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COL0~L MICKELSEN: Gentlemen~ we are very fortunate today in 
having v~th us an officer whom a great many of you know, and for those 
who don't know him too well, I will explain that on the Army side he 
has the job of doing the particular thing that we are s~dying. He is 
largely responsible for mobilization planning and supervision thereof 
for the Army. One of his big problems is requirements. He, in that 
position, has learned to appreciate timing and the importance of that 
in planning and determining requirements. He is going to talk to us 
today on that subject. Colonel ~stphalinger. 

COL6i~EL ~STFi~LI..~R.~w~ ~ ~T~ . I~mbers of the faculty, guests, students 
of The Industrial College of the Armed Forces, it is indeed an honor 
to have the opportunity of addressing you gentlemen. It has been my 
good fortune to hav~ been associated previously ~vith ma~v of you. 

The subject of my lecture is an "Analysis of Army Requirements 
Determ'n " - '~ ~ " m atlon ~,~e ~hods. 

I would just like to say that in my brief experience here today I 
have gathered the impression that perhmps there is a little confusion 
in the minds of students. I would like to get do~m to getting us all 
on the same basis to start off. I would like to do that by telling a 
story. 

General MacArthur had a series of Chiefs of Stiff, beginning v~th 
General Sullivan v;ha was his vmrtime Chief of Staff; then Dick }~arshall. 
He ~as follo~vod by General Chamberlain, the present Director of Intelli- 
gence, Department of the Arn~, and then he had his present Chief of 
Staff, General Miller. General Niller was called a~uy becauseof 
sickness in the family. 

I happened to attend a dirmer and ~as seated next to his Deputy 
Chief of Staff, Goneral Clarks0~ General Clarkson was a very good 
field soldier but this business of being Chief of Staff, particularly 
to General ~rthur, was n now anglo. 

He walked into General ~,~Irthur's office on~ morning. General 
lvh~rthur looked up and saw he had a ne~'T Chief of Staff and maid to 
General Clarkson, "Ho~: are you getting along on this job?" General 
Clarkson said, "General, this is the hottest job I ever had." He had 
to run the Japanese govcr~mz~nt, the Army Forces, and Korea, v~ich v~s 
quite a job. 



General i~:[ac~irthur didn't say anything. About a half hour ~ ~ 
he came into Clarksen's office and said, "So the h~a ~ is on .~-~ on this 
job?" Clarkson said, "Yes, sir." "Gereral," he said, "I dontt under- 
stand half that is in these cem'.~.,uni~;ations that pass acro~,~s my desk." 
L~a~rthur said,-"I donVt ~'~' ~ " " ~ - - :  ~m~nur. So I guess, gentlemen, ~ , ' e  are ~I 
in the same category. 

No~- I would like to start in by a brief Slmumation off the ~rocord. 

Colonel Tischbein, Chief of the Supply C~oup, Service, Supply & 
Procurement Division, General Staff, U. S. -%rr, Lv in his lecture of 5 
Nov.~mber 1947 b.as given you ah insight into the requirements deterge:- 
nation methods currentl~ used, Colonel E. K. Daloy in a lecture 24 
September 19.~6 on the subject: "0rza~'~ization and Funotie:~s in Detcrrm~- 
nation of Army Requirements" outlirod the organization an.~ methods em- 
ployed by the ,~rm~r ervxco Forces o, the Armv~ as of VJ-day. I 
rcco~.'uo~_'~d thalt you read Colon~'l Daley's lecture on file in the Coll6gc. 
A detailed description of the preocodures employed by Army Service 
~orc~s of the Army as o~ VJ-day. is given by ~rnLv Service Forces K~-nual 
.~'.'~-4.3. 

Those ~'o lectures give you the requirements d~:tJrmination methods 
used on VJ-day and since then. I shall limit my discussion to the 
first three years of a future mobilization. I favor in a future mobili- 
zation, the supply control methods in use o_~ VJ-day as they can be im- 
proved during pJacotim~. This "i~rase ."as they can b~ ir~provod during 
p,~aeetime" is important, for p~,acotlr.e conditions do not normally tend 
to improve methods of dcterminin C requirements. 

To explain that statemer~t you know that• the Army and the Air Force 
budget requirements for funds fez" FY 1949 were successively reduced by 
roviov~ng authorities from 14.& t0 8.4 to 5.9 billion dollars. This is 
obviously an abandon~.m~nt of requirements in favor of requests. Requests 
are made only for those things v,:b.ich it appc~ars likely can be obtained 
from Congre s s. , , ,  

