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SURVEY A~D ALLOCATION OF IhrDUSTRIAL FACILITIES, 
29 January 1946. 

GENERAL AR~TRONG: 

Gentlemen, we are g~oing to hear Colonel Hare, who has a dlstih- 
guished record in the Army since the First World War. I will not go 
into the details of all his activities except to tell you that for 
five years he was on the staff of the Assistant Secretary of War and 
Chief of the Facilities Division of the Army and Navy Munitions Board. 
He had a great deal to do with the system of allocation, which is of 
tremendous importance, and~whloh ~e must examine in this course with 
considerable care. ~ Colonel Hare has just returned from the Philippines, 
where as a • General Staff officer he ~as in charge of all the depot 
operations in the Southwest Pacific Theater. Gentlemen, Colonel Hare. 

COLONEL HARE: 

General Armstrong, members of the faculty, and gentlemen of the 
Army Industrial College. There is no phase of industrial mobilization 
that is more suaceptible to critical analysis than that which has to do 
with the~ plates "drawn up in time of peace for placing orders in time of 
war. In the Office '~ Of .the Under Secretary and the ~my and ~Navy Muni- 
tions Board, ,.~e, with %he Navy, for'ued an Allocations Division. This 
division had charge of the peacetime survey of industry, the earmarking 
of the best manufacturers, and the making of definite plans with them 
for swlft~ production ~f the things that would be needed by the Armed 
Forces. ~ • ~ . ~ . 

Q 

It ~as been extremely ~ interesting to me in ~.Torld ~Jar • !l to have 
served on both ends of the supply line, to have been in on the early 
thinking on what probably would go to industry JiG the way of war 
orde~S~ what Probably their producti.'on would be~, w.hat probably their 
problems would be, a~dthen to see th~ m@~,,ter, ia!a move from our blue- 
print stage through the manufacturlngplants to the troop on the fir- 
ing' line. ~~ I had a pretty good, close, first-hand • opportunity to see 
the Industrial Mobilization Plan functi0nin all of its details. 

La'ck of industrial/ plans in Wo~rld ~ I..-~.-To me/as I look back 
over the last war, the early plannlng~ that ~as done by the Technical 
Services, Industrial College, Mu~i~!~Bpardjand the Office of the " 
Under Secretary of War was ~f e~normous~.value to,~he ~.at!on, and is 
responsible, in no little degree, for .the victory that was achieved 
by our arms. In those'days we hadiillt~'le to ~:on, ~because the mobi-" 
libation of industry for the First World War had,not been preplanned. 
We could not point out to 'a student in the Industrial College in 1924 
that, "This is the way we planned it and hhis is ,the way ~t ~alctually 

ompli h ' " was acc s ca." . ~ ~ 

It is true that ~ the Industrla! College, whe~ it was organized~ 
five years after World War I, di~ manage t0~collectT and document a 
mass of valuable evidence on ~ the supply ~xmer~ience of that conflict. 

. . . . .  • . . . .  ~ • Z • • ~•,,• , ~.~ ~,~.~ ~,~ ........ ~ii!iii ...... i •_ ........ • i ..... ] .............................................................. 



These data were used by both the General Staff and th~ industrial plan- 
ners in chartin~ a course that the~hoped would avoid the pitfalls that 
nearly lead to industrial chaos in 1~7. 

But there had not been that intimate shoulder to shoulder daily 
contact between the ~my and the Navy an& the zen in the factories ~ho 
would have to produce the .guns, the planes, the tanks, the food, the 
communications, t~e me&iclnes, the chemicals, the machinery, the ~ui- 
forms and equipmentthat characterized the industrial plaguing for 
~orl& War II. 

Tribute to procurement planners.--The Under Secretary of ~Tar paid 
high tribute to these early planners when he said in his report on the 
munitions experience of the last wa'r~/ 

'%~e ought not to forget the debt the Nation owed to the 
farsighted officers Who worked on procurement planning in tile 
Office of the Assistant Secretary of ~Jar and in the Supply Arms 
and Services during the years of peace. Their efforts attracted 
little attention, except now and then when they were misunder- 
stood and criticised. ****** It is to theiz credit that they,. 
as well as the tactical command of the ^ . ~.rmy, resi~ted~.~he 
temptation to believe that war could be waged cheaply and 
insisted upon planning .foran all-out effort. ~In spite of many 
handicaps - apathy, ~ inadequate funds, insufficlant personnel - 
the planners achieved important results." 

