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Analysis of Army Requirements Determination

20 November 10647

COLONEL MICKELSEN: Gentlemen, we are very fortunate today in
having with us an officer whom a great many of you know, and for those
who don't know him too well, T will explain that on the Army side he
has the job of doing the particular thing that we are studyinge He is
largely responsible for mobilization planning and supervision thereof
for the Army, Cne of his big vroblems is requirements, He, in that
position, has learnsd to appreciate timing and the importance of that
in planning and determining requirements, e is going to talk to us
today on that subject. Colonel Yestphalinger,

COLOWEL WESTPHALINGER: Members of the faculty, guests, students
of The Industrisl Collsge of the brmed Forces, it 1s indeed .an henor
to have the opportunity of addressing you gentlemen, It has been my
good fortune to have beon associated previcusly with many of youe

The subject of my looture is an "Anelysis of Army Requiremonts
Deternmination Methods.," ' '

I would just like %o say that in wmy brief expericnce here today I
have gethered the impres:ion thet perhaps there is a little confusion
in the minds of students. I would like to got down to getting us all
on the same basis to start off, I would like to do that by telling a.
storya

General MacArthur had a sorics of Chiefs of Staff, beginning with
General Sullivan who was his wartime Chief of Staff; then Dick Morshall,
- He wae followed by Gonersl Chamberlain, the present Dircetor of Intelli-
gence, Department of the Army, and then he had his present Chief of
Staff, Goneral Miller, Geneoral Miller was called awny becausc of
sickness in the family,

I happenzd to attond a dinner and was scated next to his Deputy
Chief of Staff, Generul Clarkson, Gonsral Clarkson was a very good
field soldicr but this busincss of being Chief of Staff, particularly
to General Machrthur, was a2 new anglc,.

He walked into Yeneral Machrthur's office ons morning, Gencral
tlneArthur looked up cnd saw he had a new Chief of Staff and smaid to
Generel Clarkson, "How arc you gebdting clong on this job?" Genoral
Clarkson said, "General, this is thoe hottest job I ever had," He had
to run the Japancsce governmont, the Army Forces, and Korca, which was
quite & job, : )
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General MachArthur Aidn't say cnything, HAbout a half hour later,
he came into Clarkson's office cud said, "So the hsat is on on this
job?" Clarkson said, "Yos, sire" "Gereral,” he said, "I don't undor-
stand half that is in these communications thrt pass across my desk,”

Machirthur said,. "I don't cither,” So I puess, gontlemen, we arc all

the Supply Groun, Servi

U. Se army in his 1
ht into the reguir 3
nation methods currently used, Colonsl E. K. Daley in & lecture 24
Soptember 1946 on the subjeet "Orgonization and Functions in Determiw
ration of Army Requiroments” outlined the organization and methods om-
ployed by the Army Service Forces &F the drmy as of Vd-day, I :
rceomzend that you read Golonsl Daley's looture on file in the Collezc,
A detailod description of the proocodures employed by Lrmy Serviee
Forces of the drmy as of Vi-duy.is given by irnmy Serviec Forces Monual
=13y

These two lectures give you the requiramentss dotormination methods
usod on VJe=day and sinco then, "I ghall limit mv discussion to the
first threo years of a future mobilization, I favor in a futurc nobili-
zation, the supply contrel methods iIn usc on VJ-day as they can be inm-
proved during peacetime, Phis uhrase."as thoy con he improved during
peacetine™ is important, for puncetime conditions do not normally tond
to improve metheds of dodSernminine regulrements, :

To explain thot statement vou know that the irmy and the dir Force
budgot requirenents for funds for 7Y 1949 were succcasively rceduced by
roeviewing authoritiocs from 1igt to 844 to 5.9 billion dollars. This is
obviously an abandonment of roguirements in faver of roquests, Roquests

are made only for those thinzs ~iich it appocrs likely ecan be obtoined
from Congress. .

