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THE WAR DEPARTMENT BUDGET

It gaves me great pleasure to come dowm and speak before
the Industrial College this morning.

When Colonel Jordan asked me to come here, ne saad.
"Won't you come down and tell us some of your troubles with
the budget?™ As a matter of fact, we do not have any troubles
with the budget except that the budget 1s o question very
largely of money and there is never enough money %to go around,
somebody has to take cuts It 1s our business, therefore,
we si1t in the center of a very conflicting set of viewpoints
all of the time. Sometimes I wonder, alter 1t is all sver,
why anybody ever speaks to me any more, Nevertheless, 1t 1s
a very interesting work and a very much worthwhile work for
cveryone who has to work in the War Department to understand
because the basis of cverything the VWar Department does is
funds

As you know, Cicero, a hundred years before Christ, saide
"Endlcss money forms the sinews of war," It 1s no use having
sinews 1a anything unlese you have a framework to hang them
on, aad while thc budget and the money sidc may form sinevs
therc i1s another important side which 1s tne bone or the
framcyork of the Army that 1s found an the basic legislation
which organizes and constitutcs the Army  Army Regulations
10-15, 1in defining the dutics of the Deputy Chief of Staff,
state 1n part:

"His office ig charged with the preparation of
plans and policics in connection with legislabtion
and wnth mlitary cstimates for funds, with
processing budgetary matters in the General Staff,
with reports concerning legislation and requests
for legislation that come within the purvieirr of
The General Council or that arcz rcferred to the
General Staff, and 'nth soch other datics as the
Chief of Staff may nrosceibe M

Thus, the Budget and Legislative Planning Branch of
the Gencral Staff, —hich 15 part of the Office of the
Deputy Chacf of Staff, finds 1tself charged ath these two
functions’

Farst, the formulation of policies rdlative to the
War Dopartment's ostimatos, the processing of these
estimates through the Var Dopartmeant, and the Burcau
of the Budget until they are traansmitted to the
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Congreas as a part of The President's Budget,
their presentation to the Committoes of Congress,
and finally following through the Bill embodying
these cstimates untal 1t 1s finnlly passcd by the
house and the Senatc,

Secondly, tnc proceasing of general legislation
othor than that portaining to the budget until
such legrglation i1s enscted into law.

By darection of the Chicf of Staff, the branch for the
pact lwo years has bad a third function -~ 1t 1s the liaison
agency of the War Department with the Works Progress Adminis-
trotaon and any other agency ~hose cmergency funds may be
mace avalrlable to Wai Department purposes

You are, of courec, familiar vath the organizational
sct-an of the War Department Thas chart is vecy small but
purhaps you can read 1t We have the Seerciary of War,
under him the Chief of Staff and the Deputy  The Deputy
Chaef of Staff's officc includes the Budget and Legislatave
Plunning Branch, the Scerctery of tne General Staff, and the
Statzstics Branch., Then there are the General Staff divi-
sions which are the advisors of the Chicf of Staff and the
Deputy 1o their cespectave firlds, the Adgutant General, vho
1s thc conter of comrmunicalion and record in the Var Depart-
ment, and the tcchnical and sapoly scrvices of the War
Deopartrent The chain of command, of cource, comes from
the Secretary of War dom to the corps area commanders, the -
G H Q@ Air Force, etc,

The budgetar;” sct-up of the War Dopartment is a little
bat diffuerent. The Budget and Accounting Act of 1921 re-
grires thot each executive department has a buaget officer.
In tae 'Jar Department that title and responsibility is given
to the Chief of Finance. Hig office 1s the office of record
in all motters pertaining to the War Department estimates
He hos the essential clerical personncl troined in fiscal .
m~iters und in fiscal procedure, 1n fact, he 1s the operating
agency for budgetary matters in the Var Department. He,
rather than the Adjgutaant General, i1s thc chemnel of com- .
munication on theee matters. The estimating agencies of the
War Department in genernl are the same os the chiefs of arms
and scrvice«, but you will also find among the estimating
ageacies the Adjutanl General, who hondles the estimntes for
the orgamized reserves, the R.0.T C., the C M T.C., the
Netiopel Boord for Promotion of Riflc Practice, the Army
War Collcge, the Command ana Geacral Stalf School, and the
Military Academy  Also, the Assistant Chief of Staff, G-2,
1s an esbimoting  gency of the War Department.
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The policy of the budset 1¢ formed on the advice of the
General Staff divisions. Placing the control of the process
of formulating thc buaget and securing the military appro-
priation dircctly under tho Chief of Stoff and thc Deputy
rather than under any onc of the General Staff divisions in-
sures, farst of all, a balanced consideration of these matters
from the point of view of the Army s n whole  Neither
personnel, nor operations, nor supply hes a predominant posi-
tion of permancnce. Second, every important project of the
War Departmeat requares funds, and through his direct control
of the formulation of the budget the Chief of Staff cxcrcises
higs wost poverful meaas i1n shaping the course of the Army
directly 1a accord imth his om policies  And thard, there
arc irportant decisions whaich in the later stages of the
budget, particularly when the appropriation bill is before
the Congress committces, which have to be made quackly, and
therc arc very much facililated by having the direction of
tne budget close to the Chief of St~ff himself As we go
along, however, I will <hor you that the entire General Staft
participates continuously in 1ts proper functions of planning
and supervision and coordination,

