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Deter~natlon~ of Navy Requirements • L : 

CAPTAIN HENNIN@: - ~" " ~ i "  . . . .  . ~ ~ . 

In introducing John Sm~ll I trust I am correct ~inl Using what is per- 
haps the safer title these days of "Mr." and not "Commodore." Last No, 
vember by act of Congress he becsmA a commodore. 

Mr. SmaSl has had a diversified career. Graduating from the Naval 
Academy in 1919, he served wlth the Navy until 1926, when he resigned as 
a lieutenant commander. During part of that time he was in aviation, com- 
mandlng the First Observation Squadron attached to the Atlantic ••Fleet. • 
He also Served under A~m~ral King as engineering officer • of the Atlantic : 
submarines, and later was attached to the Pacific Fleet. From !926 to 
1942 .~ he was in private buslness, serving as executive vice-president of 
the Dry ~ Ice Corporation of America, and later as western manager of Pub- 
l i s h e r s ~ ,  I n c o r p o r a t e d .  ~ . . . .  ~ .~ . . , ~ . . i .  

During World war II ~e was recalled to th~ Navy Departmer~t as Deputy 
Director ..~ of the Army and Navy Munitions Board. Under the Office of Pro- 
curement and Material in the Navy Department he was in charge . of systema- 
tizing and" consolidating Navy material requirements. Later he served as 
Materials Control Officer and Landing Craft Coordinator. Demonstrating 
that/he was no swivel chair a~m~nistrator, when his landing craft hit the 
Normandy beachhead on M-day, Captaln John Small was one of the first ashore. 

Returning to the United States, his next assignment was• Deputy to Mr. 
Krug, head of the War Production Board. When that agency was superseded 
by the Civilian Production Administration, Mr. Smallwas named its head. 
I think you will agree that it is no hollow phrase when I say we are hon- 
ored to have Mr. Small address the Army Industrial College on the deter- 
mlnation of Navy requirements. Mr. ,~mall, 

MR. SM~T.T.: 

Captain Hennlng and gentlemen, I am delighted to be here. I have a 
very great interest in the work this organization is continuing and the 
benefits that are goir~ ~ to be derived from it, not only to the Armed Serv- 
ices, but for the economy of. our country. • 

There is a~tremendous ~ amount that has been learned during this war 
period. I have been very much afraid that a great deal of it would be • 
lost. I believe that you gentlemen and others who are • working on it will 
conserve the L lessons; we have learned and conserve the experiences ~ have 
galned, so that ~ when the next emergency comes,: as I am sure it will, we 
can embark upon • ~t with ~ a ~reat deal more ~mediate effectiveness thau we' 
were able tO achieVedurlng this last war. • ~ ~ • 

• ~ We all have a very human feeling that "The war ia over. Let us get 
back to our current Jobs" and all of this great mass of • knowledge and • • 
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technique and experience of~ihow.;to.lge,t th~g~~done is lost, except in the 
minds and memories of a few people who were concerned with individual 
phases, 

.... :: ;. : 0~. ec.onom~.., is a very co~lex mechanism. It is One~ fo~-:.'.whi~, t~ere 
is ~n~.:slm~.le ~ul,'~,,,!'.~o:i~standard for~a that wi..l! w0rk. We have to adjust 
ourselve s to 'a ~m~l~itU~e of cdmplexities if W@are ;t 0 "get ~the m~ximum use 
of it. ' ~'-'~: ;. ' 

.. -;. i . 'As. I c0nceivei'i%i:~rom. Captain ,Hennlng,: what you want me to d0"here 
-~:: ,tod~y iS.. to 's~e.tchfo~ .y0u some .of the. bac~.:.0und' of What :we sncountered 

,from tha N.@vY."s' s,lde!: a:s: we entered, the War an~ ~ What we di~ .as we .went 
. '~'-.th~..O~-i~he var".Pe.rlod. ~- ~ Also- give. you some  conce~t~:~ i.the~ problems t h a t  

.~were;m~:t,.. ~how ~theyiwere met.,. how w e . p ~ e r ~  the iObs~ae les  t h a t  were en- 
'. ,:. countered~ " ahd some :'suggestions as to what we shoul~;dd .for ::the. future. 

. . . . . . .  I t : ' ~ s " a : ~ p ~ t ~ y  broadsub~ect~.: . i h a v e . ! 5 ~ e n ~ m i i @ d  ~p ~ . i t .  intimately 
from shortly after Pearl Harbor. Havingswea%~;bl"Oadbv~r ' theseLth~ngs, I 

~:" 'i :Could .p..r0b&b!y talk for hours if you had the patiei{cb/~o..lis~en,.~ .!: am 
• ... ; Sure tha:., the gentlemen ~ who 'hav..e.: been .in contact with individual phases 

-:,: ~.,of: the prob,.lem .a~e.:far •more • conversant ..than .i; with :bhbse/Individual phase s. 
.:-: :I am going ~g0 try tb ouSllne .to you .some. of i the :~rbade.'.r genera'li%i~s of the 
:; ... problem~ itha.ti we=~,'.t.. """ .... "; ' " .... : '" '" '~'': " ;~''' '~ :" ~'~ 

':-'-.': "'.:.,i 'i Tl~e ;~ob.:of the W~:.Production...B0ard and ~ its pr@dedessor c±viilan agen- 
cies Was, stated";in-sim~iest.,terms; one .to produce ~h~'::thlngs-~thati:the 

.... • .:~ lrmy~.~ the.Navy., Maritime and the Air Forces needed'; t0~produce.~them in the 
• '. ::-~ ~:..quantlt~i LUl ~which: ~th'@y ~d~: them .~d at..the time they needed them, and 
..: ;: a~::..the :iSam&~i~ime,..ke~p :our .econom~:  r .~nn ing . . , : ' ;  , . . . i  " '~" : " "  ' : " : .  i 

- : .... : ;•::; :• W.~: had..the. I !dea~a% . the b~ginming.• of..the •.•~'-i :think :most people had 
the idea' :.t~at odr re's6urc e a ~..~ere in exh~.us~ible; :.tha t ' we. had,-~..re s ervo ir 
of resources that would ta~e.;dare of anythmng 0 :which we.could .possibly 
conceive.' That was not true. The resources'Of::this :~ountry.have~a defi- 
nite ceiling. We plummeted along that ceiling, as you probably remember, 

• .~ .... ;: ;d~ri.,ng~.!94~,. We were getting up to that ceiling and were ~aving:;~o cut 
~.- .' .... back. ~'iii..ii. ~ '" ; :-:?::J :: ::~: . ..-.. ;; ...... " 

"', "-.".: i:! : "": " ,, ':..: ..; :/ ";.:---- ;;., 
. . . .  There ~were Ja" number . :o~ area's:.,wher.~/we .66uid :~ave:.cut 'b~ck:.-S~.ill fur- 

ther on some projects without.~.hardshi~,t6 .the pe0p!e, 6r wlth.~h~, dships 
'/.~ ;:;.t.hat~;cQ..U!d .haye been taken, I know of 'nO 6ne, "Wi%l~ Some :exCe.p.tions, or 
.. ;...,v~y.!fe,i.pe0.ple,. 'wEo~~e~y:.su~f~re.d;.any..;har..d~. hlps during •this war. How- 

-;- " '; •: .: ~ver.-, o~i.t~i~, basic : th-ings, ..' things., that., w~."h~e ' -to haVe-~ste~i, copper, .. 

' •;"-:: ~ ;.,::/ ,i ..T~ere: •::isL;a 'i'~'~;%1::.~ : th~:.•re~urcas:L:gf. :~i.~...-6o-~tryi.•., Ther:e.~.'.is a limit 
to the p~port~o~:b~ :'~thoSe.~mesource S,II .i tho seT..~aS~'c ;-:-T'~ndsmental .re source s, 
that can be devoted to .war if we are to keep the ~asic essential, economy 
running" BY "es.sential economy" I am not talking about comforts in the 
home. '! amtalking about the railroads, the transportation systems, trans- 
portati0n for the workers, food, utilities, and the other essential, activi- 
ties of.our country. 
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We cert~inlylearne~ very quickly: during this last emergency, that 

those things must be taken care of. The railroads are as much a part of 
the Army and of the Navy as the ships or the tanks. The public utilities 
that furnish power: to the war plants are Just as much a part of the Armed 
Services as anything within the Armed Services if we are to produce the 
munitions that are needed-. ; 

Therefore the Job of the civilian agency resolved itself into two 
parts: first, to build • up the production, and, second, ~ where production 
could not be built up rapi@ly enough, to.allocate what we had among the 
claimants. 