Thb basis of that method is th~ p caceti-ne tendency to omit from 
requirements a~y items and qua~,titios whose absence v~ll not certainly 
cause failure of a program, f~s a corollary an~r program "~" ~:'~.z ch Congress, 
for one reason or another, is o~_~>octod to disapprow.., is o.~,Attod. ~ This 
is a ..... b~,tmT,~ r:oproach since it is bas,;d on substandard conditions. 
War results in the use of th. u TM ~ositive~ method which includes as justifi- 
able any requirements vJhich~v,%ll contribute to the ~uccess of operations. 
This is the m~!thed ,o:hich must be hopt alive and imorov.~d in peacetime 
by planning, to permit successful support of a war. There will be 
enough limitations on our ability to fill requirements without our ad- 
ding co~x~usion by not knowing he:,- to ascertain requir3r~ents. 
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Peacetime Armed Forces requirements, then, arc primarily limited 
and partially determined by the finds available. ?$artimc requirements, 
however, arc limited by vastly different factors. V~o had time to learn 
for the late w~,r what many of those factors were before Pearl Harbor. 
In 1940 and 1941 the Sorviccs wore procuring munitions in an economy 
which was engaged at the same time in unrestricted civilian production. 
As defense appropriations werc enacted, efforts were directed towards 
the quickest possible obligating of all available funds and the rapid 
procurement of equlpmc-~t to clotho~ housc, and train the gro~wing civil- 
ian Army and Navy, This was the period of broomstick guns and tar- 
paulin armored tar/~s. Vtnen industry could net m:~ot the expanding 
needs, purchases were made "off the shelf." The Quartermaster Corps, 
for example, was supplying new rccruits with 30-odd types of shirts, 
purchasing an}~hiug that was rcaso'nably close to regulation color and 
of any 6btainab!c quality. Orders wore superimposed on :ach other 
without assurance that deliveries -~ou!d be ms, do as scheduled. ~ze • 
a b s e n c e  o f  f i x e d  f i s c a l  d a t e s  d u r i ~ g  w h i c h  f ~ n d s  h a s  t o  bc  o b l i g a t e d  
lead to a looseness of procurement. 

As you know, the actual availability of materiel at any particu- 
l~r time from the production line to the fighting ma~ is primarily 
determined by requirements, i;:~+on a general assessment of the items and 
quantities needed for mobilization has boon made, the problem of doter- 
mining production requirements is barely begun. Filling these require- 
merits depends on many things. The main factors affecting required pro- 
duction are sho-~m by the following: 

I~. The time required to co~zt industry from peacetime to 
wartime production. 

,2, lhe availab~zity-- raw materials. 

3, The availability'of ...... po~,~r to industry as perscnncl 
is absorbed • by ~nc Armed Forces, 

4. Availability of cargo shipping capacity. 

6. The ability to discharge cargo overseas and forv~rd it 
to the point of use. 

6. The ti~_ing or phasir~g ~f roquirc~ucnts. 

7. The balance bo~aeen requirements for different programs+ 

Let us consider these factors and their effects. If wo card.at pro- 
duco enough combat planes and ta:fl~s for the combat troops they must go 
short, Also our requirements for armament, axumtmition, and fuel to run 
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planes and tanks automatically decrcc~se ....... 2,~ the "~,~,~.~-_~ of w~,hiclos 
~nd maintenance units t~> supD:>rt them is decr:msad. This is an 

.~.act..r bccaus.3 ~hcse ~ ~mportant ~ ~, ' ,qocr,~uscs arc substantial. Since loss 
of ..this oquipm,~nt exists, rcpiacomonts arc decreased as nc replace- 
moats are necessary for the. nonexistent perrich. Generally in tir.le of 
moomlmzat~n they arc not aVai!ablc. 'i'h.oro r..a[? be, on the other hand, 
if available, a resultant it.creased rc.quirCmcnt for cth:.~r typ~s cf sub- 
stitute equipment. 

7,r¢ ~_ 
~,~exo, raw materials necessary to produce circa items of material 

can b~) c<..rr~la~..,d ~ith realistic production possibilities or schedules. 
This .'~ms done by the Gontrolle" ~ ....... "o] u .uat~m .... Plan during the war, ar_d it 
materially assisted in solving the raw mat::)riols-problem in b'orld V.[ar 
II, 

If the military r~quircmcnt for perso~nel is so l~rs,~ tlr~t the 
r.ati,onnl ~an and woman pou~er pool ~.II net all o~v .-~'~llz_,g'~-~ the requircr_o.~t 
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a~id continuing industrial operations in support cf the m.cbilmzed forccs~ 
either the require'neat for Armed i~"~-:rces must bc decreased or production 
will fa.ll, " 

if we, can m:>bilize and equip a f<~rc~ but ca.~mot mcvc the troops 
and suoplios~ t~~ tho propar oor£oat areas the requirements for ~h-~- forces 
arc an u~unec6ssary dra~n on the econor.Z,:. ~ . . . . .  • - -  , . . . . .  ~, v.e actually ran into 
that in V~o~Id ~;ar ii. ~';e had to cut b~.~c=~ or~ tn.o size cf the :~rm~d 
Forces. There is a limit to the. size of the ~rmod Forces, andwc 
cannot drain from the ~aanocwcr ~))cc]. of t.~i~ United ~)tc.tcs to<, much. 