':The General staff had in a way gone into the industrial r~quire- 
ments of World war I. Butnobody had really sharpened their pencils 
and gotten down to the real fundamentals of the impact of war on 
industry and the problems ahead in raw materials, machine tools, 
financing~lab0r, priorities and allthosefactors which mustbe con- 
sidered in shifting from a peace basis. ~Te wanted the answers to 
these questions and began se~ding our officers to Harvard University's 
Graduate"School of Business ~nd other centers of industrial education. 
We wanted these experienced milltary men tob ewell Versed in econom- 
ics and toknow how to talk~61~manh~acturers and understand the com- 
plicated language of business~. We knewwe could not get bus~ indus- 
trialists to study the military needs and to spend enough time working 
with us to insure that our plans were practioal and abreast of the 
times. The results were~ore than Successful . .  

: . . . .  . .  • j~ ~ ~ . " "  . • . . 

Dividing up the capacity.,TOne of the firstproblems We tackled 
in preplanning World War II was to regulate the initial rush of the 
procuring agenciestothe factories w~ichhad been such a ~emoralizing 
factor in the first days of World War I. We ~anted to avold having 
the Air Corps, the Signal Corps, the ~uartermaste r Corps, the Ordnance 
Department, the Navy, the Bureau of Ships, the Department of Commerce, 

i/ Munitions for the Army: A Five Year Report on the ~rocurement of 
MunitiOnS by the:War Department under the Directibn oflThe Under 
Secretary of War~ - ~ 
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and all the other buyers of the Government meeting together on the front 
steps of somebig manufacturer, waiting for the doors to be opened, and 
then rushing in and elbowing theirway to the front counter and saying, 
"For God's sake, take my order first." 

So we set up a system of allocations. We surveyed industry. We 
went into tha p~amts with people who knew what they were seeing, and 
we devised factory plans and flow charts and those things which showed 
convincingly what each plant could produce, and what is probably more 
important, thecalibre of the management. 

In each approved plant we allocated space, machine hours and other 
factors in production to specific war tasks; and we got an agreement 
between the Army, the Navy, and the other competing agencies as to who 
would come first Z, who would eat at the first table~ at each particular 
facility. Then, to keep accurate track of the capacitywe had developed, 
we had the plants accept tentative schedules of production. 

The first Educational Orders.--~2nen the war clouds began to gather 
in Europe, we knew very well what our problems inprocurement would be. 
We went to industry with educational orders. There were lots of items 
that we could not even describe clearly to the man we~ha& selected to 
make them. We would ask: '~o you have the equipmentand the know-how? 
Could you get the raw material? Can you handle this kind of item on 
such-and-such a production basis?" He would say, "I do not know." He 
had never even heard of that kind of thing. 

For instance, Sperry said he had never seen a bomb sight. Neither 
had I. Neither had a lot of other people because it was a very secret 
item. So we went ahead and got enough ~ney from CongTess to get some 
educational ordersforindustry. I do not want to go too much into 
that phase of Industrial planning as it is a blg subject in itself, but 
it had a most direct bearing on allocations and I am going to give you 
Oust a brief background. We placed educational orders for many 
strictiy military items so that the plants would toolup, get material, 

make a pilot medel, and then tak e the blueprints and theproduction 

flow ~ata ~nd lock themup In the safe. Such an educated plant was 

~hen all set for the :mass pr0d~Ction orders that would come if we went 

to war. ~ , ~. ~ 

Sixty thousand plants alerted.--Those factory plans were recorded 
dillgen~.ly and accurately in the Facilities Di~sio~ of the Army and 
Navy Munitions Board. There was a file of allocated facilities and 
allocated capacities. Something llkesixty thousand plants he, been 
forewarned, so to speak/bf the tasks that would confront them in the 
event of war. Their capacities had been appraised and they had been 
charted for a definite production on a certain time schedule. 