The budget cycle is long Nearly o year and a half
elonses from the time work starts on a ncv budget untal
funds become avarlable for expenditure It staris in March,
when the Budget and Legisletive Planning Branch ir-tiites a
call upon the Geacrnl Staff divisions and the estinnting
agencires of the War Departmeat for recommendations os to
the programs vhich shall be included in the estimotes  About
the farst of April these recommendations come up from the
estimeting rgencies to the appropriate General Staff diva-
srons, and there they are concideored in conncction wth the
programs of those divisions themselves and are accepted or
rejcected or modified, Finelly, they are forverded to the
Deputy Chief of Staff -~s the recommeadations of thnat particu-
lar General Stvaff davision A recormendation from the Chief
of the Wational Guard Bureou, for example, to start a new
program 1a o particular i1tom of equipment, voula come up
through G-4, and a Nationnl Guara rccormendation probably
increasing the strength of the Guard rovld receive cog-
nizance both in G-1 and G-3. Therc 1s naturolly some over-
lopping on differing i1deas. The reocomeadations of all the
General Staff divisions arc roceived and tabulated and
studiced 1n the Budget and Legislative Plaaning Braich and
are submitted to the Deputy Chief of Staff by a memorandum
or vy means of a conference, stating the opinion of the
branch on the proposals of the Gencral Staff  The Deputy
Chicl of Staff considers thesc, and after conferecnces with
the heads of the Gencral Staff divisions scnds his vicws



to the Chief of Staff in the form of a memorandum, which
when finally approved, becomes the tentative War Department
program for military expenditures for the fiscal year under
consideration This spproved program, vhich we usually call
the tentative directive 1s then traasmitted back by the
Budget Office of the War Departmeat to the estimating agencies,
It goes by memorandum tn the General Staff divisions, and
becomes the guide in meking out the money estimates. By the
end of May the eslimating agencies have completed their
preliminary money estimates, which are thea known as the
abstracts of cogt  Studies in the War Department through
the winter which involve future funds ace ordinarily only
approved by the Chiel of Staff for inclusion in the abstracts
of cost, which giveg them a tontative approval at that time
but which in the end lets them be considered side by side
with evary other approved project that will demand con-
sideration in the estimateos. Vhen these abstracts of cost
are made up, the estimating agencies send them to the Budget
Office of the War Department, and when returned refers them
to the Budget Advisory Commitiee for examinatron and report.

The Buoaget Advisory Committee detarled by the Secretary
of War i1s a fact-finding agency in these matters. It con-
sists of the Chiuf of the Budget and Legislative Plamming
Branch, who 18 ex officio chairman of the commitrtec, a mem-
ber dctailed from G-3, one from G-4, onc from The Assistant
Sceretary of War's office, usually Trom Current 7 ocurement,
and 2 merber from the Budget Office of the War Do aitment.
Thesc officers whilc so scrving are not special revresenta-
tives of their chiefs, The committow 1s a fact-finding
ageney of the Var Department as a whole., It has the power
to hold hearings and summon any witnesses in the War De-
partment, Its hoarings are held daily, and they consume
the time from about the first of Junc wvntal the middle of
July I think many of you probably are familiar with the
hot secssions Tthal we had in the middle of the summer down
herc The coomittee carcfully goes into the detail of cach
1tem in the cstimates and requires 1ts gustification not
only as to the cost involved but also as to 1ts proper
inclugion and sufficiency under the termg of the tentative
darective At the conclusion of the hearing of the
comnittee the Budget Advisory Comaittec roport consti-
tutes a complete documeat for the Bucget Officer of the
War Department to Jay before the Deprity Chief of Staff,
showing the opinion of the committee ag to the amounts,
by progject, wnace each aporopriation title vhich 1t 1g
belicvved will adequately support the program prescribed
1a the lentative direcctave. All of the factors are
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included in such form that the Chief of Staff, by means of his
blue pencil or his red pencil, can rapidly build a budget in
any desired amount containing all the programs which he con~
siders 1t desirable to present for the President's considera-
tion  The Deputy Chiel of Staff gzoes over this report in
great detail, assisted by the Chief of the Budget and Legis-
lative Planning Branch, and 1t 1s at this poiat that factors
other than those of the purely military view of the War De-
pactment must begin to be given consideration  The gencral
fiscal condition and the fiscal outlook of the Govermment
must oe weighed, pest political experience and future possi-
bilities mast be considered - we have to bo practical men