~ssum~ng thct w e  can m_:'bilizo large Armo.d ~'orcos and mcvc t}'..cmJ 
overseas to co:uLat areas, as wo!las move enough supDlies "be support 
~um, but cam'~o'b of f load supply ~ " ~n~ps cn the ~.ar sl-_,or~ e,r mcvo cargo 

~w~n~ to %no eclat of use in comb:~t, there is no from the discharge ' " " . 
reason to make such ~-~ ~-~ ..... proud,to until such time as they c~n reach the 
proper areas. The ..... . c~.~c~t is a Iov.~orii~g in reouir.~monts because of the 
slowdo,,na or chasing-back of the su.~..ll,~s which carmot bc discharged or 
moved, -' • 

Since materiel serves no use~al purpose unless it can be brough'~ 
to bear against the enemy directly or indirectly, our ability to oro- 
duco must bc carefully coordinated v~th tko time ~vhcn results of pro- 
duerich must bo used, otherwise our depots v:ill bulge with useless 
stechs. The improper phasing ~i%±ch resulted in u~o?,listic~i]y high- 
estimated roquir .meats for t~nCKs dt~ing the years 1942 and 1943 made 
a%~ailable mar.z/ me, re ta::n:s than could bc used. i<!ct the least of the 
repercussions which c~-al rasult from such improper timing cr phasing 
of requiremqnts is the effect on the morale of the factory worker when 
he sees mounting stocks cf m~torlels acmnuulating outside his fact@ry® 
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Finally, balance, beth';con programs is essential. Requirements 
for personnel, weapons, vehicles :',rid cc:m~.a~nications, transportation 
a_~d the many other items required for the Arm,od Forces must b,:~ care- 
fully balanced against the roquirur:onts c f the i:idustri~l and Zone cf 
the !ntorior crganizatic, n v.~hich supports the Armed ~crccs and the 
requirements of the civilian population which supports bot h . 

0n~ of the members of this class took me on a jaunt over in 
Tokyo and we w~nt to a Japanese arsenal. In their broken English they 
told us what they did during the war, I was very much interested in 
one thing that they told us--this v~s entirely voluntary. They said 
that tovrard tho end of the war groat emphasis was put on the- 120 n~m 
gun and that it had overriding priority aver all oth~r production pro- 
grams. One little Japanese, apparently a captain, said, "But v~e had 
neither radnr to control the guns nor did we have ammunitio1~_ to fire 
them. So you see they had their program slightly out of balance. 

Army requirements determinations resulting in producticn programs 
of the magnitude of 20 billion dollars per year and changes thereto 
have a major impact on the national economy. An importnnt change may 
put industries in or out cf business and may determine th~ degree of 
prosperity a comJnunlty enjoys. 

Theoretically, requirements d~terminatinns for the D~partmo~t of 
the Army for a given p~rl'.~:d should be a mathematical computation based 
om the following ccnsidcratio:!s: 

i. Strategic smidanco ~,;hich shc-uld give in general terms the 
type, number, and emplo',jmcnt of forces by arc~s. 

2. Troops lists .vJhich shov,,~ troop compositi.<n and deploy- 

3. T/OE, T/BA a~ "3 special "equipment lists. 

4. 0perati~nal Sup plioso 

5. Stock levels ,~,nd pipe lines. 

G. Repla cement factors. 

7. Requirements of Air Force, Navy and International Aid. 

8. Others, 

From the total of requirements determined from the foregoing are 
subtracted the sum ef resources in being tc obtain the qu ...... it1~s . . . .  ~+" ".~ to 
be Procured duri~.g the p~riod o~rrosponding tc that of the requirements. 



Unfortunately, in no field of endc~.v.'r is the spread bctv~een 
theory and practice so wide. i'Low let us exa~mine some of the considera- 
tions that cause th~sc divergencies. 

Strategic concept or guidance: Every logistic plashier h'pos 
for %he much sought fcr and desired strategic s~idanco. ~ .... 
requires up to about eighteen r,:onths for a going production line to 
shift from cne t'jpe to a hey: type of major vreapon~ It also takes up 
to nine months to increase orcduction ~f a going line. It is almost 
hum~nly impossible f<'r str:~tegic plat_nets in a fast moving, and over 
changing modern war tc outline a strategic concept eighteen months 
ahead, 

After all, th~ personnel of the Joint Staff and C-eneral Staff 
• are the same ilk as you and I and by reason of their position alone 
are not necessarily ondov<~.d v~ith any unusual prescioncoo The decision 
to land in ~orth Africa early in Novemb~.r yes announced on high 
?~ashington levels cn 8 August 1962--3 months' warning~ The decision 
to ~nvade Europe. in ~hy 1944, later changed --Is<:'., June, was made at th~ 
Cairo conference in December 19&3--6 months i u, arning. However, tenta- 
tive plans for a crcss-cha~_ucl opero.tion w<~rc formulated in the s~cr 
of 1942. The decision to land on L~ytc inst~.~ad of -<indanao v.'as made 
sixty days bef0rc the Leyte landing. The d~cision t-.~ invade ~yusnuV 
Island in November 19.~8 was made early in April 1945--7 months' v~mrning° 
Obviously production could not rofioct strategic guidancm on s~ch short 
no ti c e .  