No other country in the world went that far in its early planning. 
Germany was very much interested in it, and at one time had sent people 
over here to study it. Whether or not they put it into effect in all 
its details I do not know. But, anyhow, in those first days of war the 
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allocated facilities system was a godsen(!~ to the ~'.rar Depar~.,~en~ and 
the ~av,- I Will • give you a few ~little htLman interest highli~hts 

One of the last industries to come into the fold, so to speak, an~. 
say, "~,fe will forget about profitS; push asi@.e our customers and our 
comoetitive position~ we are going to work for the Govermment" we are 
going't0 makem.~nitiSns, was the autoraObile inhustry. Representatives 
of tha~ industr~/.@lwa~ seemed to have Some •reason why they wou!~ not 
cut off on ~Btomo~!l~s and start makln~' gun carrlages aria those tnun,ls 
that they were sche~ied to'oroduce for war ~, It Was like the fellow 
who puts a little piece of br@ad on his plate and then a little gravy, 
and then finds he has too much bread and puts on a little more o~ravy, 
too much, and never com@s out even. •They stalled around a 10ng time 
to use up the paAts they had. It ~ias quite a problem trying to make 
the automobile fn~ustry come into the war production picture. Some of 
the plants did it'v~ry Promptly, but by and large the industry seeme l 
a little reluctant. 

A "Show-down" with the•automakers.--So one day ~Imo Pattez.son 
said, "i,~r.i Kntkdslen and all the'heads" of the bi~ automotive plants are 

• comin~ to'~Ta~shi~ngton for a meeting with Donald Nelson and ~e ar@(~oing 
to have a shbwd~wn on why the automobile industry does not get r~Pe 
actively into ,w~r production' The first thing their are coing to"ask 
is 'Well, ~vhaf io you want us to make?' ~/e must be prepared- to answer 
t h a t  . . . .  ~ ~ .. ' , '  ~., q~.:~on . This meetin~ was going to be on ~4onday mgrning , at. 
nine c'c].ock; in the Department of CoTmmerce building. To Compile the 
v~lum~n~s data on requirements was quite a job. The aut5 m~kers ha~_ 
a rig bt to know what we wanted them to convert to and how zmany of this 
and ho~< many o~:that we wanted nroduced. I~ob6~y ~ew ~he ~e~<act figures. 
There was only one Saturday afternoon, and one Sunday to compile .~=~e 
mn_~orma~_.on. So'we went to the Facilities Division of the Ariuy a~d 
~iavy Mao itions Board. There I think we had ten t3~ists ;¢e sat t~ere 
all Saturd~.7 afternoon, all Saturday nighT,, all .da~ S~da~, and ~.~e~-! 
into the morning of ~<onday morning, dictating what the order would • be 
for the automobile industry if it woul~! take the: job, At nine• o"cl~ck 
Monday morning there was on ~. Patterson ':s dmsk a mi~e•6graphe~ list • 
of those things, by plant's, tha~ the Ar~l and the Navy ,,~anteg from 
the autoza'~:;bile indUstr~l and knew from its plant s~rveys it could make:. 

~ f r ,  ?~u&sen took that list to the meeting ~nd said, "All ri~h.t , 
here are gun mounts" here are this and that problem item; who dan 
make th!~,~" .. Hands ~ould be raised out through the audience. ~r. 
Knudsen, '" ~ ~ .,~.~ng a practical ma~,. i~a~d, "How ridyou knbW [you ca~ make 
this?" The •bidder ,4ould sa~,~ "I have alreld~ ma'de One'. '!.: He had ha!g 
an educational order. Those ~were days when we fel~g::pfet~y ~g0od in 
the Under Secretary of War's'Office and the Army.~nd ~Tavy MtuniSionS 
Board, becaus~we cou!dilactual!y see ~that. the. thihgs ~e had donehad 
been 7f real Service bothto the Armed Forces and to' industry. • :~: 

• , - , ;  . . . .  ~ . . . . . . !  ,. .~. " , <  ~.  