¢ operate under a kxnown system of government and arc bound
by tho law and by past decisions and vievpoints of the
exccubive ggoncies,

With reference to asking for the earth with a fence
around 1t gust for the fun of asking, wo ask for the things
that we can really expect to zet, and above 211 for those
things that we can defend adeguately in the light of existing
governmental conditions To transmit cstimatossto the Burcau
of the Budget all out of proportion to these considorations
would be samply to have these costimates cut sceverely from the
purely fiscal point of view of the Bureau of the Budget rather
than from priority of the mlitary viewpoint, The arteraor
control of the Wa: Department then would pass too much into
the hands of the Direcctor of the Burcau of tne B got

Befor: arriving at his final decision and ro-ormeadation
the Depuby Chief of Staff has again had the benefit of con-
fercnce with the heads of the General Staff divaisions and
sometimes with the hoads of the principal estimating asencies,
1in which thoese 1tems arce all thoroughly discucsed  Through
his final action on the report of the Budget Advisory Com-
mittee, the Chief of Staff establishes, by appropriation
title, the limiting amoants for each estimating agency, which
the "Jar Department will forward to the Burcau of the Budget
On his consideration arc excluded or included or modified all
the 1tems 1n the tentative directive which are to come withain
thege limiting totals Afver that action has becn taken by
the Chaict of Steff no chief of branch or estimating agency of
the Var Depertment is permitted to advocate more,

In Auvsust tnc dircetaive in its fiael form zoes back to
the ectimating agencies and 1s again used by them as the
basig for the formulation of their final money eostimates
These are now known as the estimates of the War Denartment
rather than the abstracts of cost, they are received by the
Budget Office of the War Department and are agein referrod
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to the Budget Advisory Committee vhich checks them to see that
they are in accord with the details of the final directive,
that no 1tems appear which are not included in that directave,
and thot there i1s suthorization for all of the itcoms under the
law, During the course of those finsl hearings 1t rchoarses
214 polishes the defense of the estimates as offcred by the
chicfa of the estimeting agencies who must subsequeontly appear
before the Bursau of the Budget and the Housc Committee, After
these hearings, the Budget Office of the War Departmeat obtains
authority from the Sccretany of War to tragsmit the estimates
to the Bureau of the Budget, and the Chief of the Budget -nd
2gislative Planaing Branch, having conducted the final hear-
17e8, 1s able to assurc the Chicf of Staff and the Secretary
of War that the estimates carry out the final directive

Under the law, the ostimates must reach the Bureau of
the Budget by the 15th of Septemper. The ar Department
hearings before the Burceu of the Budget usually take place
iu November., They are heard by the Director, assisted by
aaother fact-finding committec from his organization., The
Cnicf of Staff appears in person to open the War Department
nearings, and 1t 1s the duty of the Budget and Legislative
Planning Branch to prepare for him svch data as he may re-
quirc, Tace Chacf of this branch remcins in charge of the
Tar Dopartment heerings c¢s the representative of the Chaef
of Stafi and the Secretary of War. The estimates arc pre-
sonted 1a detalrl by the heads of the estimating agencies,
accorpanied by such assistants as they may find necessary

The war Depertment cstimatcs are subject to a searching
scrutiny by men vhose knowledge of War Denartment fiscal
recquirements 1s considerable and vhose obgective 1s to keep
governmental expenditure to the minimum absolutely necessary.
Bvery dollar in the costimales is carefully weighed ~nd the
defease of the War Department in 1ts expenditures must be
detarlced and complctely accurate

In December the Bureau of the Judget transmits to the
Sceretary of War the limiting figures for the Var Departuent
arpropriation by approorintion title so much for pay of the
Army, so much for travel, so much for clothing and equipage,
so much for the Netionol Guard, etc , together .math such
cnanges of language 1n the bill as should hrve been approved.
Habitually the vision of the Burcau of tho Budget is dominant
and the 'ar Department again rust adjust 1ts estimates to
accormodate them to the new limiting figures  The Budget and
L_gislative Planning Branch quackly onnlyzes the effects of
the cuts upon the Var Departient program, and, after such con-
sultation in the Geaecril Staff divisions as 1s desirable,
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sends direction thioush the Budget Office of the War Depart-
ment to the estimating ageacics for the forrulation of the
estinatcs as they will finally be prescnted to Congress.
Gegerally speaking, within any appronriotion the War Depart-
ment may redistribuvte funds in 1ts best Judgment, and thas
redastribution of costs requires the approval of the Chief
of Staff 1f any major change in tne program 1s to be .nade.
The revised estimates are thea sent back to the Bureau of
the Budget to be prianted as ~ section of the President's
budgct, which 1s transmitted to Congress with his buoget
mossge on the second day of the session., Until that day
everything in connecction with the formulation of the budget
is confidential, A% 2n appropriate tinme during the session
the Malitary sub-comittee of the House Appropriations
Comittee conmcnceos 1ts hearings, mth the view to formilat-
in,, the War Deportment Appropriation Ball. These hearings
usually last about three veecks. Again the Chief of Staff,
and snmetimes the Sccretary of War, opnears to open the