Th» basis of that method is thu poacetime tendoney fo omit from
requircenonts any items and quartitics whose absence will nobt cerdainly
causc failure of a pregram, 48 a coreollary ony progran which Songress,
for one reason or anothor, is oxrocted to disapprove, is cmitted.  This
is nogative supproach since it is basod on substondard conditions,

Fiar results in the use of the positive method which includes as justifi-
able any -requiremonts whichyvwill conbributz te the success of ovcerations,
This is the nethod which mumst be lont alive ond improved in peacetime

by planning, to pormit succesaful support of a war. Thore will be

cnough limitations on our »~bility to £ill requiroments without our ad-
ding confusion by not knowing hoiv to uscertsin requiraments.
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Penoctime drmed Forces requirements, then, are primarily linited
and partially determined by the funds avoilable, Wardime reguircments,
however, arc limited by vestly diflerent factors. Vie hed timc to learn
for the late var what many of these factors were beforo Peorl Harbor,
In 1040 and 1941 the Sorvices were precuring muzitions in an cconomy
which was ongaged at tho same btime in unrestricted civilian productiocn.
Ls dofense appropriations were cnacted, efforts vore directed towards
the quickest possible obligating of nll available funds erd tho ropid
procurement of cquipment te clothe, house, and train the growing civil-
ian Army and Navy, Dhis was the poriod of broonstick guns and tar-
paulin armered tanks, When indusiry could nct m.ct the cxpending
ncods, purchascs were made "orf the shelf." The Quartormaster Corps,
for cxample, was supplying now rccruits with 30-odd typss of shirts;
purchasing anything that was reasonably close to rogulation color and
of ony obtainable guality, Ordors werc suporimpossd on sach other
without assurance that daliveries would be meds as scheduled, The
absongo of fixed fiscal detcs during which funds hias to be obligated

~

lced to a looscness ol progurancnts

4s you know, the actual aveilability of materiel ot any particu-
ler time from the preduction line to the fighting man is primarily
deternined by requirencents, ‘Yhen o gencral asscssment of the items and
quantitics nocded for mobilization has been made, the problem of deter-
niving production reguirements is barely bogun, Filling these roquire-
monts depends on many thingse The main factors affecting required pro=
duction are shown by the follawing:

13. The fire roquired %o conwvert industry f{rom poacctime to
wartime preduction,
-

24 The availebirity of raw materials,

3¢ The avoilability of manpower to industry as perscmnel
is absorbed by the Armed Forcese

4, Avallability ol carge shipping covpacity,.

6., The obility to discharge ecargo overscas and forward it
to the point »f usC,

6e Thc timing or phasing o7 reguircnonts,
7« The balance betucern requiremerts for different programs,
Let us consider these facters and thoir effects, If wo connot pro=

cho Qnoggh combat plancs and tanks for the combat troops thoy must go
shorte 4lso cur requirerncnts for armamcnt, crmunition, and fuel to run
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the =umboer of vehiclos

planes and tanks aubonobically odscroase and

and maintenance units Lo support them is decrvassds This is an

tmporﬁ“nt Tactor boecausz those dooraasss arg substantial, Since leoss
£ thisg cquipment exists, replacemonts arc docroasced as ne ropluce-

“Oﬂts are necessary for the nonexistent vorticn. Genorally iz tine of

notilizabion thuy arc not availadle, Thore may ho, con the other hand,

if awvoilable, a resulitant ro*VJSJd roquirement for vtﬂ.

stitute equivment,
-

Hexb, row materiols ]
can ke corrslabtod with roalistice production

v,

types o sube

ngeessnry to produce siven itens of matoerial
v <

pressibilitics or schodulis,.

This wms done by the Gontroelled Materials Plan during the war, ard it

materially assisted in solving the raw matsrisle- problen in World YWz

I,

If the milit
rationsl man and woman pover pool 1Will net a

tary ro qulrr*ept for ﬂurgothl is sc larg

that tho
low Lllllhg uh@ regquircrent

- 9 s
ard contimuing industrial cporatious irn suppord of the mobilizad forcos,

gither the roguircoment for Armed
will fall,

If we can mybilize and.couip o force b
and supplics te the propsr combat ocrsas the
arc an unreccéssary drﬁ on the eccnomy. B
thot in Werld Yor II., Yie had +to bhaclk o

Frrees must b decrsasced or producticzn

’

ut camnnot nevs the treoaps

roquiroments for these forces

o, v achually ran into
n the gize of tho armed

S
Forcess There is a limit to tho size of the «rued Forees, and weo
C

cannet drain from the wmanpover pecl of the U

‘ugShmlng thet we oon mebilize lurgs Arn
o conbat aress, as well as move encugh suprlics o support
1
hic

ovirsen
them, but canmnot of“l*ad supply ships crn th
frem tho discharge Mn i to The peint of use
reagson To make such Shlme“tS until such ti
proper arcass, The ¢ffest is @ lowering in r
slowdown or vhesivg-back of the sunnlics vhi
ncved,

