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Intrdductioh

The subject of this talk is the "Prewar Organization and Division
of Functions in the War and Navy Departments — the 1942 Reorganization,!
I will confine myself largely to the War Department, aspects of this
subject., Captein Henning will follow, emphasizing the Navy aspects,

As one of the series of talks on "Crganization for Mobilization and
Procurement in World War II," we can only hope.to hit the high-spots and
confine our emphasis to the changes that occurred, first due to the
declaration of a limited emergency and, later, to that of an unlimited
emergency and the advent of a shooting war, Subsejuent talks will . )
develop in some detail the actual war-time organization and operations of
the War Department after the reorganization of march l9h2 and of the Navy
Departrent about the same tlime. :

Within the War Department, ‘the activities with which we aré largely
concerned relative to industrial mobilization and procurement, 1nclud1ng
the necessary planning for them, are two, — (1) the Office of the
" Assistant Sccretary of War (later the Under Secretary), and (2) the
supply arms and services, later known as the technical services and
certain activities of the Army Air Forces. Some consideration must be
given, also, to the activities of and relationships with the Supply
Division =—- Gek = of the General Staff. Certain interdepartmental
act1V1t1es, such as the Army and Navy Munitions Board, and the relation-
ship of the War Department with the War Production Board and its prede~
cessors, are,a hecessary part of the plcture.

Source and Sconz of Authority'

Congress has endowed by law the Secretary of Var, the Assistant
Sceretery, the Cirief of Stuff, and most of the technical services with
certain responsibilities. Such modifications as mey have been made under
broad emergency legislation will be swept away after the end of the
emergency unless rhese basic statutes are amended or changed prior to
that time. Specific statutory grants of authority, because they are
usually in general terms, reguired implementation by Presidential, War
Department, or lower echelon orders,. JFurthermore such grants are not
_comprehensive enough to cover all of the aCtLNltLCS we are interested in.
It wlll pay us. to briefdldy roview some of the principal. delegations and
clarifications of authority, : v . .

Assistant Scepotsry of War = The National Dofcise Act of ©19205°in
Section 5a, charged the Assistant Secretary, under the direction of the
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Secretary of War, with "supervision of. the procurement of all military
supplies and other business,df,the War Department pertaining thereto and
the assurances of adequate provision for the mobilization of materiel anc
industrial organizations essential to war time needs." An amendment to
the National Defense Act as of 16 Dccenber 1940 (54 Stat, 1224) granted
the powers of supervision of procurement directly to the Secretary of War
with the power to delegate them to the Assistant Secretary or the Under
‘Secretary, which office was provided for in this Act,

The statutory respon31b111ty conforred upon the Assistant Secretary,
plus certain delegated duties, were spelled out.in War Department General
Order No, 41, 16 August 1921, This order resolved some of the apparent
areas of conflict with G-4e Later it was found necessary to define more
precisely his duties and relationships with the Gnncral Stdff thls was
accomplished by AR 5-5, 16‘July 1932,

.As you will recall, the Act of 16 Dbccmber 19&0 vested the: super—
vision of procurement directly in the Secretary of'ﬁar. He, in turn,
delegated these powers to . the newly creuted Under Svcretary (WeDe Orders

Cy 21 April 1941),

Supply Arms and Services — At various times and in varying degrees
Congress has given specific procurement responsibilities, in both mandato
~and permlssive terms, to the chiefs of most of ‘the supply arms ‘and
services, It may be .of interest that the Air Corps has very little such
authority and that the responsibility for.transportetioen-rests-in the =
Quartermaster Corps, although a Transportatlon Corps Nas pstab 1shcd in
1942 under emorgency powcrs.,ng , N . R

The only penmanvnt statutory change durlng tbls bmprgenc* charged
the Chief ‘of Znginecrs with the direction of. construction;’ malntenance,
and repairs .for: the Army, formerly dzvlded bctwoen :nglneers qnd Quartpru
master: (55 S*“t. 787, 1 Dbcgnber 1941). : -

The dutles and rgsponolbllltaos of the chlefs of” the several’ supplj
arms: and services; prior to’the reorganization of the Armv under em‘rgenc
pawers; are found in various Wur Department orders and’ regulatlons.

