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PROCU~ ~E~T PImI~ lUG 

i. General.- The genera~ m~ss~on of the Procurement 
Plans D~ws~on ~s that of g~v~ng effect to the statutory 
powers of the ~ss~stant Secretary of War ~n Section 5a of 
the IIat~onal Defense Act pertaining to "superws~on of the 
procurement of all m~l~tary supples *** and the assurance 
of adequate prov~s~on for-She mobml~zatxon of mater~al ~ 
essential to war-t~me needs," ~nsofar as they apply to com- 
pleted ~tems or thexr comgonents. The D~v~s~on ~s not con- 
cerned ~tn bas~c commodities, l~ks ~ool or steel, nor ~th 
what mny be cnl!ed co~tr~butory ~tems, such as fuel or power, 
Other lecttues covered Shese phases of the procurement prob- 
lem. 

2. S peclflc Functlons.- Flor~ing out of thls gonerol 
m~ss~on are peacetime functions ~s follo~s, 

~. To suporvzsa ~nd coordlnuto the procurement 
plcnnlng ctlwtzos of the sugply ~rms end sorvlcos, 

~. To ravlo~ nnalyzo, ~nd c0ordlnoto the pro- 
curamont plcns prepared nnd subm!ttod by the supply arms ~nd 
sorvlcos. 

~° To coordlncto pl~ns for clossos of ~-tor~l 
Involv~ug more th~n one supply ~rm or service. 

_d. To propcro plans for suporv%slon of ~pr pro- 
curomont. 

3 %7cr Functlons,- At ~ho outset of ~mr, plannlng 
of tho pooco-tlmo type coosos end the Plonnlng Branch of the 
0fflco of tha ~sslst~nt Sacrot~ry of ~Zcr is raorg~n~zcd ~nto 
tha Procuramont Br~uch, 

The Procurement Plcns Dlvlslon becomes the Pro- 
curomont Progress D~islon ~ith functlons to bo d~scussod 
lctor in thls lecture. 

4. ~cs_ponslbllltlcs for PlonnlnE.- The l-v provldos 
that chaofs of supply orms and sorvlcos ~ro rosponslblo for 
tholr procurement ~ctlvltzos, Includlng procurement planning. 
The role of the ~sslst~nt Secretory of %~r is that of su- 
porvlsor. He prcscrlbos trio form ~,Id goner-1 contents of 
plans to bo submitted, ox~nos cnd coordln~tcs them when 

-1- 



submmtted, a~d renders such other assistance as ms prac- 
ticable. Dmctatmon ~n matters of detaml properly w~th~n 
the sphere of the supply arms and servmces ~s carefully 
uvomdod. The mnztmatmve rests w~th the supply arms and 
services ~hero ~t must always roma~u ~f any real results 
are to be obtamned. 

SECTI011 II - }TEC~SSI~I~ FOR PROCLTR~rT PLa~RTI#G 

5.  Tmmo Element.- ~s tmmo zs of the essence mn ~ar, 
mt ms obvious that a natmon prepared to throw rots trained 
~an po ~or promptly mnto thc conflmct, backed by munmtmons 
po~ or, has an enormous cdvant~ge over an opponent not so pro- 
pa~od. The mmport~nc~ of early deployment of n~tmonal po~or 
therefore needs no ~rgtuuont, Troops mu battle are helpless 
mthout munmtmons. Success therefore l~rgcly depends on 

~doqucto supply cmthor from ,~sr reserves or from nc~f produc- 
tion or ~ combznstmon*of both. ~Vcr rcsorvos ore costly mn 
their ~ccumul~tmon end m~mntoncnco cnd should bo hold ~t thc 
m~n~mum n~cdod to bridge the g'p unt~l no,, production c~n f~ll 
~ll needs. No- productmon, ~s ocrly a~ possible, end ~n cdo- 
qu~to qu nt~tmos, ms the goal of procurement plcnnmng. 

6. Procurement Confuslon in World ~,Tar.- '%~nen war 
was declared there was a general haphazard rush of the supply 
branches to place war orders each supply branch made mrs own 
contracts wroth prlvate industry wlthout r~gard to the needs 
of other deportments." Thms sounds fa~rmllar but mt does 
not refer to our own e~er!ence. It ms from Platoff's ac- 
count of mndustrlal problems in Russla In lglA (Army 0rduance, 
Larch -~prll, 19el). Yet how slmllar ~s our own expermence 
In 191V ~. Largely to keep the ~far Department house in order 
in the next emergency, the Natlonal Defense Act of 1920 
placed suporvlslon of procurement plans ~ith the Asslstant 
Sccrotar~ of W~_r and m~do hlm responslblo for on orderly pro- 
coduro mn ~llocmtlng the oxlstlng productlon c~pc clty ~Jnong 
the Army proctu~omont ~gonclos~ ~th approprl-to rcscrvatlons 
for the Vary nd clvml~an roqu~r0monts. 

