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' . THE DETER~:.NA'~ON" oF TOTAL.: BEQU!BEM~S 7' ~ Y  .19.~6.. - 

GENERAL ARMSTRONG:.. ,.. 

Gentlemen, we are P'articularly fortunate, I can assure you, in 
havingMr. ~tt here, • first of all because among ~he civilians of the 
United States who "tmderstan& the problems of industrial, mobilization .. 

Bait has few peers. He Will tell you that .he has been• bridesmaid 
m~uy times but never the •bride• But ne ended up as Vice C.hairman of 
the War Production Board, He was instrumental in organizing and starting 

" on their way three successive ageneles that controlled. ~he mnerl.c~n 
econom~ during %he Second World War~ He has ha@ other dlsti~ished 
assignments. But, in Order to take up a m~nlm~u~ oft~me in presentin~ 
hlm. I .me~ely add that he is an exper~ on %~e subject on which he is 
@oir~.tQ: speak %o ue this morrzlng,-The Determination of Torsi: Re~ulrements. 

Gentlemen, Mr. Bart. " " " 

MB. BATT" 
: , . ,  ', , . . ~ '  - . . ~ i  " ~ ' " 

n%yself with you I woul¢ llke to say ~ iI%%ie blt more about the contmcts 
I have had wlth th~s p~oblsm of. mQbi!Iza%i0n of the economy.. . 

F~r some years before iR~O I had been associated with .'theBusiness 
Advisory Council of the Department of Cem~rce. That was a group of 
business people brought in't0 advise the SecreCy of Commerce,, and was 

' .an.outgrowth of the old..N.R.A, organization. I had been Deputy Chair- 
,m_~n,.under Mr. Harr~ mAn" In 1938 and Chai.rmAn of the ~siness Advisory 

• C~..uncl~ in 1939.. So"T" had had' some mxperience In.~ ~he problems ,of 
.....-..-~i..n.ess in governme.nt beforei"the first of July 19~.0, when l..came here 
.~. ~with...Mr. Stettlnlus as his d~pu%y on raw m~teri~Is, at the ,time of the , 

s e t t i n g  up of the  National DefenseAdv lsory  Commission. ..-:. ' 

We saw t h a t  opera t ion  through , for  seven months, and I beam6 o~.e o f  
• Mr.: Knudsen's two vice,cnairme.n under the Office of Production M~nagement. 
• Thrqugh !9~i I was Mr, ~elson~s deputy and was' one .of the v.~e-.~hairmen 
throughout the whole-War Prdd~ction .Board. I was at the office On 
Saturday.., 3 November 19~9 when the War Production Board was .discontinued. 
Before tha, t %~me'.andat ~the present time I am .the Caairman of a comm~t- 
tee set up by the WhiZe House tO determine national policy on rubber, 

' a committee representing all the agencies :of .the Government. having an 
/ 

interest in rubber, the asslg~ent being to rsport to Mr. Snyder, to the 
President, and to Congresson plans wlth-..respect to the,idlsposal of our 
synthetic rub per .industry- and the relation: of synthe%ic'~and:, natural . 
rubber to our. essential. @conbmy and 6ur natione/L securlty. 

That gives you some idea of the part that I have., played in thls 
picture, As your Chairman has said, I have n~ver been in a posltlon of 
final responsibility except in one paa~ of this operation, which I will 
touch on a little bit later. 

- l -  



• . .  o • , . . . .  b , . *  - 

• You :have 'had ~alil~S~oh :the rbqulremente: 6[-~he ~ Army and the 'Na~ "~a~ 

one A:ddltional ~ essential .r~qulrement .'an~ that "~ the need" 6~"'*supply~ing,:~ *~ 
:fo~i~n req~irements~ whatever" the~' ~y ~e.. /~',In "World Wa~ "~I~ ~hey were 
very sUbet~a~lal*,.' Of ~60hrs@'~ .:~f: 'yOU ~add ~hos~e all together, you have 
total ~ ~requ~nts;"~th~ s~b~e~, that ,~as' been a~s~gned to me this morning. 

.:~.'~ ~:~1:;>,:': i i .  . ' : i  . . . : '  ,' '~ .', : . : ' ~  ~.'.~:,~ ,~ :~. ' . '  . , i . . .  : , .. : : - . * . ~ ' : .  : .  " ~ . ~ , : : " . :  . 

W~en* :there is';enough: available ~aterla.l. t~ •meet a~i t~ose nebds~ : : 
ObviO~s.]~y the rb .iS ~ no: pr~b~e,~-. ' But: :i~ ~Ln*, ~-ott!~ ,war~: the Very concept ~! 
of an all-out war, I believe, assumes that there will no~ .be: enough. ':: ~''-~ 
In an all-out war the full resources of the economy will be stretched to 
the llm~t, and there will always be items that will be in substant}i-~ ,~ ~~ 
short Supply. 

• :-, .~-~he: f~vbt:-~tRsk, ,~hen~ ~ :be.fo~.an~ group de"'~. ~.ing Wi~ re~"~mont~>"~'~'y. 
a n  a s s e s s  i n ~  o f ~ h e  a v a i ' ~ a b l e ,  ~ a p p l y  ~ d - t h e  ~tO~a.1 > .ne~d~ ~ a h ~  'tO~ m ~  ~ R e h .  
a final ~udgment as to how those two are to be balanced', 

".,.'.:. ~..,'. u,I;> . : , :~,': • ::,~..~,."~.~':'.. ~.:"i:.. ,: .'.":!: i! ' ~k : .., ;,;~ .... >~.~ ..' ~.:,C:.: ~,:::~ 

. . . . .  . .  . . . . . . . . .  . . . . . . . . . .  . . . . . . .  , . . .  

s~e~b .~ere ta~en In the re~ul fi~'i'~- ; ~h~s' G~vernmbnt:'th~t"~,~t 
to ~ b ~ c h  o n  b~lef.ly. - , . . . . . .  • '~." - 

.":.::~.. ' , .~.:.-. .  : . . . . . : : ~ . - . ' . . . ; . ~  . : ' , . : ~  L : , :  , .  t & :  ~ ,i,i .. . .  ! ,":~ . , ! : : . ~ ' : . ' : : ! '  - '  " . : ' & ~ ' . L  ,,.::~., 

t w o . . b o ~ t r ~ e b r  s ~ o ~ : . ,  s d ' . f a r ,  ~b : po~s ib l e  ~ . ' : p O o i e ~ :  i ~  ~ '  cmmmon v a t  . e ~ f o Z ~ ,  

respectively, a system of combined boards the Combine~ Chiefs *of Staff, 
t~te '~hmi~0'~A~s~snme'.~t~:"B~r~; ' ~hb. ec~l~in~" . 8 ~ p ~ I n g , . ~ . s ~ O n t  B b ~ , .  

• .the. Comb~ne~ ~ w  ~a~er~als-  ~O~rd,.. and- . la~er  :the. C O ~ i n e d  F 6 0 d  ' ~ t ~ .  ~ . d  
the;COm~i-'n~ ~' ~~o~uct~or~' and < l~s~:rcbs ~ .~o'a~l' /~< ~-" ~. ...": • .:,,i ,.: ~.;~. .;. ,..:..,~..~. i.: ~::..:....~ ~ : 

raw. ~ ~ l e  ~ s~outd  ~ be ~.. asses'se~ in~:terms ';6f: un'~~e~ ":! Stat~/~ '; re~u~e~:e~t'~:~" 

the ge~er~l:'.~irectlon of the',War P~Oduct~On BOard" ;"  . i W a ~ ~ t B ~ - : : : f l r ~  ` :  ~ " ~ : "  

Chalrma~; Ofthat ReguIrements%'Co~m~ ~t~e ~ ~.~ ~' ; :~ ::- .,~'~ ~.:~ ~. :~ ~ : '>~: ~ ':~ ~ "" ~ i~ .,.:,;..~: t~, 
- : ' ~" " ~ ' , :* ,  ' ; ~ i .  " - " , i :  ' " ' ~ '  ~ " ' " '  . [ f ' ~ . ~ - ' ; " , : . ' ; - . . "  . ! ~ / ~  : " ;  " : : ' ~ ( ; : :  ' 

On that committee were representatives of the various claimant agencie 
on our~side, There were ~h@ 'Army~ ~he' Navy, ."~@ ~ ~ e  00~.~'s~on, and 
the claimants for. civilian requiremen%s~-0DT'~or;~z~u~0r~a~iS~ amd"-F~A~ :~ 
or at that t~me the :Board of- Ec0hom~'c .w~rfa~, ;~~hej, Sta~e ::]~m~n~: 
for foreign, requirements, I think that repres~nt@~ ~. :fL~ ~i~t, '~:::'::~'J 
Additions to it were made later. 

