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Development of the Planning Branch

Procurement in war has always been a most important and a most
difficult activity. In the Revolutionary War, before this Government
was well organized, Congress itself did much of the procuring for the
needs of the armed forces. The following Acts are typical:

Septemher 24, 17705,

Procurement "RESOLVED, That a committee be appointed to purchase

a quantity of woolen goods for the use of the Army to the
amount of five thousand pounds sterling.
November 2, 177b.

Initial "RESOLVED, That 3,000 felt hats, $,000 worsted caps,

| e e e

Order

o — - —

3,000 pair of buckskin breeches, 2,000 pair of shoes,

3,000 pair of yarn stockings, and 3,000 waistcoats, suit-

able for the season, be immediately purchased. ...
November 18, 1775,

Conservation "The Commissary~General to order all the horns of the

bullocks that are kilied for the use of the Army to be
saved and sent to the Q. M. General, who is also to pro-
vide as many as he can get, and have the whole made into

good powderhorns for thc use of the troops.
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August 28, 1776,

Secondary "RESOLVED, That 500 pounds of gun powder be delivered
Requirements
to said Mease and Caldwell for the purpose of procuring

deerskins to make breeches for the soldiery in the Sérvice
of the United States; they to be accountable.
March 12, 1777,

Commandeering "RESOLVED, That it be recommended o the legislatures,

or, in their recess, to the executive powers of each of
the United States, to cause assessments of blankets to be

MaAdCeas o
June 3, 1777,
A. & N. "RESOLVED, That a committee of three be appointed to

Commodity
Committee devise ways and means for supplying the United States with

salt."

The needs of the Continental troops were so simple as to throw
what would now be considered a very light load on industry, but in those
days this load was relatively as heavy as the load on our industry during
the World War,

In the Civil War the Government departments had long been in
being and in the War Department most of the present supply branches were

well established, But in the Civil War we had an era of what misht Dbe

(e

termed political procuring, that is,--if the supply branch did not carry
out its procurement functions in accordance with the wishes of the manu-
facturer or middleman, he went to the War Department, or even higher, and

secured action satisfactory to him. For example, in the Ordnance Depart-
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ment many, many consignments of arms and ammnition were rejected as
peing not up to the required standard. But history will bear me out
that in practically every single case a nolitical decision caused the
materials in question to be accepted.

In the Spanish American War we muddled throughs. The stress
on industry wss not sufficient to apply a real test. Bven so, there
were scandals about embalmed beef, defective material, and like con-

ditionse

The conditions in the Wofld War have been much discussed.

In these days we hear a lot about superagencies and other coordinating
bodies, and are apt to receive the impression that these bodies, to
use a colloguial expression, "won the war." I% is far more Jjust, in
my opinion to state thet the supply branciies "won the war." We are
prone in thesc times to cite all the failures of the supply branches
and to omit to record their successcs. Even so, it must be remembercd
that the malfunctioning of procurement causcd the cnactment of & very
vital scction of the National Defense Act.

Without going into the reasons therefor, the confusions,
delays, uacertaintiecs and risdirectod ¢fforts of the Government in
guiding industry in thc World Wer causecd the Congress, after full con-
sideration, to decrec, in Section ba ol the National Defensc Act, that
in time of peace an agency should concern itsclf with planning for pro-
curcnient iﬁ wor and for the assurance of adcguate mobilization of in-
dustry in support of the military effort, This rcoponsibility was

placed upon the Assistent Secretary of War who has organized in his

.



office a Planning Branch to which he has delegated the duty of carry-
ing on, under his direction, during the peace years, a continuing
study and a continuing plan for this very important partihdustry will
play in a war effort. I am the present Director of this industriél
planning agency.

- I feel that perhaps it may be of interest to record thé
gradual development; growth and definition of the Planning Branch
from its original organization, that is,--when four officers just
gradvated from the War College in 1921 were assigned to the Planning
Branch and began discussing among.themselves what the problem con-
fronting them was. It is very fortunate that these four officers and
those later aésociated with them started off their work by thinking.
It is to the'credit of all the officers who have been in the Planning
Branch from that early date to this that the tendency to go off half-
cocked has been guarded against and th&f those things that have becn
done have come as a result of serious nnd sound thinking. Under these
conditions progress is necessarily slow, but, as long os progress is
along sound lines, slowness can be excuscd, for if any unsound actions
are token the penalties to be paid in the next war for these unsound
policies will be very great indeed.