Sirce materiel serves no useful purposc
to bear against the enemy direetly or indire
duce must be carefully coordinatod with tho
duction must be used, othorwise cur depots w

stoekse  The impreper ohasing walch rosulted

ra

nited States too mmch,
ad foreos and move t‘un
h)

far shor. or move cargoe
in combni, {there 1s no
e 08 they can. reach the
cguiruments beeause of the
h cannet be dischargsd or

o

unless it can be brought
ctly, our 2bility to pro-
time whea rosults of pro-
7111 bulge with uscless

in unrealisticnlly alghe

estimated roguir ments for tanks during the yoars 1942 and 1943 made

Vil;&ble mny mereo taidts than cculd bz used
percussions which asm rosult Trom such inp
90

of requirements is the cffect un the nerale
hc sceos mount1r~ stocks of matericls accumul

o Mot the least of tho
ropor timing or phasing
of the foctory worker whon
2ting cutside his fachdry.




Finelly, balance botwison prosrams is cssential, Requirsments
for persomnel,. Weapﬂns, vehicles and communications, transgporiztion
and the nany cother items requirced for the Jrmed Ferces must be carc-
fully balanced against the regquirercents of the industricl and Zone of
the Intericr crganizaticn which supports the drmed Fercos and tho
roquirements o the civilian population which supports both,

One of the nembers of this class tock me on a jrunt over in
Tekyo and we wont te a Jopanese erscnal, In their broken Enzlish they
teld us what they éid during the war, I wos very much interested in
one thing that they told us«wthis was entirely voluntary, They said
thot teward the ond of the war great emphasis was put on ths 120 mm
gun and that 1t had overriding priority over all other praduction proe-
gramse  Cne 11ttle Japancss, apparently a captaia, said, "But we had
neither rader to centrel tho guns nor 4id we have ammunition 4o fire
thom, 8o you gee they hod thedr program slizhitly out of balancs,

Lrmy requirements detsrminations rosulting in producticn propgrams
of the magnitude of 20 billion dcllars per year and changss therets
have a major impact on the nationsl ecencmy, £n 1mpﬁr*“rt changs may
put industrizs in or cut ¢f btusiness and may determine ths degroe of
prosperity a community onjoyse

Thcoratic ally, rogquireaments du terﬁ¢ﬂﬁt1ﬂns for thes Department of
the &rmy for a 5?' n pericd should bz a mathematicsl computaticn bascd
o the fcllow1 ng censideraticns:

1. Stratezic 5uida' o which should give in general tbrm the
type, rnunber, ard cmployment of feorecs by arsas,
2o Troops lists which show troep compositisn and doploy-
ments,

z., T/CL, T/BA and special equipnont lists
4, Cporationsl Supplicse
5« Stock levels and pipe lines,
S chlgcamant'f:ctors.
7+ Requirements cof Jir Force, Navy and International Aid,
8. Others,

From the total of requirvments determined frem ths foregeing are
subtracted the sum of roscurces in being te obiain the quantitics to

s prucured during thoe period chrrospcndlnb t7 thrt of thoe requiroments,
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Unfrrtunatsly, in nc field of endsaver is the spread between
theory and practice sc wide, How let us examine scme of the censidera-

ticns thot causc these divergoncicss

- Strategic ccncept or gnidances Every loglstic planner h-pes
for the much sought for and desirced strategic guidance, Howsver, 1t
roquires up to about eighteon months for a geing producticn line to
shift frem cne tyoe to 2 new type of major weapoen, It alsc takes up
to nine menths to inersasc preducticn of 2 geing line. It is almost
humanly impessible for stratezic plammers in z fast moving, and over
changing medern war tc outline a strateglc conecept eighbeen menths
aincada