V. Bcsls for P!~nnlng.- Since procurement plcnnlng 
ms absolutely nocosscry if mnmtl~l ~var-tlmo confuslon is to 
be mm~mmlzod~ ~hct ere the ossontm~l elements of a procure- 
merit plan 9 Such a plan must furnlsh sctlsfoctory ~nsrors to 
the follo~ ing quest lens. 



a. lhat ms wante~ ~ 

~. How ma~y are needed and when ~ 

C Where can the ~tem be procured ~ 

d At what rate can zt be procured ~ 

An analys~s of these elements is necessary to a clear under- 
standing of the problem. 

$ECTIOF III- EL~%,~fS 0Y PROCURI~rE'~f ~L~h~ll,~G. 

8. ~at Is wanted o - There are two separate vlew- 
polnts on thls quostlon - the suoply wewpo~nt and the pro- 
curoment plannlug vle~o~nt. To satisfy the supply vmo~wpoznt~ 
mt ms necessary to know what ~s to be ~ssuod to troops. Thms 
covers a wzde range of artmclos, all of ~hmch must be covered 
by spoclf~cat~ons, d~a~lngs or other l~forma~lo~ necessary for 
procurement. The supply catalogues are prepared by the supply 
sorvzcos under the suporvms~on of the C~noral Staff and ~n- 
eludes over 7,000 ~toms. The procurement plannmng wowpomnt 
recognizes thc t for the 7,000 ~toms on the supply l~sts, there 
are t~,o gonorel categories. 

~. Items for .hlch plans ~ro u~nocossary because 
of ~mplo norn~l sugrll-os. ,~ c~ll tncsc Class III items. 

~. Items whlch present ploouromont dlfflcult~es 
~d should be covered by plans. Those ~ro Class I items ~nd 
to a lesser extent Class II presentlng mlnor procurement prob- 
lems. 

The chlefs of supply arms and solvlces ale rosponslble 
for the cholce of the items for ~hmch plans are to be pleparod. 
The ~sslstant Secretary of ~hr Is naturally most Interested in 
those items aY~d has the Procurement Pla,~s D1Vlslo~ oxannno all 
pla~Js for tho~i l~ the lutorcsts of coordlnatlo~ amo~g procur- 
ln~ C~o~IClOS, 

9. It is not al~vays posslble to base procurement plans 
on the items as llsted ir supply catalogues. Sometlmes it is 
necessary to break up an Item ~nto components for placement of 
orders. Here the procurement llst begins to dlverge from the 
supply llst. T~e Ordnance Department does not order complete 
rounds of 75 mm shell. It procures separately shell bodleb, 
cartrldge cases, fuzes, prlmers, powder, high oxploolvos, and 
co.,~talnors and brlngs all of those components together at 
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another plant for ass~ly. To make ~hese components, mt 
must also p,ocure ~tems never issued to troops but neverthe- 
less necessary for manufacture, l~ke gages and other ~n- 
spectmon tools. Plans are required for all of these com- 
ponents a~d for the fmnmshed ztem. No further elaboration 
ms necessary to show that the p~ocure~ent lmst cau never 
be mde~mcal w~h the supply list. 

i0. There are 7,55& mtems o~ the supply Imst as 
compared wmth 1,169 mtoms for ~hmch formal plans w~ll be 
propaped. The procuromo~t plan~mng last changes fro- 
quoutly as pla~umng proceeds It should bc noted that for 
such su2ply sorvmcos as the Quartermaster Corps and the 
~, odlcal Dopartmort whoso mtems arc largely commorcmal, the 
supply last exceeds the procurement planumng last, whale 
for the Chenmcal Warfare Sorvmce wroth non-conm~ercmal atoms 
the reverse ms true. 

ii. How many o~ oa%hlto~ are J~ooded and when ~ - 
Thls quostlon opens up the basle subject of roqulromonts. 
fhero ~s no mobllmzatlon plan lu 1917 to serve as a basls 
for roqu!ro~onts for supplmos. Such methods as wore used 
~ore guesses ~hlch had to be changed frequently. 0fton 
procuromont orders had l!ttlo rolatlou oven to such rcqumro- 
monts as exlstod. Thls year (1938) we have a well cons!d- 
ercd mobll~zatlon pla~ (Protcctlvo ~±oblllzatmon Plan plus 
Four Augmc~batlou Plans) ~ich has recently superseded the 
General ~b~lmzatmon Plan of 1953. The chzof dmfforenco be- 
t~con these %~o ~lans ms tlzt the man power mobmlmzatmon of 
th~ 1938 Plan ~s only about 50% of that of the 1958 Plan mn 
the fmrst four months, thus makmng procurement of supplmos 
a ~ro practmcablo proposmtmon mn those early cr~tmcal 
months. 

IZ. ~ny mob!llzatzon plan to be practlcablo for pro- 
curomont plannmng must show ultln~to troop objectives, the 
rate of mobmlmzatlon laonth by month, the rate of transfer 
of unlts from Zone of Interlor to Theatre of 0pcratlons, and 
the dmstrmbutmon of the mobmllza~lon to corps areas. ¢~ith 
these d~ta, mt ms posslblo to compute ~roop roqulr~1onts. 
The General Staff provldos all of thls inform~tlon In troop 
basls t~blos. 