The Chairman of the Requirements Committee had sole authority, subJec~ 
to the approval of the Chalrm~n of the War Production Board to decide how 
these scarce materials could best be divided, Taere I made my first 
mistake. I think it Is useful to talk about mistakes, because then they 
may be avoided more easily in ~he future. 
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W~e • w e r e ~ u n d e r  a ~ e ~ e n d c u s  urgency• .  P e a r l  ~ i o r  was f r e s h  i n  o u r  
m i n d a .  T h e - u r g e n c y  o f  a war  was i m m e d i a t e l y  ahead  o f  u s .  The t e r r i f i c  
shortages were 6bvioue to all of tm. It seemecl to me as Chalrma~.. of the 
Requlrenmnts Committee that speed took precedence over ever~thin6! else. 

i ma~e some very arbitrary ; ' decisions in the first months of 1942 
that I still think were right, but which aroused a considerable amount of 
unhappiness on the part of the agencies, sufficient to slow up the 
operations of the Requirements Coal_tree for some months. The le6son 
I learned there was that, in spite of urgencies, 'we can move just about 
so :fast; and that we m~st get our interests along with us-if we are to 
get success in a democracy. And %hls is a democracy. So we developed 
underneath the Requirements Committee a mort of filtering structure, 
whlch ,I think was largely responsible ,for its success, 

T~t leads me %o the conclusion that in a situation of unreconciled 
elements it is essential that baffles be provided where the m~d can be 
deposited[gradually unt~l f~nally fairly clear water is obtained. If there 
is a series of unreconciled points) i% is a great mistake~ I think~ to 
brin~ the whole thing to a head at a single time and expect tQ get a 
decielon that will st4.ck, '~e ~ing~.%o-~:~s %o provide a place where the 
lower level groups can arrlve: a~; some ~accor~'~ where some of: the differences 

i will be settled; then another .spot Whg~e a0~e more of them • will be settled. 
~ u a l l y ,  when ~he p o l n t ~ : i e ~ r e ~ c h e ~  where  a ~ e c i e l o n  n e e d s  t o  be m~de, 
people have pretty well %aSked themselves out. They pretty well unders~u~ 
what the facts of the situs%ion are. ~ They are pretty well reconciled 
to somebody making a declslon, and they will accept the decision once it 
is made. ~ 

. ° @ 

I mean~ the chairman of the Requirements Committee_ha~ the author- 
ity-to ~declde how these m~terlals should be divide~; but we reco@uized that 
between such great cla~mauts as the Army and the Nav2~ not to mention the 
others~,a decision which took materials awa~ from one and gave •them to the 
other was silvery important decision. That IZ was made as well as it was, 
I think, is because of this device which we developed of providing dis.ous- 
sion" ,points at which these differences could slowly be reconciled before 
the issue was positively and irrevocably.polnted out. If .I leave nothin~ 
with you,.but that advlce, I think I will have given you something that is 
worth while. 

Now, in those first days, particulary in 1941 and in early 1942, the 
Army and Navy . M~nltlons Board was a valuable piece of machiner2, in reconcilin~ 
differences between the two Servlces~ I give Mr. 'Eberstadt great c~edit=for 
the .~horou~hness with which he operated She AIm%V and Navy Munltlons Board. 
One could take an unreconciled difference "in to Eberstadt and get an answer 
and i% would stick. 

.The difficulties between %he Services are probably more familiar t o  
y, ou tk~_ they are to me. Anybod~ who e~pec~s~the Services to reconcile 
their own differences between themselves qulc~ly is not realistic. As 
I said to Cap,%ain Hennin~ who~brought me out here this morning, there 
are many instances in which a c i%ilian who knows what it is all abou~ will " 
reconcile those differences between the Services much more easily ~han they 
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will themselves I think the reason=£or that is obvious. L : : 
"°'' , • ............ i .... ' Jl 

~" ~There at@ oe~in fundamen~is that one must recognize as being: 
responsible for that situation. • They'go to ~he heart of the priorities ~ 
qu@stion. Eac~ ~ of the Servlces was charged by"~he Congress wlth:a 
duty. The Army has to organize a mi!Itary establishment and ~s ,certain 
objectives for that estab!Is.hmen~. " "So has the Navy and so has~>~he Air 
Forces, Neither of them yield ~o~the other Sn the"essential requirements 
of the~.~ jobs. The fur Z.~er down from the top, the more vigorous the -:~: 
loweri~'evel people are"In ~ Standlng on their responsibilities. So that 
t h e r e  W~s v e r y  g r e a t . , ~ f f ! c u l t y  ~ n  t h o s e  days j  and. t h e r e  a l w a y s  was d u r i n g  
t h e  ~w~.r, i n  d e c i d i n g  whose . c l a i m  had ~ r i o r i t y o  . . . .  

?ou will have recognlzed~'~f you have~l~sen"In touch with your bases 
of fixing your requirements" 3 t~at the Job~~a~"alwa~s too big for any one 
man or any twomen, t0 properl.~, evaluate, when subject-to criticism, in 
a short time. The total of 'th.@se requi..re~en~"was generally~)an adding 
machine ~otal. It almost ~&d t~ ~ that, beCaUSe the requirements~ ' 
c h a n ~ i n g  as r a p i d l y  as t h e y  d i d ,  .~8 . ~  i n  f r o m  a~ inmny  se,urces as t h e y  
did, were .enormous in number, ; i I ~ !  w~-no eas~ task for ~he Requirements 

• Commlttee' to decide ~hat the' ~r~y ~hou~d have more steei"and that t~he .... 
Navy sh, p.~Id have less. I ~.e~eve all of'the :representatlvgs of~t~ose ": 
agenci@BL'.who sat On the" Re~u~•rements: c0~ttee • are entitled to great ': 

• . "  _ " , .  ~V .~ -  , , "  > , ' . , ' "  . "  - ' ;  . . . .  

credit because of the ~oler ,an.~e which'they, sho~ed one another'.- i: 
• " • ; " . - " : "  " ' ~ J  ' ~ "  • ' "  ." : . " .  i .  ~ ' ~ ' i J  , , .  i .  • . . , . ~  

The ,way that ope~.t~en works is r~ther important. ' I ~ '  ~s ~hls: The 
total~ of the re uirements for each c~a~s of crlt~cal material would be 

. ~  | . "  . . ~ = ' r '  q ~ ~ :  . . ; . , . . . :  ~ .  . 

assembled and made available to the ReqUirementS Comm~ttee"s~aff. Added 
up, it was quickly balanced against the available supply. Then you had 
the ~,~t~.re. In many cases in critical materials we found the total of 
thQs~. ~e~ulrements ax~vwnere fred a~ third to fifty percent above the 

• ' a ' v a i i a b l g .  supply. : ' " 'i" . " ~ '''~ ' " '  "~ ' "i " ': ~ > ~ 
" "  ; ~-~ " • . . . .  ' ~" ' , a ~ , "  ' "  , "  ~,~" ~ '  " , :  : 

~ ! .  . . . ~ '  : ' - ' . ,  ~ ;  

• .  ~~ow., 'w,~"t  Was ~e f ~ r s t  ~ h . ~ g ' w ~  d i d ?  : ' W e " s t a t e d  to each o f  ~ h e " '  
• claim__~_ht agencies that ti~@" amotmtS' avail~bLie were far beneath the requireo 
ments indicated and asked them to plea~@.Eo back and screen their own, ~ 

• requirements . That pro~t~ced ~ some redaCtS, ~ ~Of Course s~reening was a~ 
6peratlon that on"e ~rbup of 'men wo~i'd do '~etter than an'other, ~ The re- 

" , ~  , , ~ ,  . . .~~.  . ~  - . , 

qulrements figures would "come back: ahd there would be some reduction in 
them. There still was not enough to go ~round. ~ " 

• 'T~en we sUgg~sted that the'se'cla~mantS 't~ ,notlce of the i claims of 
every~ody~.~lse. The Army and ~the Navy alwaYS" Joined on one thing and that 
was attac~!h~ ithe c'l~m~" of everybody els'e. The poor civilian people got 
it co~ng and/going'. The"claimants for foreign acbgttuts got it in the 
same way. I remember an' expression ~oin'ed by somebb~y oh the Requirements 
Committee in the early days when the State Department ~nd the Foreign 
Economic Administration were pressin~ on something for Bolivia the real 
purpose of Which was tb secure more tin coming from BOlivia. But, as it 
as put critically, it was a cl~X~ for a'vital material Just to provide 

bean s f b r  the  B o l i v i a n s .  Tha~"~lid no t  seem t ' o b e  very  i m p o r t a n t  i n  t ime.  
.o f .  war. SO each, o:ff the agencies wa~ t urnlng the spotlight on .the claSm~ 



\ 

. ~ the meantime there was a ~'oup of  people . in the War Product ion 
Board who were• doing ever~thi~ they ooul~ to i~c~eaee the supply. Could 
,n.ew.-p!ante b e  cre~ted? Could b~ subsidy, er .otherwise additi0nal, prod~u.c- 
t i o n . f r o m  e x i e t l n g . ~ e Q ~ , c e s  b e  e n l a r g e d . ?  , . . . . .  : 

Fin~lly there :.c~ a point where it was decided 'that the ma~ imum had 
been obtained. ~ The ,WPB got Its supply as large as it could and that fixed 

• :. the':sup.ply, figure; .~,he requirements figures were .ins.de o~ small .ae;pos- 
slble. Then :the ohai.~m~ of the Requirements Comm~Ittee used hie best 
Jud~ent and brought cut the answer and there is was. 