Var Department hearings, the Chief of the Budcet end Legis~
lative Plannins Branch remains as their roprasentative
throug hout the hearings, and again the chiefs of the
estimating agencies appoar and defend their cstimates in
detaarl. Under the terms of the Budget and Accounting Act,
ropresentalives of the ‘lar Department are stopped from
advocating any racrengc over the President'ts firurses., This
1s well uaderstood in Congress  Thorcforae, on their own
regponsibility, members of commiltees frequently ask questions
vhich must be answered and vwhich lead to discussion of items
not 1acluded i1n the budget. In due course of time the bill
18 rcported by the Appropriations Cormttec of the House,
and 1t is the duty of this branch azaia t9 aanalyzc for the
Chief of Staff and the Seccretary of War the effeet of the
action of the com.itice upon the Var Department prozram.

Last year, for the first time in meny yeors, the House
Committee separated the nmilitary fron the non-military
estinates ard brought out two bills  Incruentally, jJust
today I an cxpectin, the Army Bill to be reported to the
Housc I have officers up at the Capitol now waiting for
the committee's report on the bill so that by mid-afternoon
I caa hwe o complete 1omorandui on the Chief of Staff's and
the Secictary of vac's desks, tellin, then exactly what that
comittee d3d to their Army Bill and +hat should be done on
the floor or in the Senate tn rectify nny danage toat may
have been done, What 1t will be 1 do not knov wmyself, I have
not been able to get that report as yot today  The bill is
carried to thc floor, 1s defended by the sub-committee, and
duraine, the course of i1ts proqress throush the House the War
Department representstive 1atches 1t most carefully, offering



such further lost mimute cdvice, recomendation, and informa-
tion 1n the name of the Secretary of War as 1s calculated to
insure the best possible action on the bill., After passage
by the House the bill 1s reported immediately to the Senate
and referred to the Senale Appropriations Committee Unlike
the House, the sub-committee of the Senate Appropriations
Committee, which considers the War Department Bill, is
agssisted by the chairman and two members of the Senate Com-
mittee on Military Affairs. The House, for some reason,
does not do this, and 1t 1s a great paty 1t does not because
their appropriation committees and the military and naval
committees are not always in step

The Senate Committcee hearings usually follow very
quickly after the receipt of the bill The Chief of Staff,
assisted by the chief of the Budget and Legislative Planning
Branch, 1s usually the only War Department wilness, although
1t may develop during the course of the hearings that the
Senate Committee desires to hear more detailed testimony on
certain technical points and then eppropriate officers are
sent for The House Bill constitutes the framework and the
Scnate Committee vsually confines i1tself to making such
chanzes as 1t desires on particular items, sometimes 1t adds
1tems which the Housc has omitted. The War Departiment
fiankly states i1ts opinion of the House Bill and indicates
such changes as will, 1a 1%s opiailon, wathin the limitations
of the budget wmprove the ball., Again representatives of
the Budget and Legislative Planning Braach arc available to
the chairman of the Senate sub-committec to furnish such
data, information, and advice as will best aiu 1a the debate
of the o0ill on the floor of the Senate

When the bill 1s passed 1t goes to conference, where
the points of difference between the House and the Senate
are 1roncd out., It then goes to both houses for confirma-
tion of the conference report, and vhen this i1s accomplished
the bill 1s signed by the Vice-Presideat and the Speaker and
gocs to the President for approval The President refors
ne bill through ths Buresu of the Budget to the War Depart-
m nt for report, and, of course, the War Departmcent habitually
rocommenas that the President approve the bill. The bxll for
the current fiscal ycar was approved the first of last July,
altcer having been sent by airplane up to the President at
Hydc Park. With the Prosident's signature the bill becomes
an Act

Besides the Anauwal Appropriation Act, the War Devpartment
frequently has important i1tems in deficieacy bills which re-
guire much preparation and atiention Today I am going to a
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hearing in the Burecaun of the Budget to assist the Treasury
Department 1n again presenting the estimates to start the
proposed nov Var Deportment building, I hope we have some
success this time