These directives were issuzdy of course; with due:regard to such mandator;
statutory authority as the chlefs ch hAve had at thv time, :

e ey rmes S e e

Assistant Chief of Sta £ u-b — Tne W:r Dupartmcnt General Staff
was established in 1903, ©In Scction 5-°0f ‘the National DOanSu Act of 192
certain statutory.authority was given to' the Chief of Staff in regard
to supplying the equiping the Army of the United:States, The Chief of
Staff was ompowered to act as agent of the Secretary of War in carrying
out such plans as he, the Secrctary, may have ‘approved, Thus there was .
some room for: conflict in the operations of the Assistant Secretary %ndg
those- of ‘the Chlvf of ata f, partlculquy 1n the plannlnD fie ld. '

. The rebponolbll*tlps of the Supplv DlVlolon ‘of the Gcncrul Staff
_are outlined in broad terms in AR 10-15 (AR 10155 18 August 19363 C, 2,
10 October 1939; WD Cir. No. 81, I, 1940; WD Cirs, Nos. 33, II, 77, II, -
and 152 11 lvhl) .
Rblqtlonshlos of Ass1stant S»crctﬁrv, Gth und C%lqu of Supply;Arﬂs
and Services — The above described statutcery and War Department delinea—
tions of the responsibilitics of the Assistant Secretary, the General
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Staff, and the chiefs of the scvcral‘supply'arms and-services,. resulting
as they did in some cross conflicts, werc the bu51s, atleast in part, for
certain coordinating procedures designed to alleviate them, It was
obviols that all such’problems should not be brought one by one to thp
personal Pttgntlon of thp Secretary of War,

Before examlnlng the more. 1mportant coordlnatlng bOdlCS, it should
be pointed out that the chiefs of the supply arms and services reported
to the Assistant Sccrotary in matters under his overall superv131on and
to the Chief of Staff in other matters, .

. Onc of the orgenizationzl procsdures used was that of the War 4

Council created late in 1917 by the Sceretary of Vare It was recreated
by the National Defunsc Act of 1920, Consisting of the Secretary, the

Assistnnt Sccretary, and the Chief of Staff, it was, of course, the top
policy-making body of the Wer Department in bOuh military and munitions
matterss o : : .

Prob:sly morc iuporu~nt from our point of vicw was the organization -
of the Gencral Council in 1936 (WD Cir. No. 4, 17 January 1936. AR 10-15,
18 ‘August 1936). It consisted of the Deputy Chi.f of Staff, the Assistant
Chiefs of Staff, and the ixcentive Officer to the A531otant Secretary.
The chiefy of the cras and services and soveral other: top War Department
chicfs and. exccutives sat as membursg also, in matters involving. them,

- In Jower echelons it is probable that various mcans of formal
resolution of any conflicts of the above description éexisted in the
staff-organization of the chiefs of the supply arms end services, For
examplc, technical committecs have been formed by some of sthe procuring
services ‘in order to coordinate the intcrests of the uswng arms or .scre
VleS w1th thosc of the procuring scrvices.

Joint Army and Navv,Organizations =~ Various joint Army and Navy
‘boards -and committees wore brought into existence from time to time which
are of intercst relative to our analysis, Probably the most important
from the point of view of procurcment planning and industrial mobiliza—
tion is the Army -and Navy Munitions Board., This Board was first created
in 1929 as a result of rccommondutlons made by the Joint Army and \ﬂvy
Board. By Jchutlve Order in. 19}9, it 2and certain other joint boar
i.¢. The Joint Army and Navy Board, the Joint Econowmy Board, and thn '
acronzutic:l Board, were brought directly under the direction and super—
vision of the President as Commander—in-Chicf., The Munitions Board
consisted of the issistant Scerctary of War (later the Under Sec“eturv)
end the Assistant Secretary of- the Navy. '

Functions and‘Organizatibn

We have secn that the Assistant Secretary of War, the Chief of
Staff, and the chiefs of the supply arms and scorvices have been endowed
with certain responsibilitics by sta tutc'ﬁn?Q by Qc;bvgtlon, and that
certain connccting links werc forged at a2 high level to‘assure coordi-
nated ection, A more detciled unuly51s of their- funct¢ons and thec organiza-
tions to carry them out is in order, but in no scnsc is this a critical
analysis of thcir oporations,

e ave

(Chart ~ Figurcs 16 and 17, between pages
100 and 101, "™¥ar Department Procurcment
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Planning," AIC Special Text No, 98)

Assistant Secretary of War — The Assistant Secretary of War by
statute (later the Under Secretary by dolegation):was charged,’in
abbreviated terms, with: A

l. Supervision of the procurement of all military supplies,

2. Aassurznec of rdeyuste provisions for the mobilization of
materiel and industrial organizations essential to war-time needs,

34 Production in.government—owned plants of supplies and articles
needed by : ‘the . War. Deprrlacnt ta tnu chtent thet capacity or economical
operutloqs permit, o _ :

In uddltlon the Ass;stant Svcr;t ry was del“”“t@d certain duties of
a more specific nature such as direction of the national cemeteries and
supervision over the acquisition and disposal of real estate,