It will be interesting, I think, to discuss the clarifying
processes which have resulted in the present clear-cut delineation in
the‘division of responsibilities between the General Staff and the
Office of The Assistant Secrefary of War., To begin with, Section 5

arnd Section H5a of the National Defense Act are in themselves contra-
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dictory, as Section 5 places upon the War Department General Staff

the mandate to prepare plans for national defense * * * x * gnd for
the mobilization of the manhood of the nation and its material re-
sources in an emergency. Section 5a places on The Assistant Secretary
the responsibility, under the direction of the Secretary of War, of
supervising the procurement of all military supplies and other busi-
ness of the War Department pertiining thereto, and the assurance of
adequate provision of mobilization of maveriel and industrial orgoni-
sations essential to war-time needs. Upon the recommendations of the
Harbord Board, the Secretary of War, on Sepiember 6, 1921, clarified
this overlapping by assigning the entire responsibility in conrnection
with the mobilization of materiel resources to The Assistant Secretary

of War.

When Section ba had been studied and the responsibility of
The Assistant Secretary of War clarified, there arose the question as
to how this new responsibility of The Assistant Secretary oi Wer should
be administered. Under the Wilson Administration The Assistant Secre-
tary of War considered using the General Staff to carry out this legis-
lative mandate for him and requested the Supply Division of the General
Staff to assign a sufficient nwuber of General Staff officers to this
industrial planning work. The activity of industrial pla.ning was
therefore initiated by The Assistant Secretary of War, using tlie General
Staff as his agency. In 1921, after the inauguration of President
Harding, the new Assistant Secretary of War decided to establish his own
industrial planning organization and carry out his rcsponsibilities
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direct with the supply branches rather than through the agency of the
General Staff. It was this decision which resulted in the establish-
ment of the Planning Branch, which today is the agency of The Assistant
Secretary of War to carry on this work of industrial planning.

It was at this stage that the four officers who had Jjust been
gradvuated from the War College were assigned to the duty, and told to
initiate the work. Questions arose in their minds of the following
character: Who should be responsible for the computation of require-
ments? Whoe should be resnonsible for decisions concerning the war
reserve of arms, ammunition, and equipment? Who should be responsible
for research, development and standardization of types? Who should be
responsible for the preparation and clearance of specifications? Fow
should manufacturing facilities be allocated? Who should be responsible
for storage and issue of munitions? Who should be responsible for con-
struction activities? What relations would industrial planning have
to budget making? How shouvld planning for procurement and industrial
mobilization proceed?

In the beginning the views of the small group of officers in
the Planning Branch were quite divergent, ranging from the position
that the Planning Branch should have jurisdiction over all the above
questions, receiving from the General Siaff the military objective,
to the other extreme that the Planning Branch should have Jurisdiction
over none, but simply would bc a procuring agency +to carry out the di-
rectives issued by the General Staff. The final decision was a middlc-
of-the-road decision and ore that I consider to be sound. These matters

were clarified one by one and after much discussion and deliberation.
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Requirements. The General Staff prescribes the method of com-

puting supply requirements, prescribes wastage and replacement factors
gnd the time elements involved in supplying troops. The General Staff
approves organization tables, equipment tables and allowance tables,
The supply branches, under the directives of the General Staff, compute
the supply requirements which are submitted to the General Statf and
are approved in the name of the Secretary ol War. A copy of these
supply requirements is furnished The Assistant Secretary of War. The
supply branches then, acting under The Assistant Secretary of Waer, con-
vert these supply requirements into procurement requirements, taking
into account the existing war reserves and the time factors necessary
$0 transport the completed articles from the factory to the supply
channels of the Army. Thus the supply requirements are computed under
the direction of the General Staff; the procurement.requirements under
the direction of The Assistant Secretary of War.

Specifications. In the originul conception of this office,

it had nothing to do with specifications. It was not until 1926 that
this office had any responsibility in this connection. At thot time a
study was made and, a recommended procedure was submitted, which was
afterward approved. This decision resulted in the present cituation
with refercnce to specifications, as followe,--the General Staff 1is
charged with the responsibility of approving the military charocter-
istics of the item desired. The supply branches develop the item
Whioh is then service tested by the using arm. When the using Arm's

decision with reference to the item is favorable, the chief of the
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supply branch recommends standardization of the item arnd this standard-
ization is a responsibility of the General Staff, After standardizatiom
the supply branches, under the direction of The Assistent Secretary of
War, prepare the necessary specifications, which aiter completion are
cleared for procurement by the Office of The Assistant Secretary of

War. The responsibility of The Assistant Secretary of War in comnection
with specifications is therefore (1) to clear them for procurenent,‘
being assured that the specification submitted is of such a character

as to pgrmit mass production of the item and (2) to sece +that specifi-
cations are prepared,

War Reserves. The establishing, safeguarding and maintaining

>

of war reserves are responsibilities of the General Staff. The Assigt-
ant Secretury of War, however, is deeply concerned in war reserves, as
such reserves must bridge over the period from the declaration of war
until new production overtakes consumption.