In the effort to buildup production'there ~'ere three basic problems 
with which the Government struggled continuously from the beginning until 
the end. First, we had to provide the materials from which to fabricate 
our military and our.essentlal civilian production. Second, we had to pro- 
vide the plant and the equipment to process those materials. Third, we 
had to staff the plant and to staff the essential activities. There never 
was a time during the war when %hose three basic factors were in doubt. 

• ~, ' ; .", ~ ...~ • 

In the early days ourmain shortage was in plant, in machinery, in 
equipment to manufacture the things that we needed, As we overcame that 
and producedmachine tools in tremendous quantity, built the plant, ex- 
panded-some, built others new, we found that we were running into shortages 
of raw material, As we overcame those shortages of raw material in the 
latter part.of the war, we began /ncreasingly to run into shortages of man- 
power. So all the way through the war period there was something that Was 
a controlling ceiling on the amount of munitions that we could, put out and 
still maintain the economy healthy. 

One of the difficult problems, that we had in World War II.-it would 
be still more difficult in a coming emergency that might arise--was the 
question for what production goals should we aim? We had very •little idea 
at the beginning of this war for what production goals we should aim. The 
production goals we actually made up were those that corresponded with the 
amount of money that had been •appropriated. Tha'c was based,- of coUrse, on 
the demands on Congress by the Services. Congress appropriated the money 
and the Services went out to buy, and buy as quickly as they possibly could, 
without regard to the timing, without any knowledge of the availability of 
the components, of the availability of materials, of the availability.of 
plants. We went into the market blind. ;~ 

Fortunately, in .this war we had little or none of the price Competi- 
tion problems that we had in World Wa~: I. Had that complexity been added 
to our problem, we would not have done by any manner of means as much as 
we &id do. 

We ha~ to start out from• scratch and ~determine what our production 
goals were in order to accomplish our p u_vposes or the purposes indicated 
by the Joint chiefs and bureau heads of our fighting services, translate 
those into items of munitions, find out whether or not we could produce 
those items of munitions in the volume that the Services sald:they needed 
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~ ..-i.. ~"-. • : ,.j. ( ..~i". . : .. ..:~:-:, . ......... .. .... . 
- them', at f he ~ imes .the.y.. s ai&~ .the y ~ ne e ~e.d :t'hem,. ~d.: .s t~" .maintai~.i the : 

" ' z " ... - c, : .'" 

.... With theiack.of knowle.dge,:and .the inability thAtwe had in the 
S~rvice~S'"and in the essential civilian economy t~'•~it~e-~down precisely 
what we needed, it is perfectly ~m_~zing that we .were able to .accomplish 
the production job .that we did.accompllsh. ~t'could have b~een done only 
by :dompiete," sincere ~ "Cooperation between the Services~:and ~ ~nd~str# and .. 
~e:.;Government , ' All of.i .Be.. were willing.to loo~.&t 'things ~:reaii s .t..ic.a!l.y 
ana~ ....... ~ . . . . . .  face"the facts, to forget about our own very human desire ~0 have 
our own program go over regardless of anything else 7 to accept fair and 
equitable tre.atment, and Qn..the. basis, then~.a Spreading out as ibes~ we 

.:oo~d"~u~e::it ~0ng"the-.Ye~"Y... sincere .cl~Imants, t0-get-the: Job: done, .As 
ia.:matt@.r:of~:fact; .i 't~ink. ' ~the-re.eord shows we did that in:.the ivast ma-.~ 
~ority0f cases; that .we.were..ab.le, by cooperative action,by.flexibiliSy 

". 'and h~udling .th'ings ~.~'th .ggodJhumor, with somemeasure.!Of understanding,. 
to'~'~e ~ c~'0f ' ~h~ ~ :n~ie~.~a~. ~ ' ' :.~ ~' ~ "'~ ~"~, ~ -. .... .' ~ '~ • ...... ,, ~.,•. 

• :<:in th~ b~ginning, in *ig~b and 1941, the Services .we r,e...procuring 
munitions in an. economy I that .was .also. runnin~.: at: f~i.~~sPe."e~. 'on:. c i~i%lan. 
prb~u~£•ib~: ..... The Service.s~,. as I.. said ~ before, :t~k"th~::~~eyi: tha~t"~Si..;~: 
aV~iiabie and tried .to' procure- at the:.flrst ~os's.ib'le ~me~t r4g.ar~ aless ..... . 
of- thefact of whether, such..pro.c~rement was. feAs~ible or not, Therei Were. 

~:: many places where •production of ..the .exact..:thlng.we wanted" was ~Ossible 
an~ i~e:beg~ to take thingsoff•-the. shelf,... We would: take:an~hir~ that . 

" ~.~W~.s .even ~e~"%he"SpeCificati'ons that.we .'ourselves wahte.d~ B~t ..~e had i. i 

This resulted in a drain on the products of the court.try, l.t resul~ted 
' back in 1942 in havi~g ~ .mnlt~tuds .of :. thln~s .parti~ally:~mpie"te~: :~ips .. 
wit~OR~ propeilers,i planes~ .without ~ .engines--all ~sorts ~ Of things .%hat: ~e.re. 
par~. i~!~ com~1'e~t.ed, .10bviig.usiy t~.~t: ~id not~ br.~ng'. hSL fnt0~"%l~e~!pr0du~i0.ni~ 
~f. mun~ti0ns, thati' we, ha& to hav.e.~.,.: .Tha~ led us. into -< the ~ne c~ s's'i%y Of i go.-..,. 
in~ in~o~con~is. ~ :•.i •~• • .• ..-~ ..... ~,~ ,:~ ,~ -~ ? ~.~.~ '~•~ ~ ~ ' -~•-':~' ~:"~ ..... ~ 
: - ~' "." i".',' :' ~:'.~-"'.: :~" ......... ' ~"" ' " " " : . ...... -. ...... " .~i:::':i :i.::%.:!" ,":'.::~.i'i ".~. ..... ~":"~"' 

'::~" : -. B~C~k~.in::the:i:e.arl~.'i~ays.. before i Pe~l i-H~b0r ~he ~krmy"~and:!Nax~! M~i -"/i/ 
tIOnS"~-~ar'~" :~hich h~i be~n. ini.exi etence.. ~or a Con@ideraiJie :"pe~Ibd of. .. :ii 
: t.ime, liai ~ worksd~ o~t '' a 91an for, ind~stria~ .imobil~.i:ZatiOn::-Which "i mlght ' ii 
say .was :ek~eilent I, i 0hc6 we. :got: ~into .the :wa~: we ithrew- I% /~to '•the. waste. ~.. 
basket:, and: there' it rep0sed for a co~e£~erable perio~ ':Of.%Im~:," But if 
you look back and take the old industrial plan and read it .wlth..the .. 
thought mn rand, ~o V does this compar~ wlth~.what.we, actnally~ came, ~ to ..•. 
you willY'find ~ an 2~azing s~ larity be~waen:the, tw0~; ~: ~ perfectly Splendid 
~ob was don e .in that industria&- mobili~,ation .plan.:in :~ the years long.~pre- " 
ceding the war. ' 

In the beginning we had in the Army and NaVy Muniti0ns B0ard ~:~6 few:, 
people who were trying to figure out what the Navyneeded in the way of i ~ 
so-called critical materials. They did not have very much on which to 
work. They used what judgment they could bring to bear, Manyof them 
were industrial specialist s who had been brought in for the purpose and 
who knew industry. They went to the bureaus to get their best estimates; 
and the Army and Navy representatives together on the Army and Navy 
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Munitions Board working with first the OPM and then SPAB and ~ then the War 
Production Board, . tried to indicateto those organizationswhat we thought 
~rom the angle of the Services would be needed. It was all • pretty rough, 
pretty much hit and mlss; but at •least it was better than the complete 
lack of information that we had, 

We set up during that period oftime, during 19~l, ~ in the Navy De- 
partment an organization called the Officeof Budget and Reports, •to 
handle all the development of progrR~, the end-item requirements, sched- 
uling procedures, and methods of calculating materialrequire~ents. It 
was anticipatedat that time that that office would act as a ~taff, if 
you like, for the Navy representatives on the Army and Navy Munitions 
Board. It was a very small or6anizatlon. They had a dlfficu~t Job to ~o. 
The definltions were unclear. The methods of calculation were pretty 
loose; The stated requirements of the Navywere guesses without much 
science in them, but• With a lot of common sense on the partof those in 
the individual bureaus whoknew what they mlghtexpect. 