:. ii There was ~hen a~. appeal a%ail~ble f~om ea.h .of the claimants to 
the Chairman of. the, W.@r Production Board~: whose v!~we~.. Subject t O appeal 
to-the President, Qf ¢ourse~ were Sinal, There were.~very fe w S.uch ap-: 
p e a l s  by. a z ~  one  o f  t h e  a g e n c i e s ,  , ..,, ; . - . ~ . . , _  : . 

. :There were many . a b u s e s  i n  c o n n e c t i o n ' . w i t h  e l l  of those t ,]~nge. I~)St 
 ose  b=eee were of. ou do wlt.  • 

the preparation of requi~en)e a yOU Wo~d be the first~>to @d~t that. 

• • The philgsophy, of coure e~ ~beh!nd it. is understandable,. :The Services 
i had been traine~ %o believe that they. ought to have the best there wee; 

and, eo far ~ae the,business of making wa~ is concerned,: .that is quite all 
r.lght~..But .they. carried that same philosophy, when left ~t 0 .themselves# 
right through the program. If ~ou. knew that: it was essential that you 
h~ve.a cartridge case gold plated, you would, naturally carry, that gold 
pla~Ing through the whole! shooting match whether it had. to do. with 
killing %he enemy or not.. You would'have that ~mti!. somebody, 80% on t 0 
it and brought you up to terms or until y.ou found it out ~ourself. 

' •Those. abuses were n~ver in any case intentlonal, i do not know 
wha.t-the~:amo~nted to .~n detail. It was ~itable~ of .course, that 
much of o.ur war plan~ procurement was wa.sted. Adequate provisions had. 
not  bee n made, ~ 

:.: The cOuntry would not permit adequate provisions,. I have" cited 
m~ny times as an example that when General b~rshall wen% before, Congress 
in. the spring of 19~0 for an approprlatlon for tactical Planes--the war 
had been on in Europe for~ eight months--be got an appropriation for ~7 
planes. That was the way the country was thinkln~, and that was the 
way the funds that were available, particularly for the GroundlServ~cee, 
were beln~ made available. So after Pearl H~rbor in 19~1, when ' Con@tess 
be@an to ease up and we got all the money we ~8ked for right away~ we d~l 
not know how to spend it rightly, because there had no~ been time to 
build up O~tV or@anization tO gain experience, : . 

• Prior to any considerable diSCUSsion about .unification of the Services, 
I gave .~: persona ! opinion to. Go. natal Armstr0ng that. in another emergency. 



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

Nor would I put t ha t  procurement in the hands of~me~':~u'~unl~rm~. :' There 
are~eycral reasons for ~hat.. 

- ' C ~ I & ' , " , - ~  " : ' : . i  ~,,;~.'. . ;~:  ' . : ~ ' ~ :  ~..~ .'. ', : [ : . ~ ' ] v  .-.~ ; .". ,  : : , . , . . .~ .  . . .  ! .~ . . . . .  .~ . . . .  : .~  , . .  

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

uniform. ~t ~" Ver~'~ifflcuit for ~ ~'maJOr t~ talk •b~.~1~ toga ~eneral~ ~~ 
No man that I ever heard of in th4':S@r#'Ibes was pr6~oted'f0r having" ;-; 

• too l~ttle. The premium is inevitably in time of emergency on having 

" • . ' ~  ' : . ! ; . ' , . ~  . ' , .  : : L - . ' ; . ' .  ; i . .  - ' i  ~ -  : , , ~  " ~ J ~ ' . . . ~  ' " ~ 
• , . :  . ~ :  ' . i  ; .  ' . , "  ' . ~ :  

l"'wlll'"fi'ever forget the situatlon:: as 'b~tw4en 'this. ~6ouhtry :and :~ Great 
Brita~n" ~n " "  . . . .  '%~~' fall of ~lgk~', Or ~" migh~ say~ in the ~ast :h~.if: of .19~.. :; 
As all of you know, theB~itls~ ~ut"£hb:~rocureient :~f i~'.a.~i mft!~ry.:.-, . ,  
items except, admlralt~ in the hands of civillans. They never got hold 

. .of the Navy [~Ick' enough over there." They" never 'sucC4e~ea' in get:ring 
.[ "" t : . " : . '  : "  . , . ' .  . ' " } " : :  t ; : ~ ~  " "  ' "  ' '  " " . ' "  , " " - . -  - "  ' '  " 

]~oTff of it i~ wartime', but they got' everythln~ e-}':6e;~':-'Tn,"th~-.~mmer :~f: 
i'9~ they sa~ ~he" beginning of ~he 'endbf the ~g~" 11/: Ge~many~;:~ They : d~d 
not taper off as ~e did. You know we ~egan to:' p~l~ ~he~lug , fast : :In~:tne 

~.. s~mmer o.f. 194~, muoh too fast. The British did not go nearly so fast. 
~'Thec:.e ~a's'~a ~ r e a t  ~eai  o f  c'rit~-~i.~m .,~nl th~ pa:l~' "~f 'o~r' md:l~ta~' ~ p r e s e n t a -  

tl~es, "oh the  com:..~'~fied comm~ ttees~ •becaUse: ~he 'B"z~t•iS~•h~ad :not, ."CU~ : t~eiT 

. . . .  i thin~ t~ey were much more r e a l i s t i c .  .... The c i v i l i a n s  Who 'headed up 
i." i~, Brl%.fsh.' ~ill£ar~ pr0cur~.-'.t..i wez~ ~ g.4m.'ber~ of ,the "cab:Inet. '~ ~Th~y .!~ad 
'" no risk attac~ed to the~ ~o~ what the#' 'did, :to'cause the~ wer@':do~h~. "it as a 

p~,r.t :of a unilfle ~ gove.rnm.ent policy . When. t'~e ~Br~t~fs•h "C49ven~en~ ~/a~ 

a t t a c h e d  ind~"~'id~ll-y to the  .p~ople r@sponsible ~f~r' product ion,  ; They 
i  hioh 

was supp6sed ~o ~ pretty: 'weLl 'r~ odt :I~ the mid~ie "~of :i94~, End ~hey • 
nev, er had to change that program. 

...... Qn ~¢ur. Ide we began cu~'tlng do~n'vcry sharply in the fall of 19~4, 
Wew~e ~~"gightfully scared With "the"Bhlg~ 8pera t l6ns  : in i~ecember. 'We 
started again, as if the war was going to last forever,, gt:the' full:rate 
of:POSslble production.of the United 8tat~s; all of you know that is not 

. .  an  o . ~ e r - s t a t e m e n t ~  W e  :~''  . . . . . . . . .  " " i "'. . . . . . . . . . . . . .  s~arted program~ for equipm~nt iu"December of 19~ 
'.i.and/!n. the Spring of 19~:~ha~ cOuid' not posslb!y h'ave: come in until the 
e¼d .0~" i9~9. Wlth: them$11~ in~elilgence whlc~;~know We had, I was 
thezi co'.nv~ced t~ t " tM~s~i~r~  ~ :Mere ~ f ' a  S lze  n6~"~arrante~ by the 

:.<,'.i" ~'! ; . ::'.~:. ~ -- • .. ,... . . . . . . .  . .. • ... 
• , .° . . . . .  ; • . . . . . . . . . .  . . 

• ' i I belleve~tha~;:U~'ifi~d 9~c~as ing  an~ p~rchasing in;;whichLthe best  
' civil~e~, i.b.raJ~.'e,6f'th~ .~unt.ry , a~equateiy trained ~n the prigS&m,: at•a 

• sufficiently high level :'6~i 6.ab~he~' aut~orlt~ W6ui~ i have :sdb:~t~t~ally 
improved the efficiency of"'6ur" ~Ocurem6nt :~" wSuld':have aV'61~d::the taklz 

.... of risksowhich, I submit, the m~n in uniform is not permitted to take. 