13 Lonthly troop mequlmements are computed as follows. 

a. Inmtlai mssues - The quantitles required for 
the orga~izatmous in the troop basls tables are derlved from 
Tables of Basmc Allowances and Tables of 0rganlzatmon. 
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~. ~ o  ~anco ~actor - To the mo~thly Issues 
• s added a mamntona~co factor to compensate for wastage or 
Lqa~nto~auco. The ma~.tona~co factors var~ v~doly for d~f- 
foront mtom~ and arc based o~ thc o~or~onco of supply 
services, o~thor from ~orld ~Tar data or from poaco-tmmc 
kn0wlodgo corrected for probaolo war effects. Th~ noccs- 
s~ty for reasonably accurate maintenance factors ~s appar- 
ont ~f excessive total requirements from th~s factor are 
to be avomdod. Dmfforont mm~n~onanco factors for Zone of 
Intormor and Theatre of 0potations are also necosssry, 
those for thc Theatre of 0potations naturally being greater. 

_c D1strlbutlon factor - Thls is a fnctor ap- 
pllod as a porcontogo to provldo addltlonol stock for 
t~rlffs of slzos s~d for dmstrmbutmon through the l~no of 
do~ots. Thc percentages rsngc from ~ to 50% For 
Class I supplmos, ~ndlv~du~l oqulpmont cud ~m~nun~t~o,~, 
they ~ro ~ppl~od to thc mcx~mt~a monthly requirement for 
• n~t~ i ~ssuo -nd m~ton~nco. Aside from ~ few ~nd~v~du~l 
c-sos, the mcxlmum occurs ~. the f~rst month. For org~n- 
~z~txonal equipment, the present tendency ms to cpply the 
d~strmbutmon f~ctor to m~t~l ~ssuos ,~dc o~ch month ~n 
order to ~nsuro that tn<.~c remains ~n thc dmstr~butmon sys- 
tem the ruqu~rod porc~ntsgo of the totol ~mount of the 
pcrt~cul~r mtom m~ use in both tnc Zone of Interior ~nd 
tnc Theatre of 0poro~ous, 

_d. Defense ~ro_]oct_s - This f~ctor covers the 
roqulromonts for our ovorsocs gnrrlsons ~nd ~s ~ppllod in 
the flrst month. 

_o. Ij~X requlrem6nts - Some Items for the 
IT~vy ~nd li~rlne Co,ops ~re snpplled by the Tar Dep~rtment. 
These lequlrements ~ro ~p±~lled ~s requested by the ~T^vv. 

l~. The to~l of these monthly troop roqulromonts 
doscr!bod ~bovo is shlftcd forward one month so t1~t sup- 
ply is ~v~llcblo ct ~ho boglnnlug of the month concerned. 
All of the sZeps doscrlbod ~bovc ere controlled by General 
St ~ ff Instructmons. 

15. The next clement brlngs 11 the Asslstqnt 
Socrot~ry of Wcl ond the supply sorvlcos. Thls clement is 
monthly procuromcnt roqul~omo~Jts. Procuro~t~ont roqulro- 
monts ~ro dotormlnod by doductlng the stock on h~nd (~wr 
rcsorvos) from trio troop roqulromonts ~ad tnon shlftlng the 
flgures forward ~nothor month to compcus~to for the tlmo 
~ocoss~ry to dollvcr from the f~ctory to the crmy dcpots. 
If there a~o lorgo w~r reserves, procurement roqulromonts 
for the flrst fo~ months ~i~y be reduced to zero 
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16. ~Cnere can the ~tera be procured and at what rate ~ - 
By the steps ~ust descrmbed, we now know what and how many 
of any gmven mtcm are to be procured and the months ~u 
,~hmch ~eeded It ms ~ow pract~caole to approach mndustry 
for sources of productmon, for mt must be borne zn m~nd 
that the gover~aent arsenals and depots can produce only 
10% of the munmtmons ~eeded The co~%act wroth mndustry ~s 
obtamned through the procurement dmstrmct organmzatmon of 
the supply s~rwces. The fmrst step ~s to apportmon the 
monthly procurement requirements to the varmous dmstrmcts. 
The d~st~mct organmzat~ons survey the most suztablo fac~l- 
tattoos z~ tho d~strmcts and report themr fmnd~ngs on sources 
and ~atos of ~0roductmon to the cnzefs of supgly sorvmcos. 
The chmofs of supply services then obtamn allocations, 
complete or partmal, of the productive capacmtmos of the 
doszrod faczlmtmos from the Asszstant Secretary of 7at. 
The fm~l st~p ~s that of obbamnmng accepted schedules of 
productmon from the ~llocatod facmlmtmos, or ostmmatos mf 
accepted schedules ca ]not ba obtamnod. The mmportant sub- 
3oct of allocations has bo~ covered mn another lecture. 