Commodities and Raw Maiterials. From the first inception of

industrial planning these nmatcorials have been considerced wholly and
unrestrictedly a responsibhility of The Assistant Secretary of Var,

Storage and Issuc. Supply of trcops is a responsibility of

the General- Staff, Therefcre, storage and issue come under that organi-
zation. The responsibility of The Assistant Secretary of War for com-
pleted material ends when production has been completed and the supplies
are transferred from the fectory to the storage system of the Army.

Construction. This is still a confused matter due to lack

of clarity in various regulations relating to construction. Steps have
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peen taken to attempt to clarify these regulations so that planning

for construction and construction naterials may proceed intelligently
with definiteness. The General Staff is responsible for supervision

of command construction. The Assistant Secretary of War is charged
with the supervision of cornstruction needed for procuremént activities,
The Corps Arec Commander, under present regulations, is charged with
actual construction for nceds of troops mobilized in his corps areoc.
The Quortermaster General is charged with all other construction. An
examination of these statements will show the confused situation. In
addition, The Asgistant Secretary of War is charged with the supervision
of the procurement of all War Department construction materials.

Budget. There is a representative of The Assisfant Sccretary
of War on the Budget Advisory Committee to precsent to that body inform-
ation and advice relating to the procurcment functions of the War Depart-
ment which have to do with acquisition of war matericls,

War Profits and Industrial Control. The gquestions of profit

in war and control of industry have been live ones since 1919. The
American Legion has long supported the universal control and use of
Americnn resources as well as American man power. The Wor Department
has been sympathetic to any steps which might prevent uwndue profits and
which would insure a foir profit provided that such steps werc not of a
character that would hamper or cestroy the industrial effort in war.

In 1932 the War Policies Commission, which had been created by an Act
of Congress and which was composed of Cabinet Officers, Senators and

Congressmen, submitted its final rcports. These reports werc based on
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long and scarching hearings in which cvery one having any views con-
cerning profit in war and control of industry was éllowed to appear
and to have his say. The published hearings before the War Policies
Commission contain a foundation of Well-cdnsidered thought ooncerﬂing
iﬂdustrial planning., The pwesent Industflal Mobilization Plan, Re-
vised 1936, approved by the Secretﬂry of War and by the Secretary of
the Navy, embody the necessary org nlaatlonu, vork 1ng principles, and
control measures that vould be needed in war to insure the industrial
resourcés of this country being employed in full support of the mili-
tary effort,

There has beeﬁ a gredual growth in industrial planning but
time does not permit its dellne tion in thls paper. One point is
wérth emphasizing, however. In develéping the functions and orguni-
zations of the Planning Branch the origin& %roup quite properly and
quite clearly understo d that the supply brﬁnches actually did the
procuring and that the role of the'Plinﬁing Branch and of The Assistant
Secretary éf Var was one of supervision and help and not one of oper-
ation. Therefore, the recamméndatiohs of the supnly bronch chiefs
were invited as to the orcwnization nd administrotive metpods to be
used by the Planning Branch., These recommendations were submitted and
were very helpful. Mony of the recoumendations of the supply chicefs
were'adopted and the pfeéent org@nization reflects to a large degree
what the supply branches feel such an organization should be.

On the ﬁall behind me is the present orgonization of the

Planning Branch. The war organization for the Director of Procurement
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is practically identical with this chart. Since ecch of tho divisions
in the Planning Branch will later be the subject of a detoiled dis-
cussion by its chief, I shall not zo into any further deteils conccrn-—

ing this orgwmization.

PART 1I

The Problcms of the Planning Bronch

The Planning Broanch hoving bocen establishied by The Assistant
Secretary of War as his agency to plan his supervision of W.r Depart-
ment procurement in war anc to plan for the industrial mobilizatinn
necessary to meet war-time needs, much thought has been and is con-
tinually being given to what this Plamming Branch should coj; how it
should conduct itself to uischarge to The issistant Secretary nf Var
the responsibilities he has placed upon it