Whea funds have been appropriated, the expendaturc be-
comes a matter of current finance This 1s the function of
G-4. As you may remcmber, for the current fiscal year the
Prcsident decided that the appropriation for the Government
vas too heavy, and he dirccted thot a complete survey he
mde nth the vaier of impounding ten percent  The Budget
Advi=ory Committec, tocrefore, in considering the expeadi-
ture nrogram, vith 1ts agency G-4, was given the tagk of
recomrending vhere cuts should be made in the epprovriation
to accord with the President's idcas, and another serics of
very painful hearings had to be held The expendature
program, es aay other figcal paper, i1s referrcd to the
Budget and Lezislative Planning Br anc}:t before 1ts approval
by toe Chief of Staff, The get result of all that action,
1acluding the rescrvation of the President lagt year, wes
that the Army for a month fter the new ficcal yoar had
begun, 'as very very uacertoin ag to whot programs 1t ras
goiaz to be able to pursue

Throughout the year or more that these progroms and
cstimates h ve been undeor consideration, involving, s they
do, every arm and every branch of the scrvice, you can see
that their control requires not only fiscal knowlcdge but
the brondest military knowledge that 1t 1s possiole to
brinyg to bear. Particularly ~thile the bill 1s before
Congress quick decisions have to be mode vhich involve
sometimes some wmportant War Department projects and some-
times involve huge sums of money It is cssentiol, there-
fore, that Genernl Stoff officers vwho deal darectly snth the
subjcoct have a vide and broad knovledge of the Army, and
they should never mies n opportunity to acquire thot
knovledge at first hand

In regard to the fiscal affairs of the Jar Deprrimeat
1a peace time, I vould like you to romember then you serve
1a the “iar Department or in command capccities in the Army
thot money does not grow on trees, that the best of your
plans wvall fail and bog dom 1f financial support is lacking,
and that in the formulation of your plans you must think far
ahcad. You must consider aot only hat the irmediate fiscal
cffect will be but vhat the accumulative offcect through the
ycars will be, and jou must romcmber also that in the final
naalysis your plans ' 111 be subjoected, uader our system, to
considsrotion, both fiscal and political, outside of the War
Department by men vho are not soldacrs,
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Just to fix thesc matters a little 1n your mind, I will
show you two slides, give you the big basis these tlhungs are
workcd on  {Displayed slides.) Hore are the opcning para-
graphs of the tentative directive, It 1s » five paragraph
order, providing ir general for goneral instruction, for
personnel, intelligence, operations, and supply. Very seldom
do you see A dollar mark - 1t 1g all in programs vhich are to
be estimnted according to the strenzth, according to the
costes, and cverythinz that enters into the subgect, gencral
1astructions on supply, general instructions on the war
reocrves, reermoment, and re-equipment orogsrams laid out in
gquite o degree of detail, After that tentative dairective
the catimating agoncies (and this exomple just happens to be
tne Army war College) mnke out their preliminary money
egtim tes, called the abstracts of cogt. This 1s whol we
call the project she.l. It shows o summary of all of their
projeclis and an cstimate thet yeor of $83,177,00 1n all that
the Tar College wanted., This 1s the progect shect for the
tar Collige for the pay of civilian amloyces, Jhach they
estia ted at $73,000.00 This 1s a slightly changed form,
after the War Departnent has reviged 1t. It ceme dowm from
seventy-three thousand to sixty-nine tnousond after the
Budget Advisory Comaittee and the Deputy Chief of Staff and
the Chiof o1 Staff got through with 1t. And, instead of
hawvinge cixty-three thousand for pay of employces ve thought
they could et along wath sixty thousand., This is vhat 1t
locked like when 1t went to Congress.

I brought the slides to show you the relotive veight of
tae vorious War Department aporoprintions. As I told you,
these were all formerly included in one bill, now the non-
military hns been excluded and 1s brought out in a second
b1ll 1n Congress. This 1s the departmental appropriation,
vhich 1is the Var Departmoat overhead, thesec are all of the
military activities, these ore the non-rnilitary, such as the
Panama Conal, rivers and haronrs, communicotions, cbe. I
brought that slide dmm for the fiscal yoar 1937 becouse 1t
shows the changes in the total of the ‘or Department csti~
stes to which the estuwoting acencies hove to eontinunlly
accormodate themselves throush the year., The chiefs of ’
branches submitted cstimates for four hundred and ninety-two
millions, The Budget Advisory Cormittoc recommendea four
hundi ed and. forty-threec millions. The Denuty Chief of Staff
cut that to four huncred and twenty-niie millions - four
hundred and tharty millions., The Scerctacy of Jar went up,
added a lot of mwoney that year for the Axr Corps, to four
hundred and fifty-tvo millions. The Bureau of the Budget
gwe 1t a zood slash, cut 1t dom to three hundred and
seventy-eight mallions. The House Comittee went up a little -

)

