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THE WAR DEP~RT~'IEf~f BUDGET. 
• . . . . .  , 

I have ~een requested to talk, th~s morning, upon the budgetdr~ pro- 
ce£ure of the War Department ~n t~e of peace and upon such ideas as I 
may have upon budgetary procedure ~n t~me of war. 

DeputY Chie f  o f  S t a f f .  s i n c e  peace t ime  p r o c e d u r e  ~s c o n t r o l l e d  by 
the Deputy Chief of Staff, we can bes~ begin the discussion by defining 
his duties which, as set forth in Army Regulations, are in part as iollows. 

"His office is charged w~th the preparation of plans and 
policies ~n connection w~th leg~slatlon and w~th milITarv e~_- 
timates for funds, with processing budgetary matters in the 
General Staff; with reports concerning legislation and requests 
for legislation that come w~th~n the purview of The General 
Council or that are referred to The General Staff." 

As these regulations Indicate, the /Jar Department budget is ~n~tlated and 
f~nally determined in the office of the Deputy Chief of Staff, subject, 
of course, to review by the Chief of Staff and the Secretary of War. 

The agencies which are em~loved i~ th~ preparation of the anrual ~- 
tlmates for the support of the ~ilitary Establlshment are 

Budge t and Le@l~latlve P lannlng Branch.' The Budget a~d Legislative 
Plannlng Branch of the General Staff, which ~s part of the Office of ?he 
Deputy Chief of Staff, is cha~ged wlth two functions under these regula- 
tions 

Fmrsto The formulatlon of pollcv relative to the @;ar Depdrt- 
.... L 

meat's estlmates, thelr processlng through the Department 
from thelr inception untll they are tranomitted to Congress, 
as a part of the President's budget, and their subsequent 
presentation and defense in Congress, 

Second. The processing of general leglslatlon, other than bud- 
getary, until it zs enacted into law. 

General Staff, The General Staff, as you will see as we go alonE, 
partlclpates continuously In Its proper functions of,plannin~, supervision 
and coordinatlon in connectlon with the preparation of the Budget. The 
Chiefs of the Dlvls1ons as members of the General Council are employed as 
an advisory body by the Deput~ C~lef o ot~ff durlng his consideration of 
the Tentatlve and Final Dlrectlves. 

Budget Offlcer for the War Departme~Lt~ The Budget and Accomctlng Act 
requires that each Department of the Government shall have a budget offlcer, 
The BudGet Offlcer for the War Dep~rtmpnt is the Chief of Finance He is 
responsible for the preparatlon of the estimates in proper form, 

The content of the '~ar Department budget, however, is controlled bv 
the General Staff. The offlce of the Budget Offlcer, in flscal ma*ters, is 
analagous to that of The Adjutant General in adm~nlstrdtlve matters, It 
is the office of record and the operatln~ agency, It is the charnel of 
communication between the General Staff and the estlmatlng agencles and, 
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in routine matters, between the War Department and the Bureau of the 
Budget. 

Budget Advisory Cenun~ttee The Budget Advisory Co~mn~t%ee is nomi- 
nally an agency of the Budget Off,car for the War Department In the con- 
szderat~on of prellminary estimates. In fact mt ~s an agenc# of the Chief 
of Staff, mppo~nted ~y the Secretary of War. Its membership iS not 
definitely fixed by Army Regulations. It cona~sts at present of the Chief 
of the Budget and Leg~s!ative Planning Branch, who zs Chalrman, his as- 
smstant, a member, each, from the offices of G-S, G-A, the Assmstan~ Sec- 
retary of War, and the Budget Officer for the ~ar Department. These 
officers wh~le so serving are not special representatives c e themr Chiefs. 
The Co]~ttee ~s e fact-finding agency of the ~ar Department as a whole. 
It is empowered to hold hearings and summon any w~tne~s~s ~n the ~ar 
Department The Co~ttee, in sho~t, is the agency which prepares the 
budget ~n accordance w~th the Tentative D~recti~e suboect to review by 
the Deputy Chief of Staff and the Chief of Staff, 

Control of Budget by the Chief Of staff Placlng the formulatlon of 
the budget, and ~ts later defense ~efore the Bureau of the Budget and 
Congress, directly under the Chief of Staff ana the Deputy Chief of Staff 
rather than in any one General Staff D~vlsion insmres" 

F!rst , a balanced consideration of all matters from the point of 
v~cw of the Ar~y as a w~ol~ - neither Personnel, nor Opera- 
tions, nor Supply ~av~ng a or~dom~n~nt po~it~on. 

Second, every ~mportant project of the W~r Department requires 
funds, Through his direct control of the formulation of the 
budget, the Chlcf of Staff exe~clses h~s most powerful 
means ~n shaping the course of the Army d~rectlv i~ accord- 
ance with his own pOllCle~, 

Thlr~, importJ-t declslons, whlch in the l~ter stag~s of the 
budgetJry procedure have to be made qulckly, are facll~ated. 

Budget cycle~ The Budget cycle Is ~ long one. Nea~ly a year and a 
h~if elapses from the tlme work starts on a ne~ budget untll funds be- 
come available for expenditure. 

The flrst opsratlons !n the preparatlon of the oudaet amd %he 
schedule for the flscal year 19A0 follows 

First Step Z Cal I on General Staff D1vlslons t The flrst step, as 
shown, is a memorandum from the Deputy Chlef of Staff to the Asslstant 
Chlefs of Staff requesting that they formulate arid trlmo~it to the Budget 
and Leglslatlve Plann~ng Branch those recom~end~tlons, pcrtaln~ng to 
thelr functlonal responslbllltles, vThlch they deslre to be !ncorporated 
In the Tentative D~rectlve. Detailed statements and estlmates of costs 
are not re~ulred except in the case of new act~vltles ~hen ~ueral state- 
ments are submitted. The General~o~aff D!vls~one are d~rec~d to obtain 
the views of the estlmatlng agencles, which are coordlnated and Inc±u@e@ 



~n thezr recommendations. &f the same t~me a copy of the memorandum ~s 
furnished the estimating agencies for their ~nfOrmatlon and guidance. 

