocitys  The prompt cnd orderly mersholling of industry in
the utilizelion of notional cesources for timely production of
an odequete flow of supprlies for the militery forces and for
the essential nceds of the civil population i1s a prame factor
in < netion's militery power,

Recogrizing these facts, Congress has pleced upon
The . ssistcnt Sceretory of Jar, thiough the provisions of Section
S5a of the Netional Defense ct, the responsibility for™ -
the suncrvision of the procurcment of .11 militery supplies
~nd other business of the Jer Department pertaining thereto and
the essurnce of ndequ-te provision for the mobilizat-on of
metericl ~na industrial organiz.tions essential for wor-time
ne.ds ", The .ct also st~tcs th t "Under the direction of
the Sccrectery of Jer chiefs of branches of the . rmy cherged with
procurement of supplics shall rcporl direct to The .ssistant
Secrctery of Tar reg-rding all meotters of procurement - -,

The .ssistont Secretory of 'Jai 15 thus cherged
vith supervision of ..rmy procurcment both in pecce and wer ond
ith planning for andustricl mobiliz~lion for wver. Lctual
procurcment o rmy supplies, however, 1s & darect function of
the supply 2rms and services under tne followirg mendetes

Scetion © of the Nationel Defensc .ct, June 3, 1916, os
emended, stotes

" - - The Ouartcrmester General, under cuthority
of the Sccretary of .21, sheall be charged waith the
purchase nd procurcmenl for the .rmy of 211 supplics
of stenderd manufecture ond of all sun_.lics common to
two or more oranches, but not with the purchase or
procurenent of special or technicel erticles to be
uced or issucd by other supsly departments, - -
Provided that special <nd technicel erticles uscd or
1osued orclusively by other bronches of the service
mey be purcresed or procurcd with the eopproval of The
n~8sistont Secrebory of  ar by the brenches using or
issuing such crtacles, - - -1,



The procurcment responsibilaties of the Chief of
Ordnance are stetcd 1n R S. 1164, U.5.C. 10 162 os follows

n- ¢« - Tt shall be the duty of the Chief of
Ordnance - -- - under the direction of the Secretary
of lar to make coniracts and purchescs, for procuring
the neccsoary supplies ol ordnonce ond ordnance stores
for the uoe of the crmies of the United States, - =4,
Likevise bection 1Re of the Nationel Defense s ct as
omended states

e The Chief of Chemical larfere under authorrty
of the Sceretery of "Jor shell be cherged with - - ile
procurcrient ond supply to the .xmy of all snoke and
inecendaary naterials, o1l toric gases, ond all gas
cefensc npplicnces, - =",

R.S. 0714 25 amcnded by ct of February 27, 1377, U.S.C.
101191 states

"- »11l purchaszs and contracts for supplies or
services for the militery and navel service shall be
m de oy or under the direction of the chief officers
of the Department of Jar and Novy, rospectivelya - -,

The Sccrotary of lor has delegated thais suthority to
certoin chiefs of supnly crms and services as shown by the Lrmy
Regulotions quoted below

I, R. 40-5 stales

% > - The Surgeon General is charged with - - -
procurcment - of speciel end technical articles of
equipment required for the cere of the sick end wounded
personnel and enimals of the llilatary Establishments - -1,

. e Re 90-5 stolese

"o - The Chicf of Coast rtillery is charged wath
the respensibilily for the procurement of special
supplies of submcrine mening neterial as designated in
procurcment lasts ~nproved by the . ssistant Scerctery
of J-r, -,

e 955 stotuse

v + The .ar Corps 18 chorged - with -
production (end) procurcnent - - - of 2ll ceronautical
equapment ~nd supnliecs used by the .ir Corps «nd not
specifically required bo be furnished by the other
supply rms and scrvices, @ - e
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AR, 100-5 stales

- ¢ iathin any theater of milatary operations
the dutres ol the Corps of Engineers comprise. -¢ -
The procurenment -+ - of all walerials for construction
work, for the organization of defense systems, and
for all operations assigned to the engineer service,
includang all plant, tools, and appliances for such

work » * - (#nd) the procurement - - of certain
classes of supplies and equipment prescribed elsewhere
” - " -

A R. 105-5 states

" - the Chief Saignal Officer will have
charge - - of the - . procurement » - = of signal
and netcorological equirment end suppl_es, - - of
all e]ectxlca apparatus a.socialed with darection
farding MR or photographic supplies - ",

In adaaition, annual appropriation acls snecifically
allov funds to the supply arms and services for the procurenent
of ccrtean Army supplies for vhich they are responsible.

Thus 12t 1s seen thet lhe chiefs of supply arms and
wervices heve the direcl responsibility for actual procurement,
The (Cuartermacter General, the Chaef of Ordnance and the Chief,
Chemrcal Warfare Service, bave stalutory procurement responsibilitaies
placed upon them uncer the mandates given to the Secretary and
Aosagtant Secretary of .ar and in the annual appropriation actse

The Office of The Assistant Secretary of War is organi~
sed  to assist The Assistant Secretary in carrying out the
responsibilities placed upon him by Congress as well as those
delegated Lo him by the Secretary of Wer.

Be MANACEMENT OF PROCUREVIENT PLANNING

The Planning Branch i1s concerned with the responsi-
bzlities of The Assistant Secretary of Jar with regard to the
"assvrance of ansquate provision for the mobilization of
matériel and industrial organizations essential to war~time
needs." The organization «nd duties of the Planning Branch
ere shown on Chart 857. In war time the Planning Branch
becomes the Procurement Branch i ith organization and duties
as shovm on Clart 6L8.
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The Procurcment Plans Division of the Planning Branch
e¥ercises gensral supervision of procurement planss It has
prescribed, an Planning Branch Circular No, 2, the form and
contents of the plans to be submitted, making sure th-1l these
instructions meel with the full approval of all of the supply
orms and services, and that when the plans are prepared in this
form they will be suirtable for their use., In exercising this
supervision, the Division analyzes all plans and coordinates
them wath the plins of the other servicess It prescribes the
mcthods of copuling procurement requirements based upon the
supnly requircements prescribed by the Gencral Staff. snother
importont peace~lime objective of this Davasion 1s thet of
planning for the supervision of war procurement, which becomes
the principal task of this Division in war. General plans are
forrulated as to hor fias supervision of procurement can be
most efiectively accomplished.

The preparation of procurcment plans is the responsi-
b1lity of the chiefs of the supply arms and services, who
meintain organizations for this purpose, These organizations
consist of the personnel in the offices of the chiefs of the
supnly rms and services, pilus district organizations, planning
organiz.tions at arsenals, proving ,rounds and similar field
agencicese Today there 1s a total of approxinatcly 85 regular
army officers end 152 civilians cngegea 1n sccuring production
data, computing requirements, and other activities conrected
with procurement plens.

Since lhe supervision of procurement plans is the
orincipal objective of this Division, the principles upon which
these plans are based and the methods used wall be described
in some detarl. Il may be stated that procurement plans form
the goal or objective of procurement planning and each plan 1is,
in the fanol analys.s, a summazy of what has been done in peace
towsid preparing for the war procurement of the i1tem for which
the pl-on 1s vritlen. Before e sound wer procurcment plan can
be prepaired, data mu.t be available which will furnish
satisfactory answers to the following basic questionss

(1) what 1s wanted? (Specifications end Drawings)
(2) How many of each item arc nceded, 1.e , how many
must be manufactured or purchased each

monthly period?

(3) Wheie can the 1lem be procured?

(4) when can deliveries begin, and at whet monthly
rate cun the 1tem be produced?
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The problems involwed in finding the answers to these
basic questions rll be discussed.

ae Jhot 1s wanted?

