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ORGANIZATION OF THE NAVY DEPARTMENT

It is a pleasure to be permitted to give such little
assistance as I may to this class of officers of the
Sister Services engaged in the study of problems that
are common to both the land and the sea forces.

This close association of officers of the Army and
the Navy should and has added greatly to the efficiency
of our preparations and plans for mobilization in defense
of the Nation whenever the necessity may arise.

The very dry and dusty subject which I have been
asked to present, "The Organization of the Navy Department!,
is one that is yearly assigned to some representative of
the Navy Department, but it appears that my predecessors
have succeeded in talking about sore more interesting but
related subjectl.

It is my misfortune to have just started my fifth
tour of duty in the Navy Department, with every assignment
in a different office or bureau. Nevertheless, because
of my lack of knowledge of the adninistrative organization
of the War Devartnent, I have some hesitation in making an
effort to outline to you the Organization of the Navy
Department. However, I will attempt to do so by stating
very briefly the duties of the sub-divisions and thereafter
try to answer any questions that you may desire to ask.

I note that my remarks are being taken down. This
talk will be very much like one I delivered years ago in
Danzig. I was in command of a division of destroyers
visiting various Furopean ports and we wcre ordered to
go to Danzig. It so happened that the Consul in Danzig
was very much opposed to our visiting that place because
of the uncertain political situation existing at that
time. It was in 1927. Danzig was a free city, controlled
by the Senate of Danzig. They were all German sympathizers
and German people. Also, the Poles had been given certain
rights in Danzig and were represented by the Polish
Commissioner with a very large staff. Then over all of
this was the High Commissioner, who was appointed by the
League of Nations to see that the treaty obligations of
all parties were meticulously carried out. The Consul
informed me that it was essential that I arrive exactly
al the time stated in order that the plans might be




carried through. He warned me that during my whole visit
I would be treading on political eggs. I informed him
that we would arrive on a certain day at 8:00 o'eclock in
the morning. e ‘started fromn Finland, from Helsingfors;
encountered severe head winds and it appeared that we
would not be able to arrive on time. T radioed the
Consul and told him that due to stress of weather we
would not reach the entrance to the harbor at 8.:00
o'clock. He replied with a telegram from which the

tears were dripping. Later the weather moderated so that
by making 2% knots I arrived on time. T was met out at
sca by a small boat containing four gentlemen all wearing
long tailed coats and silk hats at 8:00 o'clock in the -
morning. They camc on board. One represented the Consul,
onc the High Commissioner, one the Polish Commissioner,
and one the Senate of Danzig. After I greeted them the
man from the Consul's office gave rie a sheet of paper
about as big as this (designating letter-size sheet of
paper), typewritten single space, with the time in one
column and the event that occurred at that time in
another colurn. That was my program for the day. I

had to do something every twenty minutes during the
entire day. Then the representative of ilhe Polish
Cormiseioner said "Captain, will you give me a copy

of the speech that it is your intention to deliver
tonight at the dinner of the Polish Cormissioner, in
order that T may translate it into German and Polish

and repeat it after youon

That was the first-that T had heard that T would
abttend a dinner and T had no idea of naking a speech at
any tine, so I said:s "I will attend to that in a minute."
At intervals until we arrived alongside the dock the sare
conversation was repeated. Soon after we arrived along-
side the dock and the Consul came on board, -this repre-
sentative of the Polish Cormissioner cane up and said
again: "Captain, I rust have your specch so that I can
procced immediately to translate it and be prepared to
repeat it :

The Consul said: "I thought this sitvation might
confront you so I have prepared a speech for you." He
pulled a prepared speech in an envelope oul of his pocket
and saids: "There is your speech.® I took it, gave it
to this chap, and said:; "There is the speech that I will
deliver tonight.m



He took it. That was the only copy there was! That
night after dinner, somewhat assisted by light wines and
other stirmulants I got up and delivered an address. The
interpreter delivered his address in German and in Polish,
and I have frequently wondered what the people there, who
could speak the twe languages, thought about that inter-
preter. :

At any rate, here is ry speech (indicating copy) -
thot is what I intend to say but it is questionable
whether or not I will say it.

The Secretury of the Navy, as directly responsible
to the President and to Congress, exercises civilian
control of the Navy nnd is charged with responsibility
for decisions in all major matters affecting the adminis-
tration of the Naval establishment afloat and ashore.

The Assistant Secretary of the Havy has no definite
statutory duties other than such duties as are assigned.
hir: by the Secretary of the Navy. At present he is
spoeificnlly charged with general adninistrative control
of the naterial activities of the shore establishment
including public works and supervision of the preparation
of departriental estimates.

In the absence of the Secretary of the Navy his
duties are performed by the Assistant 3ecretary, and in
the abisence of the Assistant Secretary, the duties
devolve upon officials of the llavy Department in the
following order:s The Chief of Naval Operations, the
Chief of the Bureau of Navigation, the Chief of the
Bureau of Ordnance, the Chief of the Pureau of Engineer-
ing, the Chief of the Pureau of Aervnautics and the
Judge Advocate Ceneral.

Office ¢f the Chief of Naval Operations under the
Secretary of the Navy is charged by law with the oper-
ations of the Fleet and with the preparations and
readiness of plans for its use in war.

The Chief of llaval Cperations has included in his
duties the direction cf the Office of Naval Intelligence
and the Division of Ileet Training; the operation of the
Corrmunication Service, of Naval Districts and the
operations of the larine Corps.