Second Step- RecommCndatzons for Est%mat~qg A~enq~es. ' Tvm weeks 
later the recommendations of the Estimating Agencies are forwarded ~o 
the appropriate General Staff D~vzszons for consideration ~n connection 
w~th the proposed programs of those D~vis~ons. In the meantime, of 
course, there has been dlrect and ~nformal contact between the Staff, the 
Arms and the Branches G-1 ~s concerned primarily w~th matters of per- 
sonnel, frequently w~th the concurrence of G-~ G-3 has primary znterest 
• n tra~nzng. G-4 wzth programs for the augmentation of arm~ent, equip- 
ment, and materiel The WPD w~th Seacoast Defense. There ~s necessarily 
some overlapping ~n functions and d~ffer~ng ~deas but, as a rule, th~ 
recommendations of one General Staff D~v~s~on, when subm~f+ed to the Deputy, 
have the concurrence of the others concerned. 

Third Ste p - Cons~d~ratmon of 9ener~l Staff Recommendat~qns by th@ 
Deputy Chlef of Staff. ~he recom/aendatlons of the General Staff DlVlSlOns 
are then forwarded to th~ Budget and Legislative Planning Branch where 
they are consolidated, analyzed ~nd submlttod to the Deputy by memorandum, 
and In conference, statlng The oplnlon of that offlce u~on the proposals 
recelved. 

The Deputy subsequently calls s meetzng of the he~ds of the General 
Staff D~v~s~ons, who, as stated, are members of the Oerer~l Counc~l. ?her~ 
the consol~dated program is conslder6d ~ten~ by ztem, w~th free d~c~cs~on 
by all members present. 

The program, as amended by the Deputy, ~s then submitted for the con- 
szderat~on of the Chief of btaff. When approved by the Scc~etary of W~r, 
~t ~s prepared ~n f~nal form by th~ Budget and Legislative Pl~nn~ng 
Branch and promulgated in a document known as the Tentatlve D~rect~ve. 
It constitutes the guide for the Est~nat~ng Agencies ~n building their 
money est~m~te~. 

Submlsslon of "Abstract@ of Cos¢s".. ,, . bv Estlm~tlng,, ,.,. ., ~ ~ ,~gencles, ~ , ,~, Th~ 
prellmlnary estlmates are prepared by the cstlmating agencles ~-n accord- 
ance wlth the Tentative D1rec¢ive, and are des~gna+ed as "Abstracts of 
Costs". They are submitted to the Budget Offlc~r for the 'Jar Department 
the latter part of May, th~ agencles havlng h~d approxlmat~ly a month 
for thelr preparation. They are then referre~ by hlm to the Budget 
Advisory Committee for examination and report. 

.Hearlngs by Budget Adv!~or? uommltte~ I have ~revl~uol~ d~crlb~d 
the membershlp and the functlous of th~ ~udctt Advlsorv Cor~rLltt~ During 
its hear!ngs, whlch begin on th~ flrs¢ oi ~unc and contlnue throughout the 
summer, the Commlttee carefully goes into th~ detail of each item ~n the 
Abstract of Costs It is gulded, of course, by the Tent~tlve Dlrectlve 
but that document is by no means all Inclusive. It does include In- 
struct~Ons, as you have seen, for personnel, for tralning, for augmcnt~tlon 
of equlpment, for research a~d development, for Seacoast D(len~e, and so 
on, But It contalns no deflnlt~ prOvlslons w~th reference to the great 
number of projects pertaln~ng to the malntenance of plant and equipment, 



It is the baslress of the Committee to .~mmine very item in the Abstract 
of Costs. Those that are authOrlzcd by th~ Direct¢ve must be examined as 
~o koth sufflclencv ~nd costo 0$hcrz must b~ ~xa~ined not only us to 
cost but as to whether thej shoul~ even be ~u¢l~d~d in the e6timates. 
Dcc~slons in these m~tters are made b} the Chnlrman and as a rulo are 
accepted "~s fin~l b£ the oth£r ~tembe~s of tho Committee 0thoi~vlse ~_ts 
sessions ~ould be interminable. Th¢ ext~nt of this pruning ~s suen by 
th~ action of th~ Commlttce in reducing the preliminary total of the 1940 
estlmatos fro~ @548~000,000 to $~18,000,000, J reduction of ~0,000,000. 
The h~arlng~ co1~stltute a long nnd exhaustkng labor. L~st ~ear the ses- 
sions of the Commi~¢ee were not c0mpl¢ted until the end of Aubust, and 
its r~port is a slz~ole volume. 

,Report of Budget .A.dvlsory Com~nltt¢9. This report i~ a complete doc- 
u~ent, showing, for e~ch pro3ect ~nd eaeb i%em~ the amounts requested by 
the ~stinating agencle~ and thos~ recommended by the Committee. All 
?acts are incllded mn such form that the Dtnttty Qh~f of Staff, or the 
Chief, can readily make such changes os ~,ill build a bu4get in amy de- 
sired amount and containing all the programs for which i$ is desirable 
to pake provision, 

Reclamas. I shoull add that Estimating A¢.encles are informed of the 
recommendations of the Committee, nnd~ if they do not a6ree, are eiven an 
opportunit./ to s~bm~t reclamas for the consideration of the Chief of 
St.~ ff o 

Consideration of Report by .D.eputy Chief of Staff. The Deputy Chief 
of bt'aff goes over tPls report in great detail, assisted by the Chief of 
the Budget nn~d Legisl~+ive Pl~nnlng Branch The Deputy must not onl~ be 
satisfied with the details of the ~stimates but he must vlaw the Budget 
as a whole. Altered conaltlons ~zy indicate The ]e~irabil]ty of chang- 
lag so~e of Che p~o~rams co, tanned tn +he Tentative Directive ol of add- 
in~ others. Umtll the r%~ort of the Budget Advisory Commi+tee has been 
compacted, the coral cost of the Ba£get recommended tqnnot be foretold, 
Decision must now be m~de p to the tot~l of che estimates wblch shall 
be forwarded to the Bureaa of the Budget This v w involve consldera- 
tion of tb~ Worlfl sltu t~on, the flsc~i ~onditlon of the ~overnment, ~nd~ 
~n some ye~r-, Executive ir~structlon~, No÷hln~ is to oe gai~,ed by pre- 
senting an extrav~ ~nt flgtme to the Bureau cf the Budget. ~Je ~s~ eor 
those thing ~ ~or which t̂ ~e have a so~ind defense anq whi(h we ma reason- 
a~ly ~xpect to get. Tb, e transmlttin~ of ~tlm~teo out of proportion to 
these cons~eraeions woul~ resdlt in dr~otic reductions by the Bureau of 
~he Bud e¢ from ~ ,urel~ flscJl standpoint ~n~ ~u disregard of military 
priorities. Pro@r~ms woul~ be deter~iue~ oz the Bule~u of the Budget 
rather than by the oecret_~ry ol hat 

