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THE G-3 DTVISION, 7.DeGeSe

Being asl.ed to talk to this audience 1s a compliment
which I appreciate very much.

while you are all at the presert time interested in
the problems of industry and the var-tire procurcment of
military supplies and nateriel we in the Var Department
General Staff have many problcems of peace as wcll as of war
planning and mobilizotion ath waiich to concern ourselvese.

I sometines feel that our peace problems are morc
difficult of solution than the others are, inasmuch as
practically everything we do depeuds on the amount of money
that can be made available. lManv of ow cherished plans
for mmproving our national defense go by the board when
the costs of such projects are determined,

It 1s sometires intinated that the Jar Department
General Staff 1s not always sufficiently conversant with
p:oblems ol procurement. Iy onsver to that 1s that we get
pretly well incoctrainated by the supply services when any
new n2jor articles of equipment, such «c alrplanes, tanks
and automatic rif¥es have to be brought into production for
even our relatively small peace-time reguirements. e may
be a litlle too optimistic in our hopes of quick war—-time
production. Je realize that no organizstion or machine can
start out at full spced but we do know that ihe accelerstion
to full output of power can be attained quickly 1f the
organization or machinc 1s properly built,

Ls you all know, the War Department General Staff
1s orgenized into 5 divisions,nancly

« Persom el Division

Militery Inteliigence Division
Operations and 1rairing Division
Supply Division

« ar Plens Division

IOIfbl? lole

Mhile the organizetion or the Genercol Staff 1s broxen
into the aforementioned functionel divisions, questions
involved in coordinetion of Mation~l Deferse cannot be so
clearly differentiated. Very few imporiant problems ere
acted on by one division ~lone., As a resvlt there must be
conferences "nd cooperation between various oubordinale
slements of these divisions,



A r.ost inportant functior of the General Staff as
regerds the Lrs and Services 1s to coordinetc the ellotment
of finds., This 'pplies in such mcbters as arvunition
cxpediture, allotments of gr-des and rctings, procurcment
of equipment gencrelly, tr-nsportat-on money for training
nurpo-zs, and ny other like qucstionss. The Cone.el Staff
furectaion 1s pr.r~i11ly to coordin 1e the total ~nounis the
srms ond Services -re allotted, The distribution of
erpenditure - tron the Arm or Sorvice 1s quite generally
moae 1n straict cocordence with the vrishes of the Chiefs of
Lrms ~nd Services. The Gener~l Stofi cndravors to meintoin
o uniforr stonc~rd of e.penditurc cnong lhe ~rms in
cccordonce wit  the policies of Lhe woir Nepartments

Inasiruch ¢8 omertions in me.ce—~time con be foarly
wcll stonderdized 1t becores logicolly the most importent pecce—
time problerm of the General 3tal® te coa dinte the plarnung
for Notiomal Deforsw. Thic 1s pertaiculorly amport-nt in that
fiscel ~nd other restrictions proevert us over in peece~tine
from cr .tirg the type of arrmy vnich o desiic to usce an
any Jutvre cncrgency. The efficiency of our operation ot that
time will there fore denend in largse meesurce upon the ~bilaty
to foresee the prub-ble use to hich new inventions -~nd new
methods con be opplicd to stretegicel ~nd tactical problems
“nc to orgoniz.tione.

The procedure of the Goner~l Staff 1s quite similar
to that of other officcs .n the Jer Depertment, however, a
gqucestion for the decision of the Chicf of St-~ff 1s gener-lly
prceented to nam in the form of ¢ study which contoans a
thorough cnclysis of the problem from oll funct.onol view—
pownts ns well es from the viewpoints of the spccialist arns,
s2rvices or other agencics conc.rraed. The davision submitting
the study 1akcs its recomiwndetion of the nction Lo be takens