Coordination with the Navy. Naturally, one cf the first

thoughts to occur is that the War Depariment is only one of the mili-
tary arms; the Navy Department is of equal importance in the militory
effort.e Therefore, how can cooperation and teamvork be secured betwecn
the Army and Novy in this important matter of industrial planning? The
creation of the Army and Navy Munitions Boord is the answer to this
question. This body is a coordinating agency of the War and Navy
departments for industrial and procurement planning. While the course
of the Army ond Navy Munitions Board from its conception some 15 years
ago has becn varied and hectic, suff'ice it to say that at the prescent

time the Army and Navy Munitions Board is a virile orgnnization, alert
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to and conscious of its respopsibility and desirous of effecting real
progress in the work assigned to it. The association of Navy, larine
Corps and Arny officers in the Arny Industrial College has beeir one

of the most influencing factors in the present good relations and good
understanding between Army and Navy representatives on the Executive
Committee of the Army and Navy Munitions Board and all of its subordi-
nate committees. The present Industrial lobilization Plan, is an out-
standing accomplishment upon the part of the Army and Navy lMunitions

Board.

Allocation of yéyufacturiqggFacilities. In the earlier
days of the.Planning Branch the supply arms end services were much
confused as to requirements, but had, Irom their war cxperience, a
good working knowledge of the capacity of American industry ito produce.
The supply branches began early to request allocation of facilities
for the production of the materials under their jurisdiction. This
allocation proceeded rcther blindly, iﬁ my oninion, many supply bronches
requesting facilities that they considered to be useful, but to which
they had no definite task to wllot., There has been in the last few
years a reduction in the number of facilities allocuated but this re-
duction has come cbout through o better understonding of the problem and
a clearer conception of the uses to which the allocated frcilities would
be put. At the present time, zlthough the number of allocated facili-~
ties is less than at any time since the penk in 1920, the understanding
of the problem is faor clearer ocnd allocation meuns much more now than
ever before., Allocation deals primarily with the division of capacity
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and the assignment of productive facilities to the supply branches
of the Army and to the Navy to meet their needs. Illore specifically,
and as now generally used, allocation means the definite assignment
of a facility, in whole or in part, to a procurement agency for its
use in peace-time planning and war-time procurement. Capacity once
allocated is not open to other agencies except upon approval of this
office,

Up to the last three or four years the Navy did not partici-
pate actively in securing allocation of facilitics, while on the other
hand the Army was very active, the result being that the Army had some
12,000 plants allocated to it and the Navy some 300, The Army and
Navy Munitions Board is now actively engaged in rearranging allocations
so that the Navy has its share and the Army has its share, While the
conclusion of this work will take some years, the guiding principles
are being established, the objective is being clearly defined, working
arrangements are being clarified and real progress has bcen made. An
importdnt step has recently been inaugurated with reference to allo-
cation of facilities which is resulting in the load to be placed on
each facility being made of recofd, not only to show the item to be
produced, but also to indicatc the percentage of the caopacity absorbed
thereby.

Specifications. We have been troubled in the Planning Branch

over the standardization and specification situntion. The Assistant
Secrctary of War is not charged with the standardization of equipment

but he is vitally interested in this matter, since equipment must be

o] B

4



standardized before specifications can be prepared, and The Assistant
Seeretary of War is directly responsible that specifications are pre-
pared and that they be of a character that will permit mass procurement
in war., It is easy to understand why standardization is delayed,—but
the harmful effects of this'delay are not 1eésened by an'understanding
of its reasons. The supply arms and ser#ices develop and pfoduce an
improved type of equipment., The using arms give this equipment service
tests. The Infantry, Cavalry, Artillery and other technical boards of
the using arms examine this equipment thoroughly and in many cases have
suggestions as to its improvement. The supply arm then has to recast
its development and again submit the itém to the using arm. Again
suggest ions may be made for improvement. These activities may take
years. It is human nature to see something just a little better Just
around the corner and to desire to delay standardization until this
improvement is secured, However meritorious perfection may be, it 1is
never arrived at, and in the meantime the very necessary element of
War Department procurement (that is specifications) is not available.
Two years ago, upon initiation of the supply branches and of the Office
of The Assistant Secretary of War, new paragrophs were added to Army
Regulations 850-25, which permit procurement to be inaugurated on
promising designs before final standardization of eguipment.

The change is of far-reaching importance. First, it empha-
sizes the necessity of early standardization'from‘a procuremsnt plan-—
ning angle. Second, it states that The Assistant Secretary of War may,

when standardization is long delayed, authorize, upon reguest, a supply
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branch to inaugurate procurement planring for the equipment which
looks most favorable at the £ime and that under such conditions The
Adjutant General will furnish a tentative basis of issue in order that
procurement planning mey be initiated. It is believed that this quite
importont matter of stondordization and specifications is now receiv-
ing an increased amount of attention n~nd thot o mrked improvement in
the situation is being achieved.