The Jar Department in the World War hed some
700,000 1tems on 1ts shopping list, . large rumber of thcse
items were, of course, strictly comercial, but there was also
a very large numbcr of technical malitary items entirely unknown
to the commercial world. :n erticle must be clearly identifaied
by drewrangs or specifications, or both, before procurement can
be initicted. In the case of noncomrercial technical sup lies
comnlete detailed and toleranccd dravings must be prepered
pefore a manufecturer can undertelke production, The managcment
of specifications 1s a function of the Standards Division of the
Planning Branch and will form the subject of a separate lecture,
Tne General Stefi from time to time calls upon the supply arms
and services for lists cof essential ana mobilization 1temss
Thal are esgsential and mobilization itlems? A.R. 700-10 difines
them as follows

"Essentiel i1tems sre those items of the
war reserves which axe unobtainable from civil stocks
or production in the tane and quantity required.®

"llobilization 1tems are those items of
the v er reserves which cause Jess serious problems
in procuremenl than essential i1tems,"

Jased upon these defanitions, each supply arm and service
analyzes 1ts shopping list and segregales those i1tems which
fall into each crtegory. Essential items ave also given a
priority classification by designating them as three-star,
two stal, one-~star or no-star items in descending order of
nrioraitys. Naturally, the corponents 111 cerry the oame
priority ac the basic 1tem,

For the purpose of this discussion, all 1tems
mey, perhaps, be placea in two general groupc

(1) Those for wnich procurcment plans are
unnecessary.
(2) Those for which plans are prepareda.

Planning Branch Caircular No. 2 places the responsibality of
choosing 1tems for which plans are written upon each chief of
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a suoply arm and service by statings

"Fach chief of a supply arm or service will
prepare pleéns for the procurement of those items,
components, naterials, equipment and operations which
he considers necessary to fulfill his war procurement
mission,"

It 15 not alrays poscsible to base procurement plans
upon the 1tems which 21e supplied to troops as 1tems of issue
or spare narts, for the reason that the supply arms and
services are compelled, in many cases, to subdivide an i1tem
of equipment into compouents when placing orders with manu-
facturers, Thus, the Ordnance Department does not procure
a complote 1ound of 75 mm H.E. shell which 1s an essential
item. It must procure primers, certridge cases, propellent
powder, shell forgings, machiring shell forgings, high
explosives, metal components for fuses, loading of fuses,
loading of shell and ascembly of complete rounds of ammunitions
Il 1s also necessary to procure many items which are never
1ssued to 1roops but which are essential to the menufacture
of munitions, such as, for example gagess Therefore, in setiing
up 2 syctem for procurement planning, 1t 1s necessary to depart

rom the i1tems wsith vhich the Genercl Staff is concerned from
the suprly stendpoint. Planning Branch Circular No, 2 stetes

further in conneclzon with the subject of prepaiing plans for
components

"Tn case an stem 1s normally broken into
components for procurement purposes (example, Guns,
Gas Masks) procurement plans will be written for
those components deemcd necessary.!

"I a componcnt 1s corron to more than one
1tem (cxauple, Propellent Poder, Persistent Ges,
Batteries) a plan will be prepared for the components
pased upon the total rcguirements <nd will be cross
relercnced to the 1lems to which 1t pertains.t

"Pl.ns for the procurcrment of strategic and
critical naterials will be prepared in accordance

J1th the curient instiuctions issucd by The Lssistant
Seciretary of Var,

PIf an 1tem 1s biroen 1nto components for
procurement purposcs, thce plan for the asserbled item
chould indicate production vy cross reference to the
plens forthe several componerts. The production rate
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for lhe assembled 1tem will be showm by stating
1 hich component or operation would determine the
rate of delivery.!

Thus, after plans for the scveral components have been prepared,
a plan 1s also prepared for ecch 1tem of i1ssue to which they
pertains The point 1s lhat nrocursnent lists of some of the
supply ~rms and scrvices rill aluays include a large numbcr of
1tems which will not appecr on any supply 1ists which may be
prepared under the direction of the Generel Staff. Some idea

as to the numbers of mumportant 1'ems for vhich plans will be
prepared by the verious supply srms and scrvices may be

obtained from an 1nspeciion of Teble T, It should be remembered
that this list 1s not slatic, but 1s being addcd to from tame

to time as plennang procecds. Naturally, planning efforts

are farst concentrat.d upor the 1tems vhich ere considerca most
important, but as these plans are virition, the scope of planning
activities of the supply erms anc services will gredually
incrcase. These planning actavities are, at the present time,
limiled by the restrictions on the number of persons emploved

on procurement plam ing, .nd the funds allotted for the purposc.

b, Fow nany of each i1ter are rceded?

/hen this country declared war in 1817, no
mobilizakion plan exaisted upon thich the requirements of supplies
could be baseds. At thot timc no definitec systum existed for
computing requirements. Today the frmy .nd the Navy have plans
upon which to base lhe mobilization of industrys. In the irmy
2ll procurement planning 1s based upon the General Mobilization
Plan, 1933, shich cnvisages a mexamum military effort or the
mobilizetion of approximately four million men in eleven months,
This plen, thich 1s in great detail, chovs the mobilization of
men powr r nonth by month in cach Corps ..rca. It cen, therefore,
be used not only to determine the quantities of supplies needed,
but a2lso ‘here the supplies should be sunt. The method of
detzrmining requircments i1s outlined bclow.

(1) ilonthly troop requizements. The method of
computing rmonthly troop requirements has beon prescribed by the
Gener 1 Staff in letter of June R9, 1935, .. G. 381l.4 (6-12-35)
(liec) MD, secrcte

(a) Imatial issues. The initial issues
of military supplics to the orgenizations prescrabed by the
Gencrel Mobilizetion Plan are founa fiom Tables of Organization
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and Tables of Basic Allowances, and include the total in use in
the Z.I. ond the T.0.

(b) Maintenance factors. The maintenance
factor for each i1lem 1s recomiended by the chief of the suprly
arm or service, and, when aporoveu by the Chief of Stalf, is
anpliea to the monthly froop requirements Lo determine the
nolnly gquantities required for wastage or maintenance. These
wasta_e or nairtenance factors, as would be expected, vary
widely with the i1tem, and are based upon experience gained in
the last war and peace-time experience in the supply of the
Regular srry and National Guard, cori.cted for probable war
effe.tss It 1s of the greatest importonce that these factors
b. reasoralle and as ne-rly accurate as possible, for, if
unnzeesserily large, they inll generat~ exce.sive total require—
rnents, thus adaing to the procurcment burden. Different
meintenance factors cre gencrally applied for the some item
against initial issues in the Z.I. and the T.0.

(c) Daistribubtion factors. Distrabution
fectors «re usually expressed as a percentege and applied to the
initael issues plus mairtenance for the purpose of providing
an additional stock to allow for tariff of sizes, stocks in
trancat nd the echelonment of stocks an ¢ epots. Dastribution
factors arc also acterrnred by the chiefs of the supply arms
end services, and apnroved by the Chief of Staff. The factors
renge from 104 to 50%, ¢nd anc applied to the initial 1ssues
of the first month.

(d) Dcfense projects. The requirerents
for Inom defunse projects arce also added to the issues of the
first month.

(e) Requiremcnts of Navy end warine
Corpse. In mary cases the Army piocures ztems for the Navy and
Irrine Corms ond such rcquircments must 2lso b. ancluded.