%Thilc wc should like to h<vc strategic guidmnce it may prove the 
largest sc~-ce <-f ~rror in the long-range Army requirements determina- 
tions° For a general mobilization i :~. t]~s future, v~o must make prepara- 
tions to support any probable strategic plan. Ncvcrth,~Imss, strategic 
guidance, whom av:~ilablo, is w~,!uablo for adjustm.:nt of short-range 
requirements. 

The follo~v'.ng is an extract from sb<t<~m:~nt by Seorot~:ry of Defense, 
J- 7 ~" " Forresoa_, before Senate So¢cial Corm~itt~e to Inw~stig~te the ._tmonal 

Do .... sc l~rogram, 22 0ctobcr, 19%7. 

"There was too grQmt a tendency for th'~ strategic plaid_nets to 
slight the capabilities and limit::'~ti<,ns of "L:~ar producti<.n in making 
their strat~.'gic plcns. There -~vas net suffici.~nt knovJlodge of the 
factor of l~s~d-time° Stratc.~gic p!mns must be translated into the and- 
items cf military cquipmc~_~t nocess~'.ry t<- carr f cut those plans. These 
~nd-itei~-s must in turn bo tran~it~t'~d into materials, facilities, and 
labor. The success of strategic pl~.ns is deponde~'_t upon these f:~.ctors 
of production and if ]imitation,s exist in them, the strategic plans 
must be modified accordingly. The Ioad-tim~. > for the mmnufacture of 
major items of military equipment is many months~ This fact yes some- 
timo~ overlooked in the prcpar~.tion of strategic plans, sometimes ~.~'ith 
dan~]orous consequence s. 
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"Timely statement of requirements for cur Allies was particularly 
trying. The pers0nnel in the Services responsible for procurement too 
often had to try to outg~ess the plar~uers." 

Troop lists or troop bases are derived from strat:~gic concepts 
and are materially inf!ucnced by the employment of forces. Employment 

' of forces is likely to produc e major shifts in types and numb~.~rs of 
units, This in turn materially affects requirem0nts for materiel and 
required production, ~l example of this from %~er!d War II is the 
attair~ent of air superiority and the shif~ a,J~y from AA troops. 

Development of amphibious operations after the outbreak of war, 
which mnterially affected the troop structure, iS another example. 
Tactical employment of the Ground Forces placed emphasis on hGavy 
artillery units and increased requirements for heavy artillery and 
ar~munition. For their devastating raids against Japan, because of vmak 
opposition ang, fighter escorts frem lwo Jima, B-ages were stripped of 
most of their defensive armaments, thereby decreasing requirements 
therefor. 

T/OE, T/BA, and special lists of equipment change ~:dth strategic 
and tactical uses. I cannot emphasize tee much the necessity for 
early decision in finalizing or~ T/0E. The time la d required by the 
users to make this decision generally is too long. Too often during 
World ~'ar II it was necessary to courageously initiat~ procurcmcnt of 
improved types of equipment, without fc.~nal approval by the users. 
Even materiel approved by th,o users uas canceled and subscquently put 
back into procurement. I.~ addition to preventing users having equip- 
ment ~.~:hen desired, this gc, vc industry the admittedly rather well- 
f&unded impression that the Armed Forces didnlt always k~ow their ovaa 
minds. To give you some idea of thb time lag in. ~ebting. T/0E changed, 
our forces in Ita'ly proposed u~ing six instead of four 105 mm hov~-itzers 
per battery in late 1943 or early 19@4, The current tentative, but at 
this time still unapproved, T/0E for the Infantry division provides for 
this organization. 

Requirements for opt;rational supplies are extremely difficult to 
determine. These requirements are materially affected by the action of 
the enemy. After all, he h~zs a lot C0 do with our strategic concept 
at times. If the enemy Ins ti~le be use a scorched earth policy, those 
requirements skyrocket. If, on the other hand, his withdrawal is rapid, 
as occurred in France in the s~mm~er of 19~i4, the enemy is unable to 
destroy bridges, reads, utilities, and communications, and require- 
ments are less than anticipated, I~[oroovor, the enemy under the fore- 
going conditions cannot =.zithdraw "_~or destroy his stooks cf operational 
supplies. This may produce unanticipa%od ~ndfalls ~hich further reduce 
requirements for 0perat£onal supplies. However, it is an ill wind that 
blows no good. Most excess operational supplies, the bulk of which is 