He is also charged with the duty of so coordinating
all repairs and alterations to vessels and the supply of
personnel. and naterial thereto as to insure at all times
the maximum readiness of the Fleet for war. -

He is the senior officer of the Navy; the principal
adviser to the Jecretary of the Navy in regard to the
nilitary features and design of all new ships and any
alterations which may affect their military value; as to
the location, capacity and protection of shore stations
including all features which affect their military value;
also as to matters pertaining to rescrves of military
materizl, stores and supplies whose sufficiency and
location may affect the readiness of the Fleet for war.

While the Chief of Naval Operations has no direct
control over personnel or the expenditures of appropria-
tions for the Naval Fstablishment (all the money that is
spent by the Navy is apnropriated directly to the control
of the bureaus), by the Annual Operating Force Plan,
Aeronnutical Organization and Shore Establishment
Operating Plan flowing from the decisions in the Annual
Estimate of the Situation he practically determines the
personnel requirements; and by virtue of his responsi-
bility for the readiness of the Fleet and his duty of
coordinating all effort to this end he largely in-
fluences the expenditures of appropriations without
interfering with detailed duties of the Material PRureaus.

The work of the Office of Naval Operations is
carried out by the following Divisions whose name
generally indicates the duty assigned:

Wlar Plans Inspection
Central Fleet Training
Technical Flcet Maintenance
~Intelligence Naval Districts
Cormunications Ships Movements

In the Fleet lMaintenance Division is the War Procure-
nent Planning Section which is the working agency of the
Navy Department for ccordinating the work of all Bureaus,

ffices and Naval Districts in material procurement
planning and for liaison with the ar Department in
procurencnt planning for war.




The Office of the Chief of Naval Operations is repre-
sented on twenty-eight inter-departmental committees,
commissions and boards.

The nost important one of these is the Joint Army
and Navy Board which, as you know, makes a study of
policies and projects bearing on national defense and
involving joint action of the Army and Navy.

The Pureau of Navigation, under the direction of the
Secretary of the Navy, 1s responsible for the procurement,
education, training, discipline, and distribution of
officers and enlisted personnel of the Navy, including
the Naval Reserve. It is also responsible for the pro-
vision of navigational equipment, and for the upkeep and
operation of the Naval Academy, the Post Craduate School,
the Naval War College, Schools for Enlisted Men, Training
Stations, the Naval Home, the Naval Observatory, and the
Hydrographic Office.

The Hydrographic COffice makes surveys of foreign
waters and furnishes charts and navigational publications
to the Navy and to merchant vessels., The publications
include Sailing Directions, Light Lists, Radio Aids to
Navigation, Notices to Mariners, Notices to Aviators,
the Naval Air Pilot, and Daily lMemoranda in regard to
dangers and changes in Aids to Navigation. The Hydro-
eraphic Office did survey the north and south coasts of
Cuba, both coasts of Panama, and one ship 1s now
engaged in surveying the entrance to the Orinoco River.

The Pureau of Ordnance, under the direction of the
Secretary of the Navy, is responsible for the design,
manufacture, procurement, maintenance, issue, and
efficicney of all offensive and defensive arms, and
armement, including armor. It is also responsible for
the upkeep and operation of Naval Gun Factories, Naval
Orédnance Plants, Naval Torpedo Stations, Naval Proving
Grounds, Naval Powder Factories, Naval Ammunition Depots,
Naval lagazines on shore, and Naval !fine Depots.

The Burcau of Engincering, under the direction of
the Sccretary of the Navy, is responsible for the design,
construction, installation, and maintenance of all
propelling machinery together with its auxiliaries;
¢lectric wiring, radio and sound equipage, and appliances
used by the Naval Communication Service.




It is also responsible for the upkecp and operation of
the Engineering Fxperiment Station at Annapolis, the Research
Laboratory in Washington, and the Boiler Laboratory in
Philadelphia, and the Material ILaboratory in New York.

The Judge Advocate General, under the Secretary of the
Navy, has cognizance of all matters of law arising in the
Navy Department, and performs such other duties as may be
assigned to him by the Secretary of the Navy.

The following duties have been assigned to the Judge
Advocate General: examination of questions relating to
rank and precedence to promotions and retirements, and to
the validity of proceedings in court-martial cases; the
supervision and control of Naval prisons and prisoners,
including prisoners of war; recommendation in regard to
pardons: interpretation of statutes; preparation of
advertisements, proposals, and contracts; insurance,
patents; the examination of bills and resolutions in-
troduced in Congress and referred to the Navy Department
for report; the drafting of proposed legislation arising
in the Navy Department; and the preparation of corre-
spondence in connection with these duties.

The Judge Advocate (eneral also examines and reports
upon guestions of international law, searches titles,
exanines into the purchase, sale, transfer, and other
quections affecting lands and buildings pertaining to
the Navy. He is charged with the care and preservation
of all muniments of title to land acquired for naval uses.

The Bureau of Aeronautics is under the direction of
the Secretary of the Navy, responsible for all that
relates to the design, construction, fitting out, testing,
repair, and alteration of naval and marine corps aircraft
and, except as specifically assigned to other cognizance,
instruments, equipment, and accessories pertaining thereto.

It provides aircraft in accordance with approved
operating plans.

The Bureau of Construction and Repair, officered by
the Construction Corps, is under the direction of the
Cecretary of the Navy, responsible for the general design,
the structural strength, stability, and seaworthiness of
all ships of the Navy except airships. It is charged with




the building, fitting out, and repairing of hulls of
vessels, district craft and small boats.

Tt is also responsible for the upkeep and operation
of experimental model basins, wind tunnelo, dnd material
l&bOTdtOIleo.