17. The form and co~to~ts of proculomont plans to 
be submitted to ~he Asslstant Secretary of ~ar for approval 
are prescrlbed ~n Cl~cular No. 2 of the Plannmng Branch. 
Tnls clrcula~ deals wlth the details of plans and pres- 
crlbes ar~ong other tn~hgs the us~ of Form l, an abstract 
of the status of pla~s for any glven item where plans are 
necessary. The form provldes for the assembly of the 
d~ta dlscussed in the prevlous paragraphs, Including the 
~tchlng of requireme~ts agamust productmon~ the cumula- 
tlve shortages or surpluses, and other per~inent facts 
pertomnlng to the mtem. What appeors on this form is often 
the culmlnctlou of sevorcl years' work on devolopmeut end 
test of the item, the assembly of tochnmccl data~ the com- 
putctlon of requmremeuts, and the locctlon of focmlltles 
for whmch cllocstlous end accepted schedules hove been ob- 
t fried. Sometlmes c ~  mtem requires more det~ml than Form i 
provzdeso Such totems, or groups of internes, ere covered by 
supplemental pl2.~s, some of whmch, lmke the Ordinance plans 
for ~rtmllery mtems, are qumte oloborcto. 

SECTIOI r IV - hDUC~TiO±rAL ORDERS 

18. I~ the current fmsc~l yeo~, ~ new and pr~ct!ccl 
olonont h~s been mnjoctcd mnto the procurement plcn~ progreau. 
Thls Is the oduc~tlon~l orders progr~an. It has boon rc~lmzod 
for years that the best guarantee that n~nuf~cturers who ~re 
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scheduled to produce no~-conm~erc~al munitions in t~me of 
~ar can actually make good on their estimates is to g~ve 
them small orders ~n t~me of peace to gain experience ~n 
the problems of tooling, routing of work, and ~dent~f~ca- 
t~on of choke points. As a fact of h~stor~cal xnterest, 
it m~ht be noted ~u passu~g that ~r. Howard Coffin, dur- 
ing h~s survey of ~ndustry in 1916, wrote to Senator 
Chamberlain, 0ha~rman of ~hc Senate ~l~tary Committee, 
urging legislation for practical educational work ~n 
• ndustr~al plants, The 75th Gongress flna±ly recognized 
th~s need ~n th~ Educational Orders Act and authorized 
~B,000,000 a year for flve years to f~nance educational 
orders for the most ~mportant non-co~uerc~al ~tems. In 
the program for the present yoar~ you w~ll rca~ly recog- 
nize the ~m~portance of the follow~ng itcnu~ no~ bo~ng 
handled from c~rrent appropriations: 

Sera~-autonmt ~c r~fle 
Recozl mechanism for ~" A.A. gun 
Forging of V5 mm shell 
~dach~mng of V5 mm shell 
Gas mask 
Ant~-a~rcraft searchLght 

19. What will be the effect of au educatlonal order 
on the war procurement of an item 9 i concrete example, the 
aln~n~ clrcle, will m~d~o the effect clear. The monthly 
troop requlrements for thls item start off wlth a heavy 
Inltlal ~-day need followed by slzable monthly inltlal 
equlpment and replacement requlrements untll complete mo- 
blllzatlon, when the demand becomes stabilized as a rep!aco- 
ment proposltlon. The present productlon curve for thls 
item indlcates that llttle productlon can be expected before 
the 4th month and that it will be the 7th month before max- 
imum productlon can be reached. ~eanwhlle the requlromonts 
curve during thls crlt~cal por~od has been dlvor~ing from 
trio productlon curve so that a large doflclt exists in the 
5th month l~ splto of the appllcatlon of the oxlstlng stocks. 
An oducatlonal order Is now placed in the plcturo. It has 
its effect on the productlon curve by ol~mlnatlon of some of 
the t~mo-wastln~ but nevertheless necessary preparations by 
the manufacturer to got started, htL~xlmum rate of production 
is obtalnod in, say, the 4th month rather than the Vth month. 
The dof~c~t in the 5th montn would be reduced to approxl- 
matoly 50% of what it would have been had there boon no odu- 
catlonal order. It ~ght be argued that the productlon curve 
mlght be brought even further back and perhaps ollmlnate the 
deflclt ~n the example g~ven. Th~s ~deal can hardly be rea- 
lized as there ~s an ~rreduclble m~n~mum of preparatory t~me 
required even if an educational order has been used. 
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20. ~ vital s~co~dary effect of educatmonal orders 
ms on the smzo of war rfscrvcs. 0bvmously the more nearly 
no~ productmon can moot the needs, the loss the rosorve 
n~cossary to bridge the gap untml produc~mon is a~ accom- 
pLsnod fact, As reserves azo cxponszvo of accumulation 
and ma~ntona]]co and dmffmcult to bumld up to proper smzo 
from poaco-tmmc fu]ds, measures ammod at roductmon of the 
minimum war reserves assume pr~uary importance. It is 
no phantasy to mnsmst that the oducatmonal orders progrc~n 
properly developed w~ll be the chief measure mn roductmon 
of theoretical reserve roqulromonts. 