After all, the persommel of the Jeint Staff and CGoneral Stoff

Py

.are the same 1lk as you ﬂLd I ard by rooson of thoir p\51tluﬂ alone

are not necessuril* ondowed with any unusual prescicncc. The deeision
to land in sorth ufri a arly in Novembar was comounced on high
Washington lavels on 8 August 1942--3 months' werning., The decisicn

to invade Burope in doy 1844, later changed 4o June, was made ot the
Caira conference in Decsmbor 1943we8 menths? warning, However, tenta-
tive plons for s cress—chanmel operation wore formulated in tho -swmmer
cf 1942. The decision to lond con Leyte instoad of Windanao wos mede
sixty days befor: the Leyte landing, The ducisien 4o invade Kyushu
Island in November 1945 was made oarly in Jpril 1945--7 months!'! warning,
Obvicusly production could not reflcct strategic guidance cr such short
nctice, :

Vhile we sheould like to anve strategic guidsance it may prove the
largest scurcs of error in the longerange irmy roguirements determine
tiong, For a general mobilizaticn 4 the fubure, we must meke preparae-
tions to support any probable strategic vlan, Nevortheless, strategic
guidance, whon &Vlll:bl:, is viluable for adjustmont of short-range
requir“w¥nto. ’

The fellowing i1s an oxtract from sbotoment by Secrotory of Dofense,

Forregta bbfcre Serate Spoeisl Committee te IPV"qul“‘tL ths National

]
-3
‘Defense Prozram, 22 Octobor, 1947,

"There was too groat a tondenc y for the Struthelc plannars te
slignt the copabilities and limitaticns of war production in meking
their strotegic plsrs There was not safficiznt knowlﬂdco of the
footor of lasdetine, StrﬁtU~ ie plauns nust Be translated into the ond-
items cf military cquipment unccessury te cearry cut these plans, These
snd=items must in turn be trané stod ints materials, facilitics, and

k)

1
lobor, The success of stratoegic plans is dependert upon these factors
of producticn and if limitations oxist in thoem, the strotegic plans
must be modified aceordiin The load-time for the manufacture of

ma jor itens of militnry coulpmqrt is mony months, This fact wos some-
times overlosked in the preparation of strutugic vlans, sometines with
danzerous consequUoNCI S,
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"Timely statement of requirements for cur Allies was particulsrly
trying., The personnel in the Services respensible for procurcment too
often had te try to outguess the plarmerssy”

Troop lists or trcop busos are derived from strategic concoepls
and are materially influenced by tho employmént of forees, Employment
of foress is likely to produce major shifts in types and nuwmbors cf
units, This in turn materially affects requirements for materiel and
roquired production, An oxemple of this from World Vier 1I is the
attaimment of air supsriority and the shift away from AL troopse

Development of cmphibicus cperations after the cutbreak of war,
which matorinlly affectoed the trcop structure, is ancthor cxample,
Tactical cmployment of the Ground Forces pluced emphasis on heavy
artillery units‘and inecrecased requiresments for heavy artillery and
smmunition, For their dovastating reids against Jupoan, becsuse of weak
cpposition and- fighter escorts from Iwe Jima, B-29's weroc stripped of
most of thoir defensive armaments, thereby decrcasing requirements
therofors ‘

Q/OE, T/BA, and special lists of equipment churge with strategic
and tactical uses. I camnct emphasize tec much the neceasity for
sorly decision in finalizing ou T/08, The time lag roguired by the
users to make this decisicn generally is too longe Tee cften during
World War IT it was ncecessary So couragecusly initiste precurcment of .
improved types of equipment, without formal ajproval by the users,
Even materiel approved by the usors wos canceled and .subscquently put
back ints procurcment. In additisn %o preventing users having equip-
mert when desired, this gove inlustry the admittedly rother welle
founded impression that the idrmed Forces didn't alweys know their own
minds, To give you some idea of thd time lag in pebting T/OE changed,
our forces in Italy prepesed using six instead of four 105 mm howitzers
per battery in late 1943 or carly 1844, The current tentstive, but at
this time still unapproved, T/0E for the Infantry division provides for
this organization, '