The Pureau of Yards and Docks, officered by the |
Civil Engineer Corps, is under the direction of the Secre-
tary of the Navy, responsible for the design, construction,
alteration, and inspection of the public NOTKS and publlc
utilities of the shore establishment.

Tt, in addition, has custody of real estate not in
use by other subdivisions of" the Navy Department, and
handlies funds involved in the aCQUlalthn and dlSpOSltlon
of real estate.

The Bureau of Supplies and Accounts, officered by the
Supply Corps, is under the direction of the Secretary of
the Navy, responsible for the procurement, custody, ship-
ment, warehousing and sale of all supplies, fuel, and
other property of the Navy except as otherwise provided;.
the supnly and disbursement ol funds and the payment for
articles procured for the Navy; the keeping of money and
property accounts and the upkeep and operation of the
Naval Clothing Factory and coffee roasting plants.

Tt has cognizance of the transportation of naval
property, charters merchant vessels, procures cargoes,
and loads and discharges supply ships, colliers, and
tankers.

The Rureau of Medicine and Surgery, officered by the
Medical Corps, is under the direction of the Secretary of
the Navy,'responsible for the maintenance of the health
of the Navy, and for the care of the sick and injured,

It is also responsible for the upkeep and operation
of naval hospitals, medical supply depots, medical
laboratories, the Naval Medical School, and of technical
schools for the training of members of the Medical Corps,
Dental Corps, Nurse (orps, and Hospital Corps.

The Marine Corps, an integral part of the Navy, is
a military organigation within the naval establishment,




consisting of 1338 commissioned and warrant officers and
16,942 enlisted men, who perform services both ashore and

The Corps is administered by a Major General Commandant
whose headquarters are in the Navy Department, and who is,
under the direction of the Secretary of the Navy, responsi-
ble for the procurement, discharge, education, training,
discipline, and distribution of officers and enlisted
personnel, and the administration and general eff1c1ency
of the Marine Corps.

He is also charged with the upkeep and operetlon of -
Marine Barracks and Marine posts.

The General Board is composed of not less than five
senior officers of the Line of the Navy, a majority of
whom are of flag rank and none of whom have any administra-
tive or executive duties.

Tt is the duty of the General poard to consider the
United States Naval policy and the general terms of its
application; to recommend changes in the policy that may
become necessary from time to time; to recommend the
number and type of ships proper to constitute the Fleet,
their military characteristics, and such building program
as may be requisite; to advise the Secretary of the Navy
regarding the genrral policy as to naval districts, . navy
yards, naval stations, operating bases, and other shore
act1v1t1es and to consider and report upon such subjects
as the wecretary may direct.

The Navy Pudget Officer, under the supervision of
the Assistant Secretary, is cnarged with the duty of-
preparing Departmental estimates for submission by the
Secretary of the Navy and to the Pureau of the Budget.
He is the liaison officer of the Navy Department in its
relations with the Bureau of the Budget and the
Approprlatlon Committee of Congress in matters concern-
ing naval estimates and appropriations. .

‘The Secretary's Council, composed of the heads of
the previously mentioncd Offices, Bureaus and Boards,
meets each Thursday and when called by the Secretary to
discuss.and coordinate the work of the various sub--
divisions of the Navy Department., This meeting of the




Council serves to keep all the Bureaus and Offices informed
in regard to the Secretary's desires and in regard to each

others activities.

In additibn to these major subdivisions of the Navy

Department there are several important Departmental Boards

not directly under the cognizance of any one Bureau or
C{f'ice. Among these are:

The Board of Inspection and Survey consisting of one
flag officer, two captains, one naval constructor, one
commander or lieutenant commander for aviation duties,
one commander designated as recorder, and such other
officers as may be necessary to carry out its duties.

The Board, under specific orders in each case, is
charged with the acceptance examinations and trials of
all naval vessels and aircraft, except experimental air-
craft, and with the inspection of all vessels newly
commissioned. It inspects all naval vessels upon their
return from foreign stations, and all vessels as often
as once in three years when practicable, and prior to
the undertaking of a general overhaul.

Reports of acceptance trials are made to the Secre-
tary of the Navy and reports of material inspections of
naval vessels to the Chief of Naval Operations. Copies
are distributed to sub-cdivisions of the naval establish-
ment interested in the report.

The Naval Fxemining Board consists of not less than
threc officers scnior to the officers to be examined for
promotion. It conducts examinations of all officers due
for promction with the purpose of determining their
mental, moral, and professional fitness to perform all
thoir duties at seca, and makes recommendation to the
Sccerctary of the Navy.

The Interior Control Roard prepares the Manual of
Interior Control which prescribes the essentials of all
intcrnal control systems for all types of naval vessels
and includes recommendations as to function, location,
and .arrangement of esscntial installations and as to
personnel requirements and standardized type procecdures.

District Craft Development Poard is charged with
studying the existing establishment of district craft
and making recommendations as to disposal of unservice-
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able craft, conversion of available vessels into district
craft and a progressive building program being guided by
the interests of naval efficiency and economy.

The Shore Station Development Roard, composed of
thirteen members representing the Assistant Secretary's
Office, the Office of the Chief of Naval Operations, the
Marine Corps and the RBureaus of the Navy Department, is
a permanent board charged with the preparation of a
comprehensive development plan for each naval shore
station. ‘

This Board is assisted by local Shore Station Develop-
ment Boards which accumulate data, carry out studies and
make recormendations as to how the required local develop-
ment can be best accomplished.

Annually this Board compiles a Master Priority List
which 'forms the basis of proposed Public Works Authoriza-
tion bills.