- 10 -



g R SR T SO, IR MR s i & A =

three hundred and cishty-three millions, The House went up
two millions - three hundred and eighty-fave malliong, The
Senate went up five millions -~ threc hundred and nincty
millions, And then we did that year quite a rem~rk-ble thing,
that I have never seen ocfore and I do not expect to sece 1t
again - 1 tried last year -nd got licked ~ we came ocubt of
confercace vath more money than we had either in the Hovsc
B1ll nr the Senate Bill IHere arc the 1939 estimotes as

they 1 cre recommeadea by the Budget Advisory Committee, show-
ing you the distribution Here i1¢ the total - four hundred
and cighty-onc millions recommended this year, Fixed charges:®
pay of military direct, pay of civilions, clothing, subsist~
ence, and forage arounts to two hundred and sixty-nine riliions,
204 the variables, tvo hundred and cleven millions, The
variables are mailntennnce and operation of plants, vhich 1s
thirty-one millioas; maintenance ond operation of equapment,
vhich 1s forty-three rillions., The direct chorges include
such things as training, ammunition, tactical gasoline costs
for all the schools, maneuvers, etc., twenty-one nillions,
aiscollaneous things, five millions, nev cquipment nincty-
soven millions, and construction thirteen rmillions, We
always analyze the budget this way in 1ts various stages,

and in ry opinion the more we reduce 1t to proportions, the
more the peoportion of your nev equapment and your training
rises against your total, the better budget you hrve, becavse
then you arc naking o bucget to prepare the Army for ar,
This ghows the sqne cstimates broken dovm as affected by the
cuts of the Bureau of the Budget. The totel came dowm to
four hundred ond tventy-one millions thet the Bureau of the
Budgoet subutted, fixed charges to tvo hundrea and [1fty-
eight, and in the variable charges, and therc is vherc you
nave to do all your nlanning in the ‘ar Department is wathan
that .ne hundred and sixty-three millions, ner equipment came
dovm to sixty-seven millions and training to fourtecn ~11llions.

The scecoad function of the Budzet and Legislative Planning
Broncl. 1s the processing of legislation other than that of
the buvdget, and 1t 15 upon such legaslation that the framewvork
af the YWar Departaent rests  All programs of the wnr Depnri-
acnt st have some authorization of law. This suthorization
lies in the Nationel Defeoase Act and in other enactments hach
affect the Arny, or in the Approprintinn Act 1tsclf, although
legislation 1n the Appropriation Act 1s usvally restrictive
rother than further authorizatioa,

The obteining of gencral legislotirn 1s ancther methodical
process which involves the General Staff divisions and all
other agencies of the War Department. ls make n c¢all upon
then for i1tems to be included 1a the legaislative program,
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These core up and arc approved as i1ters by the Deputy Chief

of Staff after analy.ls and consideration Then they go back
to the General Staff divisions to have the legislation drawn
and the drafts of the letters to Congress submitted Legisla-
tion aavocated by the Wa. Depar tment must be submitted to the
Bureau of the Budget to see 1f 1t 1s in accord with the
President's program If the President, acting through the
Bureau of the Budget, states that legislation will not be in
accord with these programs the War Department, of course, 1is
stopped from forwarding it toCongress at that time. The
Bureau of the Budget may state that 1f the legislation be
modified in certain particulars 1t will then be in accord with
higs program, and 1t may then be restudied and rovamped to
follov such suggestion If the President, through the
Director of the Bureau of the Budget, statcs that the legisla-
tion will be in accord with his program, that fact 1s added to
the Congressional letters and they are siguned by the Secrctary
of War and dispatched The chairman of the appropriate com-
mittee, as a rule, introduces the bill and 1t 1s referred back
to his committese for consideration The comnittee may or may
not hold hearings Froguently they do, and the Budget and
Legislative Planning Branch arranges for the attcndance of the
necessary vitnesses of the War Department Personal and
political considerations frequently come into play in the
process of thewe bills through Congress, and thoy must be

most carcfully watched In awdition, many other bills which
affect the Tar Department are introduced by members of the
Congress themselves, or oa their own inatiative, and are re-
ferred to these committees  The committees call upon the

War Department for rcports on many of them  These bills in
turn rust be studied in the appropriate General Staff daivai-
sion or other vitally interested agencies of the War Depart-
ment, and the reports submitted are considered by the Chiacf

of Staff and the Deputy, and are also forwvarded to the Burcau
of the Budgct to ascertain vhether or not the legislation 1is
in accord ith thc program of the President  Officers or
ageats of the Budget and Legislative Planning Branch are in
constant touch with the committees of Congress throughout

the scssion It 1s 1in no respect lobbying, 1t 1s the proper
conveying of military information and advicc in matters of
detail from the cxecutive to the legislative branch of the
Government  Again, then such bills arc passcd they are
referred to the Bureau of the Budget and ithen to the War
Department for report as to whether the President should

sign or veto the bill.