Before ~rrlv~n% rJt hls ~lu I recor~nendatlo~, the Deputy Chief of 
Staff has ~Jg~In h~d the oenefi% of conlereuce ~ith the heads cf General 
~t~ff Divisions ~nd sometzmes the he~ds of principal estimatiug agencies 
in which items of tfe milltary 9rocram ~e all ~horouehly discussed. 
Through his final action on the report of the ~udget Advlsory Committee 
the Chief of St~f~ est~bllshes his final millt~ry program. This in 
tara establlshe~ the l!mltlr~ 9~ourt fo.r e !oh appr. op.ri~t}0 n ~ich the 
~r Department is to fo~ard +o the Bureau of the Budget ~'o (hief of 
Branch is then permitted +o advocate ~o~e, 



F~n~! D~reotmve~ based upon these ~ec~szo~s the D~ectmve, ~n its 
final form, ~s promulgated ~ the latter p~rt of augus~ to ~Ii conccrnea, 
In their estimates for submission to the Bureau of the Budget, which are 
now prepared, the agencies ame guided by the Dmreot~ve, bV the l~m~t~ng 
totals of approprzat~ons which have been f~xed nd by the recommend~- 
tmo~s of the Budget Advisor3 Coq~zttee, ~op~es of ~h~ch hs~e prev~o~ol~ 

been furnzshed them. 

After the estimates are received cy th~ Budget 01f~c~r ~or the ~ r 
Department %hey a~e checked by +he Budget ~dv~sory Co,mm~ttee to see the + 

they are ~n accord w~th°the m~l~tary program ~s set forth mn ~he F~n5l 
D~rect~ve, that no items ~ppea~, for ~ch z% does not provide, ~md that 
there zs 16g~l authormzat~on for all ~tems which ~re included. 

Hearings bY.the Bureau of the Bu~et U~,der the l~w th~ estl ~ tes 
must re~ch the Bureau of the Budge¢ by the ibth of Septe~ber p(~ the 
he~rmn@s usu~llv t~ke place ~5 hovcm~er At their opening tr~ Chief of 
Staf~ md the D~rector of ~e Bureau of the Budge% ~re pres~ut zn person 
The Chief of Staff makes an or~l stztem,~nt, prepared by lle Budget and 
Leg~slat~e Pl~nn~ng Branch, covering +he program ~n ~enerel ~nd empty- 
siting those projects whzch h ~ deems of partzcular ~mport~nc~. There- 
after the he~r~ngs are conducted bva fact-f~nding ~nd ~n mdv~ory cnm- 
mlttee of the Bureau of'tt~e Buaget, The estimates are aefended ~n @et~l 
by the heads of the estimating agencies accompqnled by such uss~st~rts 
~s they may consider necessary. The Ch~e~ of the ~ad ~t J~d Leg~slqt~ve 
Plqnn~ng Branch remains in cheese of the ~ar Depart~e~ t he~r~u_s ~s ~he 
representatzve of the Chief of Staff ~rd the oecret~rg of ~r. ~ zs role 
now is the reverse of the one whzch obtm!ned during the he~rznes couJacted 
by the Budget advisory Committee on the frelim~uarv estzmates. T~eu he 
w~s the examiner and demanded just~f~¢ tior of every ~tem. Before th~ 

O Bureau of the Budget he is the e~rnezt adv c~oe rd deferder of the os- 
tzmates to the last dollar 

The est~m2tes ar~ subjected to a oearchinb scrutiny bo ~:~n w b o ~  

kno~vledge of ~'J~r Department f~sc~l relu~re~nt~ ~s con~d~T b!e, ~d 
whose ob3ect~ve ~s to ke~p Government ~xpeud~ture to ~he glUh~r~. ~r~ 
aollsr ~n t-he estl,, tes ~ c~refully ~ez~he~ ~nd th~ a~f~nse o~ t~a ~,,r 
Department for ~ts oxpenditures gust be d~t~l~6 _~ ~o~cl~t~l ~c~n ~t~. 

At the conc±uslop cf the h~r=njs~ ~ i~ commlttee a~te ~ th~ 
f~nd~n~s ~nd recoam<md~t~ons before a Bo r~ of ~Gv~e~, o~ Jh~c~ the 
Llrector is Ch~ir~ iP ~, d~cl~lons~ of co~r ~ ~ are controlll~t +o 
the ~mounts recommended b~ the Bureau of the Budget. ~'or the ~nfor ~ - 
tzon of the ±~resmdent, m~oter sh~t~ are thor pre~ r~ ~ho~n(, u~dcr 
e~ch approprzatmon tztl~, th~ ~-~nuut ~ proor±_t~ _or th~ c~rr~t ~ r, 
the amount requested bv +~< ~,~,r Dcp~r+~nt for tht next year, nd ~h~% 
reco~mended o! +he Burea~ of th~ Budj~i, w~tb eul! expla~tor~ rem~r~. ~. 
The D~rector takes th~s ~ sheets to %h ~hi~e House ni Coes owe Them 
personally wmth the- Prss~ent ~rbo ~nd~(~s s~ch ck~ng~ n~ h ~ d ~rbs 
to be m~de. 

In Dec<tuber, the ou~u oF the ~udg~t ti#nsmlt~ *o t~., cr~t irv 
of 1~r the izmitlng figures of the V~ u ~rtment ~stzm~trs by ~r~o- 
prlatlon tltle. So much for "Fa3 oe the Ar~v" so .~uch ~(r "Trq~l' 



so much fOr "blothsng and Equlp~ge", so much for "National Guard", ~tc,. 
together w~th such changes of langun%e ~s have been approved. 