Plant surveys point the way.--It was of great value to the Army 
• and Navy during .those hectic days' afte~:Pearl 'LEarbor to have a Centrs! 
place of record wher.e up-to-the-minute da~ta ~ere i~.qe~iatei7 available 
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on plan~:~stlrveys which showe~ n6t only What industry was producing but 
what was more important~ what it could produce in the shortest • time. 
This ~as'the Facilities Division of the Army and Navy Munitions Board. 
Howco.n~pleteour records were I do not know. They could not have been 
too complete. But theywere complete enough. They showed the type of 
thing we wanted. It was that kind of advance preparation that gave 
Army Ordnance, for example, the ability to intelllgently Jump the gun, 
and bring•In vital production six months ahead of schedule. 

Itwas'a wonderful thing to sit back and watch the orders go to 
those preselected plants. In the Facilities Divisionwe carded each 
big contract on what we called "Form 100," which showed the name of 
the facility, normal products, equipment, management and the commercial 
ratln~. We wanted strong management. These records showedwhat per- 
centage of each plantcould best be devoted to eac~ kind of production. 

• We planners naturally expected those preselected plants to get the 
business for which they had worked so hard with us to prspare them- 
selves. We wanted those strong managements to be on the first team 
because they knew the plays. But what happsned? With the releasing of 
millions of dollars by Congress there came pressure for the "little 
business man" which could not belgnored. The:llttle shop owner 
wanted to get War orders. 

Finding jobs for the little shops.--It was not a very proper thing 
for the War Department to say, 'He don't want these big prime contracts 
to go to the little shops; we want the blgplants that have the facili- 
ties right now to start mass production. These big plants will need the 
little shops to help them as subcontractors, but let's let the strong 
resourceful managements be the prlme ~ contractors." That is exactly how 
the procuring agencies felt about it. 

A Small Business Association was set up as par% of the ~ar Produc- 
tion Board. Mr. Floyd 0dlum, a very fine gentleman and a successful 
industrialist, was named by the President to head it. ~ I was fortunate 
enough to be named as the Army liaison. Admlral Fisher ~md: the same 
job in the Navy. ~ 

We worked very closely together and went to great lengths to see 
that the big manufacturers "farmed out" to the little shops a fair per- 
centage of the contracts awarded them. Both the Army and the Navy set 
up offices called Contract Distributi0nDivisi~ns thst screened all 
large contracts for their respective Secretaries and wrote into the 
agreements a fixed percentage of the work that would be Subcontracted. 

There was need for showing Congress that the little business man 
was not being overlooked. The procuring agencies set up sample rooms 
in all the procurement districts. We said, "Come in, you little busi- 
ness men, and see the samples of the thin~ we want to fight this war." 

The little men com~lalned: "No. Those big fellows are hoggln~ 
all the orders. !~e carauot get to those sample rooms. They are too 
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far awayfr0m us. We'd~,~not havethe money and the trans portatioh s~ wc 
cannot get t6 your offices.to'find out what you want that we~dan mhk~ in 
our shops." 

PuttinG~the sample rooms onwheels.--I suggested to ~r. Odlum that 
we take the samples to the little business .men. "Let us get t~hree trains 
from the Pullman Company. Let us fix them up. Let us send one north, 
one south, and• one west. Let us stop at the crossroads. Let us put our 
sample rooms on wheels and prov e to anyone that the little business man 
can get to the samples." . 

We were able ,to do .that because Our field surveys had shown where 
the little business men were located. We got those Pullman cars, and we 
pulled all the berths out of them to get the maximum space. ~,,~e borrowed 
display artists from the National Cash Register Company, to fix them up 
so they •would look-pretty. T&e got the publicity.advance agents for 
Ringllng'Brothers Circus to go ah@ad and prepare the public for the 
train arrivals. We m~de picture s of the~ ez~hiblts that all the supply 
services Of: the Army and NavY' had Built into the, cars assigned them. 
No circus Sparkled brighter or: had a better billing° 