I chall vol cbtempt to go inte the actcils of Generel
tell operction, other than to eaph size that the Genera
t {1 orficer engagew wn ~ portacviar study is not opercting
within - woter-lLight conpertment but rmst moke contact waith
211l of 1he other eguncres concerncd in his problar, He rwst
thercfoie heve contact with the veriocus divisions of the
Offices of the Chicfs of .rms and 3crvices, with The ..djutant
Generel, "nd all other sources of information. The fact thot
re do not heve one Jor Departrient building but cre scattered
all over the city of [~snington mokes th: ccelual mainbtaining
of cont ct extrerely difficult, -nd constitutes a scriocus
obst cle 1n the path of Gunerel St-ff (fiiciency.
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My telk today concerns itself in the mean vaith the
Oper~tions end Treinirg Divasion which 1s charged with the
preporation of plens and policics and the supervision of
activitics concerning e~

ae Organiz.tion, including Tables of Organizetion,
for all branchcs of the Lrmy of the United Stotes,

be .Ssigmwcrt of units to lagher organiz-tions.

ce S0 much of Tebles of B sic nllo "nces, Tables
of .llowences, ~nd Tebles of Equaprient ¢s relete to the
allotment of mcjor items of cquipnent to units cnd the dastra-
bution ol such i1tems withlin units.

ds Distribution -nd tr ining, incl ding educational
and vocational troinwmg of the Arny of the United States,
including the I"~tion~1 Currd .nd Orgmized Ruserves, location
of unats of the Regular [ry end Organized Rescivesa

Ce .11 treainung end toctacal publicetionse

fo The United Steotoes Ilatery scadimy, speciel
scrvice schools, The Cormnrd end Goner.l Stoff wchool, Fort
Leaventorth, Kensas, ond The wrry Jar College,

g« IMlstary wreining in civili~n irstitut.ons
ard in civilion troining coripsSa

he Consultction *rith G—4 on types of ecquipment,
ocnd on m-jor iicns such o3 guns, rifles, tenks, etc., consultation
with WPDe

Ls Prioritics in eossagning rcplecerents (nd
cquapr :nt, end important priorities ~flcciing mobilization,

Je lovenent of troops, to include thosc ncceesery
in the exccution of the approved plen of stretegical deploynent
prepered by the Jer Plens Divasion (move wents of supply,
technicel, end lcbor troops not emoloyed as combat units to
be mede on requost of G—4a)

ke Illatary police.
1. The syster of malit ry pablicalions,
Of the dutics juot (numercted the 3d, 8th end 9th
have to do priticulerly waith questions of equipment ~nd supply
in Jhich we work i1n close coopcration with tne G-4 Division

of the Gernerel gtaff.
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The twelve activities cnumercted require the G-3
Davasion to bandlc rneny cdet-iled functions in the four lorge
f1¢1ds ol mobilizction, org nization, lreining and opcr-tions.
Suncrvision of th~sc deteals 1s insured by thce groupaing into
three bronches - Mobilize tion, Treinirg, Opcretions (which
in ludcs orgeniz taon). The chart shows you the importrnt
1.ctluecs of the organization ona functions of cach brancha

Spcekarg of the Opcrotiocas Divasion o5 o unat, I
vould soy thet 1t bes in front of at two broad problems

1st, the continuction of 1ts current function of
pl niung ond supervision in rospect to robilivotion, training,
orgenizolion, ond operotions,

-nd, to solve the G-3 problums concoerrcd with the

gr~ct project of reorganiz-iion=d twdernizeticn of the Ary
2s a vholc,

This letter vwill occupy the Daviszon for a long time
to cone,

WOBILI L TTIOT BR NCH

The 'Icr Depertient lobilization Plan, 1933, with its
sup, orting tebles, ~nd supplement-l cata, has bewn prepered
end rscued to 211 concorned and mobilizotion reguletions have

Jen publishcd.

Corps orca nobilizetion plans ~nd 211 other mobiliz~tion
pl ng broed directly upon lhe Jar Departrient plan are reviewed
in G-v "nd returned with anpropricte cormerts. The corrents
1clade not only thosc resultivg fror a thorough check an the
G-% Div.sion, but also those obtmired from other divisions of
the General St-ff end from the Chicfs of ..rms ond Scrvices
corcerncd,

dor 2lens are being revised to conform to the Four
srry Or_onization end to the 1933 1obilizetion Plane In this
conr~ctoon the liobilization Branch nrepares the G-3 scetion
of the logistics plan of e~ch color plaong

Each jeor the corps wrocs and the chiefs of supply
arns end sorvices conduct nobilizction Lesls to insiruct
s~lected personncl in their robiliz-tron dutics, to revicw
mobiliz~tior plans in order to deterriic their completeness,
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vorkability, ond defects, and to demonstrate the actual
mobilization of selceted inactive units or the expansion of
ex1sting Tacilatics. The pirepercotion of the aircctive for
these tests 1s a function of G-3.