This concludes my presentation of how the Navy
Department is organized; but to show how it operates
would require much more time; however, I will present
onc or two examples to show that its operation requires
mutual ‘exchange of information and wholehearted coopera-
tion between the various Rureaus and Offices.

As a result of the annual estimate of the situation
prepared by the Office of the Chief of Naval Operations
there arec developed decisions from which flow certain
plans and policies. These are: The Operating Force Plan,
which tells the ships that will be kept in commission and
the size of the crews that will be kept on them. That
plan then determines the number of men we must have to
man the flect. The Fleet Fmployment Plan sets forth
where the ships will cruise, how much cruising they will
do, and how the ships will be employed. That plan deter—
mines how much fuel we will require for the movements of
the flect during the year. From these plans flow the
Personnel Plans, which are preparcd by the Purcau of
Navigation nnd by the Marine Corps. The Building Program,
which is decided upon the rccommendation of the General
Board, indicatcs the amount of money that will be requested
from Congress for replacement of naval vessels. Next is
the Base Development Program, which is the decision as to
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what part of the master priority list developed by the Shore
Station Development Board will be included in the budget:
the District Craft Program, which results from the study

of the District Craft Roard; the Aeronautical Organization,
which determines the number and type of planes that we will
maintain in active service; the Air Operating Policy, which
determines how much flying we will do, where it will be
done, the number of officers and men that are required, and
how much gasoline and oil are required; the Material
Maintenance and Improvement Plan, which is a compilation of
all the alterations or changes that are required to improve
the fleet. Of course all of that program is always very
much larger than we ever hope to get, so it is arranged in
the order of priority so the most important things can be
accomplished as early as possible.
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Discussion Following Lecture & = |

Yy .
Rear Admiral James O. Richardson, V.8.N.
Asgistant Ohief, Naval Operations

Q. Adnmiral, I understand from the papers that Representa~
tive Mass thinks that the Navy Department shonld be reorganized
and the Oeneral Staff system put in, Would you care %o give your
views on that?

A. I an somevhat handicapmed in glving a reply decause I
do not Jmow what a Gensral Staff would do for the Navy that it is
not now doing for itself, and I lmow Yoo 1little about the Army
organiszation to glve a reply because I see no adwantages in changing
the existing organization of the Navy Department., When I have time I
hape to learn more about the Staff organisation of the Army, but as
far as the Navy Departnent is concernsd I can not see that any ad-
wntage would de derived from changing the organiszation.

Golonel Jordant One of the things that interest us in the
Army, sir, is, for instance, the Buresn of Ordnance = suppose the
Chief of Nawnl Operations wants something done and the Burean of
Ordnance does not come across and do 1t, vhat steps do you take to
see that he does do 17 |

A. The Chief of Nawal Operations is the prineipal adviser
of the Secretary and what the Secretary says do the officer concerned
does,



Q. 1Isn't there one other thing, sir, they brought out last year,
that the selection of the Chief of the Bureau of Ordnance comes from the
chief of Naval Operations'’ recommendation? JIsn't that one way of seeing
that the proper man is put there who does what is wanted?

A. Certainly, because they are all naval officers and he is the
head of the Navy. They all work for him. Thoy do not work for any
particular group. They have no interests except in the Navy, and certainly
no one would be appointed the chief of any bureau except upon the advice
of the Chief of Naval Operations.

Q. 1 would like to hear something further, if you please, about the
chain of command in the Hﬁy. We have a fair idea of the administration
but something about the command.

A. Well, of course in the Fleet all orders from the Chief of Naval
Operations affecting the Fleet in any way go to the Commander in Chief of
the Fleet and from him they go through one of three officers, either the
commander of the Battle Forde, the Commander of the Scouting Force, or
the Commander of the Base Force. But on material matters all of the
bureaus, for purposes of saving time, are authoriged to correspond direcuy
with the commanding officers of ships. If it is a thing like a change in
the chardecteristic of the ship, an alteration or a repair equivalent to
an alteration, then that must come up through the chain of command because
the same change might be applicable to all ships of that type and they
would not permit it to be done unless it was a thing desirable to be

done to all ships.
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Q. I have one more, that is the suthority of & District Commander.
s he over the shore establishments within that district or are they
under separate control?
A. He is the boss. In some instances where there are wide-spread
activitieé the District Commandant has little control over the outlying
activities except to coordinate them in preparation for war. [For example,
the Commandant of the Fifth Naval District, which is around Norfolk, has
in his district the Naval Mine Depot which is directly under the Bureau
of Ordnance and all orders for work for their activities, for everything
they do, go directly to the lMine Depot. But in any question of planning
for the defense of the place or for the inspection and the upkeep the
commandant has charge,or if there is anything that occurs there that has
relation to other activities of that district the Commandant is responsible
for coordinating them.
Q. Is there a Naval district here in Washington?
A. No, there is not. It has been proposed that the Commandant of
the Navy Yard, Washington, take on some of the duties and responsibilities
of a district commandant but it has not happened.

Q. “;Am.'u'al, in the Army a regiment Commander , 80 long as he conforms
to the ec;heduie for the district of the group, can take a regiment out
on a pytetice march or a maneuver whenever it suits him. I would like to

find out in some sort of detail how that same provision is made in the Navy.
W
Can'a captain take a viktle ship, we will say, off on a cruise to Hawaii?