We had the Chambers of Commerce distribute free tickets to these 
Defense Traii% Ex_hibits to all m@nufacturers in their areas 'S~ that no 
potential producers would be"ovei~lo0Med. ' The. newspaper publicity that 
resulted was moB% ,v~luable to::tho war: ef~br.t,- PPnen th@ trains: arrived 
in each town,,'there were the ii~Bt[e business .men alli/lined up to se~ 
those things that~ tie fighting men needed that tl~ey"couid make. There 
also were the ~Gffi.Q.srs .from ,.eac£ pr~Cttring service Who.. Imew 'a'll about 
those items and who wrot'e ~own tH@ naLmes Of the .intereSted manufacturers 
for later contact by the proper procurement district.. T~e' ddstrict 
surveying ~fficers then.vi.si~ed the plants and while a big percentage of 
them did nOtaccept di~.~ec~ or~ders, iZ~,.'pr.evented-crlticism and showed 
that the" ~Tar Department • was: pilacing its busi~,ess"ion~.:a fair~:'basis and 
putting everybody-..-it could into' the: war~ '.: .,-: ; ..." . ." " • ., 

The little business man later became very imn0rtant, ~because he 
learned tha~ he .was.not suited for the big contracts but that his most 
profltaole ~field w~s as .a s~bC0ntr'actor.. To help him, we made it one 
of the r~qulrements for getting a ~rime.,Qontract that a certaln per- 
centage O.f~ the. lJob,.must be subcontragted #o the Small ~gntsl ~,f~ knew 
what could be suh cont.racted. ~¢e kne.,~ what kind of subc0nt~sctors could 
b~st serve the big ~nufacturers because .suc h Informat!oh had come out 
in our su~'vey of industry. " -' ..~. .,' .... 

~hnufa~turer~ check their plan&<--There was no part of the Under 
Sec~tar#'s •operation• that was •morecrltically analyzed than the facil- 
ities record, The Facilities War Room in the old.~{Auultions Buildi-n~ was 
a mecca for visitors for years Before Pearl Harbor. ~hny manufacturers 
came" to lo~k over the Plans. for their facilities and to be' sure the ~ 
info'rmatisn on their too-i equipment, floor space, etc., was ke~t up to 
date. 
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I remember one time that Mr. Knudsen of General Motors Corporation 
called up and said,"We are going to have our production~executives in 
Washington on ~gonday for a meeting. ~e would like to look over the war 

load that you propose for our facilities." Well, that was the kind of 
thing we liked. ~en Mr. Knudsen and his party came in and sat down at 
the table, we had on one very large sheet of paper every General Motors 
plant, its capacity, its manpower, and the things it was scheduled to 
make in terns of finished war items. That made quite a hit with the 
automotive people. When they finally came into the picture as a part 
of the Army production line, they gave very serious consideration and 
time to the plan that had been devised by the Industrial College and 
the Munitions Board for their initial production. 

The advantages of an early start.--It was Interestingwhen the war 
clouds began to gather to see the reaction to this industrial mobiliza- 
tidnplano ~mny people will tell you that when we went into the war we 
did~notluse the same plan that we had been working on. :They said, "You 
brOughtina new team and put business men in charge and put uniforms 
on them; y0ustarted from scratch." We did bring in the business men 
and wewould have preferred to have these experts all along if they had 
been available. But we very definitely did not start from scratch. A 
review of ~h~ record will show that the first war orders went largely 
to the allocated plants that we had selected long before Pearl Harbor, 
and that many important items of production rolled offthe production 
line months ahead of schedule simply because of the years of procure- 
ment planning that predated this war. 

As fast as the actual production orders were issued under any type 
of contract, the Facilities Division noted them on thewar planning 
card, so that at any time it could point out: "Here is what Chevro!et's 
orders are to date, and here arethe other items Chevroletcan still 
make according tothe early surveys. Here is what percentage of the 
Chevrolet plant is actually at this moment engaged in war production. 
And, what is important, here is the free capacity." No other agency 
in Washington could talk like that. Many an important war order was 
directed to a plant in the early days of the war oh the basis of the 
free capacity shown by the facflities record of the Army and Navy • 
Munitions Board. 

Allocated plants free to'bid.--We did not find it necessary at 
anytime during the war to harmful!y restrlct the free use of Any plant 
because of the allocation system. Of Course, there were some plants 
capable of making high precision products thst we encouraged to not bid 
on some of the first war ordersfor simple products because of their 
having been earmarked for production of problem items later on. In ~ 
every case that I knew of these special manufacturers and theprocuring 
services cooperated to the utmost. The special plants cheerfully passed 
up opportunities to get early large contracts and waited until the pro- 
curing agency with which it had been plannlng~as ready. 