Habitually the revision of the Bureau of the Budget is downward, 
and the ~ar Dep~rtaent must dgaln readjust its estimates within the 
amount allowed for each ~pproprlatlon. The Budget and Le£~slati~e Plan- 
ning Branch analyzes the effects of the cuts upon the ~ar Depnrtment 
program, consults General Staff Divisions when necessary and prepares 
the necessary instructions for estimating agencies which are ~ent from 
the office of the Deputy to the Budget Off,car for the W~r Department 
for distribution. Generally speakiog, w~thln my appropriation, the War 
Department may red~strlbute lunds in ~ts best Judgment There ~re cer- 
tain exceptions to this general rule. The Bureau of The Budget f~xes 
definitely the amount for each project under the app~opriatlon "Pay of 
the Ar~y" By this ~e~ns it definitely controls its personnel streneth. 
It also provides money for construction items by ~ro~ect, so there can 
be no departure from the program p~esented, 

The basis of other reductmons made bv the ~ureau of the Budget, by 
projects, is obtained informally and transmitted to Estimating agencies 
for Cheer information These are ,or mandatory but are followed to 
ccnslderable extent in the revision of the estimates. The revised es- 
tlmates are then forwarded to the Bureau of the Budget to be pri~+e~ as 
a sectlen of the Presldeot's Budget ~l~ich is traasmltted to Co~t~es~ ~itb 
his me.sage on the second d~y of the session. Until that day, everything 
~n conn~ctlon with the formulation of the budget estimates is c~ofllenti~l. 

! 

At ~n Jpproprlate tithe durlng the session, t~d ~llitary Subcon~m~ttee 
of the House Appropriations Committee, commences its hearings ~ith a view 
to formulating the Bill for the support of the Military Est~bl~sh~en+. 
These hearings usually l~st about three weeks. 

Again the Chief of Staff makes a general st%tenant covering ~r 
Department pollc~es and ~he rlnelpal provisions of the estlmntes, The 
Chief of the Budget ~nd Leg~slatlve P annlno ~ranch remn~ns ~ his repre- 
sentot~ve throughout the he~rln~s; Jnd, a~aln, the chlef~ of the es- 
tim.tlng gencies appear md defend lhelr estimates i de%~zl. 

Under the terms of the Budget ~nd Accounting Act, represent~s of 
the v~r Department ~ve estopped from advocating any incren~e over the 
President's figures. This Is well understood in Con{Jress. Therefore, on 
their o~n responslbllity, committees frequently ~sk questlons whleh 
must be ans~red ~nd .~hlch lead to t~ u~ cuss]on cf item, s ~o+ included 
• n the budget 

In d~e coulse of time, tbe bill is reported by lhe Anpropri~tlons 
Committee of t~e "~ou~e, uJ it is th d~ty of th~s Branc ~ ~ to analyze 
for the Chief of S ~ ~ff the effect o~ the actlon of the Co,umittee upon the 
War Department prosra~, qhe Bill is carried to the floor and is defended 
by the subcommittee, an~, durlng the course of its oro~ress through the 
HoJse, ;nr Depqrtment representatives watch it most c~e~all\, offering 
such further last-minute idvlc~ reco~mendatl~ n, na in!orm~tlon ~n t~ 



2t A) 
name of the %ecretary of War, as is calculated to ensure the bes~ oossible 

action. 

Although the Milit~r~ Suboo~t~Ittee of the Appropriations Com.mlttee 
conducts extensive hearings, the cha~ges from the Presld(nt's b~dcet, 
contained ~n The Bill which it Introduces in the House, -r ~ m~uor. Wlt~- 
mn a total of @485,000,000 contained in the Budget for the c~rr~nt flseul 
year the net change was less than one million. However, +be 0n~tmi%tee, 
in conducting lefigthy hearings, is properly carrying ~ ~t ~ts ±eglsl tive 
responslbil~tles The members must be informed upon ~e l.rovls~o ~° of 
the estlm~tes in order to defend them on the floor oe the House. D~b t~ 
is limited and few p~oposed amendments to thc bill, as reported by the 
Committee, are ndopted. 

After p~sslge by the House, the Bill ~s i~m~d~atelv introduced in 
the Senate and ~eferred to +he Se~ate A~propri~tlons Co~itt~ee. Jnilke 
The House, +he Sen%te Commlttee, ~kch comblders the ~ r Deplrt~elt B~II, " 
is assisted by the Chairman nd two ~embe~s of the Senate C(~ittee on 
~Vhl~tmry Affairs. The tlou=e ~or some reason do=s not ao thl ~, ann ~rom 
the mil~tary point of view, it is unfortunate. 

The Senate Co~i%tee he~rin ~ usu~lly fol!o,~ ~rv quickly ~fter 
the receipt of %h ~ b~ll. The Cl~iof o~ ~t ff, ~sslst~d by the Chief of 
the Budget and Leglslatmve l~nnlng Branch, ~s is~lly th~ or±y V~ r 
Dep~rtment witness, ~ithou%h it may develop durln~ the co rse of tht 
hearings that the oenate Committee desires to hour ~ore detailed testi- 
mony on certain technical poln+s~ in ~hich c~se approprl-te offlc~rs re 
sent for. The House Pill eonstlt~tes thc frame-~ork ~nd the benate Co~- 
mmttee usuall) confines itself to making such chan~)es ~ it desires in 
partlcul~r items. It gome+imes adds items which the ~Iou~ hns om~itted, 
The W'r Department frankly st ~teS its opinion of the Hous~ ~)i~l and indi- 
cates such changes cs ~il! in ~_ts opinion, within the limit ~<~oLs of The 
Budget, improv~ thu Bill. A~ir represent ~iv~s of the Bud et and Le~i~- 
lative Planning Branc~ ~re available t( *he Ch irm~_n of th~ Senat~ oub- 
committee zo furnish such d.ta, lufo~,~ti(D, r,d aeV~ce ~- ~tz± he~ id 
in the debate of the bill ~n lh ~ floor of the ~enate 

When the oill is passed, it go~s to conf~r~pce whir ~ the CO!hiS off 
difference between th~ House an~ Senate re ironed o~t. it tb~n ~oes to 
~oth Houses for coufir~ ,tlon of the Conference Rcocrt n-d ~he~thls has 
been h~d, it is signed by the Vice President and r~ lh ~re~ke~ und ~ocs 
to the Pr?sident for ~pproval. ~he fres~dent refers the b~_ll through thG 
Bureau of the Bua~et to %he ~l D@p~r+~ert for r~or[, td, f course, 
the %~r Dep~rtrLe-t h~bltunlly recom~(nds that th~ ~°r_-~d ut porove Che 
billo 

( 

The bill ~or the current ~ise~l ~ ~ ~ ~s "i ~d on ,.oril ~°6, lq3 ~ 
- 

the one for The flscll y~Ir i938 v~s uo~ ~pprowd u t~l July lot. 