In order to carry out thb statutory functions, the Offlce of the
Assistant Secretary was organhized into three prineipal branches, —
the Currcent Procurement Branch, the P;annlng Branch, and the Army
Iridustrinl Collcse, We nced not concern ourselves wlth most of .his
other activities pxccpt those pertalnlng to the Army and Navy Munitions
Boards. The. porsonncl, both officer; and 01v111an, to staff,the Office of
the Assistont Secret tary werey by stutute, to be det led from the branche
of the Army engzged in procurement, ... . S S e

Prior to the emergency the principal emphasis was given to'pfocure~
-ment planning, including ‘the broad aspects of planning for industrial
. .mobilization. The Current Rrocqrgicnt Bro nch, s its name lmpliesy

"  exercised 2 limited. degree of staff supervision over: the largely -auto-

nomous supply arms and services.in their:.current-and rel“tlvely small

- procurement programs,. By-st:tutc, however, the Assistant Secretary had
the author;ty to require direct reports from the chiefs of. these arms and
services regarding all matters of procurement, This Branch was .
responsible for the issuance of procurement. regulations which established
oenural purchfsc and- dlSpOSul pollClus for thb N*r Dep&rtmbnt.

1ho Army Inaustrlul Collc o, orlglnallj establlshed in 19~A, had
the mission of. traininmg selected. Army; Navy, and Marine Corps. officers:
in procurement and pVOCJremcgt~p1ann1nb,Qnd”was the recipient of the:
benefit of their exoerienco and studicse
= Tho Pl Jung BL weh was rcsponslble for SuOCIVlblOH of tne sunply
arms and services. in.planning for war-~time urocurenent and for the de-
veIOpmunt of .plans. for,industrisl mobilization., The Brich wes divided
‘into. several lelSLonS, the names of most .of whlch are indicative of
their functions. Among them were: - : '

Contributory - . . Fucilities.

f Procurement . Plcis - Gonstruction.
Standards R _-Power and Fuvl
Co.zodities : ‘Legal o
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Thc staff of “this Branch toguther with ‘the correopondlng staff in the
Novy D Lﬁnuﬂt constitutvd the stﬂii of the ArmJ and Navy Munltlons
Boz: 1(1. ,

Before analyz:.nc the prlnClpal act1v1t1es of thé Offlcc of the
_Assistant Secrctary, partlculurly those of the Planning Branch, it will
be well to trace the changes in organization up to the time of the overall
War Dcpartmvnt reorganization in March 1942,

The above description has been confined to the peace»tlme orggnlzb~
tion of the Office of the issistant Secretary, Plans for its war-time
organization had beén worked out to be put into effect at M-Day. Thuse
plans called for the estubllshmcnt of a Director of Procurement and the
merging of the staffs of the Current Prucurument Branch and the Planning
Brrache It was contemplatvd that a super-agency would &ssume responsi-
bility for carrying out the OVPr—all industrial mobilization plans
developed by the Plannlng Br:nch ‘and the Army and Navy Munitions Board,

The rapidly increasing procurement program of the War Dupartment
durlng the crecplng MéDay perlod resulted in an cvolutionary development,
not without grow1ng pains, in the orgunlzatlonal p*ttern. As a result,
we find, just prior teo March 1942, an organization in the Office of the
Under Secretary composed of three principal branches, disregarding the
Administrative Branch, which, however, had a few functions at the time,
such as those relating to tax amortization, of interest to uss

A Dlrvotor of Production, General Knudsen, had bcen designated,
A Procurement Branch, as contemplated in the war plans, had been set up
and, under it, a number of divisions, Deputy-directors for proauctlon
and for purchascs assistced the Director, uencr°1 Haycs,.

The Resources Bruch, = dircct descendant of the old Planning Brorch,
concerned itsclf primarily, although not eontirely, with those activities
which had inter-departmental aspects, It constituted the Army gtaff of
the Ar”y and Nuovy Munitions Board; its staff represcnted the Wer Depart-
ment in most of 1ts relationships W‘uh trv viar Production Board and its
predecessors, E o

In addition to the Procurement and thc Resources Branches, a

“St.tistics Bronch, with General Ayers as its chief, had becn activated
with the primary function of providing over~all 1nformation on the progress
of the procurement progroms. The Untler Sceretary maintained a stzble of
special advisors and trouble-shooters who gave special attention to
matters such as construction, labor problems, and cconomic warfarc, which
might or might not be, aléo,.fuhctions of somc of ais staff divisiOns.