Requircments for operational supplics are extremoly difficult to
deternine, These requirements are moterially affected by the action of
the enemy. after all, he has a lot €o ds with cur strategic concept
ot times, If the snemy has time %o use a scorched earth pclicy; those
reguiroments skyrockcets If, on the other hand, his withdrawal is rapid,
as occurraed in Prance in the summer of 1944, the cnomy is unable to
destroy bridpges, roads, utilities, and cormmunieations, and require-
ments are less than anticipoted, lMorcover, the enemy undor the fore-
going conditiens coamnct withdraw ncr destroy his stocks of operaticnal
supplies. This may produce uncnticipated windfalls which furthor rcduce
requirements for <¢peraticnal supplies, Hewever, it is an ill wind that
blows no goode Most excess operaticnal supplies, the bulk of which is
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in enalneer constructicn ma+er1wls and signal upplies, if held in the
Zone of the Interior can bo used for other crmpaipgns cr in domestic

postwar cxpansicne

Stock -level requircments arc probably the mest accurately
determined requiremonts, being enbtirely arbitrarily stated guantitics,
Of significance are the foll,wnng factss On the defonsive when supply
lines may be interrupted by the onemy, stock levels must be high
entugh to assure conbtiruocus supplys On the offensive in islaxndshoprping
warfare, supply lovels can be lowered materially, In the Philippincs
our feorees alfter 1244 were unable tc acquire more than 20-30 :days
supply of am authorized 90 day lovel of supply for the peak farce
thoroe Potroloum supply can be accomplished on un even lower lovel if
tho inland distribution distances are short, However, whers the

cffeonsive operation extends to the interior a considerable disdanco
from the base or point of discharge, stock leovels must be increased
%o provide tho necessary distribution. The zreatest danger with
raespect to stock lowvols is the ﬂccunulatlﬂr of supplics in cxecess of
needs This rosults in melvlistribusion or the freezing and insccessi-
bility in a loecality of matericl which is difficult ~r impossible to
redistribute or ship to the noint of need, This maldistribution cor
freozing of quantitics in an arce in excess of local ngods is not proe
vided for by the requirements and may result in o duplication of reo-
quired preoducticn to tho extent of the maldistribution, Fhen you con-
sider the fact that we doliverced supplies tr 340 Aiffcrent ports and
beaches throughout the world, it is apparont that msldisztribution at
cach peint can add up to enormous quantitiss.

In provicus lecturss the noocssity for accurate replacement
factors have been indicated to you, I should like to reinforcoe these

views on the importence of such Pactors. Our current factors aro predi-

cated on Viorld tar II cxpericnee which roflcocets the influcnece of cur
overwhelning eir supsricritys.. Ye all hepe we will alimys. realize this
advantages Howover, with the advent of now weapons this may nct be
the cascs It is nt ny intention to ordeaver te inlieate what thosa
factors should b but I should liks teo uriocfly illusisratse by cxample
what the megnitude of the orrer in requiremcnts determinetion can bv
under a certain s:t of conditionse I am thinking of early World |

IT now,

epartmont day of suonly For oculibor 50 onti-
airoraft machine gurs 3t tk cutbreak of Vorld viar I was 100 rounds
por daye e had re reliable exporicnce data, 4Aftor the fall of the
Fhilippines an ineonclusive and uwarcliabls check of tho cxporicice of
that eampaipgn, snd of course rofloeting lack of air supcriority, indi-
catod 100 rounds per day as a roase nablo figurc, ds a rosult of tho
Nerth ifrican campaigr axpuricuce tkis figure was reduced to 50 rounds
per days By the summcr of 19483 air superiority Luils g, pormitting
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this figure to be cut in half again with the roolizati-n thot 25
rcunds por sun per day was still toc high. Further cxporicnee has
reduced this day of supply to five rounds per day per gun as the
currantly approved factor, This is probubly an extreme case, but it
docs indicate a luck of aceuraey in this pariculnr factor.

‘On the cther hand, somo armclicraticn of this situation ean be
cchicved st the Dopartment of tho drmy lovel by adjustient cf precurc—
nont to prevent acquisition of unduc stockagos as inlicaticns appcar of
stocks accumulating,  Inasmuch as the bulk of the irmy roquired pro-
duetior. aftor 1943 was for roplaocement purpeses, the importance of ro-
placcmont’fuctors cannot be overomphasizod, -Unfortunately any ro-
placomont faetor based .on expericnce is historiesl snd may or may not
apply to the Tuture operationse Roplacomsnt facters st bo earcfully
sérutinized on & day-to-day basis, Changes must %o rofleeted in tho
procurcment program at the carlicst possible dete, Frllowing tho
nornal ‘supply channcl indicstions ou which to adjust tho procurament

program were delayed far tos lony in arriving,.