Commodities and Raw lMaterials. The question of commodities

and raw materials is one to which carly attention was given in the
Planning Branch and a very creditable state of affairs exists as to
knowledge on this important subject., The United States is very fortu-
nately placed among world powers as te national resources of necessary
raw materials. The United States is probably the most fortunately
gituated of any nation in this regard. Still there are many and quite
importunt raw materials in which there would be an acute shortuge in
ware These will be discussed later in detail by the Chief of thé
Commodities Division. I shall only menticn th&t among thesc su=called
strategic materials are menganese, nickel, tin, chromiwn and many
others without which modern war could not he waged.

Much of the fighting tcday in the world is to gailn adequate
raw materials. The various peace gocieties in this country and many
others have bruonded the munitions monufacturers as the villeins who
cause war, While this view may have some merit, it was widely ac-
cepted as being the real objection&ble,activity i conncetion with

the moterials of war, The avercge man on the street did not consider
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that coal, petrolecum products, steecl, coppcr, foodstuffs, and. other
every~day products of industry were munitions of war, t is roather
intercsting to remember‘thaﬁ Mussolini in Italy aécepted with com-
parative equanimity the sanctions of the League of Nations and thé
embargo of this country with reference to the so-called runitions
propér, but the moment that the petroleum supply for Italy was
threatened, Mussolini threatened war. In other words, petroleum was
more important to him than anything else in his war activities.
Another rather interesting thing might be discussed and that is this
new thought of sanctiorns and embargces., This is scmething new in the
world and I should only say that in my opinion it may be a two-edged
weapon. We may some day have the other edge turned against us.

Construction. The clarification of the construction and

the construction materials problem is especially desirable. Due to
the very immensity of this problem it has been very difficult to
effectively grasp. The existing confusion of regulations pertaining
to construction and responsibility therefor has contributed to the
present unsatisfactory situation, We are taking as positive steps

as we caﬁ to clarify this condition. This will be discussed later by
the Chief of the Construction Division in all its details.,

Procurement Plans. One of the main objectives of procure-

ment planning in time of pecce for procurement in war is the prepa-
ration of reasonable and workable procurement plans, The preparation
of these plans is quite properly a function of the supply branches and

the plans should be prepared from the viewpoint that the supply branches
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ore to operate them in war. The plans therefore should be prepared in
such a way as to be most helpful to the supply branches in this opera-
tion. The principal ccnclusion to be drawm from a procurement plan is
whether or not the requirements of the military effort for producticn
can be met. In many cases they cannot be met. The question then
arises as to how the General Staff should be informed of this situation.
This hzs been solved by presenting 1o the stafi periodic studies to
show procurement yossibilities to the needs of the man power program.
It is then up to the Planuing Branch and the General Staff to take.
such remedisl action =s may be possible 1o improve the cronditicns.

The recent revision of the Wer Department man Dower mobilization plan
is noteworthy in this efrort. In concidering procurcment plans it
should be borne in mind that in war mich of the competitive bidding
required under Section 3709 of the Revised Statutes for peace-time
procurement will be discarded and that war-time procurement will be
based to a large extent on an allocaticn of facilities to the work and
the prices paid will be arrived at by informal bids, regotiat ion and
acreement. Competitive bidding in war for materials in which there is
a shortage invariably results inyconfusion and the cormpetitive demand
results in rising prices.

Contractual IProcedure. During the World War, dwe to need for

haste, lack of specifications, leck of definite requirements, and be-
cause of the noncommcrcial character of many items, the practice grew
up of awarding the co-callcd Cost rPlus Contract. The profit in this
contract incrcased with the amount of money spent by the contractor.
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Grave abuses developed with this type of contract and it quite properly
became much disfavored. To assist in the solution of this problem in
preparation for a future emergency, a War Department Conitract Beard

was created some 12 yeurs ago. This Board, with the objective in mind
of preventing inordinate profits while at the same time insuring fair
returns to the contractor, hns been giving consideration to the develop-
ment of standard contract forms to cover production not only of com-
mercial and non-commecrcial items of munitvions, but also of construction
activities, This is not an casy undertaking, but commendable progress
has been made. The importance of sound contractual procedurc cannot

be over emphasized. This will be explaincd fully later in the year by
Mo jor Fenn.