(f) The sum of all the above amounts
givee the totddl nonthly troop requirements,

(2) NMonthly supolv .equirerents. Theese
nonthly troop requir. cunbs arc now shzftcd forwerd one month
so thrt the suprlies ana cquipment wvhzch arc to be issucd
dvring ony p.rticular oath v1ll be aveileble at the beginning
of thot monthe This sh.ofting of the monthly trcop require—
meats to Sorm the monthly supply requircrients has been
prescribed by the Gencr.l Staff,

iy
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(3) Procurement requirements. In procurcment
planning, the “0ffice of The Assistant Secrctery of Jar is
concerned with procurement requirements. Thzsc arc determined
by moving the monthly supply requiremcnts forward an additional
30 days, or onc month, and then deducting the stock of war
re serves on hand from these monthly supply requarcments, Thas,
1f there 1s a relatively large var rescrve, the procuremont
requirements of the first several months nay be reduced to zero,
The 1eason for moving the monthly supply requircments forward
onc month 1s to allow for the fact that the total production in
any month will not bc available ior shipmert to supply points
untal the end of thc month. The reason for deducting stock on
hand 1s obvious. when tre monthly procurcment requirements
of an 1t have been thas computed, uwe have an answer to the
queslion, "How many of each item rust be procurcd cach monthly
per1od?t  (See Table II).

Ce Wnere can the 1tiem be procured and when can
deliveries begin, and ot vhat monthly rates c.n the 1tem be
produced?

Armed wiath the deta as to whot 1s wented end how
many of e~ch aitom ere required, industry can be apuroached to
obtain snsucrs to the above questions, This contact with industry
18 obtrcaned through the procurcwent district organization of the
supply <crms and services. The procurcment rcquirements cre
ap~ortioned to the vorious dastricis, wvhich in turn survey the
tacilities in their diotricts, obtain <llocations or capacity
credats egainst certein facilitiecs, and finally obtain 2ccepted
schedules of production or estimatcs of production for cach
suiteble focilaty. Allocetzons wall Le the <ubject of a seporate
lecture crd will not be further discus<ed hercin.

d. Form end contents of procurercnt plens.

These reports of nmonthly production ~re received
by the chiefs of the supply orms and services and consolidated.
1his brings us to Form 1 ond the supnortirg forms described in
Plemring Brench Circul-r No 2. As e check the form against
the busic duta which heve been discussed bricfly ebove, 1t
will be scen thet the form provides for the e#ssembly of these
d~tes The form elso provides for rztching rocquarements agoinst
production to sce hou we stand in the procurement of any 1tem.
The c.mulc tave surpluscs or shorto.cs crce olso called for. If
short~ges occur in the procurenent of an 1tem, then Circuler 2
requares thet the b st knoun solution to the problem for over-
conang these shorloges be stoted. Under "Poemerks" pertinent
facts rcpcrding the procurcment of an 1tem ecre entered,
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It should be cpirecroted thet o procurcment
plen s prepered on Form 1 represcnts ~ swrun oy of the plenmang
work 1hich hus bocn cccomplished for the item for rhach the plan
1o sritlen. At the some time thio ebstroet is o succanet
cccount of the actual procuarcrent contempletade Ib may represent
the result of sever-l ycors! work in develeping nd testing the
1tem, preprretion of cpecaificotiors, nd ir some coses, thousends
ol drayviarge, corput tion of requirements, the elloc tion of
foeilaties ~nd tne obtrining of schrdules of production from
industry, .nd the lalc,

e. Sup.laental pl.ns.

In cdditaon to the »nl-ns nr.pared on the
b-~sic Form No. 1, Circul~r 2 dirrcts thet ihe supply ~rm or service
prepere suoplenentol plens for such items, moterials, cquaipuent
or operotions 8 (ro corsidered nceessary. When o chaef of o
supply ~ra or servicc oclicves thet roie detciled anformrtion
thn th~t shour, on Foin 1 ~nd supporting forms is desireble or
nceess ry, such informetion 1s cor prlad wnte < supplenentel plen.
Usu~1ly such pl-ns .re written for the usc of off1 ers ond
civili-ns who 1111 be darcetly concerned 1th thot cetivatye.

Ce V'1LU: OF PROCURJIILNT PLaNS,

Assuming tht the procurcrirt wlan for an 1tem hos
beon ur.tton, the quostion crasecs s to 1ts volue ~nd uscfulness
n nefce nd Kr,

£o Velue to the supply ~rms and scrvices.

(1) is previously sbtoted, the ultimote
objcetrve of procurcment pl-onring 1s lo provide plens both in
form ond conbents thet vwall pest scrve thes. chiefs in carrying
out their procurcrant missions. On. of {the objectives in
presceribing the simplificed form for procirement plans ais to
wnsurc thet the besic dei~ r-ouired 11 ¢ procurceent pl-n would
b ¢lerly st.ted in the ferost possible words cnd thet ~11
wres.enticl doto vould be omutteds Todoy, onch procurement plon
15 signed by the chief of the supnly arm or service or a designated
representative. Fach plan vill show responsible officers just
how their arm or service siands at the tine in regard to the war
procurement of that i1tem. Judging from the remarks of the
Ordnence District Executives at a vecent conference held in
lasnington, the atlempt to meet apporticnments made to the districts
oy nroduction schedules 1s bringing demands fron these repre-—
sentatives for changes in design to permit ircreased produclion,
In other -rords, procurement plan.ing in time of peace will indicate
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the choke poarits which may occur in a major energency. ANhen
a procurement plan as prepaied and the defacits indissted

ale considered too great, these facts will be brought to the
attention of the responcible off.cers and stens nay be taken
in peace to improve the sitiation. In most c¢eses, xf Form No,
1 can be satisiacltorily completed for an item, 1t 1s prima-
ficie evidence thut the i1tem cen be procured in war, since
the basic Jata requared for the nrocurcment of that item heve
been obtecined. If, on the other hand, the plan shows, for
example, that crawings cre necded and thal these diewings
have nol been compl ved, t.is 15 a warning to all concerned
that the chief of a supily arm or service 1s not yet ready
to procure thet i1ten i1n war, UDach plan gives other important
ocriinent Jata, such ao cost data, rhich will be valuable in
prep.ring estirzies for war appropriations, shapping data,
status of stocks, and the like,

(2) Deterrination of . ar reserves. The
wel rescrve ol any rten which should be lept on hand can be
ascertaimec 1n an incpection of line 22 of Form 1 by sclectang
the grectest monthly curuletive shortage. Tris figure will
represent the emount the prescnt stock should be increased 1f
there 15 to be 10 shortage of that i1tem 1n a rmaxamum effort,
By adaing the stock on hand to this amount, the required war
reserve 1s found. Unfortunately, ihc General slobilization
Plan, 103, mobilizes men so rapidly that the resulting war
reserve derands are £o vast as to be impracticable from the
standpoint of cost ard rainterance, For thet reason,
ex1sbing war reserves are not based unon shortages indicated
by procurcment plans as they should bes It 1s hoped that
in the rot too distent futurce this rclat.onship between
procurencat plans, wan pover mobilization plens and war rescrves
wi1ll be betier understood then it 1s today.

b, Value of procurement plans to the Office of The
Assistunt Secretary of Var.

when the procurement plan 1s written for an item,
1t dees not necessarily nean that 111 procurcment planning in
comnectior wath that rztem has been completed, Tach proa rement
nlan 15 a surmary of the progress of the planning activities
for thet atem up to tnet time. Procurcn-nt plens are ncver
Tully coapleted, but mist remein iluid, flexible and subject
to change as the factors involved in the plan change. An
inspection of o plen prepared on Furm 1 wiall, however, give tle
Oifice of The Assistent Secretary of sar an accurate picturc
of the st-tus of planrang activitics in regerd to that i1tem
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ond will show vhether the chief of the suprly orm or service
conccined 1s preprred to procure thot iten, or whether
inport.nt Jork rermcins to be accorplished. The progress of
procurcment plenning can thus be accuretely evalucted. Then
s pl.n 1naicetes that cumuletive short-ges of an aitem will
occur, 1t ey be nesesscry to request thet tne status of
th-t 1len be reviewed by the responsible chief of < supply
arm or scrvice /ith a view to possiblce 1mprovement. Thas
det-1led onalysis 1n peace of procuvrement plars forns,
perhops, the nost mmnortent duty of thas Division., Choke
points .liach will occur i war c-n thus be discovered, ond
~ction c.n bo tahen 1n peoce tow 1d e solution of the problem.