A
\ A+ The only thing a captain can do is send a small ship's boat ashore
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yithout authority for this reason, that as a result of the Fleet Bmployment
plan Congress appropriates so much money for the purchase of so many barrels
of fuel that are supposed to steam so many thousand miles. If we exceed
the number of miles,and that is just added up each ship so many miles,

ge are answerable to Congress. If we expend one more barrel of fuel than
we told Congress we were going to they threaten to put us in jail. At

the beginning of each quarter a detailed achodule.of employment is hid
down which shows what ships will remain in anchor, which ships will

conduct a specified form of target practice, which ships will be under

way to render service to those that are conducting target practice, and
once those schedules of employment are made by the Cormander in Chief and
approved by the Chief of Naval Operations they become directives and the
subordinates carry them out without any further request or without any
further orders. Of course there are cases, like the temporary squadron
we now have around Spain at present in the Nediterannean. That is there

to look out for national interests. The ships are there largely at the
request of the State Department. They know what the situation is and

. are authorized to go anywhere any time, so long as they are on Govermment
business and in that area.

Q. Then in the operations of the Colorado and the other vessels in
the islands in search of the fliers, if the Secretary of the Navy had not
authorized those ships to go down there and even if they had been close
by would the captain in command of that squadron be justified in doing
that sort of thing alone?
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A. Yes, if he were close at hand. Just the laws of the sea make it
necessary regardless of who is how in time of danger or stress or weather
or possible loss of life. If you are within a reasonable vicinity of the
location where you may render assistance you go without anybody's orders

put in that particular case it required Colorade to discontinue her owverhaul

at the Naval Yard and proceed at high speeds long distances and the aircraft
carrier had to leave her routine work and go down to San Diego and steam
at high speed a long distance. That all had to be done by direction of
the Chief of Naval Operations. Once he started to do it the way he did it
was entirely his own concern.

Q. Would you mind saying something about the organization of command
in the Fleet?

A. Well, the Fleet is divided in this way: The Commander in Chief
of the United States rleet has command of all of the fleet assembled on the
west coast, which is in effect all combatant ships in the Navy that have
been ¢ ompleted and have gone through their shake-down and have been ordered
to report to the Fleet, but he does not have command over the ships on
Asiatic stations. One or two gun boats and destroyers constitutes the
special service guartered in the Canal Zone,and the special squadron that
is on the coast of Spain.he does not have command over. Under him come
the Commander of the Battle Force which includes all of the battle ships,
all of the destroyers and all of the carrier-born aircraft, and also some
light cruimﬁ.v Under the Bcouting Force are all of the heavy cruisers
end all of the control planes, the long distance planes. Under the Base
Force are the txfiaining vessels, the repair ships, the supply ships and
the tenders. ,'ﬂwu are the three main divisions of the Fleet, The Battle
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ﬁrcc, the Scouting Force and the Base Force. Under the Commander of the
gattle Porce theme is one vice-admiral who commands all of the battle ships,
ich are divided into divisions of three ships and these three ships are
commanded by a rear admiral. There is an admiral in command of all of the
carriers. There is & rear admiral in command of all of the destroyers.

the destroyers at present are ddvided into two approximately equal flotillas
the commander of all of the destroyers commands one flotilla and the

~ officer whom I relieved, .A&n_iral Pye, commands the other flotilla. Under
the Commander of the aoouiing Force there is the Cruiser Commander who
conmands all the .heavy crhiaera and commands one division himself. The
cmndcr of the Alrcraft Scouting Force commands all of the tenders and

all of the scouting planes. The Base Force has only one admiral and the
commander in Chief is responsible for the preparation of war operation plans.
fe allocates that work to all of his subordinates. The actual maintenance
and repair, administration and control of the Fleet he delegates to

subordinates.
Qs Adniral', will you attempt to coordinate the actions of carrier-
‘born agroraft and anti-aircraft guns on ships in action?

A. Well, we are not as far along as we should be. I am afraid that I
am not at the present time qualified to enlighten you on that subject
because it is one that requires no:?e work than has been done. My own
personal opinion is that if I were an aviator in our fleet I would be
almost as badly afraid of our own people as I would be of the enemy.

Q. Admiral, of course the Chief of Naval Operations occupies an
extremely important position. Would you care to tell us how he organizes

L ﬁut*?‘



nis office in order to provide himself with the necessary information
and assistance in order to exercise his functions?

A. 1 thought I did that.

Q. I am trying, sir, to formulate in sy mind a comparison between
the Chief of Staff of the Army and the Chief of Naval Operations.

A. I couldn't compare them because I know too little about the
prmy, but the Chief of Naval Operations has all the assistance there
is in the Navy Department. If he wants anything done or any information
that his own organigzation does not develop for him all he has to do is
gend for the Chief of the Buresu of Ordnance or the Chief of the Bureau
of Pngineering and say, *I want to know this. I want to know all you
know about it, and why you think the way you think.®

Q. Then there doesn't exist in the office of the Chief of Naval
Operations any assistant officer?

A. No, not designated to deal specifically with questions of ordnance.

Q. The Chief of Naval Oxserations obtains information or assistance
from the chiefs of the respective bureaus directly?

A. le does, but not entirely so. The Division of Fleet Training
has to do with all gurnery exercises, and consequently develops a fair
knowledge of ordnance material and equipment. Any advice he wants on
ordnance matters he can get from tio sources: the Ordnance people as %o
how the material is to be designed, installed and constructed; and the
Fleet Training Cunnery Section as to how it is to be used. It is the
same way in the question of repair of the engineering plan of a ship.

He hae in the Fleet Maintefimnce officers that are experienced in



electrical engineering, submarines and in construction and he can call
on them to get from the subordinates of the bureaus all the information
he wants,

Q. You stated that procurement of aircraft lay within the juris-
diction of the Bureau of A@ronautics. Does the Bureau of Supplies and
jccounts have any responsibility in connection with procurement of air-
craft?