The Mobilizaetion Branch collaborates with the
Treinang Brench on features of mobilizmetion which my be
injcected into crmy comnend post excrciscs end ficld exerciscs.
Thas Branch olso collcborates with the Opereotions Brench on
guestions of orgoniz~tion, particularly vor-tirc orgenizotion,
which affceet mobilization.

The completion of the ar Department Mobilization
Plan 1933 has shown th-t 1t 1s defectaive in tret 1t 1s bualt
on e rate of nobiliz-tion of men pouer which cannot be
rcalized, Studics nove shown tn~t the cquipment for such a
force cannot be procureds

We ore now cngegoed in o study looking toward
bringing the nobilizetion rote in hermony with the possi-
balities of procurecment of equipment, using the 1930 Plan
as a basis on which to build o more re~lizsble plen. Thas
w11l be dascussed by Colon.l Bryden, Chi.f of the lMobilizetion
Bronche

TR, INING BRLNCH

The problems confronting the Training 3ranch arc many
and vericd. It prepares the war Dopartment .rnucl Troining
Directivse, together wath the training policics governing the
»1r Corps ~nd Civalian Cormponentse

Our school systen now covers proctically 211 -rns,
services and civilien componentse. The school progrems must
reccive the aprroval of this Breuch, .nnuelly o progrom of
Field exercises and rancuvers is provided to supolerment the
training at home stotions by concentroting uniats into lerger
fermetions at central points in th: various corps oreos. A
five yoor cycle of coruicnd post exerciscs for a GHQ and the
four erma.s 2n tvrn hes been estcblished. TFunds are sct up
to hold GHQ [far Porce mrneuver ~nd field exercises for one
sy coch years

Training Branch cclculrtes ecch year the cost of 211

training ommunition ellowences, informs the procuring scrvices
of the woncy 16 be cerried an their cstin~tes for this purposec,
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“nd viends . rmy Rogul tions governang allov ~nees when necessary
to 'oon expenditurcs within the limit of approprictaed funds.
Scilm ccleuletaior s cre mnde for tacticerl gasoline ond ol

cnd for mey for gilalficotion in crns. 7The rosultont figures
cr. furnished to the estiroting agencies which defend the
budget throagh i1ts vorious strgese Trcining Brench tren
pr.pries the neeoss~yy instruclaorns for en cguitoble dastri-
bution of evpropricted funds. Minor 2djustments must be

m2de throughoul the veer to mect urforesesn contingencies,

'n arportant probler of Training Branch i1s the
revision of ir-in.rg texts and tecticel doctrine. The Facld
Ifonual Peoject 1s nearing completzon. Jts revision to comform
to the foster tempo erd grecter fire po.er in modern combat
r.sulting from use of nodern rm .ns 1o 2 task in 1tsclfs The
motorization .nd riodsinization < lready  cconplished, together
vith J1r Corps reorg nization end projgzeted modernizotion of
the wrmy will rak. thas problenm once of tremendous inportance
during the next for yerrsa e exrcct to mcke ropid progress
11 the develeprenl of sound tretical doctrine for wechonized
“nd notarizea units end for anbi— cchenizea defensc row
thot these vebicles cie beang furnished in quentity suffi-
crent for facld lests of unats,

Mobalization treining pl-ns cre urder constownt study
~na field test to find w~ys to reducc the taim. nccessary
for besic incdivaduel end unat training in cn Crocgencye.