During this period theNavyatt~t~hat was then known as the 
three-echelonsystem. Echelon l~resented ~production requi=ement, as 
a number of airplanes, battleships, a-~unition, and so on, which were in 
balance.withlthe objectives that hadbeen sent down by theJolnt Chiefs 
of Staff through•the Chief of Naval Operations. Echelon II broke down 
th~ item required by Echelon I into major components. That is, a battle- 
ship wasbrokendown into engines, hull, communications and so on. Echelon 
III was a Lveryrough attempt•to break down the •end items of Echelon I and 
the major components of Echelon II into terms of the raw materials that 
would be fequired, the basic materlalsthat would be required, to do the 

Job. 

This taskof trying to divide the thing into echelons involved an 
enormous amount of paper work, detailed knowledge, careful translation, 
and rough Judgment. We did get a lot of bills of material at that time, 
but those bills of material included some things that we later found we 
should not have included. 

The bills of material in some instances included all ~f the•material 
required by the component. Well, on the end product in some cases we 
had no clear definition. We had no clear, simple, understandablesystem 
of handling that. But within the • Navy everyone had a growing realiza- 
tion that we had to get down more and more to brass tacks on the thing 
and get action and see what could be done with it. 

Then on 28 January 1942 there was a reconstitution of the ANMB, w~th 
the Under Secretary of War, the Under Secretary of the Navy, and acivil- 
ian at the head of it as chairman;approved by the President 21 February 
1942. Their job was to bring this whole problem into a focus and tie it 
into the operations of the civilian agency, then the War Production Board. 

That system worked out very well, except that the ANMB people, the 
staff of ANMB, who were then put into the War Production Board, into the 
individual divisions of the War Production Board, that is, the Steel Di- 
vision, the Copper Division, the General Industrial Equipment Division, 
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. ) t ~ . . . ~ ' :  • - ] : C C "  • • . . . . . .  . . . . .  , : . ' . ~  ' . . .  ' - ' '  " " 

....,~..:- . . . . .  =.:,..~ ;:e~& ~5:'on:~ ~°~er~ n o t  tied: closely" into. ~he indlvidual...o~erations with- 

~ . i .%1- . . ' : ~  : - ' j  • "  ~ - :  , . . . .  , . . ,  . :  ~ '....~ .i ~ . ~ : : . ' ~ - : ~ : ,  " . . . . .  ~ . . . . . , . " { : .  - ! ' , . ' :  ' . '  

'.~ ~":-~he~"e: ~'A~ pe~oPie who were put: into the ~ar Production Board divi- 
sions were able and did a very effective job. of.,protec~ihg/~he interests 
0 " " ' " ' "  " ; " "  : ' : ~  ' ' " "' . . . . . .  f the ArmY. and _~he..I~avy.. agaznst "the. clvzlian, pressure~t that •time that 

...... :.-.; Was:~pe~tlh~i ~t..the". ~es21y .part ~ "~f the':war, ..J-,Yeu.. remember how they wanted 
~ ; ~o.::~eep t £ ~  c f v i i l a n  pr .oduct lSn" . "~o ing and  £%' , 'auper2~Ose t h i s  w h o l e  ; ,a t  

.... - :~ .~a '@~b~~"~Op"bf"" i t ,  a .  t h i n g  < ~ h a t " W o u l d b e  ~Aani~e'st ly .  ~ - . ~ r a C t i c a l .  

.< :: . .."" ~,~ . T h e n  i ~ t h e :  Navy. in : J a n u a r y  ' t ~ :  w~:: h a d  i~he.. Of f - i ce  -of P ro~u remen t  
,.: ~-~i. an~; t ~ a t 6 r l a l ,  • thei~ 0 P ~ ,  w i t h :  s~m~-i.'~ .~ Z u n c t i o n s  , to.: the'.: @:ff: ice' o f  B u d g e t  

, .. : .: . and: R e p o r t s  ~ ~:This . .O f f i ce r ,o f  ~ P r o c u r e ~ n t ~  and ,  Mate~ia l : : :wa~,< in  e f f e c t  a 
. . . . .  : ' .<ch ie f . .6 f  s t ~ f  ~ .tO : the. Under.  S e c r e t a r y . "  ' I t  WaS. t h e  e ~ r a . 1  h'ead' o f  the  

• ..,~,~avy .procuremeht,: .the. m~teriel end ~ of the Nawy..,.. ~to~ ~at..:.t-h'e NavyWhat it 
~-. ~.:needeg.. :since "that time the-OP&M'"has become the Material Division of the 

Office of the ~ssistant Secretary and now repor.ts--direct":to:L'him.. 

:..,i:..:~ Late~ 0P&M Was...~hanged: by. a ••general order :of" the ;,:Secretary 6f'the 
~.::. Navy.td bec0me": the coordinator of material, procurement aetivlties of the 

• Navy•, :-This in ~ effect gave OP&M fdur major fie_ld~-.:of i. responsibility, 
• - . namely~, inte.rn .el proc.urement coordihati6n ,'. exte .rn.al.:~ liaison, c0ntra.cting 
::.:.p.~licy, and.re'adjustment policy. . . . . . . . .  : : i  ~.:...'., : ::.':-:: ' ' • 

. .  ~. . . . .  ~ /~  ..~ . : : i  . ' " :  : : "  ' ' "  ' . "  . "  . :  . . .  ' : . "  ' . . . .  . . . . . . .  . ~ . . ~ . , , . -  : . .  • . " 

• " . . . .  .... These  d u t i e s : W e r e  . s p e c i f i c a l l y .  a s s i g ~ e d .  b y  t h e ~ S e c ~ t a r y ! . 6 f  the  Navy : ; ' . : . i  . : ~ .  - 

:~ :. to ~he-Under'Secr.etary of..the .Navy; ~ %5 whom~0P&M, repor~te~. ~. ~That'respon- 
.:. ~.-:.sibilit%y of" 0P&M is one relating tO:lnternal procurement coordination 
.:~--a~.,d .externa~;liais0n. 0P&M received from the Office of the Chief of Naval 

Operations copies of directives to the various bureaus Setting forth the 
over-all requlrements.which, the:'Navy: needed .toii'0~ry..outT.:its strategic 
~.~plans~..iThe~'~eaus re.celled those same direlc.ti.ves,, each iwithin its own 
.~ spher:e:~.~.' :It ;~;as: 'the job of OP&M to ~corr4:ia~: the .bureauS .:' work with the 

,. ~i:i.o~r-all .pl~'s:~': OP&M .served  .as a . c o o r d i n a t i n g  .~OUP , f o ~ . . p r i o r i t i e s . .  
~Then .later,:" as we 'went through the dev~lopment of a control system with 
PRP, and still later with CMP and others, various :t.~m~_ng~"&cheduleswere 
developed t ° handle~ searce::.war mater~'slS ~d ohannai..them into first 

: . : : . th ings, : :~:  . . . .  " ..... .~ .... . : : . .  ..... :. :. • . . . . . .  .... . " -.-: .. . • " 

02"~::was'::bharged. ..:,.wi.th .the', d u t y  o f  assembling.. :. t h e  N a v y ' s  r e q u i r e m e n t s  
no~-:: .obey:: for. raw i.m. aterlals,~ but f o r  hll; productS that', became in short 
suppl2; ~of C0ordinatin.gl.those requirements; checking them for delivery; 
investigating them for delivery andtbgf.act tha t they ~ere . re ally the minimal. 
needs to accomplish our .real:purpose'; and then taking those requirements 

• t o -  t.he;War.Production Board and fightIng .. the Navy' s battle and seeing 
.. •that .we got our .ah. are to permit-" us !"t0 c~ry out the plan. 