SECfI011 V - VALUE OF PROCDqOJ~I T l°LA~ S 

S1. ValuG to Sujp~lv Sorvmcos.- The ob3octmvo of 
l~rocurement pla~s ms to provmde chmefs of supply servlces 
wlth workable arrangs~ents to carry out thelr procure- 
men~ mmsslons. The smnpllfmed Form No. 1 Is deslgned to 
l~clude only the essential data a~d to m~dlcate at qll 
times ~ust how the supply servlce stands for cny g~ve~ 
mtem. Revision Is also easy~ P~obable choke points In 
±oroductmou become evmdent c~d lead to o scorch for a 
solutmon, Somo~mmcs c chsngo of design to mmgrovo pro- 
ductmon possmbzlit~os arzses out of c plcn d~scussed 
wm~h c m~nuf~cturer, Impossmblc dofmcmts whmch c~nnot 
be mot by awmlcblo f~cmlmtzos often oppo~r ~ud force a 
chcugo mn sonic focturo of trio progrcm~° 

22 If Form i c~n be completed for ~n item, it 
c n bc produced mn t~o of we, r, slncc ~iI bcslc d~tC 
sro ~t h-nd. If, for oxcmplo, the drc,~rmngs ~rc not 
~w!lcble, the w~rnmng ms plaln that the procurlng 
ogency ms not ready. Costs cud shlpplng dcta else 
~ppe r o~ Form i ~nd hers themr volus in m~klng up w~r 
pproprl~tlon estimates ~0d for tr~nsport~tmou requmre- 

ms ~It S. 

23. Thls form h~s ~lother v~lue for computation 
of trio ~7~r reserves ~lhlch should b e  n~int~ined. The 
greatest monthly cumulctlve shortage Is ~scort~inod by 
lnspoctlon, Thms roprosouts the necessary mncro~so of 
oxlstlng stocks if there ms to be no short go before 
productmon c n be developed. The stock plus the cumu- 
l~tlvo short~go glvos the thoorctlccl w~r reserve. The 
Protoctlvo l~obmllzctmon Plan -ith mts slower 1~n-pov~or 
mobmlmzotmon reduces the necessary ~;~r reserves to more 
zo~soncblc fmguros th n ~s the c~so wroth the 1983 Plan. 
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2@. Value to Asszstant Secretary of Var - Pro- 
curement plar, s are ~ever entmrely co~@leted but must re- 
nmm~ flumd and rospous~vo to rov~smon as the factors 
cha~Gc 0fte~ the scrutzny of a plan completed several 
years ago zud~ca~es that some v~tal change bus taken 
place v~h~ch has not boon covered by a rcv~smon. I have 
~n m~nd ouo pla~ which was apparently complete but had 
the fctcl defect thor the fz~m schodulcd to produce the 
~tom ms now out of bus~ncss. Pl~ us ara of wluo only ~s 
long ~s they are complete ~ d up-to-d-to. 

25. The pr~uc~pal duty of the Proct~remeut Plans 
D~v~s~on ms to • spect the plans abstracted on Form 1 
and evaluate the pmcture presented. These abstracts 
gmvo an accurate portrayal of the status for a ~ven 
mtom a-d sho~¢ whether bho chief of sorvmco concerned 
ms prepared to 2rocuro. Progress can be evaluated. If 
s~g~f~cant shortmgos ~ro appc~ont, the chmof of sorv- 
~cc is requested to rovlow tno s~tu~tlon w~th a vlo~v to 
• mprovomont. ~iost mmport~ ot choke points c~usod by 
short~gos of row materiels, ~rchmncs, skml]cd l~bor, or 
other f~ctors c~n be dotcctcd ~nd spoczcl studzos under- 
taken to correct them. 

26 These plons also plovlde a brake for mo- 
b~llzatlon plans. Obvlously tme ms~-power curve must 
be dependent on the supply ct~rve. If the procurement 
program cs~not meet the troop moblllzctlo i, thls f~ct 
must be brought to the atto~tlon of The Gonoi~l Stsff 
so that the mob!l~ctlon cu~ bc brought into ll~1o ~ith 
supply posslbml~tm~s. The ab~ndornuont of th~ 1983 ~o- 
b~l~z~tmon Pl~u w~s csusod by jus~ such a f~mluro of 
supply pl-ns to moot the moo~l~z ~mon curve. 

27. Coordln-tlo~ studles of Items procured by 
one supply servlce wzth rel~ted items an other supply 
sorvlces form ~n import~nt duty of the Procurement 
Pl~11s Dlvlslon. R~dlo equlpmont, procured by the Slgn~1 
Corps, Is Inst~llcd In t~nks produced by the 0rdn nco 
Dopcrtr~nt end ~Irpl~ncs by the ~ir Corps C~s 
shells ~ro plocurcd by the 0rdn~nco Dcp~rtmont, filled 
by the Chomlccl V~rf~re Sorvlco ~vlth g~scs procured by 
them ~d then tulnoa over to the 0rdn~nco Dop~rtmont 
~g^mn for issue. Antl-~Ircr~ft oqulpmont is procured 
by the 0rdn~nco Dop~rtmcnt ~zd the Corps of Englmo~rs. 
Sucn items must bo coordl~otod ~] thclr procuromont so 
that the entire progr~u c~n bo kept in b~l~nco. If 
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choke points mu these related m~ems are dmscovored, the 
chmef of servmce concerned ms requested to bring the mtem 

to balance wmth the rest of the program 

S~C~I01 VI PROC~{~D~£T PR0@QESS DIVISi0p~ (~uq) 

28. Przncz~a~ ~b_]octmvcs - ~t the beg~nnlng of 
an omorgency, ~no Procurement Pla,~s Dzvms~on becomes the 
Procurement Progress D~v~smon. The prmncmpal ob~cctmve 
~s suporvmsmon of procurement wmth as lmttlo ~ntorfor- 
o~co as posszblo wmth the actual procurement by the re- 
spo~s~blo suppl~ scrvmco. Thms ms accomplmshcd mainly 
by observation of progress and the applmcav~on of pros- 
sure whomever procurement d~ff~cu!t~cs cause the p~ogram 
to fall hohmnd schedule. 