A. The Pureau of Supplies and Accounts has the responsibility for
the procurement of everything but they only buy what somebody else tells
them to buy and that is all. They buy it and deliver it. They are
responsible for the purchase and the delivery but not for the specifica-
tions of what they buy except in things that affect themselves, like provi-
gions and supplies. The Pureau of Supplies and Accounts, for example,
calls for bids for all ordnance material. Suppose you wanted some gun
forgings, the Pureau of Supplies and Accounts would purchase them and
deliver them for the Dureau of Ordnance and would charge them to the
Pureau of Ordnance account which the Bureau of Supplies and Accounts keeps.
o bureau keeps its own accounts. They are all kept by the Bureau of
Supplies and pccounts which is an agent for managing the financial affairs
of the whole Navy. For example, here is something which may illuminate.
As a result of the Fleet Enploynont' Plan the Chief of Naval Operations
determines how many barrels of fuel oil we must need to effect so much
steaming. The Bureau of Engineering, since they supply the boilers and
the 01l burning equipment, determines the specifications for the purchase
of that 0oil. They tell the Bureau of Supplies and accounts that they
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‘ant 80 many barrels of oil that will meet the specifications. Then the
pureau of Supplies and pccounts calls for bids. They receive the bids
and if there are any modifications or alterations or conditions under the
pid, that is referred to the Bureau of Engineering for recommendation.
yhen the contract is awarded, the Bureau of Supplies and Accounts awards
the contract. They inspect the material delivered to see if it meels
the specifications. Then the Chief of Naval Operations has to provide
for a tanker to take the oil at the time they agreed to from wherever
they agreed to deliver, so that everything that goes on could only be
accomplished by a whole-hearted cooperation where it affects more than
one bureau. |

Q. I would like to get back to the (eneral Staff idea of the Army
compared with the Navy. It seems that the General Staff of the Army
is based on functional organigation. Now from what you have said, it
seems that the cooperation of the Navy is purely a matter of the meetlng
of the minds of persons. Then we can take away from this conference the —-

A. Wait a minute. It is not entirely a meeting of minds of persons
because after a thing has been working for a good many years systems and
- channels of cooperation have been worked out so that a new man would
never get anywhere by stepping out of the way that it has been done in
the past.

Q. We understand, of course, that the Navy used this system during
the last war ahd did very well. Do you think instead of making that line
of dmrcatio# of policy headed by the General Staff that the Navy can
~ continue on mn tradition eatablishing their organization?

i
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A. I believe so.

Q. You think you wouldn't have the water tightness if you went to
a General Staff functlon? |

A. You see, I know too little about it to express an opinion but it
ip my firm belief -~ I may have no grounds for believing it -~ that the
chief of Naval Operations has less difficulty‘in having his views carried
out completely and whole-heartedly than the Chﬂpf of the Staff of the Army
has.

Q. Admiral, you mentioned specifications. Do you have any system
or any organisation or method of setting up a naval specification where
the assignment may be wanted by these various different bureaus and where
is that located, may I ask?

A. Right now I am not very familiar with it but we have a very
large number of standard specifications for everything in the Navy. Not
only that but we had a representative for a long time on the Standard
gpecification Committee of the whole Federal Covernment. In fact, I
remember when I was assistant Chief of the Bureau of Ordnance we were
doing a large amount of work in connection with the preparation of
standard federal specifications, and much to my surprise I found that
our young officer in the Bureau of Ordnance had drawn up the standard
federal specifications for stitching on sewing machines and had gotten
it adopted by the whole Oovernment and the whole sewing machine industry.
It was @ thing that nobody had ever been able to get anybody to agree
on before. The only contact that we had with stitching was sewing

little silk parachutes. Ordinarily one bureau purchases one class of
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gaterial and there are very few materials that are purchased by three or
four different bureaus except for paint and cleaning and gear polishing
naterials. Most of the things that one bureau purchases another doesn't
purchage. Of course you know one could talk about the Navy Department
organisation for w week, for a month. We have supplies of all kinds

. that are bought on standard Navy specifications. Those materials and
supplies are purchased by the Bureau of Supplies and Accounts and carried
in stock at the Navy Yards or on board ship at all times under the custody
of the Bureau of Supplies and Accounts. They are purchased urder a
working fund called the Naval Supply Account fund and they can buy any
anpuht of anything they want that they believe from past experience tflle
§avy will need. Now that is carried in a suspense account, really paid
fof by a rotating fund. For instance, they buy all the paint which meets
standard specifications and store it in the Navy Yards and on board ship
under the custody of the Bureau of Supplies and Accounts. Suppose the
Chief Fngineer wanted to paint some rooms. He is allowed so much money

a year from the bureau to carry on his work. He writes out a stub
requisition on the supply officer of that ship for so many gallons of
such and such a paint, which is issued to him by the supply officer.