, . . . . : .~. i  • . .;..~:< . . . ~ !  r : :.. " ' 

OP&M-also ComPiled a~-over-all."sOhedule of products and raw mate, 
..rialsneeded. We called them Monthly Status Reports. The document set. 
forth the Navy's.monthly need for shi~~, 'planes, guns, ammunition and 
other end items, and ale0. for.the principal Components going into these, 
such as boilers, pumps and. armor plate." That Monthly Status Report was 
the Navy's industrial strategic plan. It was. a great help, I might add, 

: ..: ... . • : 
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to the War Pr0duc:tion Board in determining what we had to do on the In' 
dustrial plans." The Army had an industrial plan, with which you prob- 
ably are all familiar. • 

t 

Through 0P&M we had a central liaison. Instead of having every 
bureau represented on every one of these structural co~mSttees within 
the Government,• we hal one person who sat on the committee and repre- 
sented the viewpoint of the Navy. Obviously he had to really represent 
the viewpoint of the Navy and not his own peculiar predilection. • He had 
to make sure that his viewpoint, his representation for the Navy, took 
care of the ships, of ordnance, of S&A, of all of the individual bureaus. 
If there were conflicts within the individual interests of the individual 
bureaus, it was necessary that that individual purporting to represent 

. the Navy's viewpoint must have resolved those conflicts within the Navy 
before he went over and took a stand, whe'rever that might be--the FEA, 
the War Production Board, or any of the other war agencies. There is no 
point in going over the various activities in whlch We all took part in 
this liaison function. 

We had another function in OP&M. OP&M followed up the production 
schedules and it helped to insure that industry was in fact complying 
with the rules and regulations laid down with respect to priorities and 
material controls. If the priorities and material controls did not work, 
the Navy was going to suffer. Therefore it was up to us todo our best 
to • see ~hat those controls were really working out through industry. 

We did this through two organizations, one called the Production 
Branch and one called the Inspection and Aam~nistrative Branch, which 
included the inspectors that we had in various plants supplying the Navy, 
They were the personnel through whom the Navy reached down to the grass 
roots of industrial production. These were technically skilled men, 
pretty• able people, pretty high quality people~, that we had .in the plants. 
Some were officers, A great m~ny of them were civilians. They acted 
as field representatives to keep the Navy's production running •and moving 
ahead. 

They developed into a sort• of godfather to the plant in which they 
were located. They handled all sorts of problems for them, problems not 
necessarily having anything to do with the Navy. • Where they needed help 
and did not understand something, the Navy's inspector would step up and 
fi@ht for the plant and help it not only in working out the government 
regulations, forms and so on, but in helping with engineering advice, 
packaging, shipping, financing and so on. 

The ProductiQn Branch tried to flnd-new sources of production. It 
worked on ways and means of conserving scarce materials. It was par- 
ticularly helpful in anticipating potentia I bottlenecks or snarls in the 
Navy's production program. I could go on and recite to you quite a num- 
ber ~f things that that particular organization did, but time does not 
permit it this morning. 

The Office of Procurement and Material, as I said before, was desig- 
nated as the chief of staff, if you like, the industrial chief of staff, 
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..~..~.. ,~...~ .t.o .the..Un~er 'Secretary.. , ..~he..'Navy"s tra~itional: bureau ..system :is a group 
• ....,.,,-~ . , ~ o f  ~7oztical-.,orga~iza~ions~ -~.. In,~aCh of :thee@ bureaUS lther@ was policy, 

planning, buying, supervision, inventory .control,. and all of"~hose thin~ 
involved within the individual vertical organizations. It was individual= 

.,:-.~.,...,.-~> iz.e.@, .and, ;l:.thi.nk, .rightly so; aud, becaus~ of 'the"competition, was de= 
~...i.~,.~ ,.. ~ i d e d S J . . . . h e l p f u l .  t o : . , . t h e  . w h o l e  ~ e f f o r t : U ,  ..',' , " "~: 

- . " : ' ~ ' % , ~ ' L  . : ' . ' , ~ . ? .  .': " ' " g ' . , . ' ) . ' . . , ' .  ! ,  .', i- " . . ' ~  " ' ~  , '  :" ~ • " - ~  ~ . . . .  " '  

,~ ~'. ". '.;:'.i " " .i~.~.OP.&M.:trie~-~o-pnt. horizonta'l~.lines be tween "the bureaus so that the .. 
:.,.: ...i ,-.a.c.ti~ities.,.,at~...OVer~:!eyel within th~ bureaus would fOllow the:.~same policy 

• ,....at the~ working ,level~-a.s.,we went-down:. .: .'~nteg~ation &t the "psiicy level 
• :..: ~. ,. - .~..on.l~.,was. no~ enough-. ~. Integra,tion, at ~he working .leve~s was 'O~:i essential; 
i . . - , . ! i  ."-, . . . .  , ; ) , , ,  a n d  . . . . . .  i t  w o r k e , d  o u t  , ~ e x t r e m e l y  w e l l .  ' :  ' : .~ ."~>'.'. '~ . ~ .~... 

.......~ .,.::, .....:..I.t ~..worked~.out..through:.flexibillty/ as .I~ said bolero.2 -b W~""had betu~een 
.... -". i ,.~ ~hs< Go~@.rnmont, and. the procuring agencies, and indus~r$, ~. ah~. w:e "~ had be- 

,... . . .,.: ~wee~ the bureaus and. OP~. understandlngs, good humor, s6me"fiexibility, 
~,: ~,,.. and..-. ~iye and take,.-. Thatl In,,every::actl,vity of "life, certalhly ~n every 

industrial activity, is absolutely essential'.".., :- ...'.. .:L, . ~,, '': 

:~ i ..,,-!....... .If we. had. in our:economy today the ss~e good humor ~nd understanding 
• .-.and flexibility-.that we had during the war years, these industrial trou, 

:...:.~ .-.hies.that we.are-facing today could be cleaned"up in very short order. 
...... Unfo.rtun.ately; people seem to have gone from tolerance t0:"intolerance, 

..... • -... from flexibility ~o stubbornness. Unless we can .have a ~.common:mseting 
. ..., :gre,und,,:these 'prob.lems which are so difficult and basic today will con= 

tinue. I am confident that a common meeting ground can be found. There 
~ , , ,  : ~ . . m u s t  b e o n e , ~ : ; . . , . -  . ~ . . .  . . . .  . . . . . ' . : .  . ' ' 

. q l  i ' ,  , , : "  . " . .  ' . , . : .  ! '~.: .  . '  . . , "  , ~ . .  " g "  

,..-i ~, ! - :.. ~ ' .iThrough.. 0P&M,, an operating and coordinating agency at the top level~ 
: ~;,.;.. ~orking coordi~tign andcooperation down to the working levels, we had a 

..~. :. procurement organization which was decentralized at the operating level, 
~, . . . . . ,  but which was centralized ~at,>~the.~policy-making ~.level. ~ That 'definitely 

•. -. has ~prove~, ~.and.-was proven, to ..be:.'sqund during the :war 'years if our Navy 
. . . . . .  .~ experience, is any ..criterion. , .  " " : • :  " . . . .  ~ '  

This top coordination is obviously a full-time Job. We had it be- 
.. i~ . .•fore the.. ~ar., I .did. net.come back into the SerVice until just after 

• :. ~ .Pearl .Harbor. .As I understand it i we had coor@i.nation at the top level, 
. • ,.L ..~a,complete .exchange of Informatlon-and consultation at the top level 
~ ......-- ~lithln. the bureaus.. But we did not ~ have thiscoordination at the work- 

. ; ,ing level.).which turned out to be so:successful later. 