Pricc Control. Closcly allied with the contract activitics

are thosc relating to price control. This is a subjeet of gre.:t
national application and great national importance. All are agreed
that price control in war will be necessary in some form or other.
Some advocates of price control believe that a ceiling should be
placed over all prices and that prices should not be permitted to ex-
ceed those covered by the ceiling., On the other hand, they might
fluctuate down if economic conditions cause this action. Other people
believe that price control should be excrcised through progressive
steps as necessity therefor arises. For example, the price of basic
raw materials might be fixed first, and later on cther steps of similar
nature might widen the price control structure. The War and Novy de-

partments in the Industrial Mobilization Plan have provided ior
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flexibility sc either method may be used, as dgtermined at the time.
The importént thing in this conaection is that the Government should
have authority to exercise control over prices in war. Such authority
is contained in nresent bills which are now pending before Congress.
Labor. The problem conceming labor with reference to indus-
trial planning is the assurance that industry will not be seriously
erippled by pulling away its skilled labor for the military draft and
at the same time to make sure that such deferments are not used to
evade a proper selective service assignment; further, that an ample
supply of labor shall be available, and that labor shall receive a
square deal along with industry. In consideration of laber in war,
contact is made with the Labor Department and with other labor agencies
with a view to understanding the psychology of the situnation and at the
same time receive experienced advice as to how this very important
problem should be handled, Three years ago the Lobor Annex to the
Industrial Mobilization Plan and the Labor Anrex to the Unit Plan of
the Army and Navy Munitions Board were revised and extended. They
are now again under revision. In connection with labor matters, good
judgment and common sense are especially necessary.

>

Transportation. Trensportation is one of the fundamentals

of nationnl life. The available transportation facilities should be
sufficient if used in an orderly fashion. To secure the recquired
coordination of tronsnortation a superagency control will be necessary.
The railroad associations claim that they will be able to direct the

transportation flow and yet not overload the transportation system,
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This moy be true, but ot the same time there should be a government
controlling agency which should outline the'transportation objectives
and give necessary priority decisions in its direction, and be ready
to step in and coordinate the carriers should necessity arise,

Power and Fucl. During the last war there was a shortage of

both power and fuel. ony elements contributed to this, even includ-
ing weather, It is beliceved thot the power and fuel resources of this
country are now much more highly developed than they were in the World
Wor, but that central control will be necessary to establish the Ari-
ority of needs and the distribution of load so as not to locelly ex-
houst or overburden the power ond fuel resources. The problem here,
as I understand it is to establish o central body with control powers,
constantly observing the growing lond of power and fuel and to take
remedial action to correct incqualities of load. 1In the power field
intercomnecting systems will be of much assistance in reinforcing
overloaded areas.,

- War Trade. War trade is a very important activity whose

objective should be to secure for ourselves trade advantages and ample
raw materials and to deny these things to the enemy. War trade in-
evitably brings in a consideration of the svrategy of raw materials,

a subject that has not been given the study in this country that it
deserves. The State Department, the Commerce Department, the Treasury
Department and the War and Navy Departments should give more consider-
ation to this very important subject. .Not a great deal has been done
so far except in the gathering together of factual data to show world
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sources of materials and world trade routes of coumerce. These arc

the basic data necessary for a plan in connection with war trade to
develop the strategy of raw materials.

War Finance. It is necessary in war time to make availcble

to industry funds with which to operate where the task is large and the
time of completion long. Through war finance orgonizations government
money is mpde available in advance payments, or in advance credits.

The problem herc is to have o sound plan which is financially workable
and which will be available to assist war production, but which rmust be
safeguarded agoinst improper usc.

Persomnel. Every authority asserts that no natter how good
the organization of an undertaking may be 1t moy bé o failure unlcess
good personnel is available and that often with a pcor organization
good perscnnel will still moke the undertoking successful. We have a
mumber of Reserve Officers assigned to the Plarnning Branch and they
receive periodic active duty training. A4 number of Reserve Officers
from the supply branches have likewise been trained in the Office of
The Assistant Secretary of War. Every graduatc of the Army Industrial
College hns been trained for duty in industrial work in war, These
graduntes now number somewhere between four and five hundred. A
nunber of officers have scerved in the Plamning Branch. These sources
of personnel rust bhe reinforced in time of war by carefully sclccted
civilians whose spccinlty will £it into the work planned for. With
refercnce to the superagency, War Rescurces Administration, it is the

feeling of the Planning Branch that this organization should be
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controlled by civilians. At the same time, it is proposed to trans-
plant to that organization a nucleus or a seasoning of Army and Navy
personnel to assist in innugurating the industrial control activitics.