When practically the whole procurcment program
£ 1ls short of thce requirements goeacroted by tne specified
mobaliz tion i1cte of men power, ~s 1s the case undcr the
G nercl Mobalizotaor Plen, 10%3, thas fact c'n be nscerteined
from procurcricnt plens, Reports of thiuse focts cen then be
ned: to hagt »r authority with recomnencctions as to the steps
which should be taken to romeay the conditions found, Such
rcports erc made Lo higher cuthority cs secret studics
suo11tled by the Plenning Branch.

There cre some 1tens hich cre procured by one
supply ~ri1 or scrvice thet arc releted to the i1tems procured
bv onother bronche For exermle, rndios, procurcd by the
Sign~1l Corps, crc mounted in t-onbs which ore procurced by the
Ordn~ncc Deprrtnent, sc-rchl.ghts, nrocured by the Corps of
bngireczs, 1o rol-ted to sound loc tors monufectured by the
Ordn. nce Dupartrnent ond both ~re uscd 1n courection with -ntai-
~ireroft crtallery procured by the lotter. Shells manufectured
by the Ordnence Depertrnent are fillcd by the Chemicel Jarfore
servace with gos procured by the l-tter. Such 1tems rust be
coordin tud in procurcnent to insure thot the progrem of the
lLr Den-rtrient s ~ vholc 1s ¢t 011 tires Lept ain b~l-ncec.
This Divisson hos lists of thesc riloted itens ond when o
procurcnent plen pertrinirg to such on item 1s receaved, 1t
+8 wnolvzed To :scert in hether the supHly ~ms end scrvices
ove coordin ted their requaircments. The oxpected production
1s also studied ~nd the 1ten which forms the choke point
discovercde The chief of thoe supoly rn or sirvice responsible
for the choke item as notaif. d uo order th L offorts noy be
r.d  to bring thbat iten into belance wath the related i1tems.
Not rmuch hes been done 1o dote by thas Division towords this
coordinction, dae to the leck of completcd mrocur:ment plens,
but in the very ncor future this will become one of the most
importcnt pocce-time octivitics of this organizetion.
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De PROCUR.J ST PROGRESS DIVISION ( ‘AR),
ae Objectives <nd Policics.

In en wrergency, the Procurcnent Plans
Davaision will becorie the Procurcient Progress Davasion with
asw obgectaves, It wall taike over such of the ~ctivities of
the pe-ce—ta > Current Procurcrient Division ~s are apnlicable,
The praoccaipal opbzcctaive of th wor orgopization 1s th2 supervision
of w r procururcnte As in pe-ce, the ~ctivitics of the Division
Jre linmited to supervision with uno thoaght of interfering waith
w1 procurcrient, vhich i1s the responsibilaty of the chiefs of
the supily arms ~nd services, (lose supervision of procurcrient
~ctivitics 1s, however, moint.ined to insurc thot sctisfactory
progress 18 rede, thet requirenart end procurcr .nt .re co-
ordincted and th t J#cr procurcrent is c-rricd out in ~ccordonce
ath besic la © 'nd instructions.,

be Orgonizction ~nd Procedure.

It 1s nov plemcd th~t the Procurncent
Progriess Divasion will be subdaveded i1mbo threce sections in o
Vor ik lg NCY

1 The Procur:ament Review Scetion.

2. The Cortract ono Purchese Information
Scetion,

b« The Procurerent Analysis Scetion.

(1) The Procurcnent Review Scction.

This Lectaom wall tehe over the peooco-
tzne cctaivitics of the Current Procurcrent Scetion of the 0ffice
of The assistent Scer.tcry of | r, but under polic.es suitoble
to wr-ine conditionse. while ain peoce~tane 1t 1s inmport-nt thot
the 1o s portceining to procurcrint be corefully followged by ench
contractiag officer 7nd the Curicnt Procur.rient S_ction irsures
th~t this 1s donc, in v ~r the rin objective 1s to obtoin sup—
plies, ad to this cnd the noerce restriclions ured to rogulcte
procurciient cgonts rust be relaxed to the gre-~toest poosiole
wxtent corsistent rith oraerly cnd legel piocurcriert. A study
of these pecace~tire procurcint regul-tions is nor boing r de

1th the object of deter ining ust vhot 1ostrzctiors should
be renoved in wer and T hot lers ond regul~tions rost.icting
procurcmnent should be chenged on M~D-ye. In the lost ime the
le s nd instractiors 1clating to cdvertising nd conpetatave
bidding 7 ro pro plly chenged, os thoy @1l undeubt.dly hove
to be ngoine. Ho wver, conpetitaiv: bicdang in the casc of

—13~



strictly corr crciel -rticles would be ~dviscble 1n on crergency
I T Ny CoSLS.

The Procurcrient Review Section 1rill deterrine
thether instructions promulgnted by The Assistont Secrciary of
Jor ~re being follord. It wall be conecerved rith i ~tuers
r.lotaing to n.dcr-broneh procuccrent ond purch. ses in forcign
couwnlricss It wall "nvestigote conflaicls betweon procurcrient
ingtructions of Llhe vorious supoly -~rre nd scrvices "nd
diffaicultics nd obstccles to procurenent which ore not the
darcet concern of ecnother divasion of the procurvment brorch.

(2) 1hc Contrect ond Purchmse Infornation Scction.

This scetion 111 be est-blished in order
to provide - cuntrel source of inforrm~tion regrrding wor Depert-
rint procurw.knt proc.durc, to neantean lacason vaith the supply
orns ~nd scrvices ~nd ~lso mth othcr procurcrwnt ~gencics of
the Covermrmente Upon the outbreck of v, thous-ads of
represont-taives of ponuf-cturers 11l descena wpon iashington
looking for cr contracts. It 1s nowv taiddly knosm th t The
Assiol-nt Scerctery of wor dircets army procurcient. It moy,
ther.forc, be cgpeeted thot these represent-tives wall noke
their 1y to his office. The Contr ct o1d Purchese Informetion
Secetion ‘st be proeporcd to darcet these indavicduals beck to
the proper procurcment distriet fror rhach they coqe ~nd to
hendle sp cinl coses nd situctions which wall rise. The
scetion "uet be cquirped to give nccessory wmforrnttion concorning
. Yy orocur..aont procedurce, policiis, regulotions ond orgonizotione.
If ny r.ostrictrons orc ploced by the wer Deperirient upon procurc—
r..nt, this scction "r1ll roview such controcts to insure thot such
r.ctrictions (re being followed. Leg.l phoscs of controcts,
ho cver, 111 be refericd to the Legrl Davasion ath hich this
gectior 11 reantoin close 11 ison.

(3) The Procurcrient Analysis Scction.

In perce, the nrincap~l objcctive of the

Procara wnt Pl-rs Divasion 1s the supcrvision of procur.roent

vl ns, 5 Les boen stotede In wer, likeuise, the principal
cbijcctive of the Procur.nint Progrcss Diviston 1s the supervision
of r procur.ni.nt, including (n~lysis ~nd progrcss. One of the
1welling reesons for the cdoption of the now fort for procure—
1unt mltms o Lo sot up ~ systent fhich could be usad os o bosis
for the supervision of r procurcrint, the follow—up of progress,
“n.lysis to vncover cholie points nd the coordin~tion of the

—14~
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procurci ert of‘related sters  The Procurcrint Anclysis

S ct~on should moint~in such statisticel rccords thot the
progless of the entir procurcrient progrem of the [rry c n

be nom Jofiritely -t ~11 tues ond The nssistent Secrectery
of " r vept cdvased s to tnis progress. This Jould seun
1ale ~n upossiblc tos' unless "nelyzed fron thc vic mpoint

of procuru ent plens. It 1s ~tuornpted b.lo  to exploin
bricfly how 11 1s nor pl mod to conduct thic sr procurcrient
suy1vasion ~nd the follor-up of progress.