~9. S~ct~ons.- The war pla~ of the Procurement 
}regress Dmcmszon provmdos for or~an~zatzon mnto throe 
s~OtlO~S~ 

Procurement Revlew 
Contact and Purchase Information 
Procurement Analys~s 

30. Procureraent Revlev~ Sectlon.- The peace- 
tlrae dutles of the Current P~ocureme~t Branch of the 
0fflce of the isszstant Secretary of ,,/at ale merged w~th 
the Procurement Revlew Sectlon but the pollcl@s are 
c~anged to sult war condltions luauy of the restrlc- 
tmons on ooace-tlme procureme~t must be relaxed to the 
greatest o~%@nt couslstout ~ith legal procurement of 
suppllos whlch must be obtalnod rapldly. Curro~t study 
of poacc-tmmo rogulaG1ons mJ~dlcates what rcstrzctlons 
will have to bc removed or changed. Among others, ad- 
vortlsln 6 and compotltlVO bzddlng rogulatlons will have 
to b~ chauocd , partlcularly for non-cemmerclal items. 
Howcvor~ fol most commorclal ztops, compotltlVO blddlug 
~lll prooably still be omployod. 

31. Other dutles of ~hms sectlon wmll be (i) to 
supervmse lctcrbra, ch procureme,~t aJ~d foremgn purchases 
and (2) to lnvestlgato and settle such oo~fllcts in 
1~structlous and procuremen~ methods of the varlous 
supply sorvlcos as false obstacles to procurom@nt and 
ale not the concor~ of some other dlvlslon of the Tar 
Procur em~nt ~rauch. 
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32. Coutrect and Purchase i~format~o~ ~ Section.- 
Thins soctmon ~s the control source of ~nform~t~on ~n the 
Jar Department on procurement. I~ ms also the l~a~son 
sgoncy v~th the supply scrv~cos ~ud the other procuromo~,t 
~gcnczos of the Govor~ont. The outbrock of vmr w~ll of 
course bring a flood of con~roctors to U~sh~ngton sookmng 
bus~noss from the ~ssmstc~t Socrotsry of J r ~s procure- 
ment director of trio Ucr Department ~no Co~tr~ct ~nd 
Pu~ch~so I~forn~t~on Scot,on will rocolvo those men, g~vo 
thorn such ~nform~t~on ~s ~s ~v~l blo ~d so~d ~ost of 
them b~ck to docl v~th the procurement dmstrmct from whmch 
they c~mo. If rostr~ctmous sro placed on procurement, 
thins sectmon w~ll also revmew contracts of the supply 
services to m~sure that the restrmct~ons are followed. 
Close l~a~sou ~th the Legal D~v~s~on ~s also maintained 
on all legal questions relatmng to contracts 

ZZ Procureme,~t A~alyszs Section.- The Procure- 
ment Analys~s Sectmon ~s the principal tool of the 
Assistant Secretary of ~{ar mn superv~smng procureme~t, 
Its work ms r~mmnly stat~stzcal. The facts about pzog- 
ross and the~ analys~s to g~ve a ~rue p~cture of the 
s~tuat~on are fundame~tal to control of the }oriole pro- 
gram Its most mrportant duty ms to locate choke pomnts 
where procurem~t ~s lagging and ~arn all concerned 
~here pressure must be applied Properly organzzed and 
~ress~voly managed, th~s Scct~on mzght coucemvably be 
the ~orvo cc~or fo~ coo~dmnat~o~ of the vholo procure- 
mout prograr~. 

SECTi0I~ VII - REVIEq OF STEPS IN PROC~I~T PL~"]NI~G 

34. The slldo ~ow o , ~  the scrcoJJ shows the varlous 
stops roqu~rcd to carry a ucw non-co~uorc~al item from 
its or~gl~ml g~J~orc! porfolmanco spco~flc~t~on by the 
usln~ arm through ell the processes necessary to flnal 
p~ocu~on~nt plcn Tho~o are 3Z of those stops under 
the 0rdnanco Dopcrtno,~t cycls sho~m o~ ~ the slldo The 
flrst 19 of them dcol1~g ~Itn dov~lopm~t to stznda~d- 
izstlou h~vu b~cn doscr!bod l~ auoLhcr l~cturo. Trio 
oth~r 14 stops ~rc coucor~od v~mth oct~v~t~os ~f~or 
st nd~rd~z t~o~. fn~ ~holo cycle requires y~rs for ~ts 
complot men. 