The rry Extension Courses ore prepered ot the
verrous service schools end adranastered by The djutant
Generel, Controlling policies os well ~s supcrvising the
periodic revision of the courses cre duties of the Training
Br nch,

This Branch has many probloms connected with the
ROTC, omeng shach ere the cst blisherment of new unats,
cllocction of enrollrents, progrors of iastruction nd
~dequecy of crodits clloved by institutions,

Other curi.nt mioblens in this Broneh include the
orr ng&eents for “he enmuel N-fionel I~tches, the production
of tr-ining filns, conduct of ORC, ROTC ~nd CMT Cemps, the
treining of Rooorve officers for one yo-r wath the Regular
Jry under the Thomoson wet, policics geverning the troining
of the N-tior~l Guerd ~nd lest but not lenst the cdequacy of
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terraan feeilataies for terget ond service proctices This
lost problem 1s ecutc duc to increcsed acnger spece resulting
from 1mproved emmunition ~nd metoricl,.

OPLR, TIQIIS BR..NCH,

This Brench, the work of whach clso includes Organi-
z taon hos been very octave in the post v ore ir Corps
reorgenizotion problouns ere continuing ones <rd 1ts orgenization
15 novn under test,

Expelimentotion ond development of the liechanized
Covelry cnd xtillery oro being continucds. 1 ~aditioncl horsc
regirient of covalry hos recently beon nechenizeds

cst yoor the stronglh of the . rmy wes incre-sed by
46,250 privates, The ~llotmnt of ren from this increese to
the vorious .nrns and S.rvices, lLogather with additional grades
end retangs woes & fuietion of Operctions Branch,

The reorganizatior of the Quortermaster Corps has
beca efiecteds Plons for the yearly increase of 5,000 'wien
1n the Metronel Guerd an four incronents he = becn opproved
conting.nt on -ppropri~tions from Congress which h s olready
provided for two increnents,.

Under =y darcctior o cormaittec representing all
divisions of the war Department Gencrel Staff h-s for riore
than a year been malaing a deteiled ond ertensive study of the
problem of hodernizetion of the Arrye The nexl ficcal yoor
should sce on extensive field test of o tenlotive now
Inf~ntry Division. w2 orc now studying the gquestion of
roorgenizing th. Civelry Division,

In closc ccoperction with the Supply Division the
Operetions Brench is continuelly engo.cd in dyusting tne
re2rrtwent "nd reequipr wnt progrart with the funds whaich
becone cveileble, By cstablishing pracritics a corstant
offert 1s being rede to vzl nee dusirable ends waith rhat
roy be procticallv stleincbles . tonk progren, covering
both production enc distribation te the Ini~atry, Cavelry ond
Netaoncl Guerd urats hes recently been epproved. This progrom
w1ill be of ruch wssistance in the solution of this old ond
vexotious probloer,
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The time of two officcrs if fully t-wnen up with the
odranistrotzon of the CCC, cnd this xs nou 2 scparcte Scetion
of the offices The Chicf of this Scction 1s 2lso the Liaison
Officcr of the vnr Department vath the Dircctor, Emergency
Conscrvotion "Jorks

If T were to try to cover the work of the G~3 Division
in more detorl 1t would tele =ors time Lhen you and T nove at
our dispersal, I hove tiied to give you ¢ gencr~l outline of
the 21 post it suogects shach we hondle ~nd would be glad to
~nsier ~nay questions which ray have occurced to you as a
rosult of thais talle,
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DISCUSSION FOLLOWING LECTURE
"IHE G-3 DIVISION, W.D.G.S.t®

by
ajor General John H. Hughes
Assistant Chaef of Staff, -3

The Army Industrial College
February 4, 1937

Colonel Jordan., Before we commence the discussion
I want to say that the Class down here each year tests one hundred
1tems of supply which are needed under the mobilization plan.
These 1tems are selected by the services. We figure the recuire-
ments, figure the proposed rate of production, and a report of
our studies goes to the Planming Branch and I know later gets up
into G-4. 1 am wondering, sir, 1f G-3 ever gets a chence to see
any of that very valuable work, because we regard i1t as such?

4. I do not know whether they do or not - I know I do not.
Do you see any of it, Colonel Bryden®

Colonel Bryden. A little, bubt through G-4.