Assw. th t M-Dy hes crrived ond that
procurcreat plens of ihe 1~rious supply crms ond SCrvices
~re frirly co plete. In this conncction 1t 1s noJ wnpected
th~t bout 90% of -1l procurunent pl ns will h ve beor corplcted
by the wnd of the oresent fisc 'l yuor (1977). To 1 ke the
~1turtaon nore dof nite, 1.6 us csswie ch tos¢ ro discussuig
ihe procurunent of ordncucc. dunwbering th t the procurarint
plns cr. written for -1l 1tums, corponerts, notericl, cquip-
rent nd scrvicee vhich the chief of ¢ supply ~rn or scrvice
pclicve s will cruse sufficient dafliculty in procurdient to
rrroat o plen, these re the ttens vhach wall recuire super-—
vis_on. {s soor as the troop bosis for the .or 1n quest.on 18
novm, rcequir.nents for thot situation roy keve to bo
recoputed.  This the Orarcrce office will pro ptly co,
using ¢prrosarete methods, These reviscd requisonents rould
bc thon wntered on the cxisting procurc.ent pl ns, soy in red
ink, -nd the pi-ns rebel precd. ID the cheonges an requiraronts
ore very lorge ths ray requare chenges in ap ect.onments to
cistricts, end probably the Chief of Ordnance .11l call 1n his
district executives and consult thom in conrection with any
plans where such redxzstribution of orders would be reqga.red.
The revised plons nade ouwl on Form 1 could then be brought to
the Oifice of The Assislcnu Secretary of Jar ard aporoved.
These ap.roved plars would become directives upon the Chief
of Ordnance for the procurcment of tnese i1tems, who iould, in
tarn, send ther to his procurement daistricts for execution.
The importance of procurercnt plans as viewed from this angle
of mr procurerent becoes evident  Nor that tne war procurement
progrem Fas thus been put into operation, how cen progress
be followed? Agrin using lhese plans, a very sinple nethod is
poss.ble. Lach plan shows the manufacturers and tneir expected
rate of production. It 1s visualizea that gqualified persons
11 trais Division would be assigned in charge of each book of
peocurument plens, These ren would tale the books of Ordrance
plens to the Ordnance office periodically and fill in monthly
production from the repcrts of production teceived from the
nlents by tre Chief of Ordnance. The production figures maight
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be added in red in the monthly production columns for
comparason with expected productaon. Jhen the total actual
croauclion slarted to seriously fall chort of the expected
production, the plan for the itern in question would be

remwovea from the boock end placed upon the desk of the Chaef

of the Procurement Progress Division. This officer would

then anvestigale the situatzion an regard to thas item, and

1f carious enough, might report to the chief of the procure-
rent branch, who in turn might take the ratter up with the
cnzef of the supply ~rm or service eorceined, or The Assistant
Secretary of wer, denending upon the nalure and <ecriousness of
the situation discovered. At the same time, close watch would
be kept of related 1tems to insure that balanced produetion
was maintained. Charts and diagrams would be plotted of such
related 1lems end other importent i1tems considered cralicals

The zbove system would have the advaﬁtage
of being simplc, direct and flexible, rot requiring the submission
of any progress reports fror the chiefs of the supply arms and
services to this office and would plcce no aduitional burden upon
these cniefs. Nothing iroulc be heerd officially frowm the Oifice
of The Assistant Secretary of .er until the procurement of some
important i1tem started to Jag sericusly. vhor production cid
lag, a varyaing degree of pressure, depending upon the situation,
would be brougnt to bear apon the chief of the supply arm or
service, who vould imredialely take action to overcome the
deficiency. Sirnlarly, whenever the study of procurement
progress wndicnted over production of any item, appropriate
action rould be takens The Office of The Assistant Secretary
of jar vould thus have 1ts hand on the pulse of the entire
lax Department procurement program and 1ould erercise proper
supervision vithout interference 11th the chiefs of the supply

arms and services in the accomplishment of their procurement
MiSSLONS,

—1 6
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TABLE T
No. Essential  No. Mobiliza-  Total No. Items Now
Items tion Items on Planning IList

Air Corps 31 15¢ 118
Ord. Dept. 325 19 725
C. W S, 21 24 300
¢ of W, 12 75 58
Sig. Co 34 261 33
(e Mo Co 94 320 3353
ted. Dept. 63 630 5,000

Toval 5380 1,508 4,567
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Method of Computing Procurement Requirenents.

Iten X IIOI'THS
T |
W-Day | M4« 1|M+2|M+B3 Mapd |[Me5 | Mapb M7
—— {
Troop Requirements ! o215 | 3000 | 1000 | 2250 | 1250 | 1250 | 1R50
Supply Requaire- 0klS 3000 | 1000 | 2250 | 1250 {1250 {1R50 |etc
ments
Advanced 30 days | 9215 1000 | PR50 | 1250 | 1250 | 1250 etc. | ete.
Deduct Stock 2500
Procurenent Re- 6715 1000 | 2250 | 1250 | 1250 | 1250 etc. |etc.
quirerents

—_]1 8
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DISCUSSION FOLLOWING LECTURE
"PROCUREMENT PLANS AND CONTROL"

by
Lt. Col. Gladeon M. Barnes, 0. D.
Planning Branch, 0.A.S.W.

Q. Does the production curve that you have shown take
into consideration any reduced production during the stress of
war due to inefficient labor and other conditions?

A. Those production figures that are shown on our plans
are all based on accepled schedules of production. In other words,
our Field Agents go to the manufacturer and show ham the drawings;
after studying the drawings and taking into considerstion the
facilities which he has on hand he finally decides what production
18 possible for that item and puts 1t down on the asccepted schedule
of production of so much per month. Now he assumes, in meking
that estimabe, that he can cbtain the necessary labor and raw
materials. I think you should «ll remember in studying our pro-
curement plans that undoubtedly they are optaimistic. I noticed
in studying over the plan I showed you on the three ainch anti-
aircraft carriage that both of the commercial mamfacturers expected
to beat in early production our manufacturing arsenal. Now, I know
from experience that that i1s impossible. I know they cannot do
that. They may think they can, but they cannot, and you must take
into consideration all of our procurement plans being optimistic -

maybe twenty-five or thirty per cent. In other words, they represent
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the optimum of what you can expect to get in war.

Q. In addition to this optimum, do I understand that curve
to represent maximum production facilities going into effect at
M-Manus 607

A. No. All of our plans are based on going into production
on M-Day.

Q. I guess I missed your point. I thought that you first
got your requirements; then the Staff in order to make the distri-
bution moved them up thirty days and in addition to that to be sure
on the procurement curve you moved them up an additional thirty
days, so the i1nitial production for the initial requirement would
have to start at M-Minus 60. Is that correct?

A. It 1s nearly correct. The procurement requirements are
advanced sixty days by all supply arms and services except the Air
Corps. I neglected to mention that the Air Corps uses a slightly
different method because they represent the only supply arm and service
that can fly the product from the factory to the iield of operation
and they use what 1s the equivalent of about a forty-five day set
forward time factor. However, for the other supply arms and services
there 1s a set torward between troop requirements and procurement
requairements of sixty days. I think the more you gentlemen thank
about that sixty days the more reasonable it will become to you be-
cause you know that on the average from the factory to the troops,
where the materael 1s to be used, there 1s at least sixty days delay.