? 



in engineer construction materials and signal supplies, if held in the 
Zone of the Interior can ba used far other campaigns cr in domestic 
pc stvmr expansion, 

Stock-level requirements arc probably the most accurately 
determined requirements, being entirely arbitrarily stated quantities. 
Of sigr, ificance are the follc~ring facts: On the defensive when supply 
lines IrzM bu interrupted by the enemy, stock levels must be high 
enough to assure continuous Supply. On the offensive in island-hopping 
vmrfare, supply levels can be lo~yered materially, In the Philipl~iuos 
our forces after 194-,$ were unable .to acquire mere. than 20-30 ;lays 
supply of an authorized 90 day level of supply for the peak force 
there, Potrolcu~n supply can be accomplished on an even Iov,'{~r level if 
the inland distribution distances are shorto }io~;¢ever, wher~ the 
offensive operation extends to the interior a considcrabl~, distance 
from tha base or point of discharge, stock levels must be increased 
to provide the necessary distribution. The greatest danger with 

~, o 
respect to stock levels is the acct~nulaz~on of supplies in excess of 

T ~" necd~ n~s results in real:distribution or the freezing and inaccessi- 
bilit X in a locality of materiel which is difficult or impossible to 
redistribute or ship to the point of n~ed. This maldistribution or 
freezing of quantities in :~n area in excess of local needs is net pro- 
vidod for by the requ .... m~nts and may result i~ a duplication of re- 
quired production tc the e, xtent of th~ ~ maldistributicn. V~en you con- 
sider the fact that we delivered supplies tr 3AO different ports and 
baaches throughout the world, it is apparent that maldistribution at 
each point can add up to enormous quamtities. • 

In provicus lectures the necessity far accurate rcpl~ooment 
factors have bean indicated to you. I should like ~, to reinforce these 
views on the importance of such factors. Our current factors are proWl- 
ca bed on World Lar II experience which reflects the influence of our 
ovcr~vhclming air sup~riority,, i7o all hope v~e v:rill al~vays realize this 

• . advantage, Howcvsr, with the advent of n~:w -~vcapci:s this may not be 
the case. It is n',t my intsntion to ondoaw~r to inlicato v~,at these 
factors should b.:; but I should like to briefly illus,~rato by example 
what the magnitude of the error in requirements determination can be 
trader a certain s~>t of conditions, I am thir, king of early tTorld '.far 
II now, 

The approved "6ar Department day of supply for caliber 50 anti- 
aircraft machine guns at the outbreak of iTorld War II :;~as I00 rounds 
per day. iYc hnd nc reliable experience data. After the fall of the 
Philippines an inc,",nclusivc and unreliable check of t/~c experience of 
that campaign, and ,','f course reflecting lack of air superiority, indi- 
cated I00 rounds per day as a r:'asc,nablc fi~91ro. As a result of the 
North African campaign cxpdricncc this fi,g, uro v~s reduced to 50 rounds 
per day. By the s~..ucr of igd3 air superiority built u~,. permitting 

8 
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this figure to bc cut in half acain ,;:ith the roalizatic.~" that 25 
rounds per ~n per day vJas still t c high. Furthcr experience has 
reduced this day of supply to five rounds per day per gun as the 
currently approved factor. This is prob'.~bly an cxtrozic case, but it 
does indicate a lack Cf accuracy in this paricul'~r factor. 

On the other hand, some amclicrzt~'~n of this situation can bc 
achieved .'It the Department of the ~rc, y level by a:ljustrlcnt c f orocuro- 
moat to prevent acquisition of tuvluo stockag0s as in]ic:'.ticns appear ~f 
stocks accumulating. Inasmuch as the bulk of thc Army required pro- 
duction after 19,~&3 wins for replacement purposes, the ~importanco cf re- 
placement factors car~ot be ovCromphzsiz~;d. TJnfortunatoly any re- 
placement factor base'! ,on cxporicncc is historic~l ~nd may or may not 
apply to the future operations. ~ Replacement fa, ctcrs must bc carefully 
scrutinized on a day-to-day basis. Changes must b.'.' reflected in the 
procurement prosram at the earliest ~ossiblo date. Fcllov:in~ the 
normal •supply channel indications on ","hich to ~djust the procuromc:nt 
program war<; d<,.l.-.ycd far t~.o i0~...~, in arriving. 