Legiglative Powers for Industrial Control. First, there are

the undefined but wide powers of the Government and of the President
as Commander-in-Chief of the Military Forces in War. Second, there

is Section 120 of the National Defense Act, now on the Statute Books.
This Section gives to the Administrotion very drastic but limited
powers. Third, the legislative authority considered necessary by the
Army and Navy for industrial control in war is contained in bills now
pending in Congress. This subject will be further discussed later in
the year,

Principles Governing Industrial Planning to Meet War Necds.

1. The Var Department is convinced that in the event of war
it must depend upon American Industry to produce the major portion of
the munitions required.

e The War Department is planning for and expcects the fullest
cooperation on the part of Industry in this effort.

¢ The War Department is planning for and expects the fullest
cooperation on the part of Labor in this effort.

4s The War Department in its plans contemplates fair but not
excessive profits for Industry.,

5. The War Department is planning to eliminate undesirable
oompetition on the part of Govermment agencies for many products of
industry. These products will be apportioned to the various Govermment

needs by a system of allocation.
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6. The War Department must be prepared to present clearly

its side of the procurement picture, that is,--what do we want (speci-
fications); how much do we want (requirements); when do we want it
(rate of delivery); and business relations with industry (contract
forms) .

7. The War Department believes in the principle of educa-
tional orders in time of peace, on the theory that an industry having
once produced munitions is better quoliiied thereafter to produce
mmnitions in war.

8. The War Depariment believes that in peace an appreciable
portion of munitions manufacture should be accomplished by civilian
industry.

9. The War Depariment is plaining to receive from Congress
necessary legal authority to impose where desirable the following
industrial controls:

&« Price fixing.

b. Priorities.

Cc. Compulsory orders.

4. Commandeering of materials and plants.

€. Licensing.

f. Apportioning commodities and raw materials.
It is essentinl that the power to exercise these controls be available,
It does not necessarily follow that all these controls will be imposed.

10. In order to marshall all the national resources in support

of the military effort, plans must call for the creation of certain

"



national supéragencies which will aéf difecfly uhdeflﬁhe President.
An example of this type of superégénCy éonfroi may‘bé éited in the
War Industries Board of the World War.l

11, In industrial plaming the needs of the civilian popu-~
lation must receive due consideration.

12. The plans for industrial mobiliiatigﬁ»must be so formu-
lated as to reduce to a minimum the disturbance in the normal cconomic
‘life of the country. The production load must be equitably distributed.

13. In order that industrial plaming for o war cffort may bo
effecti&e, it is mandatory that the Wdr and Navy deparfments participate
Jointly in the work, and that their nctivities be coordinated. |

In conclusion, I should like to state that in the sixteen
years during which the Planning Branch hos been in existence %he pattern
has been cstablished and much has been accomplished. Although ruch re-
mains to be done, we have cvery reason to belicve thot we are proéecding
in the right direction, and that the organization will have justificd
its existcnce in assuring morc orderly and prompt procurcment of sup-
plics should this country ever be so unfortunate ns to be involved in

another war,
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PLANNING BRANCH, O ASW.

REQUIREMENTS AND
PRIORITIES DIVISION.

IN TIME OF WAR.

1. THIS DIVISION, WHYLE INACTIVE
IN TIME OF PEACE, WILL BECOME A
DIVISION OF PRIMARY IMPORTANCE

2. IN PEACE-TIME PLANNING, RE-
QUIREMENTS AND PRIORITIES ARE
CONSIDERED IN ALL DIVISIONS OF
THE PLANNING BRANCHy COORDINATION
OF EFFORT I8 EFFRCTED BY THE
DIRECTOR OF THE PLANNING BRANCH.

PLANNING BRANCH.

OFFICE SECTION.

ROUTINE OFFICE ADMINISTRATION

4. MISCELLANEOUS LEGAL MATTERS.

e smansamanssTe = |
! ARMY AND NAVY |
ASSISTANT SECRETARY | MUNITIONS BOARD. :
OF  WAR. i |
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EXECUTIVE. 2
/
/
2 DIVISION.
/
/
/
4 1. PREPARATION OF DRAFTS FOR
4 EMERGENCY LEGISLATION.
DIRECTOR P 2. RECOMMENDATION OF POLICIES
/ FOR WAR CONTRACT PROCEDURE.
OF ,/ 3, PREPARATION OF DRAFTS OF CON~
/ TRACT FORMS IN COOPERATION WITH
WAR CONTRACT BOARD.

1

ADMINISTRATION DIVISION.

1. PREPARATION OF PLANS FOR WAR-
TIME ADMINISTRATION OF THE OF~-

FICE OF DIRECTOR OF PROCUREMENT,
INCLUDING MATTERS PERTAINING TO:

MAIL AND RECORDS
OFFICE SUPPLIES
FUNDS

CIVILIAN PERSONNEL
MILITARY PERSONNEL

2. MATTERS RELATING TO RESERVE
OFFICERS, INCLUDING TRAINING.

3. STATISTICAL RECORDS SHOWING
STATUS OF PROCUREMENT PLANNING.

1

CONTRIBUTORY DIVISION.