"~ That'is the'b~c~round ~''" 't '" " '~ .... :~ '"" ' ' Of ai~ requlrement~"program. l:t'~i~l al~ays 
be difficult in wartime. It ought to be undertaken, in my Judgment-~a 
study of the needs of a country ought to be undertaken and ought to be 
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:,constantly ~ ~0i~r~alo~ ~ ~in peacetime.' There eight to be an effective 
~IficahiOniof the iinterests~ militaryand civilian ..... j • 

I recall very well being troubled in 1939 ~d early 1940 in 
Philadelphlaby the • claims of the Services that were made on the facili- 
ties ~ of the plant that I was then rtunni~ in Philadelphia,. L Or~a_n~nce was 
in, staking out ~chlnery for its needs. The Air Corps was in% doin~ 
the same thing. Ymch of the time they were ta~i~ the same machines. 
There was no coordination of any kin~d, shape or form that we could see. 
It may well h~ve been that the N~vy was in there too, but I do not happen 

• tG re~smber that. .~ 

The proce~t~re ~as unsound. There must be a close relationship be- 
tween a good cross section of business management, those ~rho are pro- 
duoing Goods and the Services in ~.~artlme, and the Services runnin~ through 
peacetime, really to move into action at the drop of a hat if an emergency 
develops. 

• The Army and Navy Munitions Board had some-of that in their advisory 
.~ Committees on raw ~terials. The work which those committees had done 

in lthe ~ears precedi.~ig i9~0 was ~Invaluab!e when the program was put Under 
way in the fall. There was not that same •contact, so far as I know, be- 
tween the Services an~ industry on the production possibilities of the 
country. 

~i ..... . L'I feel very badly about these various services appealing to the 
American public for support. I cannot remember all the names, but I know 
the Air group, the Navy group and the Ordnance group interests ~.~ere being 
apl~aled to from too many angles. The problem is exactly the s~. This 
is an understandable interest on the part of each of the services to get 
the maximum of Support Item the public that it can. But I think it is 
unwise to abuse that support. It seems to me that there ought to be one 
point of contact between the military and industry. If that is' done, the 
value with Congress on appropriations and ~.~Ith the military on the ~evelop- 
ment of the plan is retained and we ~et the maximum out of that relation- 
ship Industry will not be confused and its efforts ~iIi not be &ivlde~. 

" I ithink, General Armstrong, that will open the grour~l for questions. 
• I think I have been provocative enough:, I am eure, on some of the thi.ngs 

I have said to st~gest questions. 

• GENERAL ARH~TRONG: 

• I do not think you have provoked anybody. I did[ not see any evi~.ence 
of it. 

I would like to say for the benefit of the class that ~.~e are very 
much concerned about the last relationship of ~hich you spoke, ~'.~e have 
already estab!ishe& a creat ~any a~.visory committees--from the Iron and 
Steel Institute, the ~!u~inum industry, the antifriction beari~z industry, 
and so forth--to the Ar~j In&ustrial Colle~e. Through those committees 

-7 o 



! 

army and navy planning~.on~-the ~6~e '~ide •and -tl~e re@gurce~s tl~at :those :~. " 
committees represent on the other. 

• ...~i-[ ~. ~ ~e ~e %ery 'r~ch Concerned ~ ~ft~ the competit~±~e ' Sltu~tion ~ithat ~is. 
arisi~ a s between the A~ LOrdnante Assoczation and ,the Navy:Industrlal 
Ass66i4tibn; and f~r the laSt three"-honths•:i have ~ been trying~ to Or-~. ~... 
ga~izei}t~e heald~s Of ~those gro~ips into a ~commi~tee ~.zhfch ~,~o~ld.~in~.some ~.:. 

-... ger~e 'ii~".r.~y!da the coordlnation:of • the Jr-activitie S wl~Ic.h, is ab solutely ii ~ 
essenti~L, a~ you ha~e Just!pointed Out, in avoiding a co.mpetitive ~:~ ~!il 
situation. }.~e are trying to do so~thirg~ about those situations that ,~.~.~ 
YO u . point out.,.. . 

. ...... "~~;il thir~ there is going to be a great deal 0f discussion~about ~ott~ 
i/0.6ncept0f ~ the Civilian agency ' that ~0uld procure for ~the..Army"an~-%he : 
• Navy. As amatter of fact, I have seen"in •sOme economic~paper~0mevvery 
severe criticism of that British organization of which you just sp~ke; 

~. beeause of .the fact.that it continued to procure in spite of the end 
~oflth@.wa~, Therefore there is on at~least One phase of~thoi.~ ad~ivities 
.~ grOu~dfbrcritibiSm. But I ~.no~~0in.g into that, sir~ Possi-~ly~ 
~ " ~ i l l ~ : ~ a n t l  t.o" b r i . n g  ~ t h a  t o u t .  i .  • ~ : " :  " .... ~:. ..... ,i "~ :  ~..i- 

:" " It see~:it6 me that the right philosOphy on ~.~hich we must.~ b&s~ ottt 
planning is that there ~zill be no great dividing line bet~.zeen war"~"~- 
peace, .particularly on the industrial mobilization side. It seems to me 

• that~.e. :im/S~ .~ve ~in peabe the organization ~.~e"are.~going :to l~aVe in war, 
a .r~i ~~re.lyildepen.!~ on the expansion of that organi.zation; '~ tha~ ~ we.':~should 

:/~:L~.dopt.i. .a~ an ear l~. date a civilian organi zation for ~ procurement !and- nave 
i.i.$t oper~t~ so that, if another war comes, it ~.~ill be t~@re-atl@ast~.in 

e~ementhr~'.nuclear form~: • /' .:~:'~ "~ .' " 

"":~ ~ " '  . . . . . .  . Y e s  . " l  ~i~o~ld: t ~ h i ~ (  : s O , G e n e _ ~ :  A r m s t r o n g  I h a v e : h e ~ r d : " i t h e  same. .~ 
.... criticism on that'Point • about the 'British but.-I can assure .you that: ~,i51 

be a part of their Cabinet policy. ~qatever~it is,'it will. have been~he 
determination of that government and will not be the result of a single 

"agency that me'rely had' s0memone# left td~spend, so they propose to spend 
~' it. It~.~ill represent the ~'pblic~'~of the •British government. ' ' " 

Of course, that is a basic weakness of the United States, for which 
I see no particular correction. It affects the peacetime economy..very: 

... • seriously, and it affe.cts the ~.~art~me. .. economy. ~'.~e have no means for 
.. quickly making unified policy. It is not so serious :in ~artzme, because 

through the Joint Chiefs of Staff, who al~.:ays have immediate access to 
the President--in ~.rar.t.ime, of course, the President will look on it as 
his ntumber one jOb,-poiicy is more eaSily made. In peacetime you are 
familiar ~ith the pushing, p.uliing and hauling that go on between the 
agencies and the di.ffictulty of determining a policy. '' 
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GEnErAL ARmSTROnG: 
.... 

.. ~ ,I ~woul~ 1.'~ke to. say thSs : ~le in the Arm~- and the .Na~ ~ave always 
believed in the Ciceronian admonition that arms ~ield "to the toga. You 
6entlemen are aware that the toga has had complete control of the Arm~, 
and quite properly, and you have told the Army and Navy }zhat :to do. We 
believe that is absolutely necessary in fi'~htln~ a ~ar. 

},~. BiTT: 

General Armstrong, excuse me, but that ~s rather more theoretical 
than real. It is always very nice and very modest for you to sa~ that, . 
but in practioe ~t. did not ~.~ork that way. The Services got most any- 
thing they wanted if it ~as available. • :.. ..... 

A S T U D  F 3 ~ T : . .  : :  : : .. . . . .  . 

: : I . v o u i d i i k e  t o  a s k  one q u e s t i o n .  As  I u n d . e r s t a n ~  i t  f ~ o m t a l k , i n g  
wi{h :a.' lot of British officers, their ~roourement was done by civilians. 

MR. BATT: 

If it was, Captain, it was done within the Aa~ralty. 

A S~tm~,NT: " 

But in the Admiralty even the designing ~;as done by civilians.. 
They designedtwo types of ships. About a ~,zeek ago in the magazine " 
"Life" it told about a number of the capital ships they,,hadand how hor- 
ribly they performed on their misslon, accordi~] to the Prime ~nister. 
~!ould you want our battleships to be designed like that? ~ .: ::~: 

~. BATT: , :. : ,. 

I do not believe that civilians should design m~lltary equipment. 
Iwas very.careful not to say that. I do beliers that trained civilian 
Procurement me~hods ~zill be more efficient in ti~m of.~r than~lll those 
that come outof men inuniform.~ I say that because of the restrlctlons 
under which iknow you operate in uniform. At least I think I do, from 
having watched them for five years. 

A STUDENT: 

'Your System presupposes that, yov- would have 
of civilians to do that job? 

a highly trainei staff 

MR. BATT: 

Oh, absolutely. 

• %,* ~:. ~ ':. . 

. .' "%, . , • • I ; i . o •* •* 
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, ..~..-::/:.... ';~.i~:. 