Back in the spring of 1942 ..we found that priorities were-beginning 
to balloon. 'We started off with a system of A1, A2, A3 and so forth. 

.,,. First .A1 ~as for the military only, ~ then under direct controls. ~en we 
• .... . put .-some other .essential things into. it. lJe soon found that everything 

• ~las.ballooning up •into A1. So we.broke it down into a system•of A-l-a, 
~ A-l-b, A-l-c, all the way down the line. That looked like it was going 

. .to solve the problem for ~ while, .Everybody spent a lot of time and ef= 
fort on it. But before we knew it, everything was getting up into A-l-a, 
everything was of top essentiality. So we got from there finally into a 

- .  double A •system, and stabilized:.it~,pretty well and stopped the balloonlug 
; pretty well.. ' " 
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But•back in the early part of 1942 the War Production Board came to 
the Navy and asked if we would really go•after an essential analysis of 
~hat our requirements really were, what we really needed in terms of time 
periods. The Navy put a lot of effort into that. We went after our re- 
quirements on things like steel, lead, tin, antimony, copper, aluminum 
and so on. ,. 

We took into account in that accumtulati0n 9f data ~he !~a d t!~ e. 
But the whole thlngwas pretty rough. It gave us some meaaure 0f what 
we were after, but it ~as pretty rough. But it did giveus~prettY~gOOd 
figures wlth which to go into the PRP a~d ~ later CMP. ; i ~ 

The basic controls, of course, ~s/I said, Were the prioritiessys- 
tem. Then WPB, realizing that it had to take firm action to bring demand 
~ithin supply--it~as beginning to bulge at the se~ all over the place-- 
started in with a Beries of restrictive orders of one kind or another; 
such as conservation orders, limitationorders and so on. Before we got 
through we had tled up this economy of ours in a bow knot. We had over 
650 restrictive orders out. We could not do ~aythingwithout getting 
so tied up in red tape that we did not quite know what to do. B~t we 
had to do %t, and I guess the end Justifies the me~us, becausewe got]the 
war production that we needed. But we certainly went into a moBt Cozplex 
system, as anybody who has ever known any of these restrictive orders can 
testify. 

Then in addition to that, with the ballooning of priorities and:the 
mixture of priorities at plant level, wefound we had to dO somsthing 
else. So we decided on PRP. I believe this organization is going to 
have a talk on PRP; so there is no need of my going into the details 
of PEP now, 

PRP operated horizontally at the plant level, in other words, 
everyplant using steel, aluminum, copper and so on would say, "These 
are the things thatI am making." But it was not known ho~ muchof that 
steel was going into a particular pro~Tam. We did not kno~how much of 
that steel was of a kind that was in inventory and would support con- 
tinued production of a particular component or a particular production, 
and how much was not essential to the Services. Many of these plants 
were making part civillanproducts 8ndpart war products. 

Therefore this system of handling this material horizontally did 
not cure the problems of airplanes without propellers, of ships without 
engines, and so forth. It got materials to plants; but, because we had 
to use son~ kind of rough equities and cut everybody, we could not cut 
individual pls_uts. We had to cut the whole production of highly essen- 
tial things. We could not • cut some plants and let Other plants go a- 
head with the production of a lot of things that were not essential, 

PRP looked like a simple, workable thing. It did not turn out that 
~.~ay. It was not effective. 

We went from there to CMP. CMP, the Controlled Materials Plan, 
• really turned out to be the thing that did ~he Job. CMP was the thing 



tl~at brought our program N~ithin pretty close accuracy.~ .Under PRP when 
we would give the Services an allocation, it did not .meau.a thing. They 
could go out ,and buy anything they wanted. It was not .tied into that 
allocation at all. Under CMP, where the Services were given so much 
steel, so much copper, so much aluminum~ they had to live within that 
budget. They p.assed the tickets down the line. They soon found that 
they were short or they would come back and say they were long and they 
would then retz~n part of that to the general pot. 

It soon worked into a pretty good measure of what was feasible and 
what could becut down. As I say, back in .1944 we were beginning to i-it 
production ceilings. If we had not had GMP, I do not know where we would 
have gone. We had probably the most effective industrial .control thaoo~gh 

i.i " CMPthat has ever been developed;, far b@tter than the ~ Germans. I.am sure 
.... of 'that.. I"am also convinced that it-was ~ar better than .the English 

• •System. " "~~ ' ~: • " ' "' :' . :. "/ -.-:.~ . ". ... ..... , 

-..•.. . It took an. enormous .amount of paper work on the part of industry to 
..... ~0.it~ bt~,~:f~dustrY accepted it, ~I~ cried; so did the Services cry. In 

: th~ ibegin~ihg they icried to high heaven; but soon they.go t into.the swing 
of it, ~The •thing worked; itworked effectively. The headaches that were 
crowding: in on :us::before this •disappeared like a~ mist.. It ~as re_~.rkable 
what an effect it had on the whole picture during 1944....InL'1943 we had 
o ur,.troubles, but In.1944 they were beginning to smooth out. I th~]~ you 
.hre~ goingt6 h~ve a"discussion:0f CMP in detail; ~:so .I..:will ~ot go into 
'that"~ ..... ~"""" ~" :~: :" .... :~::":' :~i": i. . : .::- .~:~ " : :~~~i ' ~". 

• '~ ~"~ " ~e' th~ng that)we foundU.under ~ Ci~P. which Was of very sreat i importance 
' •~as•/a' litt•l@i ~adg~t called ~ a : cushlon~ •' In •other words, •~ ~f ~i we •• •said ithat 

:~i ~/V~•~ ne~ ~e•~•]si9 ~Y !.ton~s ~ of •~s~eel to "~ d~ 6~ • ~ob, '~d •let~-us • assu~e: that we 
were ~ig&t,/th~t that was a~tualiy What' we really.nee~ed.~n tons' of steel 
with which" tO:-'do '~ the"~: job; • ~der' the :~ll~ttln~: sys%em; that: W0~d 'not have 
been. e.noug h. We would have need.ed so n~. extra checks to pass out, because 
so~e" ~f. the checks ~' inevltably~ere"not. Cashed ~d cOula no~ be cashed. 

..... 'Z~nat iB extremely, true-~ in ' a system, of- ke~ production, There ~s me 
st~fi-~0~e~ h6rIzon~llT and- S~mll matters .and. What not~ go dArect. And 

'. i~so ~ ~Ut thls cushi0n Intoour Syorking capital if~-~ou.~like ~ to cai.l i~ 

... ..... In any. estimate of material requirements in a~j succeeding emergency 
• ~ that ~ Cushion fab~br certalnly ~sh0ul~ not'.'be forgotten. I sweated bloo~ 

over that one, tr~-ing to convince the w~r Production Board that it was 
. ~.~er~ real.and v~r~ :..he. cessary thing .that the Navy and the. Army services 
have~ ~in their bank so~e cheCks ithat 'they Could cash"and pass out. ~.~ile 
we knew that some Of the bhecks were never going to be pre'sented at the 
steel mill, we did not know what checks were not going to be presented. 
We only knew that a certain percentage of them would not be presented. 
Tw~tre~e could over-allocate above our realistic supply and do it safely, 
without invalidating our checks. The checks were good even though we 
passed out more than we had money in the bank to cover. That cushion 
factor is one that, I say, is essential to any workable me~ahod of 
allocatlon. 
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inventory control I will not go into ~ Other than to say that .inven- 
tory control in an extended emergency, where m~teria!s are short, where 
we are definitely up against it to take care of competin~ claims for 
short items, is essential. It is one of th e most importan t things that 
the Services have to bear in mind as requiremehtS start going up, aS they 
did during World War II. If we put aside into unused inventory materials 
that We do not ~ctua!!y need at the tlme, or ~pllt them ~sid~ earlier than 
we need them, inevitably we are preventing ourselve's from getting Some- 
thing else that weneed that we could have gottan; something that we 
needed at the time and could have gotten if we had not put too much too 
early into some inventory. So inventory control is one of the most im- 
portant factors in our industrial production problem. 