Two systems wers dovise?l to obtoin butter roplacoment foetor data
by the irmy and the Air Foress, The 4ir Foress had a statistical offieor
in the T/O of proup hcadquartcrs, This officer was specially traincd,
From the data availsblc to Heddquarters, &ir Ferecs,t ir eshington,

'this work appcarcd to bo performed in s satisfacSory manncr. In the
socond system each Technienl Service traincd o number of selected

of ficérs to report ruplacemont fackor Jdato. These officors were attachod
as teans to the scoveral thoeter hendguarters for the primary purpesc of
accumulating replacement facter dataes This systom, whils it produccd
some rosults, was g.onerally unsatisfactory., 4s a method of serconing

out the superior officers from the avorage officsrs in the tcams trained
for this work, it was z complatc success, ‘“hat happened was that'bho
theatsor headquarters proselytcd the outstanding officors for their staffs
and roturned the othors to the Zone of the Intorier. Undsr thaso cone
disions it is roadily appreciated why this system 4id not work,

I have highelighted somo of the more imporbtant sources of 1iffi-
cultics in the determination of rocquircments, 45 proviously stated, from
the total of rcquircments detormined 1s subtracted the stocks ‘on hand
to obtain requirced production, Unfortunately, it is oxtromely fficult
to obtain an accurate invenbory cither in war or peaccs Itoms must be
proporly identificd to insurc thot we are adding aptles to apples and
not apnles to oranges,

You are all well awarc of it but I eammot cmphosize too strongly
that, particularly in requircmonts dotorminations, any system is only
as good as the data awvailable to it anl the porsenncl running the
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system. Have no illusions, There arc no wilitary rcoguiroments
dotermination methols that bring forceasting to the dosrse of accu-
racy demanded by bookkoepinge. +#£lso, thore is no substitute for sound
Judgment in requircemonts detorminations.,

The aforvmentioned pives you some insizht into the major cone
siderations invelved in roguiremimts detorminations, Vhile much of
this is history, let us not chuck it overhoard, UNor should we be
reoctionary ani roar our thinking to the past, Rother, let us study
tho past moethods using them s 2 starting point in developings improved
methods, Now let us consider what we should o té improve our drmy
requircnents determirations methods for use iu a future mohilization,

First and foremost we must indoctrinnte our officars now that in
time of war it is the requircnonts detorminations which in tho first
instrnce control tHe availability of supply from the production line to
the fichting soldicr, '

Regquirements orpgarizations in the Army an?l Technical Services must
be on a level which will permit the elosest possible supervision anl
coordination of requirements, production, and distribdution apuncics,
Staffing these agencids with the best obtainahl: porsonnel will pay

andsome dividends, :

koalistic strategic juilonee must be provided for a future
mobilizations By war pgaming o siraztepic concept for mobilization and
applying csrtain feasibility tests, the planners can quickly cvslunte
whether or not the plan is capoble of being implowented, For cxannle,
our Hobilization Flan of 1933 required mere strength oversecs 2t the
end of threo wecks than was in the Armv on w=daye Such mn unworkablc
provision is readily detected by war gaming and application of fesnsie
bility tests. 4ssuming a vorkable stratesic plan is providsd, the
dobilization Plan then can be tested from the industrial supnort aspect.

At present the Aruy is using flash estimates to Jetermine capn-
bilities of supporting a mobilization plan, This consists of determining
the raquiremcnts and cupabilities to satisfy thosc requiremcnts for o
limited numbsr of sclectcd ksy or representative itoms indispeorsablg to
combnt or support of combat, This approisal will indiente with cer-
tainty the f21lurs of resources to most requirements and hence the inae
bility o support. the plan,