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

.,.::;.. ,.:'Wh~..t..are yo~,go~.;i~ug..~ do~iWhen.;the draftcomes along and sta~: " 
• .PUI~Ilpg them out~..~ .: !~:,:~. ~,~.~i. : .... , • :. :. ' • "~ -".';" " 

• .' .'~.'!.; .i' • ~,":" • '- " ; ; " ~'i ~ " L ~ - ." - " • "" 

H R .  B A T T :  - .  " . . . .  , . .  • ~ . .  . ~ - ~  ' 

I would not let them go. 

STUDENT: ... .... . . . . .  

~ . "  .. - - ~ .:. : • " .. .< .. ~. .~...i ". . .~ 

.,. ,.. How are, -you.: ~olng to..keep them~ 'from going? 
. -  . .., 

MR. BATr: 

Of course~ there we get Into a large subject. 

• ° .i. 

. / ... 

I thlnk our 
exe~ptlons. ~erenat.'.teawell handled. I a~ sure that a~man-.trained in 

.procTa~ement me~hods wa~ much mora,~impOrtant, tothe Services doing ~hat 
kind of a job than he was carrying a gun; he never should have been 
removed. : .  ~ i i ~  

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

How are you going to stop th,e Selective Service from puttlng ~hat 
man In uniform Just as soon as war breaks out 3 as It dld In many cases' 

MR. BATT: . . . . . .  ;.~ . . . .  : • ~ :~  , .  . ~ i  , : . .  

• : /, .ILwould.~no~:&et: them if il.could •prevent it,. ..... ~ .... ~ /;:/'.. 

A STUDENT: 

Would you define what you mean by "procurement program?" 
, , . '  ~ i ~ ~ i • :  ? . : .  : '  i . : : ' [  ' . , " " . . . .  

.MR,:'BATr: . .i : ..... ' " : . . . . .  

• : : : ,~I • mean .generally.the buslness of flrst, taking.the responsiblllty 
for analyzing the requirements an~ for'-themmaklng up and placing the, 
orders. : ~ 

A STUDENT: 

You would then turn over ~o civilians the power of handling the 
military requirements of the Services? 

MR. BATT: 

After they had come up through the fighting arms. 

GENERAL ARNSTRONG: 

You would put In the hands of that agency the responsibility of 
computing the requirements, That Is what I think he means. 

- l0 - 



A STUDENT" " '~"'"'' : ' 

: '. ~" " : ;~:.. J: i ".'....~ . . . . . .  ; 

No, S i r  .i ~. He". d o e s "  not .. 

GENERAL ARMSTRONG: 

~Ee is talking .ahowt quanti.ty. 

STUDENT: : ~":~ 

'~ I am not talking about quantity necessarlly. 
what the ~oldier flgnt s with. - 

MR. BATT: 

I am  lking labour 

.. •, . . • . 

• I tried to make that clear in answering another questio n a moment 
ago. I~do not believe a civilian knows or ought to De trusted to know 
how snips~a gun ormunltlons ought to be designed. I thlnk, hgwe ver, 
that after a type had been accepted by the Services and a bill of 
materials made up for them, I weuld~ let a civillan come in at that 
point. I would nave h~u with sufficient authority to be able to put the 
Services on the spot as to how they had computed their requirements. 

A STUDENT: : . 

Would that then be limited to purcnaslng~ ,' 

MR. BATT: 

~es.~ When I say "procurement," perhaps I should say "purchasing." 

A STUDENT: 

Because there lea ~ot of difference there. "Procurement" would 
take in a. tremendous field that "purchasing" would • not 

" ~ i  • . . , . ,. 

MR. : BATT: ~ . . . .  " . 

I was using a concept of procurement that is maybe more common in 

the Services, Purcnaslng- Is w~at I had in mind. 

• ..There Is. Just, one further thing on this question of m~klhg Up 

requirements. • • ~ . . . . . .  • 

The ~an who is In the final point of responsibility'for flxln~ the 
requirements ought to have the benefi~ of Judgment different from his 
own in arriving at those requirements, oecause InvariaOly he cannot 
see the fores~for thgtrees, I.~msure !~would be .thepOorest .man to 
d e g i d e  • h g w  r o s i n y . ;  ba t ,1  or., r o l l e r . :  ~ a r ~  ~,'.i• C O . u ~ , y .  •should, ,  us.e• .in• w a r .  
I will glve you an example that I. g@..ve General/Ar, mstrong befOre we 

came in here, on steel. 
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0 : • .: . , , 

I made a speech in December of 1940 before the American Sbciet~ibf I 
Mechanical Engineers in which I said t~.at Z .~as convinced that we were 
going to war and that I was equally convinced "that we whuld fa~l : 
substantially short in our supply of steel. :~..; 

'~>A: couple of days ~f.te.r that Mr....Stettinius, who came out of. the 
steel Industry~ called me in and in a very .nice. w.aysaid' he Was being . 
taken seriously to task by the steel industry because of my statement; 
that the steel industry thought it was completely unwarranted and unfounded; 
and that it did great norm to nave such a philosophy as %nat put'out'by 
Mr.. Stettinius' deputy, since .kun~er no condition could t~e steel industry 
fail:to supply ..this countryl wish ~ll the steel it needed in any kind of 
emergency. He Just asked me how I reached such a Conclusion. 

I' told him it was not original Wlth lme; that it hadbeendeveloped 
by one of our brainy fellows in..wn0m, I ha.d/great c0nflaence, who had 
very,~Imply stated that th.~s was the way ae arrived at it: Most of 
the countries then at war had proven "that about ~0 to601 percent of 
the e~onomy could be used for the production of war goods and 4.0 ~9 ~0 
percent for clwilian goods. ' ' 

• . J ;' . . , • ,  • 

Where their goods were very heavily ' ' : " capitalized, capital goods 
production has historically required about so much steel per thous.and 
workers. There will bc about so many men producing those goods;' " ..... 
mul~iply One Gy• the' o%ker, and w.e, come .In .with betwg~n .~0: and lO0 million 
tons of steel. I said, "Ed, that makes sense to me. What do 'you think 
about it?" ~ ~i, i • ~ 

~•;" :wei1-~, ~-~e d-ld~ not kno~wnat~.~a %hlnk .abo, ut it, ibut he s@Ig, there 
was nothing he could Say. He ;still ..fel~ t~mt. i% would not ~or,k~out tl~t 
way; but there was no flaw that he could pick in the argument. 

We did need 90 tO I00 'million tons of steel a year, That type of 
sa~al~rs.i@ ':~is'~:f~ot gO, Ing-.~o .be made b,y.,ste.~l :men.,. Many ..of the figures 
for materials, arrived .@t :.by. ;the,:line :~£ ,ta~nki~g :~w!th iwhiCh ~ou<are. 
familiar were completely incorrect, as you know yourselves. They might 
very~well i h~e be~n ~Subs~an%lall.y ch~ed, if.. the~ ~had. had completely 
dispassionate objectives and an analytical approach. • ,~,:,, ::~i ~ 

~:":: ;~l have~:~great : ¢onfldenoe in gaod~eco.n~mics :an.d gqod .s, ta,t,is~tigs in 
this war i 'T.h'~re Were~ of! course,, s o~e.tha~ were not ,t09.:hot~, b~ause 
we ha~ .no statistical: tralnin~, fqr ,.t.h~ .$~.e..of:.man. j: i'..thl.nk we :will 
have~suBsgquently~ . They:are of.lncalculable value as ,checks on the 
reasoning o£ specialis.ts., . ~/.; ,. . , :.:~; ~: .... ,: : .... :,. 

A STUDENT: , i'.,~, ~ ~ : :~ .;. 

I have be~n thinking about procurement by civilians. Your philosophy 
on that appeals to me conslderab/J. But also the practical application 
of it raises grave doubts in my mind. 
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if yS~" have-a !procurement,es%~bl~shment , now are .you going to get 
! rid of the effect of t~e stratlflc~tion and solidification that you get 
! as the price of having llfe-long civil service employees~ 

MR. BATT: 
J . 

~ " ! :  -Colonel Jackson, I would not have it. No. That is not in my 
thinking . . 

co o L . 

MR. B A T ~ :  ~ 

I do not ~ know how you would avoid it. I think we must get around :~: 
thls rigid appllcatlon of civil service restrictions to ill classes or 
modify them. . . . .  - 

A STUDENT: " ' :  ~ " " 

in :oUr t~chnlcal procurement we have had to develop ~he grid item. 
in t.he factory • Itsalf~ It has been my privilege .~o beable to go right 
Int0 the factory and call on the manufacturer. I do net see how that ~ 
coula possibly :be done under civilian control.wlthout inevitably the 
officer staylng on the job. I am thinking of the Seabees now. 