Critical and common components. We set up in the War Production 
Board, with the help of all the agencies, a method of trying to schedule 
some things; but by the operation of priorities or by the operation of 
allotments we still did not get the necessary bottleneck Items-~ certain 
kind of valve or a certain kind of pump or any one of a number of other 
things--a certain kind of ball bearings, if you llke. There were not 
enough to go around if everybody flowed his allocations, hisallotments, 
an~ his priorities down to these plants producing the ~ottleneok items. 
There were not enough to go around . . . .  

Therefore we set up scheduling Order M-293 and were able to go into 
the individual plant and schedule the date of production. We would call 
Bill up and have him review his order board to determine between whether 
one agency that might be heavy and another agency that might be light, 
whether there was not enough flexibility in it for one agency to give 
away and permit the other one, that had a more urgent immediate need in 
terms•of time, to get that production. 

~ It worked out excellently. • It never did get down to accuracy, if 
you like; but there Was a meeting groun~ there where the competing agen- 
cies for a particular product-,It might ha$e been a high-pressure valve-- 
could say, "There is the bottleneck which is holding up these things ~lhich 
we badly need. What can yOU do to help out on that emergency?" By co- 
oueration among the agencies--the Petroleum Aamlnlnstration for War, if 
y-ou like--the Army and the Navy were always able to give a little, enough 
to permit that emergency to be settled without disrupting a lot of other 
production lines. 

I want to go back for a minute to ~ CM2. ~ In the operation of CMP 
within the Navy we soon decided that there was no one with God-given in- 
telligence who was able to solve all the problems just like •that (snapping 
flngers). I have f0und no one yet who can do it. So we set up--but first 
let me tell you a Story: L i ~ 

One of the ~en over in the War Pro~duct~on Board came to me early in 
1942 and said, "Jack, we are going t0 pu~•int~ ~ effect an order restricting 
the use Of steel. ~We are going to saY, ~ 'YOU can'tuse steel to produce 
a whole lodg llst of things, civilian i~ems'" and he said, "Hav~ you any 
objection to that?" ~ ~ i 
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• I said, "I certainly have." 

"What is your objection?" 

• "I don't know, but I want the bureaus to take a look at it." 

"Well," he said, "now, listen. Run doom this llst. You know there 
are some things there that you don't care whether we ~top immediately or 
not. We want to get the maximum." He said, "Look at thls--B.B, shot an(l 
co.uktail sets and bird cages. You certainly know you have no objection to 
stopping those." 

I said, "I certalnlydo have." 

He said, "Why?" 

I said, "I don't know what the bureaus think about it. How a~l I to 
know what the bureaus need or don't need?" ; ~• 

So we •sent out hhis piece of paper with a long list Of things that 
,~ :had :ta~be stopped:and called for ~ response in four or five days. Lo 
~ and behold, • the ,•first three objections that came in were for cocktail 

sets and bird cages and B.B. shots. 

~•,..,For G o d ' S ' • . s a k e - ~ , • ~ h a t .  i s  ~ o i n g  o n  h e r e ?  W h a t  a r e  y m u  ~ • i. ! ~ ! ..~:-: : i I  s a S d ,  . . . . .  .. 

.: !:.•.;.; We ll,~:•the M~rine Corps use~l~B.B, shQt ~In :gunnery training. They 
: had to ~i ~t, ~ ~: The ;Air corps ~anted :metal ;bird cages in their plane s 
for :car ri6r ~igeons ~which,~they ~used.!, 0n,;the oockt~il sets--this was 
one that I did not think of their having iany real:reasonT-it was .the 
Medical Corps. They used them in hospitals on board ships for nmking 

i :milk::sheke sundaes. ~The2! w~re admlrab,!e :m!~rs,:: So I ii,~hi!~k ~hey had 
.... • ~ : ~ pretty good~<reasonfornoti::havlng/the ::military sh~e ~t "least %n those 

.... . ';.i t h i n ~ s  ~ to "~be  " ! s tOpped~- . .  ~ --J, ~ . ,<~,~ ~ i ~ J.~ .... , ::,~: ~::.. :.:~..-,, , :;, ;:/.-,,:.: -...... ..... i. ~::. " :. 

•. • ,..' T h a t  ~p . r o v e d  t o , . i m e . - T i g h ~  i n :  t h e  .~ b e g i n n i n g  ~ h ~ t - t h e r e  .w.as n o .  O n e .  ,who 
' ' k n e w  e n o u g h - , t o " ~ e : ~ a b l e . ,  t o ,  s p e a k ,  f o r : - , ~ h e , , S ~ r v . ! c e s  0~.~ fg.r.,.-%he,'b.ur.e.~us o f  

~ ~, ~. the~ Navy. They had t .e -~ha~e ~at :least an ~o~pp0rtunlt~ to speak for them- 

So we set up within the Navy the Material Control • Officers Group. 
Web'get a good, strong man, from each :of,_the bureaus who :was,:;authorlzed 
to.~speak:~on behalf of the bureau:by his i bur ear,chief, -able %,~o spe ak 

~ :w~%h author.%ty'and to make decisions ~ %o study ilthis, CMP and find: out 
~ what it ~as all •about and r eall~ be ~ working;member of the. ,team. 

: '~ .  ~ " . :  " "  .~ . ' . : "  .~ ~ i .  

They did that. These people did work together. They did a sin- 
~ c e r e  J o b  , o f : . w o r ~ .  . T }~ey~ ,came .  i n  : w i t h  t h e i r ;  c o m p e t i n g  c . l a i m s . . S o m e  

: : :  would ~e~ sky-high,' ~Others would h~ve Just,a little~ cushion., But they 
: ~ould come 'in and I' would add: them all up,and I would say, "My C~d, you 
• will ~ever be: able t o :  get anythin~ llke that. This islwhat I th, ink we 

can get." We would sit down and try to ha n~er these thlngs~do~a%.: :; 
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We would f~nallycome up with something that the Navy.could take over ~o 
the War" Production Board and fight about with the Requirements Committee, 

Then we would get our allocations and bring them back and sit down 
wlth the same group of fellows and try to divide them•among,the bureaus. 
Each one of them would want to have its own interests taken care of. The 
Air Corps had to have this and that. The whole Bureau of Ships was going 
to be sunk if it did not get something it wanted., The Ordnance had to 
hav~ this-. .We would squabble about .~h.e th!ng f.0r three or four hours and 
finally .come...up. with a rough-J~stlce d ecislon that "We don't like, it•i, but 
it .is all rlght~, ~l.guess.'' . • •. ~ :~ .! • ~ .. ...~.. 

• "" " ~ " ":" "" .'.~." " " ' ' -~.i " • ".,~ ' ." 

Never once in the course of the operation • of CMP did we have to go 
above that-, working level up to • the bureau chiefs or up to th e Chief of 
0P&M or the Chief of Naval Oper~ti0ns and have one~ of them decide: it..In. 
other words., good h umoredly, with reasonableness, sensibleness and flexi-. 
billty: we were ~ able~:to adjust it at that working, level and come up with. 
somethln@ that could'.make the: Navy get what it needed.. ~. :.. /...~ ~... 

. .i ~ :. :' .~ . . . .  . .~'~ ~'. • ~. ~ . • , , . .- 

• ~-:I.~have. a. lot of comments here on individua I items, but' I d0•not think 
our tlme will permit ms to go • into them. ii ~ ~.:. • ~ : 

As individuals we went through in the Navy a long and tedious Process 
of learning the techniques of translating military progrsms• into material 
resource requirements. We learned a lot Of things. But a good m~ny of 
them are already dreams forgotten, The people who know most about them 
are disappearing and going other places. .It is up to us in the Services 
and in the civilian organizations to put the continuing touch on that, and 
to get prepared, not In broad, general language, as we were with' the in- 
dustrial mobilization: plan, but to keep prepared and be ready . t ° take 
prompt, :quick.acti0n .when the next emergency comes~., t~0 Pa~ow what ,we .are 
going to need and how much we need for whatever the plan of action Is. 
There is an awful lot of work to be prepared for the various evehtuailties 
and know what it means in terms of men and materials, But it is work that 
I am sure has to be done. Otherwise we will have to go through ~he same 
thing that we did in. World War II . . . . .  . ~ . 