The delay may occur in getting the materiel from the factory or in

S
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transportation to the depots, etc. Personally I do not think that

(&

sixty days 1s unreasonable.

Q. I had no question about the sixty days between production
in a factory and reaching the man either in the Zone of Interior or
field of operation, but what 1s worrying me is that for this initial
equipment that would be required you must start production sixty days
before the war 1s declared. 1 am wondering where in the world we
are going to get the money and how we are going to go about 1t?

A. Well, of course, that i1s impossible. The sooner you
can start your manufacture the better. If you could start i1t six
months before M-Day this supply business would be easy, but you cannoct.
The only thing that advancing your requirements sixty days would
indicate would be the amount of supplies which you should have on
hand available for issue on M-Day, because if 1t 1s going to take
sixty days there 18 no use kidding ourselves - 1f we have built up
our supply large enough we will be able to meet the supply requirements,
otherwise we will not be able to meet them.

Magjor York: It 1is reflected in the M-Day deficat.

Colonel Harris: I have rather revolutionary ideas sbout this
whole business of requarements. It 1s much sampler to me than 1t
18 to most people. I think we confuse 1t by writing in so many details
as to how these requirements will be set back. As I visualize war,
we will be equipped tor practically the first four months out of the
storehouses. I would consider that four months a preliminary period

and I would teke six months requarements and divide them by four.
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In other words, I would level it off - I would not talk about 1t

in sixty days before M-Day because that i1s perfectly absurd. How-
ever, theoretically the way 1t 1s set up that 1s exactly what it
amounts to. 7You have sixty days requirements before you start and
then you drop down to a rather modest average. I maintain that in
all, even the commercial, items you will fight the 1irst four months
of a war out of the storehouse, therefore, you might consader that
four months a preliminary period i1un which you are going to do the
very best you can in production, launch your program, and face the
problems. Of course, we have to have a sixty day surplus. My solu-
t20n would be to take six months requirements, the accumulative total,
divide 1t by tour, and call that the monthly requirements for the iairst
four wonths.

Colonel Barnes: I would like to state that I think this
guestion of requirements is very basic. Perhaps some of you have
read some of General Hagood's articles on requirements. There is a
lot of food ror thought in his articles. Sometimes in this College
we discusg factors such as competition between the Army and Navy
and other factors which bring about delays - a whole book could be
written about the little incadent maintenance factors. For instance,
today our plans call for, I think, ten million hats for rtour miltion
men. I am satisfied in my own mind that a great deal of this warload
that 1s generated in an emergency (and this 1s true especially of the
last war) 1s due to unreasonable maintenance factors.

Q. I was interested i1n your chart which showed the average
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curve, that i1s the chart which estimated the ability of the supply
arms and services to meet the mobilization plan and I would like to
ask why that average curve was placed on the chart? Perhaps I can
explain my question by stating that I do not see what good the average
line wall do 1n estimating total requirements with the Ordnance
curve and the Air Corps curve below. It would seem to me that 1t
would be the one which meets the reguirements last that would be the
measure of the abilaty of the procurement program as a whole to
meet the mobilization plan,

A. That 18 a very good question. The answer, I think, 1s
about as tollows: We have computed that the amount by which we fail
to meet the Mobilization Plan, 1933, today 1s measured by the figure
two billion dollars. 1In other words, if you are prepared to spend
roughly two billion dollars then those curves can be brought up so
they wall all coincide wath the mobilization rate, 1933, and you can
meet 1t. That average curve which I drew i1s a curve which you can
meet today by very small increases in the war reserve that we have on
hend, and the higher you raise that average curve and the farther
you depart from the average curve as set up by that study that 1s of
approximately one hundred fifity thousand men per month the more you
will have to pay i1n dollars. We cannot even meet that heavy line curve
that I showed waithout some increase in the war reserve because that
curve lres close to the Ordnance Department - seventy per cent of the
cost of increaging the war reserve i1s Ordnance and twenty per cent

Air Corps.
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Q. I would like to ask another question. Doesn't that
chart point the finger at (I hesitate to state thas - I do not know
enough about 1t to ask the guestion) what might be wrong with the
present mobilization plan® I am talking about the approach. I have
heard a lot about starting with what we have and building up, rather
than goaing up, to that rour million figure. Doesn'!t that average
curve give you a reasonable basis upon which to construct your
mobilization plan?

A. That 1s exactly what we think.

Q. In other words, the cart before the horse - reversed?

A. We want a mobilagation plan in whach supply is coordin-
ated with manpower and we found, to our great surprise and chagrin
in the World War, that 1t takes roughly two and one-half times as
long to equip men as 1t does to train them. You have got to come
down somewhere near our supply line.

Q. 7You spoke about those production curves being about
twenty-five per cent opixmistac?

A. A guess.

Q. Would 1t be saier to deduct that twenty-five per cent
in making those curves? I do not understand yuite why you take that
fact into consideration.

A. Those are the fagures that have been turned in by the
men 1n the field and represents their best estimate. It 1s only a
more or less personal ifeeling that they are high. I feel that they

are optimistic but I do not thank that we should play with them. I
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would leave them alone and just remember that they are optimistiec.

Q. You are sort of kidding yourself on those things then,
aren't you, when you turn in those figures?

A. If you do not kid yourself more than twenty-five per
cent I thank you wall be all raght.

Q. With regard to that question, I think the srsenals
probably teke into consideration how long it will take ior them to
get their steel - the raw meteriels. I know that the manufacturers
in their schedules specafy "after materials have been received®.

A. That 1s raght.

Q. I note that in the determination of your procurement
requirements you deduct from stocks on hand the war reserves for
cosst and harbor defenses. Is that deduction always the same? To
put tne question another way, here i1s what I am getting at. Under a
major effort where we mobailize all forces I could see where the cosst
defenses might be called upon equally to expend supplies or to utilize
materiel, but 1t goes back to the rate of this color plan business
for supplies again. Would you alweys deduct the maximum smount that
they would use ior esch and every effort or is that merely for planning
purposes ior the one msjor effort?

A. We would deduct whatever we were directed to deduct by
the Genersl Staff.

Qs That 1s just the point. I knew the General Staff darected
1% but I was wondering if you hed any information as to their modifying

1t under any circumstence®
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L. We always plen under the mexaimum effort. I am of the
opinion that the more you think about it the more you will be con-
vinced that that i1s correct because 1f you plan for the meximum
effort your plens ace all inclusive. If you have your plans for the
naximum effort you can always very yuickly write your celer plens.
These defense projects that we have deducted are those specified in
the General Mobilization Plan, 1933.

Q. What was rumning through my mind i1s thas: I can visualige
an experience we might undergo wherein the West Coast would be in
Jeopardy and there would be little or no likelihood of an effort
against the Fast Coast. It would seem toolish to hold on the East
Coast certsan large mobzle guns ain which we have a shortage just
beceause we were directed to take out all war reserves or needs for
harbor defenses and then run on witn a shortage in those large mobile
guns under that arbitrary rule when we could very well tske them from
where they were not needed and put them where they were. 1In that
light a1t seems to me that this statement that plemming for mexamum
effort will cover «ll minor emergencies is not quite true.

A., I think T vnderstand your question. That brings up the
question of flexibalaty of plans and we think our plsns are very
flexible. Say that M-Day arrives — we do not for a moment think that
the requirements that have been sel up under the General War Department
Mobilization Plan, 1933, or amy other plan, color or otherwise, will
be the basis for actual requirements, that 1s your actual troop basis.