Colonel Jordan, I do want to recommend some of a1t tor
your consideration in case any one i1tem comes up for discussion be-
cause the studies made here are really worthwhile

A. When we go into anything like that we always ssk G-4
as to what the stetus of supply i1s and what we can expect to get, end
the man who as takaing care of that particular problem does familiarize

himself with what can be expected to be ifurnished in time of war.




B, FRgEanT Y PRI T R T A WTRTESREAT TR s s e o FaYE T e o
= {w &
A

Colonel Jordsn. The other thing I wanted to say, sir,
1s about the traimuing of officers at schools. There is one function
of the Plamming Branch which needs a bunch of trained officers ‘o
f111 and they are from the Judge Advocate General's Depariment
We want one Judge Advocate Geuneral always kept at this school so that
there will be a slight reservoir of officers avesilable for use in
the Plamning Branch, This year there was a move, I understand, to
remove the Judge Advocate General's Depariment from the list of
students next year. We seriously objected to it and I think raightly,
sir, There 18 no more imporitent job that the Planning Branch has
with the contractual relations with aindustry, they have got to have
trained men in 1t, and the only place they are going to get thet
training 1is right here, so I do hope you will bear that in mind af
anybody proposes to cult down the Judge Advocate General's Department.

A. That 1s something I do not have anything to do with.

I am going to pass the buck raght now. The Industrial College 1s
not under the supervision of the General Staff and as far as the detsal
of men to schools 1s concerned, that is a matter tor G-1.

Colonel Jordan, I want to spread the news abroad, sir,
because you may be talking to G-1 or some one else on that subject
later.

Q. General, you mentioned schools several times. I have
been reading in the Service papers a very pertinent comment on the
fact that some of the General Service Schools are not large enough

to afford qualified officers vo attend and it intimated that something
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was to be done about 1t - the schools enlarged, or something to afford
an opportunity tor more officers to become eligible for General
Staff duty. Would you care to say something about that, sir?

A. That 18 a matter that has been under study for a long
time and they are meking a study up 1n the War Department now an
regard to 1t, As far as the G-3 Division 1s concerned, we endeavored
to ameliorate that condition somewhat & couple of years ago by cutting
out the second year course si the Commend and General Staff Schoel
so that now instead of producing & hundred officers from the General
Staff School we produce two hundred a year. Formerly under the two
year course we only produced a hundred officers. We have increased
that f1fty per cent and still 1t does not meet the requirements or
the desires of the Services, but even 1f we did at the present time
want to increase the number of people that are attendang the Genersl
Servace Schools we could not do i1t because we just heaven't got the
officers to send. We have the competent ofiicers to be assigned there
but we camot release them from the duties they are on. In other
words, there are so many jobs to be done by the Army today and we
have a deficiency of officers to meet those jobs raght now. We cannot
decrease that deficiency by sendang more officers to school. 1In fact,
some years ago we had to reduce the schools in order to get officers
on duty with troops. I think the thing that most officers do not
realize 18 that everybody cannot be going to school ~ somebody has

t0 do the work outside.
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Q. General, referring to the matter that Colonel Jordan
mentioned, the test of these mobilization plans, (this i1s rather
a difficult question to frame) there has been considerable discussion
here with regard to the proper policy that should be iollowed with
reference to mobilazation in this respect. We take the 1933 plan,
test 1t here, and 1ind 1t 1s impogsible to meet 1t. That has been
tested time and time again end 1t always comes out that way.

A, We get the same «nswer,

Q. The first resction would be. "Well, let!s not mobilaize
as fast" - decrease the rste of mobilization untal 1t matches up
with the supply possibilaity. One of the objections to thst 1s that
1t 1s not the soundest procedure because 1t 1s perfectly possible to
brang men in faster than we can actually equip them with the proper
supplies, particularly these difficult articles of egquipment such as
tenks, guns, etc., because in the meantime, while those things are
beang produced, they can be training.