1. PREPARATION OF FLANS TO PRO-
VIIE FOR THE ORGANIZATION ARD
OPERATION OF WAR-TIME SUPER~
AGENCIES TO DEAL WITH LABOR,
POWER, FUEL, TRANSPORTATION,
PRICE CONTROL, FINANGE, AND
PUBLIC RELATIONS.

2. STUDY OF PROGRESS OF NATIONAL
ECONOMIC DEVELOPMENT WITH REFER-
ENCE TO PROPOSED POLICIES TO
GOVERN THE FUNCTIONING OF WAR-
TIME SUPERAGENCIES.

3. MAINTENANGE OF LIAISON WITH
PEACE-TIME COUNTERPARTS OF WAR-
TIME SUPERAGENCIES.

1
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|PROCUREMENT PLANS DIVISION]

STANDARDS DIVISION.

COMMODITIES DIVISION

ALLOCATION DIVISION

CONSTRUCTION DIVISION.

L. ANALYSIS AND COORDINATION OF
PROCUREMENT PLANS SUBMITTED BY
THE SUPPLY ARMS AND SERVICES.

2. COORDINATION OF PLANS FOR
UNITS OF MATERIEL INVOLVING MORE
THAN OME SUPPLY ARM OR SERVICE.

1., CLEARANCE OF ARMY DESIGNS AND
SPECIFICATIONS FOR PROCUREMENT.

2. DETERMINATION OF POLICIES FOR
SIMPLIFIED PRACTICE WITHIN THE
ARMY.

3. CHANNEL OF LIAISON BETWEEN
THE BUPPLY ARMS AND SERVICES
AND NATIONAL ENGINEERING AND
TECHNICAL SOCIETIES.

1. ANALYSIS OF PLANS FOR PRO-
CUREMENT OF STRATEGIC COMMODITIES 4

2. PREPARATION AND EVALUATION OF
STUDIES RELATING TO PROCUREMENT
OF CRITICAL COMMODITIES.

3. DEVELOPMENT OF CONTROL
MEASURES FOR COMMODITIES.

4. COLLECTION OF INFORMATION
SHOWING REQUIREMENTS FOR SFE-
CIFIC COMMODITIES, TOGETHER
WITH DATA ON SOURCES, STOCKS,
SUBSTITUTRS, AND TRENDS.

COMMODITY COMMITTEES

1. BTUDY OF ASSIGNED COMMODITIES
TO ANTICIPATE SHORTAGES AND
SUGGEST REMEDIES, INCLUDING
CONTROL MEASURES, SUBSTITUTION,
AND CONSERVATION.

1. AUTHORIZATION FOR SURVEY OF
FACILITIES BY THE SUPPLY ARMS
AND SERVICES.

2. REQUISITION ON THE ARMY AND
NAVY MUNITIONS BOARD FOR CAPACITY
CREDITS ON RESERVED PACILITIES
FOR THE SUPPLY ARMS AND SERVIGES.

3. ALLOCATION OF FACILITIES AND
ASSURANGE OF SUITABLE DISTRIBU-
TION OF LOAD.

4. RECOMMENDATION OF POLICIES
FOR CONVERSION OF FACILITIES.

5. MAINTENANCE AND PUBLICATION
OF DIRECTORIES OF FACILITIES.

1. ANALYSIS AND CONSOLIDATION

OF REQUIREMENTS OF WAR DEPARTMENT
FOR CONSTRUCTION NECESSARY FOR
PROCUREMENT .

2. ANALYSIS OF PLANS FOR CON-
STRUCTION SUBMITIED BY THE
SUPPLY ARMS AND SERVICRS.

3. DRVELOPMENT OF POLICIES FOR
APPORTIONMENT OF CONSTRUCTION
MATERIALS AND CONTROL OF CON-
STRUCTION OPERATIONS.

4. LIAISON WITH WAR DEPARTMENT
AGENCIES IN RELATION TO CON-
STRUCTION.

SUBMITTED . C.T. HARRIS, JR ., COL.0.D.
DIRECTOR,

PLANNING BRANCH.

A

APPROVED @ HARRY

ﬁ" ’;/o ;
H. WOODRING ,

THE ASSISTANT SECRETARY

OF

WAR.

DATE :OCT. 30, 1935
DRAWING No. 657