What would happen undoubtedly is that on M-Day, or before M-Day, you

9
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would get & new troop basis for the particulsr war that we are talking
about from the General Staff and then each supply arm and service
usang short cut methods would quickly compute their new reguirements
and enter them on the appropriate line on our form. Then they will
open their books to the plan for that 1tem snd pick out of our genersl
plan enough production to balance those reguirements, 1f possible.
For instance, let us take the Ordnance Department. The Ordnance
Department computes those requirements for a special situation as
quackly as possible. They would get out the old plan, which 1s your
maximum effort plan that gaves you all your facilities that have been
laned up for the production of that item, snd copy those into the new
plen, balance 1t up, have i1t approvec by the Chief of Ordnance, and
send 1t down to us 1n the Qffice of The Assistant Secretary of War
where 1t would be approved, and that becomes the darective for the
procurement of that item in time of war The Chief of Ordnance then
has copies of that revised plan made and sends them out to his district
chrefs who will execute the procurement in accordance with that plan,
and that form becomes the whole basis for the control of production
in war. In other words, that 1s the operating directive. If you have
your plsns laid out tor your mexamum effort, any situation that occurs
in time of war i1s bound to be within that because by definition that
1is your maxamum effort plan - in any other special situation 1s equal
to or less than your maximum effort plan.

Q. Do you have figures on what amount of money we will

have to spend to build our war reserve up so as to make the supply
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curve parallel the mobilazation curve for the reguler Army and
National Guard only?

A. No. We have 1t ror the 1933 Mobalization Plan, which
1s the reguler Army, National Guard, plus the orgamized reserves.

Qs Just as a matter of discussion, Commander Foster's
question raised the point which would seem to indacete thaet we should
slow down our rate of mobilization to coincide with the worst feature
of the supply curve?

A. That i1s raght.

Q. I thoroughly agree with the general premise that the
mobilization curve is much too fast from a supply standpoint but
there 1s another factor in the field and I feel impelled to raise the
guestion of training. You did state that you could train men z lot
faster than you could equip them. I take that as probably correct.
However, the War Department Mobilization Plan allows a six months period
for the training of the divaision, 1f I remember right. In my judgment
1t would be a terrible misteke for us to slow down the rate of our
mobalization of men to tit that lower curve. I agree that it should
aot be so disproportionately out of joint but the idea of slowang down
the rate of mobilization of our men to coincide with that curve, as a
line officer I thoroughly disagree with you. We have to train these
men. We are not going to be shootaing 155 mm the first six months unless
we have trained and organized our men. I would say, as I said to
the Class the other day, that from a line officert's stendpoint the

thought should be directed along the lines of whal we need for our

10
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covering forces of the regular Army and the National Guard and

then what 1s the mimamum training period Ior & division, and make some
sort of an equaligation on that basis rather than merely to state

that you are going to force down your mobilization curve to fit a
supply curve. I think either one of them i1g wrong That is, to

say that your supply curve ought to be raised immediately to meet the
mobilization rate., In other words, supplying equipment that we cannot
shoot, telephone wire that we camnot lay, which is not required by
any tacticsl situation - that i1s just as wrong as to state that the
mobilization rate must come down to the supply rate. It would seem
to me that as a matter of discussion, and I am not trying to solve

the whole War Department problem in one breath, the line of thought
should be directed to what would be the war reserve needed for our
immediate covering forces, people we can send into the field at once,
and then make an adjustment between the mobilization rate and the
supply rate thereafter.

A. T fand that you and I are in complete agreement. I have
absolutely no querrel with that whatsoever.

Colonel Harras: We should not misunderstand what the
purpose of these studies are. They are not prepared to solve the
problem, they are prepared to furnish basic data so the General Steff
can sSay what they think 1s the best thing to do These curves are
drawn up to show the General Staff under present rates of fire, wastage
factors, and other organizational data, what the supply will sustein.

It 1s up to the Genersl Staff to integrate that problem and decide
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what the mobilization rate wall be.

Colonel Barnes: One thing I would like to call your
attention to 1s the fact that these curves are drawn up under the
rules of the game as played by the Genersl Stsff. TUnder the 1933
Mobrlization Plen over one-half of the technical equipment is in the
Zone of the Interior TWe down here in the supply end of the question
think that is unreasonable - that you can train a regiment of Field
Artillery possibly waith one battery of guns. In other words, our curves
simply show, using the present density of supply, about the rate at
which you can mobilize manpower. If you change the densaty of supply,
which 1s entirely within the authority of the Genersl Staff, you can
naturally support a very much lsrger rate of mobilization. There are
many ways that you can increase that rate of mobilization. For instance,
1f you reduce the amount of technical equipment you have in the Zone
of Interior, if you trim down your wastzge and maintenance factors,
1f you cut down the rate of fire for guns in the Zone of Interior -
all of those weys are practical. Using the factors as laid down in
the General Mobilizstion Plan which definitely establishes a deunsaty
of supply, that 1s the answer that you get.

Q. I think I have a2 simpler question to ask. From the
layman's viewpoint the contention that the rste of production is slow
with non-commercial expensive, heavy articles could be accepted, but
here 1s en 1tem of paramount importance for morale, health, and other
viewpoints., the matter of overcoats. The chart showed that the Army

would be without overcoats until sbout M-Plus 300 Days, the bulk of

12



T

T RPATE RN LR TPWERT TR RSSOV R WHORT TN gImmTETERy YR TR AR TR TR . T AHT

the men. First of all, the demend for mobilization mey be unresson-
able but suppose it 1s absolutely necessary considering the enemy,
or even unreascnsble, 1f the proper authority mskes & demand 1s the
answer "We cannot give s man an overcoat for three hundred days®
accepted as & solution to the problem?

A. Of course not. He can wear his civilian overcoat.

Q. I mean for even a uniform overcoat?

A. As far as food, shelter, and clothing are concerned,
you can mobilize a relatively large number of men but you cannot
equip them with technicel supplies. If you want to accept that and
write your plan on that basisg it 1s perfectly all raght.

Magor York. I thank what is bothering Colonel Heuser is
this: Is 1t possible to amprove production of overcoats to the point
where the requirement could be met?

Colonel Hauser., That i1s what I mean. There i1s a producing
agency and there 1s a responsible agency tor procurement.

A. TUafortunately the overcost is not going to be the deter-
maining factor. That 1s, you can get along without the overcoat but
can you get along without small arms emmunition and things like that?
Therefore, would 1t not be better to drop your rate down to a place
where you can have a balanced army? TYou can get your men together
very quickly and feed them, shelter them, train them, and issue them
wooden rifles and all that sort of thing if you know what you are doing,
but you might as well become accustomed to the idea that you are not

going to get your technical eguipment as fast as you would like.
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Q. I accept the fact that you are not going to get special,
heavy, technical equipment, but here i1s an item of commercial type.
The textile industry 1s not i1n competition with the heavy ordnance
industry and I still ssy: i1s the statement "We cannot put an over-
coat on men under three hundred days" accepted by The Assistant
Secretary of War as a satisfactory answer to that problem®

A. I thank at as for the type of overcoat you are talkang
about. We admit raght off the bat that you can use substitutes.

Q. If there are substitute plans, that changes the picture.

Colonel Harris: I think there 1s a lattle confusion here.
The answer 1s perfectly obviocus. They know what the trouble 1s -
the answer 18 get the supply or accept the shortage, one of the two.

Colonel Barnes: As a matter of fact, we find in the
Quartermaster plans that there are pretiy grave shortsges in woolen
cloth.

Q. Do those curves that you had on the board include the
Navy requirements® To illustrate, they buy big guns when they buy
a battleship and that does not come in because 1t takes so long to build
a battleship. In the cage of aircraft where they would require forty-
five per cent more than they have now, has that been taken into con-
sideration and a1s that asircraft production based on facilatries that are
now allotted to the Air Corps?