MR. BA~:I " : : 
: .  '~:  

, I- do no kno~ enough about %hero i ~m ready tO admit that: the 
."Seabees hld a sWB'II, Oob, I do not know enou6h abOUt that to Continue: 

t h e  discussioni~%te']llgently. : . - : 

A STUDenT: ": " ..... . .. . .. " 

The Army and the Navy had a rather de%al1ed procedure for determining 
requirements for electronic materials, which was quite elaborate and, 
I think, different from that on other types of .materials. From the view- 
point of industry was It successful relative to other things? 

M R ,  BATT': " , . . .  . . . . . . . .  

I think' on Bignal Corps..equ, lpment Bill ,Harrison bad all of ~hat for 
bo~h servlceS, dld : h e . n o . t 2  " .~ . . . . . . . ,  

• ' L - .  

TUDENT:' " " : " : : :  ' "  : A S . . . . . . .  .-.'. ' ;  . : . :  . : .  , . ~ . . .  . . . . . .  . : . : : .  , . - .  , .  

• • • " ,  . "  " . : " ;  , " r ,  . - . 

No, sir. It was operated,..under:the Combined thlefs :of~Staff . " 

MR. BATT : 

I do not happen to know about that at all. 
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A STUDENT: 

I was wondering how their problems that came UP ~o the Require- 
ments Committee on material loomed in comparison with that of any;others 
or whether the procedure and the org~nlza~ion were successful, 

MR. BATT: 

I am sorry, Captain. I do not know. 

A STUDENT: 

• Mr... Bat.~, would you .have this essential civilian procurement agency 
act'as ~a.~ablnet ~em~er? .Wha t ! am thi.'nklhg about in askln~that., question 
is whether or not' it would have enough we'i~ht, to do the things that It 
would have to do, which would be largely that Of regulating and controlling 
the economy of the country. Would its members be likel# to have enough 
interest in ~ne war job as contrasted with that w~ic~ they were normally. 
associated.with-ln the peacetime economy .to operate effectively in an 
all-out war? . . . . .  " " " ' - .~  ~ 

MR. BATT: 

Of course; this proposai~ for a unified service will meet many of 
the objections which we foun~ so common during World War 21. I think it 
quite possible that what I call procurement~ you prefer the term 
purchasing~ may be headed up adequately underneath the sln~le hea~..of -~. 
the MIIi-tary Ser.v.lces.-.~:But .I asrge with you tha t this man must have 
l a r g e  a u t h o r i t y  • . .  .. : . . ; . . -  , . , . .  - . . . .  ~ . . .  .,'. : :  . . . . .  ~ ...i ., 

Now, I do not believe that you need to feel that he will' be-.too ,: ~ ' 
civilian-minded. A good proportion of you men came out of business 
life into the uniform; and you know t~at, given the will and tiieihea.r.t; , 
you';Cab ~, ju b- as ..ccla01ooaed wi.th respe.o% to wn~t your past obli6ations 
w4re.]as: anybodycould ~sk yOU.~o ~bej,. '~.n'.~e@di" ~we :fOUn~ ~ tlhe ;War~'Produc- 
tion .~:BOard tha~ ~he lar~er percentage of our" pe6ple [were teu~her '!on ~.~he.~ 
industry ~.they ! ~ad :. come fr°m. than. Wo~d ~ have been the: cas e : if :~hey' :~a~ :.~n@t 
had that background.. ~.They Were .t~ylng"%oavoid:the"charge~of.<belns !;.:,;. 
p a r t i a l .  " " ' " . . . . . . .  ' . . . . . . . . . . . . . .  ~ ' ~'- ~ . . . . .  "~ ~ . ~::~.~.~..,.~.. ~-~.: .- i .~"., 

A S T U D E N T :  ~ ' ~ i : ~ :  . : i 

...... I. was-not thlnkln~:..:¢f t~at cL&ass of. people..i knbw tha~'.t~ b~ 
absolutely true. I was thinking more Of those peoplew~'~: f6r~ed ~th~ t~-' 
procurement heads, so to speak, in the peagetime eb'ohO~.~y, 't~ ~ '-~s~ L~ the 'L~ 
procurement organization within this procurement agency. The people 
that you call in during an emergency would be pretty apt to h~v-eii~a..~od. 

~:..sense ;bf b~lance.-i~s.~.e.tVee~ ~h e urgency of ~ne. civilian, economy, from 
whi.ch~?%hey'~'cam~, ~ and,.%he. ~ili.ta~y, in .vhich'th~y"~'i~i~ t~e~sel~es~ -~ But 

"" ~ o  ~ e t ,  b e l i e u e  ;~td ie t / " i ,  i s  q u i ~ .  ' { m u m " w h e n  i y . d u  " ~ g ~ t ' ' ~ o ~ e  ~ i ~ t ' o  C ~ @ - c l a s s  ~ i o f .  

p e o p l e  t h a % • O a l o n e l .  ~ a c k s o n  w~ i t a l k • i ~  & b o ~ t ' ,  '~ i ~ " " : ~ " : ~  ; ' - "  , , . : : , : .  ; 
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2. 8 
MR. BATT: 

Of Course it is inevitable that on a point llke this we get into a 
discussion of the details. I am not prepared to dlscuss..these details. 
I want to lay merely the large principles before you. ~:,,~ .~., ..: 

During this war those of you who had enough experience across the 
board know that we had a tremendous number of those problems. The Army 
andthe Navy repeatedly competed unnecessarily wl%h each other on 
programs. You know there was a .lot of duPllcation. You know that 
much better than I do. 

Now, I am simply ~leading for some kind of system. Any body that 
' will provide a system that will eliminate as much as possible ol %hls 
: unneces'sary dupl~ication, that will give to that o~ganlzatlon the power 

to ~hage a 'falrly lone-range objective in 'its supply pro~ram--I do not 
-:care What kind .Of Cl~ek it wears on its back. 

.... ~ I ~ think that can be done better by men in civilianclothes. 
Certainly I dO non'propose to dissoclate them from the Services, and I 
do not propose~to put in [thelr ~uds :~ technical job of:designln6 t. ne 
things with which yOU fight. The •bureaus certainly o~gnt to have that 

! responsibility, < ~ • ., ~ .... 

GENERAL AP~TRONG: 

~. Batt, what i was ~olng to ask you was thiS: you must have a 
very serious indictmen~ of Army and Nav~ procurement in this war to 
cause you to suggest any such drastic shift as you n~ve recommended thls 
morning. In addition to duplication were there any other lists: of crimes 
that you would charge to the Army and the Navy procurement system7 When 
you take a time-honored system that has developed and which has worked 
more or less successfully and propose new chan~es , I think you have to 
support tha~ wi~n a 6rear deal of factual data and arguments in favor of 

• a n y s u c h  c h a n g e ,  . . . . . . . .  ! : .  . . . . . .  

Riq' BATT: 

I~ is proposed, if I may suggest, General Armstrong, by many of 
your-oWn people--men :who have had a great deal more• experience in the 
problem than I have had. It is no~ a new proposal at all; and I do not 
have the idea of makln~ any kind of indictment in any shape or form. 
I have no doubt that it was inevitable as the situation was allowed to 
develop. 

I remember in the sprfng of 1940 that the Ordnance people in 
Philade~>n.!a had, I think, not more than a dozen people in their 9rganiza- 
tion. .Thore must have been some stenographers also. 

GENERAL AR£~TRONG: 

I was in Chlca~o and I had four. 
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MR. B A T T :  . ! 

: . Thbn- p~rh~ps- I. should have included secr.e%arles. That organization : 
gr~@Ta'~tert.hs~ ~-~.was possible for an efficient organizati0n'ito grow. 
Each of those men was. charged wlth a job, and: he .went 0u.~ to do that Job 
regardless of what happened. 

' I Submlt that there ought to.be some.means, of screening those re- 
qulrements~mo~e effectively than was available in .tnls war. If you can 
flnd that means, I wlll. ~be satisfied with it... .~ 

GENERAL AI~TRONG: 

~ That Is a very interesting point, because we feel,, as we ~ iook'back 
on our prewar training, that the tralnlng..was inadequa.t~ ' both in quantlitY 
and" in quality, • of Army:and Navy officers, to meet thls job of/procurement 
We propose 'aver? drastic cha~ge. We propose two cou~se~ Of procurement 
trainlng--one at the lower level, where officers of the Army and'Navy will 
be. ~ral~ed in the operational work of procurement; .s~ud .the n f!nall~, in 
tee fifteen-or twenty year level.of their trainlng.:the2wi!l •come tQthe 
Ind~striaZ College, which; wlll be alongside of .the Staff College on"the 
topmost policy •and '•s~pervisory work of the A.rmy, a~d we. ' will be .~tra : ning 
them on the industrial mobilization side of war preparation, / :i i : 

Do you not think if we effect greater tralnln S an~ poin t out morel 
effectlve!y the necessity for coordinating tne work of the A ~  and the 
NaVy-,not O~ly" betweeh: the :. Army .and the Navy, but th@re •must .be.better 
coo_ rdinatlon wit'hin~.he Army-..that wlll solve many of the problems that 

,. yS"~ ra~ ~ ~ t 6 " i n  ~hi'8 ~ar~.> ~. : :,. . : " ....... " ..... " .... '• .... 