The third function with vhich the Budget and Legisla-

tive Plaaning Branch has been charged is the matter of super-
vision and contact 1th respect to cmergency funds. A number
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of years ago this contact mas in G-4, later 1t wag placcd in
the construction braach of the Quartermaster General's Office.
By memorandum of June 29, 1936, the Chicf of Staff darccted
that the Budget and Legislative Branch undertake the re-
sponsibility of securing those funds for the use of the War
Department, along vith its similar responsibility for appro-
priatea funds For the past several yecars the Works Progress
Adrinistration has allocatcd funds to the War Department for
projccts of appropriate character. Recause of the fact that
the purpose of thege funds 1s the widespread relief of un-
employment, the doiks Progress Administration naturally ro-
quircs that a very laige percentage of this moncy shall go

to the cmployment of labor on the job. The regulations allow
only o very small peicentage to bc exponded for material
These percentages are such @s to make funds applicable
primarily to repair projccts and others of similar neture,
Hoveever, becauge of tho fact that the Yar Department supplics
supervigory labor and overhead, vhich rrould othervise have to
be hired, the ".,P.A, allovs the War Departmeat in 1ts darcet
allotmeats a highcr percentage of material then i1t does 1n
allotments vhich 1t mekes to the states. ‘e have secured
great bencfit frorm these funds. After consultation vaith the
Quertermestor Geaeral and other chicfs of services and wath
G-4, o progrom 1s drovm up as the basis of negotiotion vith
the . P A As a rule, cvery 7 P.A allotment 1s sapplemented
by o Lor Department contribution of persoanel 1n sup-rvisory
capacities, matcrial, and other finds, the W.P.A allotment
serving to supply the bulk of the labor on the job plus a
small allotment of funds for other thaa labor costs. Carcful
coordination of thesc allotments and the allotmenis of the
appropriated funds for barracks and guarters, and simlar
purposcs, 1s necessary and should be studied long i1n advance
in the War Department, so long as there is any prospect of
continuing these relief appropriations

Direct grants to the ar Department are not the only
source of thesc cmergency funds. The 7P A has allotted to
state Administrators, in proportion to the uncmployment in
the various statecs, vast sums for the purpose of amcliorating
that situation By pcrsonnl contect, post and corns areca
commanders have bcea able to persunde state administrators
that their posts have worthy progects, that the expenditure
of some of the relicf funds allocated o the states repre-
sents money going back to proporty of the Federal Govermment,
in addation to affording cmployment i 1thin their states.

The Budget and Legislative Branch is charged vaith issuing
such instructions to corps arca and post commanders os vall
facilitate and coordinate the proseatation of their requests
to state administrators and cxpedite their being put into
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proper form ‘hen the proposed allotments from the ceveral
st~tos hove becn receivaed herc 1a the antional headquarters
of WP.A , the Var Dopartment endeavors to bring a proper
consgrderation and to obtrin their approval., This work re-
quircs on the part of the branch coastant and daily liaison
wvath WP A, mith the Burea of the Budget, someiimes wath
the Comptroller General. During the fiscal year 1937, the
Yar Dopartment received in all trenty-three millions To
dnte in this fiscal year ve have, I think, well upward of
forty millions., They are really importont funds,

I think I have nov given you considerable detail on
the Whr Deprrtrient's treatment of 1ts fiscal and legisletive
probloms as they bear on ats military problems in tame of
peace

At the invitation of the Dircctor of the Industrinl
College, I will discuss to some extent the guestions in-
volved 1a war budgets. I can say that this can be only a
mitter for congecture boecaase the laswr, the fiscal systenm,
and fiscol conditions of the couatry are constantly
chwging, and the conditioas of prescenting the var Depart
mnt's vie point as to vhat wmll constitutc the essential
sirc s of the next var may be quite aifferent fror the
condaitions prevailing during the last mar. In Congress
lics the po er to declare war, in Congress lies the pover
to raise and support srmies, and in Congress 1ll lie the
decision as to vhat detail 1t «1ll demand in considering ~
estinates for War Department appropriations and in appro-
priating for them Personilly, I believe that 1l var were
novs dcclared Congress would place abt the disposal of the
President, as 1t has in the past, o fairly large lump sum
tn be applied, 1 his Judgment, to meet the most urgent
mmnediete necegsities  This sum would be small in com-
parigon iith the real necds of a mejor var, and Congress
would 1mmediately talke into consideration cstimates pre-
pared by thce War Departient to carry out its plans for its «
shore of nationcl defense At the beginning of the world
ilr, Secretary Baker vent to Congress and in his opening
statemeat nsked thot the War Departmoent estimate, which
he vas submtting s o deficiency for thot fiscal year -
nearly threc ballion dollars - be appropriated in one sum.,

The committce took issuc vith him imediately and stated
thnt vhile 1t could not reqguire the anount to be Justified,
as 1t wvould an peace time, 1t intended to appropriate the
money under the general headings of the Yar Department
Approprintion Act, aand the Comaittee so examinced the esti-
metes vhich vere submitted by Mr, Baker, It appropriated
for pny, subsistence, ordnonce, etc., in the amounts of