A. In that slaide I showed you on requirements the Navy and
Marine Corps requirements were included. In the other slide I showed

you on the caliber-50 machine gun, to which I thank you sre referring,
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the Navy requirements were not included. We find in the study of the
caliber-50 machine gun that 1f we incluae the Navy requirements 1t
wipes out nearly all our production. This 18 a very seriocus situation
and one that we intend to bring to the attention of higher authorities.
In the case of the caliber-50 machine gun, the Navy requirements are
very serious. They wipe out practically all our production for nearly
the farst year.

Q. Does your aircraft curve include the Navy sircraft?

A. That curve I showed you did not.

Major Yorx: That 18 only aircraft from factories that are
allocated to us from the Air Corps.

Colonel Barnes: I beg your pardon, bubt you see we procure
caliber machine guns.

Major York: The airplane production shown is Air Corps
production from facilities allocated to 1t. The Navy has its own
facilitaes?

Colonel Barmes. That 1s right.

Q. Colonel, you have mentioned several times the maintenance
factor and you stated, too, that i1t could be changed I was under
the 1mpression that the maintenance factor had been arrived at by
experienced tables based on what the minimum fsctors actually were
during the past. If that 1s so, how could they be changed? How
could you reduce them?

A. I do not say they could all be changed; I say I thank

1t would be very fine 1f we had u very careful study made to make
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sure that tgey are all reasonable. I think many of the supply arms
and services have very reasonable wastage and maintenance factors
but I feel that some of the others esre still a laittie too large.

Q. I went over to the Quartermaster General's office
yesterday and asked that very question - how they arrivea at those
maintenance factors. They assured me they had had a troop of
officers working for some years on 1t, and 1t occurred to me that if
1t does take that many shoes and hats, ete. to actually maintain a
man then there would be no possibality of reducing at.

A. Do you think we ought to buy ten million hats ror four
million men®

Q. Is that the plan -~ toc buy ten million hats?

A. Yes. Do you think that 1s reasonable?

Q. If 1t 1s predicated on experience I would say 1t 1s the
tning to do.

Major York: There 1s also the atem of eight million mess
kats itor four million men.

Q. Can you give a rough estimate of the epproximate period
of time 1t would take to revise this general plan and bring 1t into
line wath actual conditions with whaich the Army wall be faced either
sixty days or a month before war, whenever they tind out they have to
revise this plan and meet facts and conditions which sctually exast
in industry?

A. TUnder pressure of war where men are required to work

day and night 1 think that the plan could be revised in two weeks.
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That 18 my guess.

Q. This maintenance factor I am airaid is inaccurate because
in the last war the word ¥%salvage" became synonymous with throwing
away. Also, concerasing the matter of training I am convinced that we
have 1llusions because the first month atter mobilization will largely
be consumed in the processing and very little actual military training
can be accomplished during that period, but the more mechanized we
become, and we are proceeding along that line, the more necessary
technical equipment becomes to train. I would lake to invite your
attentaion to the superiority of the German mschine gunner in the last
war. He was superior because he was intimately familiar with that
gun and i1t di1d not fail him in critical moments for that reason.

Our low efficiency in the use of a good many of our wespons, for
instence the French 75, was because our troops had never seen that
gun until probably two or three weeks before they went to the front.

Q. I should like to ask if there has been consaderation given
to an inspection factor as an element of delay in computing the
production schedule such as i1llustrated for the Ordnance item on the
slide? We have spent considerable time studying; building up an
inspection force. We also know that the bottleneck for non-commercial
1tems that are produced by commercial manufacturers will be in the
acceptance of the first article. The non-cormercial items shown ior
the Corps of Engineers, the Air Corps, and Ordnance I believe are all
covered by Governmeat specifications Are we going to waive the

specifaications in the present procurement schedules and assume that
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production wall start out wathout delay after the first article is
delivered® It 18 our experience in the Air Corps that that one
factor alone amounts to from sixty days minimum to as much as nine
months before they can go ahead after the first article 1s delivered.
Therefore, I wonder 1f, as a matter of policy in considering these
factors of delay and in this twenty-five per cent which you mentioned,
you do instruct the supply arms and services to take that into
consideration?

A. All those factors: inspection, delay in obtaining raw
materials, tooling up, etc., are supposed to be reflected in the
production figures given in the accepted schedule of production.

Q. In the production curve tor the Chemical Warfare Service,
have the requirements for the Navy mustard and gas masks been included?

A. That 1s raght.

Q. What tests, 1f any, of production schedules are ordered
by The Office of The Assistant Secretary of War to determine the choke
points in production schedules? For iastance, shoe laths, dies, or
certain machines that are necessary to have to go into production?

A. The only way we could get a practical test of our
production schedule would be by educational orders and they have never
been authorized by Congress.

@ I should like to comment further. It would seem thst
in meny instences 1f they would go to the manufacturer and say.

e wish you to go into production today" ~ itodasy i1s M-Day - right

on the jump off as soon as the manufacturer began to think about 1t
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he would thaink about those things that he would have to have and
there would be delays. It would seem we could accomplish a whole lot
whether or not our schedules of production would work 1f we would
work along those lines, sir.

A. TYour men in the dastrict are supposed to be doing Just
that. It is their job. They do not accept blindly these production
figures that are given by the different facailities. In some cases
they cut them dowm.

Q. Colonel Barnes, in connection with our production
figures being optimistic or not, isnft 1t true that we are only going
to use, or counting on using fi1fty per cent of the capacity of a
plent®

A HNo. We are figuring on reserving one-half of one shift,
that 1s fafty points out of two hunored fifty for commercial work.
The question of load will be discussed by Major Ritchie when he tells
you about the allocation daivision. I would rather not go into i1t be-
cause 1t 18 a subject all in atself and I will just get you mixed up.
He 1s going te talk to you in about a week and will have diagrams to
thoroughly straighten you out on the question of load.

Colonel Aurend: This report of Colonel Barnes was studied
by the War College Committee in the G-4 course. Of course, that does
not make 1% an official War College answer to the problem but I would
like to tell you what happened. We had on that committee officers who
had just come from troop duty in the foreign possessions, offaicers
who had been 1n the planning offices of the supply services, and recent

graduates of this College and all poiats ol view were presented.
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The discussions became quite heated but two things came out of that
committee which I think are fundamental. The tirst was. they determined
thet the covering force of approximately four hundred thousand men
could be maintained off the shelf provided the commander of that force
was given new rates of expenditure for ammunition. Of course, that is
not playing the game according to the rules that have been laid down
in the 133 Mobilization Plsn. They also decided that the augmentation
of the force in the field of operations would depend entirely on pro-
duction of ammunition. They further decided that men could be mobilized
as fast as they could be sheltered. That in general i1s what the General
Staff would do with this particular study which Colonel Barnes
presented in determining the covering force and the rate of mobilization.

Colonel Jordan: I would like to agk Colonel Barnes to come
down to a proposition of something that 1s occurring right in the
United States today - the tlood. Suppose we prctured 1t as the waters
of Patbtsburgh rising five or six feet higher, as they have done, throwing
Pattsburgh out of commission, azlso Cincinnati and Louisville, what
effect 1s that going to have on procuremeni plans? How much of a delay
should we expect from this act of nature?

A. T could not offhand evaluate that in months but I think
1t would be very serious.

Colonel Jorden. It doeg seem to me that that is worthy of
pretty close study and I propose that we shall have something done
here at the College to picture just factually what has occurred in

the Ohio Valley recently.
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I want to express to you, Colonel Barnes, the appreciation
of the Colliege for a fine presentation of a very difficult subject.

I want to thank you very much for ait.