In W.i~dlng up our work in the Civil'ian:Pr.oductlon AdministratiOn,.. par- 
ticularly.~our Milltary Divisions, we are attempting to m~ke a record of 
some part of that knowledge that they had over there. We are making it 
available in a volume which we are going to cal~, the '~Munitlons Handbook," 
I have. a, couple of batches 0f sample sheets:,Ero~ that Munitions. Handbook 
here, to day,~ which .Captain H enning wil I let you have after I/finish,' ~!t 
attempts to be a compendium of some of the statistical factors which' the 
War Production Board ~found useful in calculating and in appraising the 
validity of military requirements on the resources of the country,!.. 

• ~ We .will .probab.ly complete this book through the first half of. thls 
year. :I do not think this agency will last much longer, than that; I hope, 
not. - B u t .  we want to complete that•.handbook, and give it to you, .. 

• Of course that. Is a record, of. the past., It contains a lot of. ex- 
perience which we have learned. B.ut every advs~ce in weapons, like the 



• ~ , - . ,  : . . . . . . . . . .  . : . :  • ..~ ' : . ~  "~ ' , ' . . , ,  , , ; .  ~, : . . J  . . . . .  ~ . . . .  . , . .  : 

: : : : " a ~ ' C  ::hom~ : a n d  : ~ e t : ' ~ r s ~ u l s i 0 n i : A d  . a l l  t he . '  r e ~ t  oftheSe : things: that a r e  
. . h a p p e n l n g ,  w i l l : . . ; e . h ~  t h e : ' ~ v e ~ - a i l  t o t a l  . o f  w h a t  we: h a d : t o . : l ~ v e / : i n  t h e  

last war considerably.:from :What We 'will. have:-',,to ~have. lot%he 'next 'emer- 
• gency, whatever •that "may D~;": : But it. gi~esl..~U, a. pattern on: which to work. 

If we could have ready at all times, a pretty good idea of what we 
have to •have in terms, of r.esources.of .p!ants, ...tools,.materials.:and men, 

• by time perlods, ~uarterby~ quarter., as'we ~ ahead .thrSugh this proph- 
esied emergency, if that ~ prophes'i~d emergency-ever :comes~:":'it WoUldenable 

• industrial America to be ke~'~ared"up ~d..to. get. Polling :in a "very short 
period of t.ime, ±:f :we. do: no~. .':maintain.. .: such .a .~-tudy, :it will ~ take • us :many 
months longer : than "i~ Would take if we. i a 9 : have such..:a. :study:.hp-to.-date-- 
kept up-to-date by youpeople"whO know most about it in the Services. 
Thank you very much. : .: .:.~:::..~: ..: ~,. < .  .... .~.:: . : . .  .: 

: ' ,:" • . .- , .  . . , - .  : . . : - : .  . • 

• , , . .  ,',:.": , , ' . : . : .  , - : .  , . :  : ' ,  : -  

C A P T A I N  R E N N I N G :  
, :. . , . ; . ,  ~ ,  , : ~ ,  :, . , = , , . :  : , :  : , ~  " ' i , : .  ., " .  

. . . . .  We will probably have:somequestions from ~the:~f.loor. . : . ::~::~-.d. " 
. : . ' .  • ' /  :' • . 

, : "  : • ~, . . . , . .  . . - . : ;  ~ - . ~ . : , ~  A STUDENT: ... '~ " . .  : • . .  : . . . . . .  

• : ..Commodor~ Small ~, .you safe: the ;'produc~l..on: p~ak was hot- :reached:untii 
-19~-, ' Was :that del~y ~ i ~  due,to., lack of.-.~!ant, fac lli..t:-ie S,' :'l'~ck: o~ raw 
m a t e r _ i d l e , :  o r  w a s  ~ t  ~ ' u e  t o  " Sa~"~ o t :  manp0we~r?  .: • . - : . :  :~ : i:: . .. :.:~ : - : -  ' 

: ' • '  • . . ' i i : : ) : : : :  / : . i  • :: : •: :: : :  ::'::: 
. . . .  . . . . .  . ~ : - .  - , , . , . . . . , . . ~  . . : ~  , . : . . ,1 :  ,, " -, . .  , . . . . . . .  , 

• : . . . : .  .: . A - : c o m ~ ' l n a t l o _ ~ : o f ' a l ~ .  ' ~ . h r . ~ e . '  T ~ i n g 1  . n d i ~ , i & u a l  ~ " i ~ m s  i" d ~ l : n g : :  i94~ it 
: was.mai~y due :to a "lack ~ ~ter~is--~ ~.~t~in~.~:containlng ~'tin":it: Wa:s 
p~obably d~6 ~ t6:.:~a ~lack Of'"ma~erlals. Qn :others i-it-.wa~: due ~ t6 ~ 1"ack Of ~ " 
facilities. The great majority of it was due to lack of m~np.ow.e r .i.n the 
c o m p o n e n t  p l a n t s .  - . . : ~ :  :i:- : . :  ~ : '  " :  : : : " . . . . . .  

• . , . , : : . ;  : . , . ~ : . . ~  : .  , . . ,  : . , . . . : : i  • i , . . " ~  , " . : .  , . . , . , .  " . " 

Now.,  I . s u p p o s e  w e  m u S t  f o r e c ~ s t ,  a " . - c 0 m P a r a b l e  , l a c k  o f m a n p o w e r  " a t  a n y  
comp .a~,able. period of-th.~ ;neXt emergency. :,During: the. preduction peak" we 
.are probabl~.going :to :lack~manpowe.r, ' " ." " . - , . . ,  • . . • - ' . :' ' ' 

. : : . . '  .:-...-:. . ~ i : : .  ' 

A STUDENT,  ': : : , " " :::' : ~ " ,~'....: .: .. . ....... 
. ,,. .. . .. .. ,: .:: :.. 

l would ~like to comment Gnyour statement about the: way CMP worked, 
I was out In :the field atthat time. .i think it is a fair statement to 
say that. it was a generally accepted .fact that we .were ~ going: to-accept 
fifty..percentJ6f.what We asked fo.rias our. requirements regardless of the 
amount we requ~s.ted; ' i, have alw.~ys understood that. before this CMP system 
came along andthe est~h~ates went tothe WPB, the Inventory Control Plan 
brought thousands of pounds .of r.aw..stock out of...hiding, . if tha~ is true, 
I would like to.know.wh~ i~ was ~hat that Inventor~ Control Plan"was 
rejected. :" '~""' " " 

M R .  S M ~ T , T . :  

TheInventory Control Plan wasnot rejected by the WPB. It was re- 
Jected by the Services, that did notwant to be held down on their 

- 1 4  " 

L " 



: .• -.•i ",L ~ :.:/~•. ' " .... • / , • ~ . . ~ ' ~ •  

~. 7.' 

inventories. WPB has had inventory regulation in effect a long,long 
time. On the other hand, I assume .you are talking about the pyramiding of 

requirements. 

The Services did pyramid their requirements. There was no way to tell 
who was pyr~mlding and who" was not. But this plan which broke It down by 
products, pyrRmlding could be detected. The~e had to be. some lway. to break 
it-down. , ' . ... - ...... - • ' .... 

There is a production code, we Will say, for Sewl.ng machl-ne.s° ' In 
1943 part of .the sewing machine plants ~ad:bee n conver.ted in, to direct war 
needs. • %Je knew all of them~ But they would c0meiiih w!th requirements. 