D~iclency Bills._ Bes~d s the arnu11 Approprl~%lon ~<t, ~h r De- 
partnent frequenti} h~s ~mport~nt items i~ d~flclcnc} bliis ~hicn provld~ 
for unforeseen req~ire-~ents which are immedi~t~±y ne~ss rv ~uch bills 
usually are routzne 

-V- 



Expendl%ur~ Pr0gr~m ~hen funds h~vo been mppropr~ted, their ex- 
rend~ture becomes a m~tter of current fzuance, T~ ~s ~ function of 
G-A, w~ch Dmv~s~on, ~mmelma+ely after the Appropr~atlon A~t h~s been 
passed, prepares ~n Expend~+ure Program for the f~sc~l year 

Budcetar Y Summ~r~ Th~ fore~olng recital of budgetary procedure 
~n the ~ar ~epartment w~±l convmnce you, I th~nk, that zts control re- 
qu~ros no% u~rely ~cqua~ntunce w~th f~scal matters but the bro~d~st 
mml~t~ry knowledge t~t can possibly be brought to be~r Every member of 
the ~ar D~partment General Staff muSt necessarily be concerned, dmrectly 
or ~ndirectly, w~th the prepqrat~on of the annual budget, os every act~v- 
Ity requmras mopey. So when ~ou become members of the Staff, be~r that 
fact ~n m~nd. In th~ formul~t~on of pl~ns you rust consider not only 
what the ~mmed~ate fmscal effect w~ll be but the cumul~t~vc elfect ~n 
futare years. Yog should re~ember also that, mn the final analys~s your 
~l~ns w~ll be subject to exammnat~on from both a fiscal and pol~tic~l 
standpomnt by men who are pot soldmers and whose v~ewpoint m2y be entmre- 
ly ~mfferent from your own. 

Lq~slatzon.~. The secona ~nctmon of the Budget ~nd L~g~ol~tmce 
Pl~nnlng Branch ~s t~@ processmng of legmslatlon proposed b~ the ~,~ur 
Departmeut and cf r~ports on leg~sl~tlon affectmng the Dap~rt~aent but 
not sponsored by it o 

Kppropr~et~ons for the support of the 16ml~t~ry Establmsbnn~nt ur~ 
made lr aecordanc~ wmth law, an~ Congressional rul~s proh~bmt the enact- 
nent of l~gislatlon ~n a~ ~ appropri~tlon h~ll. Therefore, zt ~s ~ecessary 
that the V~ar D~partmert frequently seek tb~ enactment of authorlzlr~ 
legislation ~r~or to requcsti~ funds %o put mgto effect ~%s ~lars lot 
~at~onal defense. A recent example ms the Act of last kprll ~h~ch l~ro- 
v~es more effectively for the national deferse ~n ~ccold~nce ~,~zth The 
recommendations of the President ~n h~s les~age of Y<~nu .ry l~ta. Among 
other authorizations ~t f~xed the commissmone~ stro~ftn of the Army at 
16,71 ° to ~e obtamued mn approximately tem eqa~l xncrements~ f~xed the 
enlmsted strength of the A~r Cor~s at AS,000 and authorized ~n a~rplane 
strength of 6,000. Future appropr~atmons must be mr accord wroth these 
aut hor~zatmons 

The obtamnLng of gener~l leglslmtmon is another methodmc I pro,tess 
It starts mn the e~rly ~ii through call on the Genercl Staff Dl~islons 
aL~ other agenc~(s of the War Department for matters whlch sho~}id be 
~nclud~d in the Le@msl%t~ve Program to be su%mltted to the Cot<ross. 
T~e mttms come up through the General S±aff DlvmslOrs to the weputv Chlef 
of St~ff a~a ~re ~n~ivzed for him ~n %b~ Budget ~nd L ~T~ve Plann~ng 
5[~uch. After approv~l oy the Obz~f o~ ST~ff t~ proposed l~glsl~tmon 
~ forwarded %o the Burc~a of #n~ ~udget by letter of t~nsm~ttal ~skmng 
• f ~he p~oposed ~sl%t~on would bc ~n accord w~th the program (f the 
Pre~d~qt 

If the Prd%Ident, actlng tkrough %he Burosa of th~ Buag~t, st~t~s 
th ~t the itglsl~tlon will rot bc in accord w~t~ ~is program, T.~ ~{ar 
Depurtment is, of course, prohmomt~d from !orwurdlrg mt tO Congr~os. If 
he st~tcs that %he leglsia%~o, ~ill b~ -n accor~ wlth hms program that 
fact is dd~d to the Congressional letters. Th(~ are then slgn~d b~ the 
Secretary of W~r and segt to Congress. 



The Chairman of the appropriate co~n~tt~e~ ~s a rule, ~ntro~uces 
the b~ll, an~ ~t ~s referre~ back to h~s co~m~t~ee which generally c~n- 
ducts the hearings. Personal ~nd pol~t~c~l considerations frequently 
come znt0 play and the processing of these b~lls through Confress must 
be most carefully watched. General leg~sl~t~on p~ssed ~t the imst 
regular session of Congress ~ncluded, among other measures, the follow- 

~ng 

a. Provision for the rank of L~eutenant General f~r 
the four Army Commanders. 

b. Probationary appointments ~n the Regul~r Army 
c. Provision for a Deputy Chief of St~ff md sn ~n- 

crease ~n the strength of the War Dep~rtment General Staff. 
~. Advanced rank on retirement of ~he Commqn~ng 

General, GHQ A~r Force. 