Two systems wcrc devise! to obtcin bctt<~r rcpl~coment factor data 
by the Army and the Air Forc,~s. The Air Forces ho.d a statistical officer 
in the T/0 of F~roup headquarters. This officer was specially trained. 
From the data available to Headquarters, Air Forces," in %ashington, 
this Work appeared to bc pcrforulod in a satisfactory mar, nor. In the 
second system each Technical Service tr~inc'd a number of sclcctod 

rm~ 

officors to report r<,placom.~.nt factor data. ~nos~ officers wore attac/~cd 
as teams to the sovera], theater headquarters for the "primary purpose of 
accumulating replacement factor d~.ta. This system, while it produccd 
some rosu!ts, vms ~,ner~lly unsatisfactory. As a method of screening 
out the superior officers from the aw~ra~e officers in the teams trained 
for this work, it was a compl?to success. .;hat happened was th~t,~ho 
theater headquarters proselytc,i the outstanding officers for their staffs 
an~ returned the others to the Z0no of the Interior. Under those con- 
ditions it is readily appre.ciatod why this system did not work. 

I have high-lighted s0mo of the more important sources of !iffi- 
culties in the determination of roquircmcnts. As previously stated, from 
the total of requirements determined is subtracted the stocks 'on h~nd 
to obtain requir~d production. Unfortunately. it is extremely ;!ifficult 
to obtain an accurate inventor}- either in war or pcaco. Items must be 
prop0rly identified to insure that wc are adding apples to apples and 
not a:.q)los to oranges. 

You are all well aware of it but I cannot emphasize too stronz.ly 
that; particularly in requirements dctcr~.uinations, any system is only 
as good as the d,ata available to it anl the porsomucl runnin,'j the 
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system. Have no illusions. There are no military requirements 
determination methods that tring forec&stin~: to the degree of accu- 
racy demanded by bookkeeping. Also, there is no substitute for sound 
jud~,~ent in requirements dot,-.rmir~:~tions, , 

The aforementioned gives you some insight into th<~ major c'on- 
siderations involved in roquirom,h~ts determinations. While much of 
this is histor~, let us not chuck it overboard. Nor should ::c be 
reactionary an, l gear our thi~cinr~ to the past. Rather, let us sturdy 
the past methods using them as a startin G point in devclopin!~ improved 
methods. Nov: let us consider what ",;:o shoul:l !o to improve our Army 
requirements determinations methods for use i~ a future mohilization. 

First and foremost we must " , "~- • n,loctrz ...... to our officers now that in 
time of war it is the ,'~ ' - ~, r~qulr,n~...nts dut~~rminations which in the first 
inst~',nce control t~o availability of sup~}ly from the production line to 
th~ fighting soldier. 

Requirements organizations in the Army an l T~chnicnl Services must 
be on a level -~hich ~:~ill permit tho closest possible supervision and 
coordination of requirements, production, and distribution :'~gcncies. 
Staffing these agcnci6s ~/ith %l~_e best obtainabl~ pcrso~_n~cl will pay 
handsome dividends. 

Realistic stratei~ic ip, li,t~nco must be providod for a future 
mobilization. By war gamin~ a str:~,tegic concert for mobilization and 
applying certain feasibility tests, the planners can quickly evaluate 
whethcr or not th~ pl:~n is cap~.blo of boin~ implemented. For ~xamole, 
our i.'lobilization Plan of 1933 required more strength overseas ~t t~le 
end of three weeks than was in the Army on i~[-day. Such an un~'orkable 
provision is res, dily detected by ~ar gaming :',nd application of feasi- 
bility tests. Assuming!: a "~:orkable str:~tc:~ic plan is ~:,rovided, the 
iobilization Pla~ then can be tested from the industr.~l support aspect. 

At present the Army is using:; ~lash estimates to det~rmin~ capa- 
T " bilities of supporting a mobiliz~ution plan. hms consists of determining 

the requirements and c:~p:~bilities to satisfy these requirements for a 
limited number Of selected key or representt~tivc items imdispensabl% to 

T~ *~ combat or support of combat, rims appraisal v,~ill indicate ~.,~ith cer- 
tainty the failure of resourc0s to meet requir~monts and hence the inn- 
bility to support the plan. 

0n the other hand, ability of soloct~d items to satisfy require- 
ments is not necessarily positive [~roof all other requirements can be 
satisfied. I, personelly, am highly optimistic about gcttinz the neces- 
sary broad strategic g:aid:u~co required for a future mobilization plan. 
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I feel confident that the new Oirector of the Joint Staff, General 
Grusnther, has been on the receiving end of high level~operational 
directives too long to permit an .unworkable plan to emanate from his 
shop. 

V~hfle the current requirements determination methods are geared to 
troop bases, considerable pioneering is being done by the Army in 
developing a modification of the present system of requ.irements deter- 
minations using the division slice. It is hoped t-hat the proposed 
modified ~y~tem can be used in the n~xt Army mobilization plan require- 
ments determinations. Of course, the current method.~~il! also be 
used for purposes of comparisons. I should like to briefly expand on 
the use of the division slice. 

The use of the division slice is mot a new idea. It v~'as used to 
advantage in t h~ largCr theaters during the lat~ war. Ganera~ly, its 
use was in connection with determinmtion of total strenghts of a large 
force, shipping tone,ages required, and op'~rationa! or class IV require- 
ments. It also served as a guide in determining detailed replacement 
requirements for a force. 