It is charged against the appropriation under which he maintains his

plan' and credited to the Naval supply account as so much money for so
mich stuff sold. That becomes a credit oén the Treasury Department

| books and they can use that money then to buy some more paint or buy
anything else. The Naval supply account fund became a very large fund.
But Congress, in order to make it appear that they were not appropriating

money when as a matter of fact they were, transferred money from the
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| javal supply account fund to some other activity to be expanded, thereby
fooling themselves into believing that they were spending money that had
peen previously appropriated and wasn't really money at all. The Naval
supply account fund has been 8o reduced that in the present appropriation
bill we have an item of $7,000,000 for the Naval supply account fund, and
the way the Naval supply account fund became such a large {igure was this:
4s you know, when an annuval appropriation is made you can spend it during
the fiseal year for which it was made, but because you made contracts in
that fiscal year obligating the money and delivery does not occur until
the following year the appropriation remains available for the discharge
of obligations for two years. The bookkeeping is so slow that at the end
of the two years you find a large amount of unobligated balance which

goes bao}( to the Treasury, to the general fund. Now after the war when we
were running full blast some shrewd paymaster I suspect suggested to
Congress that they transfer to the Naval supply account fund all un-
obligated balances from all the Naval appropriations, and Congress didn't
know and nobody knew how much money there was being put into the Naval
supply account fund by that Act. But after the war from time to time
Congress raappfo@riatod $5,000,000, §8,000,000, $10,000,000 or §15,000,000
from the Hamai supply account fund until they had gotten it down so that
the Bureau of Supplies and Aocounts- was somewhat embarrassed in their
desire to carry the requisite amount of stock at all times on board ships
and in their storehouses. Therefore s this year we are asking for $7,000,000
more.

A\

Q. Getting ;badk to the procurement question again, it seems to me



that your Bureau of Supplies and Accounts would be constantly facing
questions of determination as between respective bidders in the purchase
of technical articles. Now obviously those contracting officers don't
nave all that technical knowledge to make a proper determination,and

do they get that assistance directly from the bureaus? Do bureaus have
representatives in that bureau?

A. If any technical bureau wants anything bought they prepare the
specifications and ask the Bureau of Supplies and Accounts to call for
bids. When the bids are received they may not tender the exact thing
that was called for. They may deviate slightly from the specifications.
All the bids are then transmitted to the bureau that asked that the
purchase be made for a recommendation as to whom the award should be made.
It is very unusual for the Bureau of Supplies and Accounts not to
irmediately accept and act on the recommendation of the technical
bureau that wants the material purchased.

Q. Admiral, you described the meeting of the council headed by
the Secretary and all the bureau chiefs, the Chief of Naval Operations
being present. Could you give us some idea of what kind of things are
discussed? Do you discuss problems of material or problems of
command, or what is brought up at those meetings? Do you remember some
particular things that would in%oreét- the class, sir, because I don't
see where the bureaus should come in unless it is material problems.

A. let's see if I can think of a good example. The decision
mst be made as to where ships are going to be built., The Bureau of
Yards and Docks is charged withproviding the ways on which the ship is



~ puilt and they may want the ship built at a place where they can provide
puilding ways at least cost. The office of the Assistant Secretary of
gar may be bothered by Congressmen from Norfolk demanding that the ship
pe built in Norfolk. The Bureau of Construction and Repairs says it would
1ike to have this ship built at Philadelphia because theymve the best
design talent in the Philadelphia Navy Yard. Another says they want to
puild it in New York because their best designing people are up there.
The Secretary has to decide & lot of questions. As a matter of fact, the
present Secretary of the Navy is, as you know, quite old, but mentally very
alert. He is held in high esteem by every officer in the Navy who knows
him. The Secretary hates a row., He would do almost anything to avoid
discord. Consequently, except in the most important things where interested
people are vitally concerned, rather than embarrass the Secretary by
putting up to him the necessity of making the decision, the committee will
effect a compromise so that there has never, in my opinion, at any time
in the Navy been such complete pulling together as exists now.

Colonel Jordan: I think we have about given the Admiral the limit
on questions. I am not going to let the students ask any more. We have
two distinguished graduates of The Army Industrial College here that I
want to hear from. Captain Daubin, would you say something?

Captain Daubin: I have enjoyed this talk very much. I would like
to have the Admiral just tell about the shore establishment difision
which is under the Assistant Secretary of the Navy, about machine tools

and how they work.
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A. Well, the Assistant Secretary's office, it would take a very
pright man to understand all that office does and why it does it. But
actually he is responsible and has general supervision and control over
the industrial end of Navy Yards with their plant equipment, with their
form of management, and with their labor problems. Now the money that
is used for the purchase of machine tools and plant equipment for
{nstallation in industrial Navy Yards is appropriated under the Bureau
of Construction and Repair and the Bureau of Engineering. Other machine
tools that are installed in ordnance plants, like the Gun Factory, the
Torpedo Station, and in the Mine Depot and Ammunition Depot, are pro-
vided by appropriations made to the Bureau of Ordnance. Machine tool
equipment that is installed at the assembly and repair sections of
Naval air stations is appropriated from the Bureau of Aeronautics, but
for all the building and repair yards, like Boston, New York, Philadelphia,
Norfolk, and San Francisco, the appropriation is to the Bureau of Engineer-
ing and the Bureau of Yards and Docks. The Assistant Secretary's office
being responsible for the plant equipment is responsible for the maintenance
and the replacement of machine tools, Consequently, there is in the
Shore Establishment Division a section for the purchase of machine tools
and for the atng&y of our requirements in the event of war. It was
originally %ta’blished as an office having three bosses, the Chief of the
Bureau of Engmearing , the Chief of the Bureau of Construction and Repair,
and the /‘oe.’utant Secretary's Office. Now, in my opinion, in the procurement
phnning and in the actual replacement of tools and the expenditure of the

currgﬁt. appropriation for machine tools, all of the other functions and
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all other responsibilities have been taken over by the Assistant Secretary's
office. Naturally they must secure the acquiescence of the bureaus for
the expenditure of their funds.
» Colonel Jordan: Captain Allen, we would like to hear from you.

Captain allen: I have enjoyed hearing the Admiral very much. I
gtarted out behind him in the old torpedo boats about thirty years ago
and he still is following the good grace at the present time. He still
knows where he is going.