On the otheor hand, ability of seloctsd itons o satisfy require-
nents is not necessarily positive vroof all othor requirsments can bo
satisfied. I, personclly, am hi hly opbimistic sbout gutting the nocos-
sary broad strstegic guidonee required for o future mobilization plan,
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I feel confident that the new Director of the Joint Staff, General
Grusnther, has been on the receiving end of high level, operational
dirsctives too long to permit an unworkable plan to emanate from his

shops

While the current requirements determination methods are geared to
troop bases, considerable plonsering is boing done by the Army in
developing & modification of the presant system of roequirements deter-
minations using the division slice, It is hoped that the proposed
modified system can be used in the next frmy mobilization plan require-
ments determinations, Of course, the ocurront methods will slso be
used for purposcs of comparisons, I should like to brisfly expand on

he use of the divislon clice,

The usc of the division slice is mot a new idea. 1% was used to
advantage in ths larger theators during the late war, Gonerally, its
usc was in connection with detcrminaticn of total strenghts of a large
force, shipping tormages required, and opurational or class IV requirc-
ments, It also sorved as & guide in determining detailed replacement
requirements for & foreco,

A division slieec may be compiled by dividing by the numbor of
divisions, all othcr Army units %cxolusivu of Air Foree) in tho foree

to detormine the ratio of the other units and bulk allotted personnel

in the force to the divisicnes Thus the composition of an avsrage or
hypothetical division and its supporting troops is du*“rm1ALd. This
then gives you an average yardstick, and with this avoerage yardstick is
included combat, combat support, and all the way down the line, includ-
ing all supporting troops. Using this division slice, an squipment
list and replacement quantitics arc computed, for your information the
Army is currontly using two division.slices as *ollows. From firing line
back through the Port of Dsbarkation 43,00 strongth; from the firing
line back to the White House 80,500 strongth.

It is of interest that ACF heve detormincd by ¢ndbpendgn+ study
these figures as 42,000 and 61,000. This is suffiei:nt sgrecomont for
planmning purposes, ‘

‘

Strategic and mobilization plans are stuted in torms of divisions
by time periods, Konee, to got roguirements Tor motericl, sll that is
nogessary is to multiply ths “ho«p-mOﬁtiOﬁOd division slice equipnunt
lists and replacement quantities by the number of divisions, This pPros=
vides a substitute for the troop bases, znd, although it introduces
certain discrepanecics, they arec within the probable orror of other data
uged in reguircments dotcrminations
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By cxtending the computations, costs, raw material requircments,
tomages, and storage reguirsments can be compiled for the division
slice, and, hence, for the entire Army.

The afore-mentioned usc of the division slice is analogous %o
asking a contractor for an cstimate on & houss of say six roons, The
contractor can. give an sstimate bascod on cost per unit of floor space
or cubic contont. Adjustmeonts in the general layout of the housc are
made to fit the buysr's pockotbeooke -The architect then drows up: the
dctailed plans which correspond to the detailed troop bascs. Using the
dotailed architect's plans, a more accurate cstimate of costs can be
nadc, :

The T/OE must be kept up to dste. It is imperative that we do
that and they have gotten behinde Laony of you arce Combat, Ground Forse
or Air Fowrce officers, I implore you to usc your influcnce to koep

“them up to dates

The need for quickly obtaining voplacement factor data is a must,
Investigation of the Air Force Statistical Officer system with a view
to adoption by the Army would appear desirable,

Finally, serious study must be given to the development of the
best possible management reporbs to ussure the most cfficicnt utili-
zation of ‘materiel produccd,

I understand it is custonary for the spockoer to come to bat and
answer any qucstions, I hope you 1ill give me three strikes boefore I
gat put out,

COLONEL MICKELSEMN: Gontlemer, Coloncl Westphalinger has vory
kindly voluntecred to answer your questions, but I want you to beur in
mind this onc thing, and thet is, we are going to hove a seminar after
this period., The Requirements student officers are going to have a
full opportunity there. So I am going to ask you to allew the student
officors from Tschnological Progress, guests, ond mombors of the faculty
to ask soms quustions first, Then, if thore arc some questions that
you kuow you haven't on the list you have proparsd to ask him at the
seminar we can take thom up horee : '

QUESTION: In compubting with the division slicec, do you ineludc
foreign aid?

v

COLONEL WESTPHALINGER: The answer is no, woe do nota.

QUESTION: You don't foel you can usc the division slice on that?
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COLONEL WAITPHALINGCR: No. Inis is not the parocca for overye
thing, %e had onough trouble meling it cover the Army,
QUESTICH: Do you us2 the division slice for the computatlion of

-

row naterial requiremonts? : .