A division slice may b.:, compiled by dividin S by the number of 
divisions, all other Army units Qcxclusiw. ~ of Air Force) in the force 
to determine the ratio of the other units and bulk allotted perso!~%cl 
in the force to the division, Thus the composition of an average or 
h.vpothetical division and its supporting troops is detcrmined, This 
then gives you an aw~.rage yardstick, and vrith this average ~rdstick is 
included combat, combat support, and all the ~vay do~'~.~ the line, includ- 
ing all supporting troops. Using this division slica, an equipment 
list and replacement quantities are computed. For your i~'ormatio1~ the 
Ar.zkv is currently using two division, slices as follov.~s: From firing line 
back through the Port of Debarkation ~3,00 strength; from the firing 
line back to the ~:Jhito House 60,500 strength. 

It is of interest that Ad-F • ~ n~vs dctormin~-.~d by independent-s~dy 
these figures as AP,000 and 61,000, ?his is sufficient agreement for 
planning purposes. 

r 

Strat~gic and mobiiizatio'..~, pla~s arc stated in t.srms of divisions 
by time periods. H.~oe, to got rcquir.'~ments for materiel, all that is 
necessary is to multipl~r th.:; above-mentioned division slice equipment 
lists and replaoeraent n>lantities by the ntmlber of divisions. This pro- 
rides a substitut~ for tha troop bases, a:'~d, .~l~l.ougn it introduces 
certain discrepancies, they arc ~~thin +~ .-~ ~n~ probable error of other data 
used i~. requirements datcrminations. 

II 
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By extending the computations, costs, raw mat~riai requirements, 
tonnages, and s'~.~ o~ requirements can bc ccmoiled~ for the division 
slice, and, hence, for the entire Army. 

The afore-mentioned use of tl~ division slice is analogous to 
asking a contractor for an estimate on a house of say six rooms. The 
contractor can give an estimate b~sod on cost per unit of floor space 
or cubic content. Adjustments in the general layout of the house are 
made to fit the buy~ris pockotbookL The architect then draws up the 
detailed plans v~hich corresoond to the detnilod troop bases. Using the 
dotailed arohitec~is plans, a more accurate estimate of Costs can be 
made, 

• The T/0E muir be kept up to date. It is imperative that ~ve do 
° that ~nd they have gotten behind, Liany of you are Combat, Ground Force 
Or Air Fo~ce officers. I implore you to use your influence to keep 
them up to date. 

The need for quickly obtaining replacement factor data is a must. 
0 ~" Investigation of the Air Force Statistical f. lcor system vzith a view 

to adoption by the Army u~ou!d appear desirable. 

Finally, serious study must bo given to the dove!opmont of the 
best possible management ~reports to assure the most efficient utili- 
zation of'materiel produced. 

I understand it is custoz~ary for the speaker to come to bat and 
an~/,~er any questions. I hope you ~i!l giw~ m~ three strikes before I 
got put out. 

COLONEL idlC]i~LSEN: Gentlemen, Colonel Westphalingor has very 
kindly volunteered to ans~°cr your qu6stions, but I "rant you to bear in 
mind this one thing, arm that ~ is, ~./o are going to h~ve a seminar after 
this period. The Requirements student officers ~ro going to have a 
full opportunity there. So I am going to usk you to allo~/ the student 
officers from Technological Progress, guests, and m<~mbcrs of the faculty 
to ask some questions first. Then, if there are some questions that 
you know you haventt on the list you hav~ prepared to ask him at the 
so.~ninar wo can take them up herGo 

qUESTION: In computing ~vith the division slice, do you include 
foreign aid? 

COLONEL . . . . . .  c m o , ; ~  • T , ' , • , - ~ , ~  ~',~**~:~_,i~.~'.,,:~: The ansr~'cr is no~ v,'o do not, 

QUESTION: You don't feel you can. use the division slice on that? 
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COLONEL ~c.,~mow:~,~_..~,~.,,~,~<~.T,~=',~. No' This i s  not the p~n_.c~'~ ,~ ","~ for every- 
thing, .w.e had enough tr~ublo making it cover th~ -'%rmy, 

• ~ q  T ~ QU-,~T~Oh: Do you use the divisior, slice for the computation of 
raw material rcquirem~;nts? '" 

. computations, Vie haven't got th.<t fr~r with it yet, but it can be used~ 
at=d tli~t is our intaution. 