Colonel Jordan: Admiral, I want to thank you in behalf of the
college for coming and talking to us. We looked forward to it and you

haven 't disappointed us a bit, sir. We have enjoyed it. Thank you, sir.
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Inserts to Copy Turnished by Rear Admiral James 0., Richardson, U.B8.N,,
Assistant Chief, Nawal Operations, of his Address Before The Army
Industrial College, December 9, 1937,

I note that my remarks are bdeing taken down. This talk will
be very much like one I delivered years ago in Danzig, I was in
command of a division of destroyers visiting warious Buropean ports
and we were ordered to go to Danzig. It so happened that the Congml
in Dansig was very mach opposed to our visiting that place because
of the wncertain political situation existing at that time. It was
in 1927, Danzig was a free clty, controlled by the Senate of Danzig.
They were all German sympathizers and Cerman people. Also, the Poles
had been glven certain rights in Danuig and were mnnmt;d by the
Polish Cormissioner with a very large staff, Then over all of this
was the m@ Commigaioner, who was appointed by the Lengue of Mations
to ses that the treaty obligations of all parties were metioulously
carried out. The Conmul informed me that 1t was essential that I
arrive exmotly at the time stated in order that the plans might be
carried through. He warned me that during my whole visit ¥ wonld de
treading on political egge. I informed him that we wonld arrive on a
cortain day at 8100 otelock in 'm morning. We started from Finland,
from Helsingfors; encountered severe head winds and it appeared that
we would not be abdle to arrive on time. I radioed the Conmml and told
them that due to stress of weather we would not reach the entrance to
the harbor at 8100 o'ecleok. He replied with a telegram fyom which the
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tears wore dripping. later the weather moderated so that by making
95 Ynots I arrived on time. I was met out at sea Dy a smll boat
containing four gentlemen all wearing long talled coats and 81lk hats
at 8106 olelock in the morning. They came on board, One represented
the Consul, one the High Commissioner, one the Polish Commissioner,
and one the Senate of Dangig. After I grested them the man from the
Consul's office gave me a sheet of paper adout as big as this (desig-
nating letter size sheet of paper), typewritten single space, with the
time in one column and the event that occurred at that time in another
colwsn, That was my program for the day. I had to do something
every twenty mimutes during the entire day. Then the representative
of the Polish Commissioner said:s “Captain, will you glve me a copy
of the speech that 1t is your intention %o deliver tonight at the
dinner of the Polish Commigsioner, in order that I may translate
it into German and Polish and repeat it after youl®
Mhat was the first that I had heard that I would attend a dinner
and I had no idea of making a speech at any time, so I sald: "1
will attend to that in a mimute."
At intervals until we arrived alongside the dock the same conversa-
tion was repeated. Soon after we arrived alongside the dock and the
Consul came on board, this representative of the Polish Commigsioner
came up and sald again: "Captain, I mst have your speech so that
1 ocan proceed immediately to translate it and be prepared to repeat
is."
The Consul sald: "I thought this situation might confront you so I
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have prepared a speech for you."

He pulled a prepared speech in an envelope out of his pocicet and

salds "There is your speech",

T took it, gave it %o this chap, and sald: "There is the speech that

I will deliver tonight."

He took it. That was the only copy there was! That night after

dinner, somewhat aselsted by light wines and other stimmlants I got

up and delivered an address. The interpreter delivered his address

in German and in Polish, and I frequently wondered vhat the people

there who cofild spesk the two languages thought about that interpreter.
At any rate, here ls my speech (indicating copy) - that is

vhat I intend to say but it is questionable whether or not I will say

it,

(A1l the money that is spent by the Navy is appropriated directly %o
the control of the bureaus,)

o, 3

The Hydrographic 0ffice did survey the north and south coasts of
Cuba, both coasts of Panama, and one ship is now engaged in surveying
the entrance to the Orinoco River.

No. 4
As a result of the anmal estimate of the situation prepared



by the 0ffice of the Chief of Nawal Operations there are developed
sltuntions fyom which flow certain plans and policles. These aret
The Operating Yorce Plan, vhich tells the ships that will be kept in
commission and the size of the crews that will be kept on them, That
plan then determines the muiber of men we mst have to man the fleet.
The Fleet Bmployment Plan sets forth where the shipe will omilge, how
mach crulsing they will ds, and how the ships will be employed. That
plan determines how much fusl we will require for the movements of
the flest during the year. JFrom these plans flow the Persomnel Flans,
which are prepared by the Bureau of Navigation and by the Marine Corps.
The Building Program, which is decided upon the recormendation of the
General Board, indleates the amount of money that will be requested
from Oongress for replacement of naval vessels, Next is the Base
Develoyment Program, vhich is the declsion as to what part of the
master priority 1ist developed by the Shore Statlion Developnent Board
w11l be included in the budget; the Distriet Craft Program, which
results from the study of the District Oraft Board; the Aeronautieal
Organization, which determines the mumber and type of planes that

we will maintain in active service: the Alr Operating Policy, which
mmmwmngwuu do, where it will bde done, the
muiber of officers and men that are required, and how mmch gasoline
and o1l are required; the Material hﬂ.ntm and Improvement Plan,
which is a compilation of all the alterations or changes that are
required to improve the fleet. Of course all of that progran i



always very much larger than we ever hope to get so 1t is arranged
in the order of priority so the most important things can bde accom-
plished as early as possidle.

Oolonel, I think I have exhausted what I was prepared to
say, and I will be glad to endeavor to answer any questions.