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

~')~,.~T~i .~, .... ~ ...... .~,:~ .,~:.~ .... . ., .... ..... .:: ,~ ~ ~.~,. : 
., .., ~.. :.&~ .:..;,, ,. _.'::.:., ..:, ~.... , , .:. ..' : - . . . . . . .  

~•hnl~le'd ~'y§te~~0ula;•"~"I thlnk, i ~emove many of ;t.hsl very :~P'~.~ s itu/at:i0ns 
tha$ developed. . ...~...:., ...>~ ,.~:.. 

GENERAL AI~TRONG: .: 

• : " YOU se~ ~w~"~re talki~8~:~ere.~reggrdles.s of ~le~isla.tlo~ .as between 
the~Army A~'d~th~.Navy., . .~:.i .... ~':..-~ ~. ii~,. '. ~: ',..i .... '~ . ....~/..~"~ '" i'~i ~.. 

• . .• . 

Then why do you call this the Army Indus~rlal College? 

GENEP~L 5~r~STRONG: ' . . . . . .  .~ 

I h~v9 been doln-~ everything that,l can to chan~e Lhat. 

MR. BATT: 

You see, if I were in uniform, General Armstrong, I could not ask a 
question like that. 
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• ~ ~ ~i~,~,~-~,~//~ i. ~ -~i.'~'/ ,, .~ : 

A STUDENT: 

~M~.y~I ask~ one more~ question? I was under the Imp~ess~1on - that the 
s.tockpilin~ of ma%erlals was purely handled by a c..ivilian a~e~cy. 
.Yet two. years~ before the war we could have bought all ~e tin we wanted: 
Everybody could see what was comln~. Everybody could see at t~hat • time 
that we were never golm~ to nave enough tin %o carry on a war. If we 
~ha&,,that same kind of civilian plannln~ .in procurement. On a"ve~y high 
level, how wou~d that .affect the lower level purc hasln~? ........ "~ ' 

MR. BAT/: ~ , . ..... 

..~,...I do not think, Captain , that your original premise is a correct 
one,s: The Army and Navy.Munitions Board was responsible, to the best 
..of~my~remembrance, for the control of all strategiC, stock • Piles." 

• • ~ Congress was fundamentally at fault in no~ providin~th~ money. 
• -Nobody could deal with thatproblem if they did not have the necessary 

money,. In 1935, when the stockgilln~ bill was passed; if I remember 
correctly, the .first moneY~m~d~ ayailable.wae around ten million dollars. 

• ! think they had.no too.nay untill !9~0. ~Yo~ reme~nber,.thegnly way we ~o% 
theflrst . rubber-• . that~ we. dld.. get was bF bar~er wlth. cotton through the 
RFC. There actually was very little m0.~ey available in the spring of. 
19~0. ~ha1~ was the fault of the Congress, The .machinery was set up and 
the levels had been fixed by the Army and Navy Munitions Board. 

T~t procurement, then, .was b y  Con4ress 'at a v e r y  high level? 

MR., BATT: 

So f~r as the prowidln~ of funds was concerned, yes. in that case 
there was no procurement problem, ° because anybody could buy the tin and 
the ]-sad .that" was needed if 'they had ~he money with which to buy it. 
That ~as the ~esponslbillty. of 0on,tess , a n d  not~in~ can heal the breach 
if. Congress does no1~. pro vlde the money. ~here is no doubt about that, 

A STUDENT: 

• I have found in my experience in the Service that the relationship 
of.whlch YoU:speak ~ whereby an o#fice~ is afraid to do what he thinks 
he should do because of anyonehi~her up, in my opinion does not exist. 
I had an admiral that I had to deal with on my job, and he gave every- 
consideration to what I said~ the same as if I went to the president of 
a company in civilian lif@. It would not have made any difference if he 
had been a civilian. I~ would .have served the same purpose'. So far as 
fear of reprimand, is concerned, that officer never gave me that impression. 

MR. BATT: " " : .... : 

You must not put words in my: mouth that I did not intend to use. 
I did not lik~ to use that expresslon--afraid to ~o to his commsnding 

• . 
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-,' • ", '.;- ........ - ......... ., ..... ~ ........ :.:.' + : .... ~ • ..: i.' "'.-+:. .'~h ,h~,:." ~ "+'.:;:.~ ,' i 

officer~-bebause~;~a~ + ;at on.c~ puts:• :a: t,o~.a~.ly :di~fez;en~. ~.lor~ o.~, i~ ...... ...... i 

'" g~ J,'-' : .':~ "~'+ ', ; ~ " +: ,, + " "i " : "J.~ .+ ":',:.+" • ,~..,%'.i :~+.. ~,~ .... :.,~ ":+" -. ,f~},.": " 

"Y0u provide: ~omathing, a @~ea%-~e~ b~tter, ..than 2ou ~ad in W0r~,d'~ :./ 
War Ii:,: ~hateve~. i~:.may~e,':tha% wi.l~ .e.l%i ..m!~...~e,.%he.wa,s..t.efulne.ss ,°~ .the i~ 
World War II in p~z.ement, .and.'l+w.lll be :satisfied with• it. If you c~n 

provide it t~ough the u/%Iform,, a/~. rlg#%t; ~o ahead, 
• • + 

A STUDF.NT: 
+ + ' : '." '~ +". +. +.. .i ".: ~ . ". " • +-: +,+. + .- + : ~ " • ..... ' • 

• : ~*y I-+.take strew, wl.~h-.y0u.~ I:]was.' O,n::t~+,'-' ..Ar~:'s '.side.",i~;gae"cbpper. 
battle du*~ing: this +~ war; ,for small+ arms ~mnuniti.on. ' i had tS(~'eet Ce.rta:in 
requirements, which personally I think" were aszronomicil. "W~>snOuld have 
told" the S%~ff tha.~, nobody ha& .any basis on: which.. ~%o •base• thos,~ .- , . . .... • +... ~,~ .... :.: . . ..... : :. ,~,,..~ - 

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

""" . . . . .  On  t h e  . o t h e r  h a n d ,  I :  h a d . . t o :  g o  ~ o : , : ) h e .  W 2 B . , . . t @ : g e ~ . . c o P p e r  ~6~ . . . b ' r aOo .~ ,  
" s t r i p s  .- I . w a n t  t o  m~ks:+ a d t f f e r ~ n % , 1 5 ~ . i o n  i th~ . re . .~ . , - , .~ho  ,,,~.B d i d  . h O g _ h a v e  +. 
too many strong c'Ivlllans i~ tke beginning of +1940. r . The. SmrOng cl.Vllians 

the-   until thelr- u  s'8: t ro h. d l d  n o t  c o  . . . . . . . .  " : " " + "" '+~" ' : " "  : : " ' "  ~"  " " ~ " : ' ~ n  
:shortage of:~'aw; m~ter.lals. It ...was onl~ then. tb~a~ we w~gre .ao±~ ~o pu~. 
those w en t o,e  e lOws came ':in;.i e  eg ito 
real help; but it was too late. They offero~ toglve' me al'i the Copper 

I needed to make ammunition;, but that was not what I needed thep. I 
did not have the strip facilities. Who Is going to handle that'no-m~n's- 
land ~ between !there, to see,$hat we .~ve stri~ facilities on time? 

~R. BATT: .... 

• .- That ~as lack oi" furze, par%ly..i:-It was.~artl~, I think, an inad- 
equate conCep.t~on the part.of a good+m .any.. of us. as to.how much of that 

kind.: Of..fabrlc~ted, material would, be..requlred... .....-. :. : . : . 

But in •,the• spr~ng of:lg~O, as gnlexample; %her~ W-as no money avaLl- 
able to expand the aluminum facilities. I am sure there was no money 
available for strip facilities. It was only In May 1941, if I remember 

correctly, when the Alr Corps got a pretty sizable approprlatl0n-il[ 
think .if:am correot~.In those da.%~sn.-.%n.:the beg,in~.$ng: of.!.~y~, that the 
first enlargement-,in >the.a.luml~um syst:e.m : was ma~e. on fun.d s :wh,ich. the 
RFC had made'avallable... I t-hi.nk~ t.~e. A%~r Cor.p@ refunded.~tham thirty Or 
slxty days later. But••t~ere: We=e ,no ftmds ~ av~i~able 5e#ore •thi~ %0• not 

onl~ provide : %-he, ~aW mat4rials~-/ but~. mos.t., c.ert.~Inlg ...tq enlar@~, .t~..e....;+. .... 

ing ~fa i~llti m nuf . . . . . .  " .... ' . . . .  