35. Stop ~o 19 Is f1~l st nd~rdlz~tlon. Fol- 
!ovl~ thls s~p for ~ tlmo thcro ~r~ too llnos of ~c- 
blvlty la Stop S O  ~ the 01d~mncc ~r Pl ~ Is Dlvlslor 
r~ucsts " b-sls of issue from the usln~ ~rm, the uslng 



In (Step 21a) leco~maends a basls ~ich ms approved by 
t~e General Stuff (Step 22a) and returned to the 
Ordnance ~r Plans Dlwslon for wastage factors (Step 
23a). The wastage factors are supplled by the Ordnance 
ar Plans D1vls~o~ a~d returned to the General Staff 
for approval (Step 2~). After approved ~stage faotors 
are prowded~ the problem goes back to the Ordnance ~r 
Plans Dmv~slon where supply aJ,d procurement requirements 
are com~uted (Step ~5) and furnlshed to ~he Industrial 
Sorvlce, ~lle these act~wtmes are zn process, another 
series involvmng much detamlod work ~s carried on wmthmn 
the Ordnance Department. The draftings and spocAf~cat~ons 
(Stop BOb), wo~k on gage dosmgn, chock of ~olorances, 
otc. (Step ~lb), the prcparatmon of a doscrmpt~on of 
marufaeture (Step ~Bb), and the determ~natmon of spare 
parts and &ccessor~es for maintenance (Step @~b) are 
~volved ~u th~s ser~es~ mth the lnformatmon from the 
two se~es of steps at h~nd, the Industrial Servmce 
then teu~ct~vely apportmons the necessary production to 
dmstrmcts fo~ study (Step ~6). Each d~strmct, ofter 
survay of suztcble plents, meports the production 
prsot~ccble from bhe Dmstnct (Step SV). The Iudustrlol 
Service then zssues f~n~l cpportmo~e~ts to dlst~mcts 
~fter t~k~ng into ~ccount whc~ the srson~ls cc~ produce 
(Step aS). The D~str~ct obt~mns accepted sshedules of 
production from allocated manufacturers for mts appor- 
tzonment and sends copzes to ~he Industrmal Servmce to 
serve as a baszs for the procurement plan (S~ep Bg). The 
Industrzal Service prepares a procurement plan for the 
~tem (Step ~0) ~l~ch ~s approved by the Assistant Secre- 
t~ry of ~hr (Ste 9 31) and returned to the Industrial 
Service, A copy of the approved plan (Step 5B) ~s gmven 
to the Ordnance F~eld Serwce to modzcate planned ac- 
cretzons to stocks for mssue and the Ordnance ~r Plans 
Dmvms~o~ is advmsed as to productmon so that any def~- 
cmcnc~os c~n be ~eportod to the General Staff (Step 55). 

SECTIOI~ VIII - DESCRIPTIODS OF ~b-CF~CTUI%E A,-D 
PROO'GR~,~iTSIUDIES 

36. Bcfo~c closlng my remarks, it ms osso~tlal 
that you have some conceptlon of several other fundamen- 
tal dot~lls of procurement plannlng, ~ich I have barely 
~lontlOnLd. 

8V. You have heard ~oquont!y of doscrlp_tlons of 
11anufacturc (Stop S2b) whmch are handed over to a manu- 



facturer along w~th specmf~cat~ons a~d drawings so tha~ 
the nmmufacttuer can make a ]oroduct~on study suitable 
for his o~u plant. I wall now pass around for your mn- 
spectzou a very fmne example of a descrmpt~on of manu- 
facture, the Upsetter ~ethod fo~ making 3" A.% shell, 
M42. Th~s description was made a~ Frankford Arsenal 
and ~s the arseual method for manufactur~g th~s ~tem. 
Iuc~deutally the description ~s for an ~tem ~h~ch ~s 
Lkely to remamn sta~dard for a consmderable period of 
t~me Tho procurcmen~ zoqu~romont ms 648,000 a month, 
a smzablo ~mass production problom. 

Doto that tho doscr~pt~on covors tho following 
ossont ~al mnfornzt ~ou 

a. Somo gonoral uotcs o~ tho arsonal's shop 
pract~co oz~cr~o~co (gc ~oral Inforn~t~on). 

~. The geueral drmw~ngs 

~. The llst of operatlons snowl~g tools, 
umber of opera~ors, output, a~d the f~xtures, ~mgs, 
tools, and gages. 

~. The bll! of l~terlal per snell and per 
i00,000 sholl~ 

~. T~io contractor's inSpoctlo~ c~d tho Gov- 
erlmuont mnspoct ~on. 

f fno shop layout. 

~. A llst of mach1~os roqulioa. 

h 
flxturos. 

Tnc dra~Ings of gagos, tools, ~igs and 

It is rGodllv approclatod how valuaole thls com- 
pllat~ou w±ll be fo~ a co~muerclal manuf~cturor who has 
uever produced thls slloll. It Is worth from four to slx 
months in getting s~artod. 