1
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two billioas two hundred end eighty-one millions  The War
Departnent estimated for i1ts requircmeats in round figures,
based upon per capita or military uait prices; and the appro-
priation was enactea <o os to allow considerable flexability
within each appropristion title, It is my opinion, after
tulking to mambers and to old and established employees of
the appropriations comittee, that the Congress would follow
very "uch the same procedure aow. It »nll develop, es 1n
the past, that the "ar Department cannot expend these huge
suns in one fiscal ycar. The rate and the probable expendi-
ture 111l be a matter with vhich Congress will greatly con-
corn itself for it must build taxation or loan programs to
finance that expenaiturc as the checks are presented to the
Ticasury for payment  Since great quantities of guns, cloth-
ing, amrnunition, airplanes, and other military supplies take
a long time to manufacture end oaly - portion of the checks
¥1ll be presented for payment rrithin a fiscal year, the
Congress wll resort, as 1t hns in the past, to legislative
contract authorizations, shich an effect 2llo the war
Department to place the orders and hich pledge the Govern-
nent to appropriate the pay for them i1a the future s the
supplies arc delivered

As to the basis of formulating the War Department's
estimates, we are 1n a much better nosition than we vere in
1917 and we would be i1n a still better position 1f our
mooilization plans could remain stabilized for a period of
three or four years at a time The Four Army Plan had just
reached the point where this fiscal i1equiremeant could be
calculated for a given period of time when 1t was changed,
now we have gone to the Protective Mobilization Plan The
result of this plan has been to reduce initial requirements.
G-4 has completed a very thorough and exhaustive study of
the war reserve requirements under the Protective Mobiliza-
tion Plan These, of course, furnish the guiding line toward
which our peace-time efforts should flow, for these are the
essentilal military ccquirements which should be on hand to
bridge the gap before industry can reach a speed of pro-
duction commensurate with expenditure of materiel  Aay
deficit in war reserve items remaining on M-day will, there-
fore, be a first 1tem of war expense for consideration and
will be largely teken care of, we hope, out of the lump sum

In addaition to the war reserve i1tcm, of course there
is the very important program of The Assistant Secretary of
War on aids to manufacture which should receive equal
consideration This year we were able, I am very happy to
say, when we submitted our suoplementary estimates under
the President!s message, to include a sizeable 1tem for the
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reduction of that deficiency in airds to manufacture, as well
as a fairly good 1tem for redaction of deficiency in war re-
scrves From the Protective Mobilization Plan itself 1t is
not difficult to compute in a fair degree of accuracy the
requirements in pay, clothing, subsistence, and shelter for
any given period  From the color plan involved would come
the information on which to base costs for the transporta-
tion of troops and supplies, and from the character of the
mpoending operations and progressive plans of the War Depart-
ment to meet the emergency, will flow the determining factors
for the building of further estimates  With the amount of
study that has been put upon the mobilization of industry, ’
ags well as vpon the mobilization of manpowver, I believe that

the nasic data 1s on hand 1a the War Department to enable

1ts plans to meet any given situation to be rapidly *
crystallized into estimates for funds. As a matter of

practice, i1n the War Department 1n veace time we find that

the ostimate of one agency when submitted to the scrutiny

of a vell 1nformed fact-finding body often contains mistakes,
miscalculations, and duplications, and that priorities are

not ofteca well balanced If time were availlable and the basic
mobilrzation plan would remain stabilized sufficiently long,

I believe 1t vould be an excellent i1dea to cause the fiscal

scope of the Protective Mobilization Plan for a given period

of tame to be estimated by thc procuring agencics and then

to subgect theese estimates to an examination by such a fact-

finding committec to sec that 211 the elcments of the plan

were provided for, that stabilized priorities in their plan -
are in their :elative order of importance in the estimates, -
that two agencies arc not asking for funds for the same
thing Such a committee maght well be composed of repre-
sentatives of the Deputy Chief of Staff, all the General
Starf divisions, and the Planning Branch of The Assistant
Scerctary of War's Office The attitude of this examination
shovld not be to force cconomy, as is frequently necessary
n peace time, but to sce that we geot the most sar and the
most effective war for ithe money In var as in peace, I
believe that one agency close to the Chiel of Staff must be
constantly employed in assembling, scrutinizing, and pre-
sonting to the Presadeat and the Congress the War Depart-
ment's rccurrent estimates of funds nccessary for the
nrosccution of its aims. Speed vill be an cssential factor,
thercfore, the number of pecople vho appear before the
committecs 1l undoubtedly be roduced, ~nd favorable
Congressional action will denend Jargely on the confidence
iraich the Congress has 1n the ability and the integrity of
the fow men who apocar before it

I could not tell you much about my troubles, but that
I think 1s about the story of what 1e do from day to day.
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