Last, but by no means lsast, it should be emphasized that the Under
Secret)ry is the acting Secrct:ry of Wor in the latter's dbsences

Supply Ars »ud Services —— It has been pointed out that the chiefs
of thc supply arms and scrvices have certain statutory rcesponsibilities
under the direction of the Sierectery and that they hawve been delegated
others by War Dszpartment order. It is not possible to examine them in
detail in this paper. One point, however, should be emphasized again,
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The chiefs of these branches had operational responsibilities for procure-
ment, including the necessary corollary functions of procurement planniny
purchasing, production in War Department facilities, and inspection, test,
and acceptance, In these matters they were subject to the supervision

of and reported to the Assistant or Under Secretary. In,addition. they
had respon31b111t1es relatlve to requirements” for. and 1tems, storage,
issue, and ‘maintenance., In these fields they were “under the supervision
of the Gener:l Stoff, In summary, then, they were told what was wanted
and when by the Gencral St2ff; they were told how. to purchase or. produce
~and"under what condltlons to accept or regcct by . the. Assistant Secrotwry,
”they were told what and where ‘to.store and under what conditions to issue
" the accepted items by the aeneral Stwff.' Naturally the operat;ons were
net this simple,

The organlzatlonal patterns adoptcd to accompllsh these missions -
varied greatly from service to service, In general, however, each. chief
of service had set-up Cbrt”ln staff divisions in Weashington, By and -
large the development and tcstlng of nlllt“ry materiel was accompllshed
" in field laboratories, The c¢olintry was divided into procuroment dis~: .
tricts by each service and purchasing was, to a’ considerable degrop,i
decentralized, partlcularlj after thé procurtment vrogram, became. large.
inspection and acceptance varied groatly; these functions wére génerally
performed at p01nt of delivery, i.e, the depots, when. procurenent . was
small but, in the most part, at point of origin later’ in the emergencye
- Many SberCG depots were cstsbllshnd at which Army mutorlel was - stored

9nd from whlch it was 1ssucd. v : :

, . Assistant Chisf of Staff G-l —— The aupply ULVlSlOH of tho Gentrgl
staff was chargcd 1n brotd ttrms w1th tht functlons o?~s:‘_ _

1. PTOpgruthP of bzsic supply Dlars as are required by mobiliza~
tlon, training, :nd f“tcglc planse , . o : L

”-2,.~Ad3ustﬂtnt of those pl:ns to cha ngiﬁg.miiitéryﬁnéeds and .
procurement possibilitiese | |

' 3, Dlstrlbutlon, storugc, ‘and lssut of suppchs und ouloment.-
Le Transpottatlon,

5, Determination of the‘tybes of militéfy'supplios required by
the Army. :

It should bo mentioned that G—4 was dependent upon other divisions,
particularly G~3, for the mobilization.znd strattq1c plans upon which the
supply plans were nt0tssar11y baseds

G~ was organized into several branches of which several secctions
of the Planning Branch and the Policy Branch would be of interest to
use¢ The rapidly increasing procuremecnt program of the Army, beginning
particularly in 1940, necessitated an 1ncreﬁsc in staff to a point where
it began to becoms top-henvye :
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Summary

A study was made by the Industrial College in 1945 at the request
of the Under Scercinry designed to aid him in the performence, after
the end of the emergency, of his duties under the National Defense Act
as amended. It is probable that the pre-emergency legislation will have
become obsolete prior to that time but certain conclusion in this study
afford us an excellent summary of the responsibilities, the authority,
end the relationships described above. (Quobte fre peges 30-31 of
"Report - Studics for the Planning activities of the Under Secretary of
War," AIC, 18 August 1945).

Reorganization of 1942

It is almost obvious from what has been said so far that an un-
wieldly organization, both in the Office of the Uader Secretary and in
the General Stzff, with command channels not too clearly defined, had
come into existence by the time of Pearl Harbor., There were too many
possibilities oxisting for opcrations at cross purposes and in ignorance
of what was being done ¢lsewhore., There were too many chicfs reporting
to the top echelons., and there was the imperative need for formalizing
to a greater degree War Department relationships with other war agencies,

As n rosull, ~nd with the authority of the First War Powers Act,
the President issued an order reorganizing the War Department on 28
Fcorunry 1942 (Executivs Order 9062),  In broad terms this action was
more fully described in WD Cir, No. 59, 2 March 1942, It was effective
on 9 March. '

(Chert froa WD Cir. Nee 59)

It is not our purpose to describe in detail the full implications
of this reorganization nor the functions and operations of the several
segments of the new orders Later lectures in this series will clarify
the picture, For contrast, however, some of the results may be pointed
out,

The staff of the Office of the Under Sccretary was largely absorbed
by Headquarters, Scrvices of Supply. Hid office came to consist largely
of a group of special assistants and advisors., Day to day supervision
over procurcment was delegated to the Commanding Generals, SOS and AAF..
As o consurusncc, he axercised tihe broad function of supervision through
only these two chiefs as contrasted previously to the seven chiefs of
the supply arms and services, The staff of G—4, also, was drastically
cut and many of the staff functions relating to storage, distribution,
ete, were delegated for all practical purposes. The number of chiefs
reporting to the General Staff on these matters wes similarly reduced.

Thank you. 7uestions miy be reserved for whatever time remains
after Captain Henning has spoken.
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