Some people thought we should have invoked the allocation System 
at the very beginning of the war and held the plants strictlyto the 
production that had been planned for them. We had always felt that this 
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wouldnotbe necessary. ~@ said tha£ the,allocation syg~emwas dd~i3ne~ 
to point the way to .the plan~s b~st ,su~te~ to produce the items that the~:: 
War and Navy Departments.needed a~d tha~ when ~hishad beefl done~ the 
procuring:agencies wpUi d find/it ito t~eiradvantage to follow thls pat- 
tern if it;was, a good one.. . . . .  

'We believed that under' any system of buying, whethercompetitlve 
bld or direct nesotlation, ~he allocat~d plants would get the orders 
because they .knew the.m0st about the items desired and "they would be 
the most courageous in offering to do the Job. It is interesting to 
note In thls connection'that the first War orders.actually did go ~o 
the allocated manufacturers and thls explains why the production 
records in the flrst months after Pearl Harbor were so far ahead o-r' the 
tlme schedules. 

One of our mo'st perplexing early problems ~as to insure that no 
capacity of-~lant needed for war orders was held • out selfishly by the 
manufacturer to take car~ of the less essential needs of his civilian ~: 
customers. In some highly competitive fields n~y manufaCturersfelt 
they would lose thelr regular customers to their competitors $f~,~hey 
converte& all of their r@sources to munitions work. ~fe tried:to take 
care of this situation ~y seeing to it that ~he competit6rs also 
devoted their full capacity-to war orders. This Was a difflcult under- 
taking because In the early days there ~as mare UnedUcated capacity 
avail~ole than was required. Thiswas later taken care of by %he 
rationing of. raw materials making war ordersessential to keeping plants 
alive. " .... "~" ~' : 

$~mmary..~-.in, c~osing~ Iwould:!ike to. br!.ef~y s~marize s~me of the 
accomplishments Of Procurement planning and~the allocat~ion system as I 
have observed ii~It wiil be up to you, ~en~iemen, to correctly 
appraise.the.~Vorl~ war iIexperience in this,regardand to finaliy give 
your views ~n.~heth~r 0r:hot we should pattern'our pian~i~g Tot.future 
wars a~ong the same'genera~ li-nes:. ,.~"" .:': : '. " .:." 

I. Procurement planning an& the:s~rveyofiSndustry:forewarned:and 
prepared America's great industrial machine for th~"war js~Itwas .. 
calle~.upon to perform. • " ~! :.~ - . 

" : 2. Itacquainted thep~ocure_ment agenci!e's-76f ~he :Ar~mF.ahd I,~avy 
• with limitat!pns that exis~edin ,theplants,and made i~' pOssible for:, 
themto plan~theirrequirements to,best.fitwhat industry coul&,:pro~uce. 

3' .It~permittedexact and desi~ableprearra~ement by the procur- 
ing agency and by the p~ant, fo~ p~gduction of the prob!e~ items, of. 
munitions. ~achallocalted: plant was. familiar Wi~h th~.task it~ould be 
expected to perform and'made preparatlonsto meet it~"thusfaci.litating 
early producti'sn . . . .  :. ..... ~ .  

. • L t' t "" • : 

• ~. It encouraged an:.orderly, distribution of the war load, espe- 
ciallyinitlal prsducti0n. "Without s~cha system thisl~ad, might have 
been thrown haphazardly upon the country in an.intehsl$e,and c~zfused 
purchasing campaign when tlme was vital. ' .. . . . .  
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5. It reduced undesirable com~etitlon, especially for the output 
of a single plant. 

6. It made posslble calm decisi0ns and adjustments before the war 
which otherwise WoUld have to be made hurriedly oh or shortly after M- 
day, That wasoftremendous importance to both industry and the Armed 
Forces. 

7. It fostered a spirit of comradeship betweenthe military and 
• industry and a reco~nltlon and understanding of common problems greater 
than existed in any previous national emergency. 

8. It prepared the way for the ~iargest, fastesc and smoothest 
mobilization of the total industrial might of a nation the world has 
ever known. 