COLCHEL WISTPHALIKGER: It aan be used by thz oxbtension ol the
- computations, Ve haven't zot thot far with it yet, but it can be used,
and that is our intention,

COLONEL MICKFLSEN: Colomel Testphalinger, I would liks you to
cxpound a 1ittls bit on this rolationship, that is, the relationship
.of the division slice for long=-torm forecasting ns opposed to its use
for the shortetor: forveasting uscd for procurenmcnt purposos,

COLONEL VESTELILINGER: T will be glad to de thrt, The longer the
runge for forceasting raguirenmerts boecomes, the luss accurats they are,
and of coursc the less time you want to spoad computing vour requirce
ments, I don't hold thot the divisien slice is usabls for sverything,
I would not attoempt tc shir a force oversons, purtlcularly o small fores
using the divisiocn slice, The division slice is primerily desigicdl for
.o large scale nebilizations L cortainly would nowver try to produrc with
the proscnt budget from a division slice, Does that zive you enough?

COLOYEL MICKZELSEN: Une othor voint thero, Would you consider it
foagible to make initisl procurchent in a properatory nicbilization period
or during an actual wor pericd from computnticns determined from your
long=term forceast derived by the divisicneslice ricthod,

COLCHEL WESTDILLINGER: You are getting into 2 controversial sub-
oot now, It is not a question o whether ysu have o choice or not,
It may be the only thing you are going to have in future mobilization
80 you may have to use it, This system is a lot mere ncoursic than

*

anything we had during the lato vwary belicve ne,
CCLOXEL MICKELSEN: Then I take 1% you would consider it feasible,

COLONEL WESTPHALINGER: I -would,

QUESTION: [ would like to take that cne step furthere Would you
discuss division slieo on the boasis of lengerange predictions of raw
material rogquiremcnts? :

COLONEL “WESTPIALINGER: Hell, iwro is the situntion, you coms up
with an cquipment list, from your equipment list you can get quantities
of itoms, You can multiply the mumboer of items in o division slice by
the, facter of quantity of materlal por w:ilt to zive total row materials

-
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a division slice will roquire, in tons of stoel, copper, brass strip,
aluminum, and S0 Ol You can ¢t it dircetly from the division elice
if you preparc it shesd of timoe In the same way you can get the
coStSe

QUESTION: The thing I was asking was whother it is not more
ageurate for longerange forscasting of raw materials than £4r the ond=-
items for the simple ruason that there might be o change in the dosign
for the iltems using The sanc row matorlals.

COLONEL VESTPEALINGER: Lot mo say this, I don't say it is mere
accurate, but in the cose Of raw naterinls you have meore flexibility,:
in that you wan Tike cortsin shapcs and forms of steel and make riflos
of them one day and nachino guns out of them the uext day. You have
greet flexit ility in that rospect, :

CQUESTION: Skouldn't there bo mors than cno division slice? I
assume you are balking about a division sliee, that is, cne for the
future.s 1 am just wonderinge-there s more thon one way the noxt war
could be feughts It would scom to wme thore weuld be soveral sssunp-
tions, twe, threc, or four plans, and whon they were all figured sut,
you would have that many diffzront divisisn slices?

COLONEL “ESTPHALINGER: It depends on how much plarming manpower
“you have at your disposal. it the prescxt tinme we have groat difficulty
handling one division slico bocanss of personnel limitetions, I sgree
with you, and it dopends on how mach you want te rofire this thing, If
you have the planning manpower to do it, by all meoans go zhosd ond do
ite

COLOWEL HiAS: Arents thore threo different divislon slicos now?

COLOWEL VBSTFL.LINGIR: I o talling sbout the drmy now, I have
droppad the air Forece in this discus 810“.

COLONEL ¥AAS: Hew sbout air-verne? Arontt shore three, She
srmorad, the Infuntry, and the drborne?

CCLONEL TBSTPHALINGER: ‘e usc arn average divisiom slice, ‘o have
tho Armored, Infantry aand Airbormo ir. this slica so you will get a
hypothcetical cr average orcss scetion, Low, there afc lots of ways of
improving or rof1n1n~ thlu in any way you want te do it,

COLONEL 1} ‘ECRELSEJ. I think I con express for all of you,fétudent
officers, faculty, and the Colluge our appracisticn for the very fine
lecture thet was given to use Thank you, Colonel Ticstphalinger,

(25 Foverber 1947--450)S.