War-t~me Budgetary Procedure. ?[e now come to a d~scussmon of bud- 
getary procedure ~n t~me of war. The subject, ~n the m~n, ~nvolves 

two major questions 

F~rst. What were the requirements of Congress dur~n~ +he 
World ¢~zr ° Will they 'prob ~blv be the same in future o 

Second. What action ~s ~ practicable to take ~n %~e prep~r- 
at~on of estimates ~n %~ae of pea~e for prompt submis- 
sion to Congress zn the event of ~ future emergency o 

World ~nr Procedure. At the beglnnlng of the World ~ar, Secret~ry 
Baker went to Congress and asked that the ~ar Depdrtuent estlmzt,, wblc~ 
he was submlt%!ng as a deflclency for that flscal year -- ne]rly three 
~ll~on dollars -- be appropriated zn one sum. The Committee took ~ssue 
w~th h~m ~mme~ately~ ~nd state~ that wh~le they woald not r~qumre the 
amount of detailed justification that ~hey would ~n pe c~t~m~, they ~n- 
ten~ed to appropriate money under the gener~l headings of the War Depart- 
ment Appropriation act, and they so examined the estzm~tes which were 
submitted by the Secretary of W~r. They ]pproprzqted for pay, they 
appropriated for subsistence, for ordnance, ~nd so forth, in %~e m~ount 
of ~2,280,000,000 The W~r Department estimated for ~ts requirements 
~n round f~gures, based upon per cop~ta or mzl~t~ry an~t prices. The 
appropriation was enacted so ~s to allow considerable flex~%~l~tv w~th~n 
each approprmat~on t~tle. 

It may then be reasonably assmmed thee Congress, in future, w!ll 
follow essentlally the sJme practlce ~s in the past. 

P reparatl0n of Est lmates in Time pf Peace The prepar-~tlon of es- 
tlmates for wartlme requlre~ents ~s actually in progress. They are 
~ssed on tlle Protectlve ~obillzatlon Plan wlth whlch yod ~re fa~111~r. 

War Reserves. First, be should not only estlmste for but procure 
in tlme of peace the w~r reserves th~% must be on hand on q-D~y. These 
requ!rements h~ve already been dater~ined. They consist, f%rst, of 
crltlcal items whlch w~uld be neede~ !mmedlately st the outbreak of an 
emergency to equlp the u~its In the PDotectlve Mob111zutlon Plan ~orce 



w~th modern arms and mu~mons. Due to the long permod of t~me required 
t$ procure such ~tems, It ~s v~tully mmpor~ant that they be on hand be- 
fore the emergency begins. ~st~mates covering the ~horta~es have 
ectual!y been prepared. 

Second, the ~n~tl~l equlpment of essential ~tems required for 9he 
mob~l~zat~on at oeace strength of existing unmts of the Regular ~rm~ 
nnd the Naticnal Guard and for their mazntenance during ~ period of 
s~x months° E@sent~l ~tems are commercial products, such as, motors, 
clothing, and tentage. Even though thev c~ be obtained Commerc~ally, 
~t ~s h~ghly ~mportnnt that they be avq~l~ble %o active units so that 
they can take the ~eld w~thout delay. Estmmates for the &ef~clenc~es 
~n th@se ~tems h~ve ~Iso been prepared 

Third, ~rsen~l fac~izt~es and m~ds to m~nuf~cture -- that ~s tech- 
n~c~l mqch~nery th t should be ~mmed~tely ~v~lqble to ~ndustry ~n an 
emergency. 

All of ~he ~temt ~ncluded in the forego~rg programs should be pro- 
cured or establ~shed ~n t~me of peace but should there be ~ny deficits 
~n w~r reserves ~emn~n~ng on M-Day they would h~ve h~gh priority mn the 
f~rst estimates submitted to Congress. 

P<eParatlon of Estlmates, P~otectlve iobmllz~tlon Plan Prepara- 
tlon of estlmates for funds requ!red after the event Of in'emergency, ~s 
I have stated, are b~sed on the Protective ~oblllz~tlon Pl~n. ~he plan, 
as you know, h~s been p~ep~red by the ~J~ Department and issued to 
Co~ps Area Co~nander~ who~ in turn, h v~ prepcred thelr subsmdlary pl~ns, 
Instructlons hqve recently been sent to these Commanders to prep re es- 
tlmJtes of co~ts to c~rry thelr plans into effect. The instructlons, 
in p rt, are as follows , 

"a. H~ve such estlm~tes ready at any tlme for sub- 
mlSslon to Congress. 

"~. Hive essentlal det~lls of i~scal ~dmlnlstrntlon 
prepared in advance. 

"Estlmates for m~ny of th~ m~jor ~tems of expenditure w~ll 
be lnlt~nlly prepared w~th~n the ~ar Department, for other 
mt~ms, whmch would .normally not be ~ncluded ~n the estimates 
of the Chiefs of Supply Services, ~t ~s desired that t>e 
estimates be ~nmimally prepared by the corps are~ commanders 
and other f~eld ~genczes. 

"There ms ~nclosed ~ imst of ~ppropr~ntmons ~nd pro3ects 
under which ~t ~s desired that estimates of f~nanci~l re- 
qazrements be predated ~nd submmtted by you. In th~ prepqr~- 
t~on of these est~ates the appropriate supply officers under 
your command, ~n older to avoid dupl~ca¢~on, should coordinate 
fully w~th their respectmve chiefs of supply servmces ~n 
Wash~n@ton The estimate under each project should ~nd~cate 
separately the ~mount requzred for obl~gat~on 

"a. During the f~rs~ 50 d vs of mob~izzat~on. 
"~ During the per~d 5~I to i~0~, ~nclus~ve." 