Are there any questions? 

GENERAL ARMBTRONG: 
,•. , , 

Gentlemen, the points that Colonel Hare has i~d~ are veryimport- 
a~t.~ Certalnpeople object to the word "levels", bu'5 I do not know 
any bettBr way to express it--that there are t%!o levels at least in 
this industrial mobilization. There is the level from the~rar DePart- 
ment down into industry, and there is the level, if you want tO Call 
it that, from the War Department and the Navy Departmmn~uP tothe .... 
superagencies or the controlling agencies. 

Nobody can deny thatthe industrial mobilization "Plan Of the 
Ordnance Department, which I know Something about, was carried out, 
because what Ray Hare has just told us was what I did in ChiCago, 
where I examined personally twelve h~ndred plants from 1939 to 19h0. 
~When the order came in September 19~0, I went ~o work with those plants 
that I knew, that were allocated to the Ordnance Department. So allo- 
cation does work. " 

The point that we must study here is to what extent shoul~ alio, 
cations be a practice in the postwar industrial m0bilization plan. 
You will have to examlne it and see whether it is all advantageous, 
as I think it Is, or whether there are any goo~i and sufficient reasons 
why it should not be adopted and carrie d onin the future. 

But I would like to take advantage of the time w~ have left to 
see if anyone wants to put any questions to Colonel Hare who has told 
you so effectivelywhat he saw from both ends of the business. • 

z 

A. STUDENT: .... ~. 
"j ,. 

• I would llke to ask Colonel Hare If there were any i~ustrles 
which were forced to get into war production because, of lacklof mate' 
rials for civilian production. I am thinking of the washing machine 
industry. 
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COLOICfL HARE : 

Yes, there was a very definite development of distressed areas in 
the early war period. ~Pnen we began to divert the flow of raw n~zterials 
from the normal channels to the manufacturers of war items, some plants 
were left absolutely without any materials with which to operate and the 
workers who had been dependent upon them for their livelihood suffered. 
The washing machine industry was an example. There was rather a long 
period before the washlng~ machine indnstry got into war production. 
There was a sudden cut-off of .materials for that industry and the si~a- 
tion became quite acute before it was relieved. Manufacturers of 
women's clothing, before the WACs and ~VEs came in, was another example. 

One of the biggest jobs the Quartermaster Corps had was to buy 
mosquito bars. The first requirement was for four million. ~king 
mosquito nets is a decadent industry. We do not use mosquito bars now 
because we have screens on our houses. The time when every dry goods 
store had a bolt of mosquito netting, on its shelf passed out with the 
four poster bed. So we looked around for some modern product that 
required the same kind of machinery, and we found that it was ladies 
underwear--the lingerie manufacturers. So the first big war order for 
mosquito bars went to Her ~ajesty's Underwear Company in New Jersey. 
This brought another nonessential industry into the war production 
picture. 

CAPTAIN HENNING: 

You did have allocation of machine tool plants, some to the Navy 
and some to the Army, and some plants were divided between the Army and 
the Navy. 

COLONEL HARE : 

Yes. 

CAPTAIN HENNING: 

When we started tooling for war, those people that needed plant 
equipment had to go out and get it. In other words, they did not allo- 
cate them on the standpoint of output of war items for the Navy and the 
Army. I think that consideration should be kept in mind the next time. 

C OLON~L HARE: 

Yes. I think that is very important. In some instances we went 
into the machine tool industry and allocated plants to make other high 
precision munitions items for which the national capacity was small. 
We later found that we needed them for their normal products--machine 
tools and had to switch back. It proved better to leave the capacity 
of the machine tool industry open for the people who needed machine 
tools. 
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A S T U D E N T :  ~ : ;  

• > 

t o?. 

~#nen did the automobile •people came tO ~ashington for this conference? 

CAPTAIN HEISTING: 

It was s~omewhere around 1940. It is all on record here. 

A STUDENT: 

Keeping in mind that a lot :of rather complicated ~achinery is 
necessary for high precision tools, jigs and flxtures--if a certain 

extent of production is to be guaranteed, how did that effect those 
educational orders? 

COL0~L HARE : . 