...... I WOUla say, •.~.••We• c and inevitably we :could not help cutting • them down. ....... "" ..... an't 
give you.all this for sewing machines, we need it for guns, ships and 
tanks." So we would take it away from sewing machines..Actually a goo& 
part of It was not for sewing machines. it was f~r"other thln~s that went 
into guns, ships and tanks. .. . ~ ~ ~.~.! :. ~ .... • 

On a plant bs~is, unless ~here Was a :p~rf~ctly terrif.iC administra- 
tive statistical setup of bre:aklng: every • i~dlvidual plant down by the prod- 
ucts that it made, there was no possible way to give that plan.t exactly 
what was required for eyeryth~g that it needed and still • keep tha dem-nd 

within the supply. ~ . ~ 

Nor was it possible', when we had to give horizontal cuts that arbi- 
trarily went across the board, to see to it that • every element ,that •went 
into a program got what it needed. After going through a great deal of 
this sweating, I am convinced that the vertical system of ~11ocations," 
following the program down. to the bottom, Is the only one •that • is feasible. 
I do not know of anything that works as well once industry s~& the Services 
become accustomed to it. But it is a tough one to get. used to. ~ 

s 

A STUDENT: ' . : 

You spoke of raw materials planning and how well it worked out. You 
also brought in the scheduling of critical components. But ~ you did not 
mention directly the requirements studies made for the critical components 
and also what good was done by such study. Wo~ld you. deal with that Just 

for a .moment? 

MR. SMALL : .... :: . 

When we got into the critical common components, we found that there 
was .not enough to go around' We had no way of knowing.really, except by.. 
the symbols and orders that would flow into the order boards .of the criti- 
cal Component plants~ wh@ther by authorizing so many tons of Steel we were 
authorizing a program tha~ was going to hit right ~into this critical com- 
mon component; and whether ~we were Just wasting a lot of material, making 
a lot of things on these particular common components that were going to 
slow down this particular battleship. . •~ : 

So we asked:the Servi6es'f0r figures On critical components. We 
asked them for comparable flg!~res O n a lot of B products iof which at the 



start we had about 104 of them. We finally got that number to about 22 
where we had +~he Services accumulate figures. 

. . . .  ': : : T ' h e j  f ~ e s i  i n  t h e  b ~ g i ~ f i g '  W 4 r e  i v . ~ r y ' r 6 u g h ,  A s  w e  w e n t  a l o n g  

' q u a r t e b  b y  q ~ a r t e r ;  : " :  . . . . . .  " . . . . . .  • . . . . .  ' . . . . . . .  . . . . . . . . . .  : . . . .  they got down pretty close to what this really .was... 
We found that there was inevitably water in the statistical approach"and 

.... tha$ we could cut t~at out .by. the. e~jparlencs at .the~plant level. 
:"'~ " J  : ":~"~': : "  : "" ' " : ' " ' " "  ' ' "  : " ~ ' " ' - ~ "  i : . : -  " ' : " ' :  " . " ;.-. " " . e l  - ' .  . . . . . .  - . 

• ~ ~ . . . .  : .  : :,.~. : . . . ' . : . .  . - . . .  : . ',~ , • . , ~ : . .  . . . . .  ~..~ • : 

, . . . .  ~ ' . A S . . I .  s a ,  y / . w e  .never g o t  0 . u r  critical c 0 . m ~ o f i : : ' c 0 m p 0 n e n ~ s  defi~e~'i~n any 
~Y n~ar ~'~'i~e we did the C0n~r011ed mater~ais by:the CMP, i suppos.e if 
the war had kept going a couple of years longer, we would have been able 
to do it. .But it involves a g!.eat ~n~ complexltie~ theft are not .in- 
volved In'~:st'r'ai~.~ ~ ~a!.."~oc'atlo~;.. ~ i". ::: ! . :.: ..:~". ": i .- 'i" .:.';.:"i~. ::: ..:.;:.,. " i.. i.ii: ' ..... : 

: •••F~rt~dfiata:ly; ' :•it ;~as:worke~! ou~ :~r.e~ty: .weli, ,We • .~'d,~::,run. Ir~to ;tob 
' ~e.a.t. " d,..~.ffilcdi~.i.~:S ~th.ere:;":. ' .We""~ere ~gener~y abl~ ::~Oi.~l~e'. and take:bnough 
to ~ ~-o~r~ o.~ "the wor~, ;" !t~ ..w~. ~t icu~ly tr~;~b:~.o~e when; ~tt~ 
c~e! .~.:~o6~::~il "~n~ ~v~v~s<'~a~ from the:~avy, -:~ ': ". :;.. • : :: 

A STUDENT: "~: : '::':'~ :":-:: ' • :: ;:- " ~": 

"'::," ' i:Fo~!':~y; .:6~.~ie:s'" i.t.':iw~" certa:ni~ .one iO.f :the :th:i~s: :~ t.hl~: wa~... 
' tha~;needed:"~ ~e"~%rEea~0~:, :'' :We'::ha~ ~ walt :unt'.l~ ~"he ~hi~g ":g-0..t ihop.e,., 
le~i~:~ie:a ~• :~!~f~e it' w~ ~.~0~t :into. pl~:,i::;~• :~estion. i.~,. :0~;•: 
'soon do~:~ou " th~ :thh~::~hat"pi~ "C0uid be" b~ought "ln-~o platY,. Th~: i.S;i" '. 
where in the limited emergency period or In the war per~i6:a" a6 ~ #bu thi~ "' 
that th~.g shpul~ gs.t starte~, ~ 
• ?.'_-. :.-:...:. ,.,..:~-- .~ :.:'::...:,..".~:..':, ::.: ":.~'~ • • .:...:.: .. , ::.: :..; .::,.,:,..':.. :. :~: :': .;.:.::. . .~ 

SMALL: ": "~":'::" '""::":: : .:.: .:.i: .:.. 'i.~,:; ...: ..;.:.:-.::: .~'.;. ~C:'::.' :'.: .~::.-.?...' ~:,_..::,..:-i 

" have certain requirements. 'I do.: not ~now"what :those:re-aa:re~ents are o- 
: : . - , . . . . :  ..- <-  ; ; ' , ~  ' .  1 " : . : ' ' : ' . .  : : ' . . .  :' ~ ; .  ; : ~  ," . . . .  .:. ~ .  , .. , . , . , .  , , , .  . . . . .  

ing to be,.. ~ recommend .that. th~ . S.ervices.: ke.e~: up-ltb-d~i,.On, i~h~ their. :'; 
' requirements sLre for immedlat@"p'~ocdremen~ mSnth" by month, ..... lam talking 

of the future requirements, 

<. I.f. those, r.eq~irements indicate, that CMP should .be. instituted immedi~ 
• "at:el~" '~d ~.that~:~ 650 red:~apb, C~pii:ic:a~:ed:! r~s:~ric~:i~ 0triers, llke the ~PB 

sent out, "shoula:be"se~t: 0u t,: we: Should do ~t:right away. if they indi- 
-c~te tha% an .immedlat~. ~elnstitution of :CMP :~ is ~.e'slrable, we •should do. ~hat 
over-all, no matter whether that emergency Occurs ten years from•now or 
today. • - 

The form and volume and the portion of each service's requirements in 
that future emergency will determine how many of these controls and the 
types of Cohtr0.1s should be put into effect. I think that in the event of 
a threatened war "we should put CMP into effect even if we dld not put in 
a lot ofrestrictlve, limitation orders--no refrigerators, no automobiles. 
Even tho.ugh we delayed a•lot of that, we should put CMP into effect and get 
people'righ, t now acquainted withl it. 

. . . .  .. . . . . ~ , ~  :-:.!~: : . . . :~  ' . .  • . 
+ 

""~  .;:7- .".'~ .'. :. ' ' ' ; i  " . :. .i", : " ' " " ' " ~ "  "' : ~ L . " . : ; , . . : ' " ' :  . . . .  ' "  ' : '~"L , . : '~ ' . : . ' . ' . Z : . ~ .  " 



DR. HUNTER: 

If we had thought that CMP was necessary back in 1940, it would 
hardly have been feasible. Do you think it would have been accepted at 
that time? 

MR. SMAT.L: 

I do not believe it would. In other words, back in 1940 and 1941 I 
do not think that the psychology of the Services would have allowed them 
to accept that and go ahead with it. They would have thought it revolu- 
tionary. But we have gone through this onoe~ Everybody has learned that 
it will work. In the next emergency, if it is not too long delayed, they 
will remember that lesson, and I think they will take it llke a shot of 
medicine, and be glad to have it, because it is the thing on which you can 
best plan production. We were able to do that during late 1943 and in 1944- 
and 1949. 

CAPTAIN HENNING: 

Any other questions? 

MR. SMALL: 

Thankyou again. It has been a pleasure to be here with• you. 
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