The preparatlon of such estlmat~s will, of course, take tl~e but 
it should not be ~rt~cularly~d~fflcalt slnce txlstlng standardlzed 
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co~utatlons p~rm~t cstln tcs to be mcd~ on ~ per c~p~tc bas~s, not 
only for pa , cloChin@, and sdbslst~nce, but ~iso for shelter, ut~l~- 
tl~s, etc. For ~xampl , the ~st~m~ted cost of provld~ng t~mpor~rv 
housing for 8,000 m<n, ~nclud~ng 9dm~nlstr tion buildings, store- 
houses, etc., is ~,800,000 or ~7~B per man. 

The Protectlv~ ~oe~llz~tlon Pl'~n is basic. For -ny part~culzr color 
pl~n it should, in l~rge p~rt, provide The n~ccs~rf dlt~ s to <oats. 
Amendments would of cours~ b~ necessary so ao to provld< for Ch~ {~ us- 
portat~on of troops nd s~pplies rid, erom th ¢h r c9~r o ~ lmp~rdlng 
operntlo~s md th~ ~rogr~ssi~< pl~ns of the Wcr D~p rt~t to ~ ~t the 
~merg~ncv, ~ii flow the determining eactors in ~nc bu~id~Pg of fu~+h r 

estimates. 

mst~mat~n{, A~encle~. Th estimates presented to Congress should 
be pr~p~d by the s~me ~,I~r L~p~rtment ~g~ncles ~ho normally prcpar~ 
them. V~hilc Corps Ar~, ~r~'T, exempted stntlon and oth~r commapd~rs wil± 
present their requirements, the existing estimating ~genci~s of tn~ ,~r 
Dep~rtment lone arc stiffed, e~u~pped nl trained to pr(p r( sti~tes 
in final form. Their , ~p!oym~nt would m rml + th~ ~v~lu~t~on of require- 
m~t~ ~ub~itt~ by f~eld co~nd~rs, prevent dupl~c~tlon, ~ssure ~y inst 
OmlSSlO~%S ~nc[ provla~ co,r~pl,~ coot duta for ~b ~r ~si) ct~ve m~ds. 

Bud~Rt Of ice ! ~or the W~r Departmtnt The estlm~te~ ns preparcd 
by the sever]l ~r Department aeencles s]{oald then be suomltt d to th~ 
Budget Officer for th~ ~r D~p~rtmcnt for compil tio~ .nd coordination. 

_Fls c i ~r FI nni~b Co~%'%~tt~, They ~homld subsequently ~ ~r- 
mitred to 6xnmin~tlon b~ ~isc~l ~,r {l~nrln~ uo~itt~ to det~r~in< 
that ill el(m uts o¢ th~ pl,~, ~r~ provided f~r. its func~i~ns woul ~ be 
s~mil~r 9o those o+ th~ pe~cetlme Budge% Advi%ory Committee, Out bro ~w 
~nd consicer~tlor of th~ 6st!nat,s v~o~ll h v to ,e d~c~ntr~llz~d Its 
membership probably oald conolSt o ~ pr sent~t~w s of ¢h~ Deput< 
Chief of St-f f, :~ii Otnera! Stoff Dlvlsiors nd of th~ Assls + nt o cre- 
t~ry of V~ r. 

Rc¢i ~ bv such Con%~ittee is essentl i. It shoula s~e that prlorl- 
ti~s re ~st~bltshea ~n ,ccor~anc¢ ,~ith t~,elr r i tlv~ ~,~dcr In th~ olnn, 
that int~r-r~l~t d s¢imnt s ,re coordinated so as to ~llm~n~te duf, llc - 
tio~ ~d waste. ~iso future v, ithdrnw Is from the Trc~sur~ shoulC b~ 
c~icul~d, The rate of ~xp nditura ,~ii be ~ mat+~r ~t? which Chc 
President ~nu Congress w~ll b~ ~r< tly concerned tuea +~xat~cn trd ~d 
• ssucs w~ll o~ d~t~rm~ued b,~ +h~ <+u~l c~sh ~t~drw~u ~r<,~ ~h~ Tr~ry. 

of ~t ff rdst eonst ~tll b~ ~mploycc In atse~bllmg, scrui~piTlng, and 
presenting to th{ PveoIdent Ld Ccn~ress th ~ ~ l~p'~rtmcnt' rccurr re 
estlmst s of the funds n~c s~ry for ~h~ )ros~cut!on of its p~ ns. 
Speed w_ll be an ~ss~nti i f ctor, therefor_ the number of p_opl who 
upp~ r before th~ Com~itt~ of (oncr~ i! undoubtedlv o~ r~duc~d, 
F~vor~blc 6ongr~ssion~l actlon will depena l_r~el~ cn th~ confidence 
which the Congress has in th~ bility and int~grztv (f ~ few men ~ho 
appear before it 

Recoru o5 dlscusslon filGd in A~ .C, R~cord Sectlon, 
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Discussion 

BUDGETARY PROCEDURE IN THE ARMY 

Colonel Howard K. Loughry, G.S.C. 

Q -- Are real estate acqulsltlons purchased through the regular 

budget or are they handled In the regular manner ~ 

A -- ~Ve have to get authorlzatIon for the procurement of real 

estate. As a matter of fact, we went to the Bureau of the Budget 

last year w!th the real estate program, which, I thlnk, totaled some 

$7,000,000, and the Bureau of the Budget recommended that $5,000,0CO 

be authorized to be expeDded in the two fl%csl years 1941 and 19&~ 

The answer to your questlon is that ~e have got to have authorlzatlon. 

There are certaLu exceptions - namely, the Fortlflcatlon Act of 1917 

authorlzed the  acquisltmon of real estate In connectior w~th seacoast 

defense and w~th fortlflcatlons. V hen you want to acculre a slte for 

a seacoast battery, you don't have to have speclflc suthorlzatlon for 

it. It's contalned in the general act of 1917. But, generally 

speaking, you have to have authorlzatlon. 

Q -- ~en a need for money arlses for some purpose for whlch 

there Is no exlstlng authorlzatlon, to what extent does the necessity 

for obtaining authorlzatlon and approprlatlon in the same year Impede 

the thlng~ 

A -- ~'ell, It would depend entlrely on the purpose for ~hich the 

money was to be employed. V~at have you in mlnd ~ 



Q -- Well, in a general case where there is a need for money but 

there is no exlstlng authorlzatlon, so it can't be included in a regular 

spproprlatlon until authorlzatlon Is obtained. 