Of course, ~e realized that educational orders would call for a 
lot of expensive special tools and fixtures to start with. That was 
one of the main purposes of an educational order--to develop the special 
equipment needed to produce the tricky waritems. When the tooling was 
decided upon, we bought the tools and the Government retained ownership 
of them. 

A STUDENT : 

These educational orders were quite different from ordinary 
orders. They Were intended for these people to gain practice. 

COLONEL HARE: 

Many Ordnance items had never been made outside :of a government 
arsenal. We had to fit these Itsmsiinto commercial plants and not only 
did the plant learn a lot by the process, but the milltary people 
learned a lot too. Industry showed us how to simplify the items and 
make them susceptible to mass production. 

GE~?ERkL: .k l~T2ONG: ~ 

~:::'I ~ant to interrupt Just. a moment ~o speak from first-hand experi- 
< .  

.enc.e ~ of the advantage to the. Army of e&udat:i~na! orders, because it was 
not only industry that was being educated° It was theArmy as well. 

; ~ Now, I am speaking quite feelingly about this because I had in my 
district in Chicago'=one educational order for the production of shell 
forgings on the Upsetter machinery. That. is a process which had been 
used at Frankfor& Arsenal which the Army had developed, but had never 
been used by industry for forglngs of that type. I want to tell :you 
that it took us at least as long to educate the Ordnance Department as 
it took to educate the facility involved. 

That is a most important point because the Ordnance Department sat 
back here in an office and had no conception of the difficulties of 
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actual production of upsetter forglngs. They insisted on certain tolerance 
that were absolutely impossible to produce commercially. 

That is what we were trying to do. ~Je were trying to develop a commer 
cial process and not some laboratory productlonmetho&. That is why it is 

;~- so undependable when we come to the problems of war when we need the most 
production. I just want to. say that both the Ar~ and the Navy need to be 
educated right along with the manufacturer on educational orders. 

A S T U D E I I T :  . . . .  

We can see the value of the allocation system and educational orders. 
k%at would happento industry had the planned load continued upon them all 
duringthe perlod of the competitive bidding stageand other orders went 
through thes~varlousplants without reference to the allocatiDns syste~1? 
That was in turn followed by the fact that the allocations system then fol- 
lowed:the order. When the order was placed, you had to get an allocation. 
That to my mind was purely keeping a record. Whether you actually got the 
allocation or not, as long as they had the record and they had the orders, 
it was all right. I dropped out of the picture then, and I wondered how 
long that allocation system was kept up and whether it was of any value to 
actually glve allocations later, as long as we kept a record of where the 
orders went. , 

COLONEL HARE: 

• Once the war purchasing program began, there was no effort to confine 
the procuring services to their allocated facilities or the plants to theiz 
previously accepted schedules of production although the various procuring 
agencies did respect each other's early plans. The allocation system ha! 
done its Job.. Actual contracts replaced the theoretical loads that had 
been placedtodevelop the capacity during the:planning period. 

As it actually turned out, the low bidders were in most cases the olaz 
that had in the past been allocated to do the job. As I have said, they he 
the courage to bid the lowest. There were millions of :dollars in these fiz 
war orders and many manufacturers wereafrald of:the huge quantities Invol~ 
But the allocated plant s were the ones that knew whatwas wantedand ho~; tc 
deal with theservices courageously~ ~ . .  

GEIVRIIAL AR~TRONG: ~ :  

%ik~ to I think that in concluding this expert presentation, I ~.~ould ~ 
this about the situation. We had, of course, in September 19~0 started, ou~ 
industrial mobilization. We did not start it after Pearl Harbor. Do not 
forget in examining the history of ~orldWar II that we started industrial 
mobilization September1940. What we, and I think:probSb!y'everybody else 
dld, was to use chiefly the allocated plant s for whioh we had far:greater 
capacity than we had orders. So we invited the allocated plants to bid on 
those orders. . ' • . ,  . . :  

Colonel Hare, I want to thankyou for yourvery val'uab!e contrlbu%ion 
to our rec0rd here. I know how much the class appreciates it, just as. I 
do. Thank you very much. " .... 

(23 July 1 9 ~ 6 - - 2 o o . ) s  : : .  . 
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