A. It 1s just a question of how long to bring them in
before the stuff i1s ready. How much can you train them - can you
do that training in two months or will 1t teke you six months to do
1t before they get their equipment? Now there are certain things
that yout cannot train a man in before he gets his equipment, there
18 no doubt about that and we realize 1t. However, I do not mean that
we would not brang < man into the serviece until the equipment is actually
there to give him. For example, take the Infantry recruat, you can

give him a lot of training before he ever gets a gun in his hand.
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- Q. There was one guestion raisea whiach I had not heard
before particularly: there is apt to be a very decided unfavorable
effect on morsle if you brang troops in, hand them dummy guns or
nothing, and just have them march around -~ 1f that i1s continued too
long they just lose all interest. That was actually the case during
the war.

A. Yes, that was the case during the war. The Artillery
were given wooden guns for training. It 1s a matter of working out
how long before the equipment becomes available you want to call
for the men to man that equipment and how much intensive training
you can give them and keep up their interest untal that equipment
becomes available.

Q. General, you said at first that one of the important
duties of G-3 was the epportiomment of funds among the verious Ser-
vices. What relationship does G-3 have wath the Budget Divasion of
the Chief of Steff? On your plan I noticed the Budget Daivision was
up above and I wondered what relstion it has?

A. TWhen the budget comes out, the way the budget is builil
up they first of all cell on the Arms and Services and the General
Staff Division to put in what they think they ought to have. Well,
of course that goes pretty well up to the sky. Then the Deputy
Chief of Staff has a meeting and goes over all this thing. There
may be a requirement for six hundred million dollars; he knows that
he can only expect about three or four hundred million. Something

has to come out of that and he begins to squeeze 1t down, teke out

5

|



ST TR L) = T Tef T T i ” AR P ymaem e e —f

LN
. 4
{ ( A‘ﬁ%

™

these things that he does not think we can afford to have at this
time, and eventually he will give you a iigure. Then you revise
your estimates on that particular tigure For example, let us take
field exercises - I may put in for an amount of money for tield exer-
cises and put in a program for that amount. He will say. "Instead
of three hundred thousand dollars you are only going to get two
hundred thousand " Then I have to make a prioraty on my iield
exercises and cub out this one here and thet one there and chop it
down to agree with the funds. Evenbtually when the War Depsrtment
budget goes over to the Bureau of the Budget they chop i1t down stall
more, it comes back and you have to revise your plans again, S0 1h
almost everything you have to have estaeblished priorities waithin
your estimates. Does that clear a1t up®

Q. Yes sir.

Q. General, you mentioned the program of mechanization
and modernization of the Army. I would like to ask the guestion
as to what that program is based on, whether 1t 15 the Baker Board
or Just what program they are working on, and what degree of complete-
ness has been attained or which is in sight?

A. That 18 a pretty big program. You are talking about
the Aar Lorps end of 1t Of course the Baker Board was all Air Corps.
They also mentioned mechsnization

Q@ That 2s what I had in maind TIs 1t contempleted thati
all of the Cavalry will be mechanized or Just how broad is this

program?
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A. We do not make a program too many years in advance. G5\‘?
For example, our present program with regard to semi-~automatic rifles
18 to replace all 1903 rifles with semi-automatic rifies in the
Infantry. That 1s the program, how long i1t wmall take to get 1t is
altogether a matter of funds. We put in our budget every year to
get so many automatic rafles, at the present time I think we have an
authorization for probably three or tour thousand, but that 1s just
the beginning. The same 1s true of our present program in regard to
tanks - o equip all regular Army active units and all regular
National Guard units wath tenks. How long that waill take will depend
altogether on the amount of funds you get.

Q. What 1s the degree of completeness now? Is 2t fave or
ten per cent® Just about how far has it goiten along?

A. The degree of completeness is different for every
particulsr thing. TFor example, the program for our mechanlzed Cavalry
18, I would say, roughly saxty or seventy per cent complete, and with
this year's money, if we get 1t, in 1938 the Cavalry Braigade should
be completely mechamzed. We naven't any rurther ideas about mechanizing
Cavalry at this time. In tanks that will probably go up. Our tank
program probably will not be completed until 1940 or t4l. I would not
put that down as Gospel truth - it is just a guess.

Colonel Jordan: General, I want {0 express my appreciration,
sir, for your coming down here, and I know it voices what the College

feels. Thank you very much.