COLOKrgL ~,IiCKY~SEN: Colonel Lr~stphnlingor, I would like you to 
expound a littl,J bit on this relationship, th'~,t is, the relationship 
• of the division s!ic¢ f6r long-ton. ~. forocasting as opposed to its use 
for the short-term forecasting used for procurement purposes, 

"T ',7ES.~:~,LL~G~R. I will bo glad to do V~t, Tr~e longer the C O L O z C ~  • ,~-~:.,-,, ~, , - , ,  . . _ . ,  ~ 

range for forecasting requiromo~.ts becomes, the Isss acsuruts they are, 
and of course the less time, you " . , . :ant  to spend ccn,puti:ug your require- 
mer-tS. I don't hold that ti]u division slice is usably for 3verything, 
I would not attempt to ship a force ov.~rsoas, particularly a small force 
using the divisio~ slice. The division slic~ is prim:),rily desig-md for 
a largo scale m~:bilization, i cortainiy would ncw.:r" try to produro ~[th 
the present budg-o.t from a division slice. Does th~,t give you ~nough? 

COLO~,~L I,.=.ICK~LSEN: One ether point there, Would you consider it 
feasible to make initial procuren-~nt in a preparatory mobilization period 
or duri/%g an actual war pcriod from computatier.s determinedfrom your 
Long-term forecast derived by the division-slice method. 

COLONEL D~STPHT,.LINGER: You arc getting into a controversial sub- 
jbmt now. It is not a question of ~hoth:~r you have a choice or not. 
It may be the o=.~ly thing you arc going to have in futur,J mobilization 
so you may have to use it. This system is a lot r~ore ~.coura%o than 
anything we'had during the ~ 

COLOneL ~;~'T'~'~ru.~,.~o~,~'~T: Then I take it you would co~nside.r it feasible. 

COLONEL ~ .~m • ~ - ' , ~ o _  PI!,:~L I h G E R :  I w o u l d ,  

QUESTION: i would like to take that one stop ~irther, Would you 
discuss divisio~, sllco on the basis of long-range prcdlctions of raw 
material requirements? 

C O L O N E L  ' " - "  "T ' ,  ~ "  .~STPI-L~LI.~GER: U,roll~ ~ro'- is the situation, you come up 
with .an .gquip;r..ent list, From your equipment list .gou can get quantlties 
of items. You can nu].tiply the number of itbms in a divisio-% slice by 
t h e .  factor ~>f. quantity o f  material per tu:it to giv,3 total r a w  .v~terials 
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a division slice ~rill require, in tons of stool, copper, brass strip, 
%r . , . ~  4 -  alumintum, and so o]:.. ~ou can :~ it dircct!y from. the division slice 

if you prepare it ahead of time, In the same v..-ay you can get the 

COSTS, 

QUESTION: The thing I was .asking was whether it is not more 
aOcurato for lon~;-range _~orooastin-_ ~ ,  of raw materials than f~r ~h~ cad- 
items for the simple reason that the ~'~. . ~ m~gno" ~ b~ a change in the design 

~:~.~ same r=w materials... for %he items using ~" ~ 

COLONEL I(ESTPIL'J.INGER: Let ~uo say this. I don't say it is more 
accurate, but in the case of raw materials you have more flexibility, 
in that you ~an take certain s!iapos and forms of steel and make rifles 
of them one day and machine guns out of them the ~ext day. You have 
groat flexi[ility in that rospoct. 

"QUESTION: Shouldn't there be more than one division slice? i 
assume you arc talking about a division slice, that is, one for the" 
future. I am just wondering--there is more than ..one way the next rrar 
could be fought, it would seem to mo there wc.uld be several assump- 
tions, t~o, three, or four plans, and whom thcywcre all figured cut, 
you.would have that many difforo.t~t division slices? 

COLONEL !:.~STPIU',LINGER: It depends on hew much plar.uing manpowcr 
you have at your disposa.l. At the prcsc-~.t tir~-o wc have groat difficulty 
handling one division slic~o b<.causc of pcrsonrcl limitations. I agree 
u<i%h you, and it dcpends on ho~r much you want to refine this thing, If 
you have the planning manpower to do it, by all moans, go ahead and dc 
it, 

"COLONEL }L'bLS: Aren't there thrc:~ different divisio_.~ alices now? 

uOL..~J~L ,,Eo.~r~L:~L,G~R. I ar..t t,=l'ki=~g about the A r m y  nc:~r. 
dropped the Air Force ir this discussion. 

COLOhrEL bbLIS: I{cw about air-borne? Arcntt there tkrcc, .the 
Armored, the Infantry, and the Lirbo~no? 

COLtJ~.~nL '.-.'5~ST}~LILINGER:. '..o use at_ avcragc divisiqn slice, Jc have 
the Armored, infantry and &irborno i;t this slice sc you will get a 
hypothc:tical c r avoragc cross section, l.[ow, there arc lots of v,~ys of 
improvir~g or refining this in a~.~ way you war.% to do it.. 

! COLONEL ~,iICKELSEN: I thi~/< I car. express for 'all of you, student 
officers, faculty, and the College our appr,gciation for the very 'fine 
lecture that was given to us,. Thar_k you, Colonel Lbstphalinger, . 

( 2 5  ' = ~ v e , . ' . b ~ r ~  ~ I947--4SO)S. • - '  
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