A-- In some cases the author~zatlon would be requlred. If the 

emergency were crlt!cal enough, we would go to the Bureau of the Budget 

and the Approprlatlons Commlttee and ask for the appropriation for the 

speclflc purpose and not ask for a separate authorlzatlon, trusting 

that Congress, in vlew of the emergency, vould not raise the questlon 

of authorlzstlon. If It dld, then we'd have to get the authorlzstlon 

separately and then we'd get them approximately slmultaneously. That 

Is conDecture in that answer. For example, we have got estimates now 

whlch are before the Bureau of the Budget for construction that would 

require authorlzatlon and it's the practlce of Congress to get 

authorlzstlon for constructlon prlor to asklng for the appropr!atlon 

of funds. In thls case we thought that in order to expedite the 

matter and in the bellef that the sltuatlon might be considered as 

critical, we could ask for the appropriation without gettlng the 

specific authorlzatlon. ~ich may or may not answer your questlon. 

In other words, perhaps we could get by without the necessery authorl- 

zatlon in some cases and we might run into dlfflcultles. But as you 

understand them, the approprlatlons, in general, for the malntenance 

of the Army and for the procurement of materlel and everythlrg of that 

character do not reoulre specific authorization. It's contained ~n 

previous appropriation bills. It should be the exception rather than 
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the rule, when we have to have authorlzatlon. In other words, I 

don't belleve that In the estlmates for 1941 - wlth one or two 

exceptmons, ~nd they are largely technlcal - we wmll have to have 

any authorzzlng leglslatlon. 

0 -- Then there's not a hard and fast llne dra~ agalnst 

approprlatlons belng consldered by an appronrlatlons commlttee for 

a purpose that has not been prevlously authorlzed by a mmlltary 

commmttee ~ 

A -- Yes, there is. That is exactly the fact. Ordlnarmly, funds 

carrled in an approprlatlons bill would be subject to a polnt of order 

If they hadn't been prevlously authorlzed and in the exceptlon mentioned 

thls would be the case. In an emergency, the polnt of order might not 

be made. Normally it would be made, or it would be antlcmpated. In 

other words, ~he approprlatlon commmttee itself would not recommend 

approprlatlons that had not been authormzed before. 

Q -- V, hat check ms made by Congress as to the exqpendlture of 

thls money accordlng to the varmous items pendlng before the 

Congresslonal committee9 

A -- They don't make any check up at all. I vaght say that 

so long after the funds are approprlated an expendlture program, as 

you know it, Is prepared and issued to all the estlmatlng and 

dlsbursmng agencles. That program !s prepared by G-& and It's 

prepared In accordance with the purposes of the approprlatlon. 

There is sometlmes a departure from the speclflc purposes for whlch 



funds are approprlated. Generally speaklng, there Is an agreement 

that funds ~ll be appropr!ated for the purposes Indlcsted in the 

aporoprlatlon and as recommended in the estlmate and which is not 

departed from in any conslderable degree. Departure is the exceptlon 

and presumably a 3ustlflable one. Congress rests assured that the 

money as expended as approprlated for. They don't make any check up 

on at except as at may come to thelr 8ttentlon in subsequent years. 

If there has been any departure from It they sometlmes prescrlbe, 

for example, that in the approprlataon for the Air Corps a certaln 

sum should be expended for the procuranent of alrplanes. The money 

approprlsted for that purpose cannot be used for anythang else. 

Generally speaklng, they don't put checks on it. 

Q -- ~ould that be the basas for thls an~estlga~tion they 8re 

talkang about? 

A -~ I don't know of any investagataon. 

0 -- Is there approprlated for traanang, where the Army has any 

partacular maneuvers, any money for clalms that may arlse in tralnlng 

on laud~ 

A -- Yes, the language of the appropriation for fleld exerclses 

provldes for the payment of ~a~ms, and, In vlew of the large amount 

that Is carrled in the 19il estamate, four fleld exerclses are due 

to the state of the maneuvers. Whereas the authorlt} for local com- 

manders for the settlement of clalms has been heretofore llmated to 

$5.00, it has been Increased to $500, and broader authorlty has been 
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glven to local commauders for such clalms. Is that rlght, Bro~? 

A -- I belleve the authorlty has not yet been glven. It is 

=ontemplated. It's provlded for in the language of the aoproprlatlon 

bill and It's contemplated by the Actlng Secretary. 

Colonel Lewms -- Gentlemen, the tlme is short. We have another 

conference. Any comments or questlons by the instructors? Colonel 

Borden? 

Colonel Borden -- I have only one questlon. I understand that 

you sald that certaln approprlations would be exhausted in February 

and that you were submlttlng deflcmency estlmates. What happens If 

we don't get them by February? 

A -- Thls actlon is taken on the assumptlon that Congress w1!l 

make the ~pproprlatlon by that tlme. In certaln approprlatlons such 

as travel where we have practically employed all our funds, I don't 

know of anythlng you could do except to stop travel or go to the 

Presldent and ask hlm for snthorlzatlon to exceed the approprlatlon 

or to create a natlonal deflclt. There are certaln approprlatlons 

whlch the law prescrlbes so that deflclencles may be created In 

accordance ~th the needs of the current flscal year. Travel and 

transportatlon - travel is included in transportatlon -would be 

one of them. The presldent can authorlze such an obllgatlon for 

the creatlon of a natlonal deflclt in accordance wlth that law. As 

you may know, we over-obllgated the approprlatlon for transportatlon 

by some $12,000,000 for the procurement of motor vehlcles, the contract 
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which was let In December. We got the speclfle authorlty of the 

Presldent for that actlon, a~d if Congress should f@ll to approprlate 

money by the f!rst of February for the crltlcal approprlatlons, I 

thlnk we could aga!n go to the presldent and ask authorlty for such 

an oblzgatlon whlch Is authorlzed by law. 

Colonel Miles -- I have no questlon. I want to thank Colonel 

Loughry for thls interestlng talk. I thlnk e?eryone has been greatly 

beneflted by it. 

Colonel Loughry -- Thank you. 
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