" a O .  ' e ' S .  ~+ ++'.. f ; '  , .  • . . : . . .  , , . ~ .  . . . . .  : : . .  . : i  , " .  '~  . .  

.....:.: ~ +.: + : .:i.:.:;:i ,...:~ +,..: :..~+ . .: . .:. • . .~ ,.:+:"..~..!.,.: .. . ,:. ~:. ( 

" : "~ ':"' ~ ~'~;+:+We' m~de some .-pret~y~:bad guessea+.in, th~.e ,; :..WPB~ i did~ ,a/}d. all :~hg. :0%hers 
did., I. remember a meeting ~hat i held in July 1940, I thln~ it was. I 
brought In the largest copper consumers and the copper producers>end 9he 
representatives of the Servlces to decide wnet~er or not we ou~t t~ buy 
a huhdr4d ~ ~h~,.~ san~. %o~s Of. copper :fro~, C~ile• ...... ~.~ ~e ~.spen%• . ..a'.-.,.day. or-+>., ..+tw° 

argulng:0n'.that. " '~ ~ ~,,'~ :-. "" ; :;, .~+~!:..,..~ :.. ~ .... ':;: .+,:'.: 

I could not get an agreement omt of that group to buy a hundred 
thousand tons of copper at one time. + They finally did agree that a 
hundred thousand tons would .be desirable If not more than twenty thousand 
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tons~ oou~!d be-or~erecl at one time. . That .pIArch~e~p1~ogram had no .more than 
gotten started, :certainly not more than sixty days,[ whenwe took all 
the hundred thousand tons. and placed an order for another hundred 
thousand, Month by month through the fall of 19~0 those requirements 
were changed as ammunition changed. 

I had to testify for three days before the Murray Committee 
trying to justify all the things we did in 1941 and 1942. That, of 
course, made it necessary for me to post myself On all these f~gures. 
They showed that those requirements changed from @sy to day. That, I 
presume, is unavoidable. But there was no money available in 1940 
and early 1941. 

A STUDENT: 

That seemsto be a very serious problem. 

MR. BATT: ¸ 

Yes, it was, because, while raw materials sometimes were bottlenecks, 
much of the: time facllitles For fabricating were more. critical • than the 
raw materials themselves.; . . . .  ~ . . . . . . . .  

C A P T A I N H E N N I N G :  . -  ' .. " , . '  ~ -  " 

In ~lannlng for a future industrial mobilization how far along " 
industrially do you think the plans Of the civilian asency should be 
set up~ Should they be very general, or should they perhaps go so far~ 
as to brin~ in the people who would serve in such a civilian war agency? 

MR. BA~T. 

I have not given too much thought to that, Captain Hennlng. But 
Iam sure you should not.walt until .the shadow of the emergency is on 
you, I do not believe that any time is too early to ~ begin %o nave the 
clock set. I know of so many situations where a better @on~ot. with . 
industry, well headed, would nave •been much more useful. 

The captain from ~he Seabees, whose n~me I do not know, tells us 
how closely they were working with industry all "she way through. 
Generally the military were not able to do that. One reason for that, 
I..-th~nk,.- w~s. ~hat:.we never had e~ough money to go to industry and.- 
intelligently ask~.for~much help.. ~ ~ ~ ~ .. • ~- 

.:The Tollowing applles more-particularly to-ordnance and I would: ~..- 
like to have the .jud~ent of any Ordnance offiter~ who happens to be ~ 
here this morning: If you look at the early designing and contrast 
that wit~ .what was ~one. by industry .in wartime,~ w~en they got the War 
quantities of goods, I think: you will agree with me that those, develop- 

.merits were, rather fantastlc.. Certainly they had a profound effect on 
ordnanCe materi~iQ, re~ulrem~nts..~ 
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Take a thln~ like the primer case, Ordnance designs when we w~nt 
into the w~r were for a primer case made out of solid brass. I do not 
want to get into thattoo deep technically, I may so disqualify myself as 
to invalidate every other point I want to m~ke, Your requirementswere 
figured out on the basis of rods, solldrods and the machine tools for 
producing that piece, but when-,the automobile business got into that 
industry that primer case was pressed; the amount of material was entirely 
dlffe~entl and the. amount itrequlred was enormously les~. Tne~primer 
case~"6OUld not.~~d~ the ol~.wa~,because of the,ShO~',~,age.9~.¢~e~ i 
e s p e g l ' a l ! ~ ,  L Whe~r th0~prOvldin~ ' Of an a d e q u a ~ e : ~ c o ~ t a o t ~ ~ " ~ n d h s t r y  . 
before ~ S e  w a r  a n d • t ~ e  ~etting:upof d ~ l n g s . w O ' u l . ~  h a v e " s ~ $ e & ~ t l m o ,  
I a m ~ b t " q h a l t f i e d t o  e x p r e s s  a n 0 p l h l o n . . . . : .  . , - : .  : . . .  ~ , .  : : . . : .  

I need some help here, Gener~iArmstrong. . ~  i: 

~ o ~ O ' :  : " : ~ " . , : ~ : ,  ~. : . . . .  " . . . .  " : ~ " ~ ' " : '  ~ ' ~  " GENE ; , ...::,. .;.: , . , . . . :  , . . . . . . .  . :  

~e,w~n. b~k~~o~:~p.~~ : " . / : : " ~  7" .~~" :." : • " ! i  :~"~.:i ~ !~ :~: :'. 7 : ! '  

A STUDENT: " : " :  ~:  : :~ 

We at Frankford Arsenal had a laboratoryreport on the con~er~ation 
of material; so we stuck our necks out inP~ndllng.th~ ~de~@lopmontal Job 
with the production iine~peop:le. .... We sald,"You ~ave~g0~'td~ke"a/nmunl - 
tion out of steel on the productionllne." They succeeded in dpln~do,, 
However, the copper situation got so that the steel programwas hS~c~ied 
t9 the.extent It was,.orlglna!ly.p!anned. 

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

, :  . . " '  . . . . :~. ' :~ :~i : : ~ i  - 7  

Yes, But that was done up in Washington. 

A STUDENT: 
i ~' " , .' . i ,~ ~ • L ,~ . • " -" ' • ': ........ ~' " " ~ • 

But indUs%ry~did:the! whole:~ob. They did ~Pret'tygo:o@~"job. ":::~: ~ 

What I had in mind had to do with the peacetime requirementB, 

GENERAL A~ N " ..... ~ . . . . . . . . . . .  " ~ • " • ": : "  : "  " • "  ~ ,!.,-; .-...•.~ ii TRO~G: ' " ' ~  " . . . . .  " ~ . . : ~  .;i.:~'.. ; . : :  !~.i.'(:::~: ;.~::~ : '~.:~ .:.-: ..i 

~ i n i ~  but"~ks~r ~ t o  8'it on ~heso ~ .e~r~ei f~c .o ,~0~ab~'~  • c~al~ .~o~ ~ l  
over an hour. I" thlnk thA~ h~s been the Case' on v~ry ~rare 0dca~ibnS. I 
thln~ it should be extr~emely gratifying to you as to the.in%eros% in 
y o =  t~k ~e~e~<mo=i~g. ' i ~. . i~ '~ ~ " ~ .:,IL i.:~ ..~. I.:I..L, -~L , ~ . ~  ~ .. 

. . . .  " '  - ~  ", ~ . ~  . . ,  . . . .  , ,  : " . . . . . . .  ' ~ . . . . .  ~ [ ; " " ~  ~ r  : : : . h  

: "  Y 0 u '  6 e r ~ 6 a ~ l ~ ,  h ' a ~ e ,  i ~ a l s e d  ~ . . g r a a t ~ i  ~/~_nY l m p o r % ' a r ~ t  ~ l u ~ s ~ 0 n  s~. '  .~.T i s  
class is~:prep~:'to @x~in'e the~e thin'gs o~Ject~V@lyl ~ n ~ " n o ~ . " ! n  ; , ~ h ~  !ig ht 
of prejudice or personal likes and disllk@S. ~ I "~h1~k ~ f~'":ca~ quit'e~"fai~lY 
examine all the proposals ~hat you h~ve made, which are 0f great interest 
to u~: ,  : " i  9 a n ' t ~ : t 0 : " % ~ i ~ ] ~ ' : Y O U  i ~ ' ] ~ e ~ a i ~ . " !  ~Sf t i q e c ~ [ a . ' ~ s  " f C ~ " " : ~ t r e m e l : /  

valuable talk t g " ~ / s . .  : : . '  • ii. i "~ . . . . . .  ~ . . . .  . ; . .  . . . . . . . . . .  

M R . :  ~ B A T T : .  . ,  . :  ,." : ~ - . . " .  ~ : , ~ : . i ~  , : :  . ,  . : . :  . . ' : . . ~ ' : . ~ . ' . " . : -  :~,',; " ' :  : ' = ,  .' . ' ~ - : ' . , '  • . . . . . . . . . . .  
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