38. Produc~lou Studlos for co~verslou of indl- 
vldual col~uorclal plants may almost bo c~llcd the kcy- 
stone of thc ~molo arch ox i ]dustllal p2operodncss whore 
an cdacctloucl order hzs not boo, pgllcd. Such pro- 
ductlon studlcs ero nl~ys costly if tnc nocosscry do- 
tcll is to bo shova,. Some ~ro rectory pl ns, others crc 
mo~o Lsts of rcqulr~mo3~ts. Heretofore we havo expected 
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mauufacturels to nmke some sort of a production study at 
his owiJ expense, ~hen he accepts a schedule of produc- 
~io,~ Soi le have patriotically made such studies at their 
o~J i e qoense but for many the item has been too heavy for 
3ustification in the corporate budget. For example, 
certain Air Corps production studies would cost ~15,000 
to w20,000 per plal~t. Some day the GovGrnlient will either 
buy production studios made by manufacturers' porson~sel 
or havc its own production onglnoers in the districts to 
?ako such studios and s0aro trio manufacturers this ox- 
A)O~ISO, 

59. The 2roductlo2 s_ttud_z of the Lymau Gun Sight 
Corporatlou, ~ iddlcficld, Co,~octlcut, is a good example 
of a plan for a faclllty. This firm normally makes gun 
sIcnts au~ therefore has o~ericnco, but please note in 
th~ copy bolng passed around the dotall for the rolatlvo- 
1 small item, the telescopic rlflc sigh~. Bclo,v arc 
th~ ~Iomont s 

_a i~ bill of material ard preferred sources of 
bc sic materials for every component. 

b 
sources, 

The tools ai~d equipment with preferred 

c. The sub proctueme,lt schedules for the order 
(~ote t~ct there are none of bheso in the plan thereby 
l~oklilg it still incoz~leto). 

~. A list of componoJ~t dzawings. 

obc. 
~. The list of operatives, assembly route shoots, 

~. Roqulromonts for power a~d labor. 

I do not ~uow what this plan cost the manufacturer, 
but it is obvious that planning work of this type must be 
costl~. 

4=0. /~ ntunbor of V{orld ~ar m<~nuf~cturo2s ~voro no- 
tzbly successful in tholl prod~ctiou of co~tqln items and 
[ony mzdo up histolios of tholr oxporlonco I will refer 
to only cue of th~sc nlstorlcs, that of trio Bertlott- 
i~ywcrd Coi~p~y of B~itimoro, for the manufacture of 
c~rtrldgo c SCSo Ploeso note i~ the copy now bclng clr- 
cul-tod trio follo~ring elements 



~. The !~st of drawmngs 

b The equmpment. 

c The descr~pt~oo of operation,s a ~d the tests. 

do The labor used. 

~. The average output per ~,ach~ue. 

Probably the ~mproved faczlmtmes of today ~ould call for a 
dmfferent method of manufacture, but there ~s ~evertheless 
value ~n thms study for what ~zght be called the "tr~cks 
of the trade ~' mn metal ~;ork~g. Thms company had to solve 
problems ~ metal working ~nd the hmstory tells how ~t v~s 
do ~o. If I ~vere a dmstr~ct o~ocut~vo look~g for cartridge 
case productmou, tl~s booL would be o~o of the documc~ts m~, 
my brmof case when I vms~tod a prospective manufacturer. 

41 Somctlrlos vo lose slght, l~ our prooccupat!on 
~Ith trio uon-co~olclal Itc~iS a d ~n~ diff~cultlcs !~ ob- 
tal.~Ino~ thor, of the p!ocurcmont problem for rolatlvoly 
s~ple con~e~clal Ite~r~ ~vhe~e the factor of quaut~ty 
enters largely into the pzcture. Q.~ ° Procurement Plan 
~45 now bel ]g cmrculated ms for a ~vamst belt. There ms 
nothing d~ff~cult aoout th~s ~to~ mn procurement plan- 
~og. About 8,000,000 are requmrod m~ l0 months. You 

w~!l note that the Quarter~ astor Ge~,orcl proposes to 
spread thzs load over ~0 plants hav~ g a potontmal capa- 
city of ~6,000,000. Hc could of course get hms produc- 
~mo~ from a lessor utumbor of plu~ts, but the sprosd of 
product~o~ to ~volvo o~ly c froctmo~ of poto~t~al pro- 
dact~o ~ h ~s ~ts points of ~v~s~o~. 

_ZC£iO iX - CC ,CLl]5ic ~ 

42 =t best, plocuromcnt plc~Ing is c long end 
todlous tcsk, luvolvlng l~uch d~t~m!~d J d somotlmos 
mo~otonous ~o~k. it c ~ i pcy no dlvldo Jds untll ~ w~r 
~ncrgoncy g~.lvau~zos bh~ country into m~xlmtu~ ctlvmty. 
If properly c~rrlcd out o,~ ~ sound b~sms in tlmc of 
pocco, !t is ro~so~blc to ~xpcc~ that trio o~rly m~ss 
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productlon of munltlons ~ich is its ide~l c~ be re ~- 

llzed Every effort hcs been m~de to est~bllsh ~ sound 

b~sls. The future h~s yet to reveal vhetner our plon- 

~Jed ~U~lltlOnS po~fer wzil ,rl~ our next ,pz. 

~OfE rho~ost~ts of slldes used lu thls lecture ~re 

~v~ll ble for det~lled inspectlon 11~ Procurement 

~! ~ Js Dlvlslo~, 0 =. S q 
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