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CAPTATY HEWNING:

In viewing the background of Adrmirel Cherlton, I could not help
but be impreesed regarding the work and varied career that charactorized
the meking of a flag officer in the American Havy.

Admiral Charltcn graduated with distinction in 1908 from the lavel
Acadenmy, sixth in a clase of 200. His first service afloat was in the
cld Pennsylvania. After he was detached from the Penncylvania, in 1611,
he served as the Engineer Officer of the Nashville, which operated in -
the West Indies .and Gulf of Mexicc.

Frow Septewber 15135 until June 1915 he was undergoing postgraduate
iInstruction in mechanical engzineering in the Postgraduete School at.
Annapolis.  He .then went tc Columbia University vhere he received his
degree of Master of Science,

Admiral Cherlton served in the I vy Tard, Bos on, from November
917 until May 1918, when he reported tc the Bureau of Steaum Engineering
n the Navy Denartmnt

He was senicr Imgineer Cfiicer cn the Tennessee Trom November 1920
to September 1922. Then he went back to the Bureau of Steam Engineering
Jor four years. TIollowing thaet he wes a wember of the U. S. Naval liis-
sicn to Brazil, Vhen he returned to the United States he agéin served
& tour in the Bureau of Stean Engineering. He then became aide and En-
gineer Cfficer on the steft oi the Conmander, Battleships, Battle Force
oi the U. 8. Fleet, :

His next duty was as Inspector of Naval Material and Navel Inspec-
tor of Machinery in the General Electric Company at Schenectady. Fol-
lowing that he went to Cavite as an Fmgineering Cfficer.

In March 1935 he vas transferred to duty as Fleet maintenance
officer on the Stall of the Commander in Chief, Aslatic Fleot, serving
under Admirals Upham, Yarnell and Murfin. ' ' o '

The Admiral's next duty was ac Ingineering Oificer in the Norfolk
Navy Yard., In 1940 he was assigned tuty as manager of the Puget Scund
Navy Yardé. Then he went tc Chicamo as Inspector o Naval Material.
Followlng that he reported to the Army andé Navy Munitions Board as the
Navy head of the Erecutive Ccumittee. He later bescame head of.the Fro-
duction Branch of the Cifice of Frocurement and Material, O¢fice of the
Under Secretary o‘ ‘tne Navy.

This reviews the main points in the career of Admiral Charlton.

His background certainly indicates it is & particularly rich cne. Hs
ls well qualified, as much as othere of whom you can think, for the talk



on Jjoint procurement which he is going tc give us here this morning.
It is a particulerly interesting time in that Admiral Charlton expects
to retire within a few days and what he says no doubt will sum up his
rich and varied career.

Admiral Charlton.
ADMIRAL CHARLTON: .
Captain Henning, distinguished guests and fellow officers:

Yhen General Armstrong asked me to talk to you today on the some-
what overpowering subject of "a review of the coordination’ by the VWer
and Navy Departments of those funecticns involved in production control
including determinaticn of requirements for coupohents and materials,
allocation of facilities, manpower controls, scheduling production,
inspection, packing, packaging and conservetion," I wished that I had
the laconic gift of the late Calvin Coolidge. You may recall the story
of his being asked uron his return from church what the subject had
been. "Sin," he replied. "What did -the preacher say about it?" the
. guestioner continued. "He is against it," said Mr. Ccolidge.

It would be ag pleasant for you as for me if I could deal with
the matter of "coordinatlon," by saying "I am for it,” but I am afraid
it cannot be dispcsed of as easily as sin.

Any discussion of the coordinaticn Tinally achieved by the Var and
Navy Departuments in obtaining the tremendous amounts of materials and
components procured for the war effort must have as itc basis the Army
and Havy Munitions Board. The work of this board, assisted in no small
measure by the Army Industrial College, was the foundation on which the
War Production Board and many other war agencies: were erected.

The Army end Navy Munitions Board was formed in 1922, consisting of
the Assistant Secretary of Var and the Assistant Secretary of the Navy.
Due to varicus difficulties in determining an assumed war plan, the Army
and Navy Munitions Board did little until 1931 when a reorganization was
effected.

Plans for industrial mobilization were prepared, the first one being
aprroved in 1932 and the last in 1939, The plan set out in great detail
the organization of a War Resources Adainistration, to be manned by
civilians assisted by the Military. A Var Resocurces Board was appointed
in 19329 by the Army ard Navy with the approval of the President to re-
view the Industrial Mobilization Plan and submit any reccmmendaticns
considered necessary. This board was appointed in August 193¢, belore
Hitler had invaded Poland and before the limited emergency oi Septermber
1939 was announced by the President.

The outcry against the Var Resources Board apparently was enough
to warrant the President stating in September 1939 that it would soon
be disbanded--its work having been ccmpleted. This board was offi-
cially discharged in November 193S without any action having been taken
on its report, and apparently none ever was. B



The Army and Navy lmnitions Beard hed, of couree, recommended the
getting vp of the War Resources Board bhecause of its conviction that we
vould ultimately be involved in the war and because of its hope that
the beard would be ectablished as a nuclous o* the War Resources
Administration,

Unfortunately, the timing of the vropcsal was premature as the use
¢ the word "war," so fer as it applied to entry of the United States,
was anathema at that time. Presumebly ths limited emergency proclained.
in 1939 aid not ectablich smdeguate authority to set up an emerzency
agency with board powvers, and il an attenpt had been made then the out-
cry would have been heard to high Heaven. The country just wasd not
ready for it. It is interesting to note, however, that, a little over
tuo years later, efter the improvisation and confusion which perhaps
could not be avoided while the country was beilng conditioned for active
particination in the war, the governmental machi inery developed for su-
pervising the Nation's war economy closely resembled thau proposed in
the ANMB's 193G Industrial Mobilizauvion Pian.

The Ax quls ana Navy Munitions Boaru continued its studies of the al-
locations of industrial plents, and the Var and Navy Departments placed
educational orders within the funds they were alloted. There was not
“teo much difficulty encountered by the Services in obtaining the mate-
rial them sought to purchase &t thav time as the total aprrorriaticns
to the Army and WaVJ for the fiscal year 1940 were less than two billion
dollars. :

Cne thing the Army anc Navy Munitions Board did in 1939 was to
start administering the strategic materials which were set up by the
Strategic Materials Act (Public 117). That Act authorized the appro-
_priation oi 10C million doilars in the Tiscal years 1939 to 1943 and
actu&llJ approprieted (U milliion. The Army and Nevy Munitions Board
had control oil this money and spent 5% million dollers for strategic
and critical materials.

By May of 194G, however, after the fall of France, the demands
upon cur econormy not only for our own defense needs, but for England
and France, were such that supervisicn ¢f industrizal mobilization was
indicated. The Ccuncil of National Delense was called to liie under
“the Act of 1716 and on €9 Lay 1940 the Council established an Advisory
Commissicn. The veakness of thig organization had been clearly demon-
strated in 1016, but it was again uscd as the point of demarture in

sveloping govermiental crganization te mobillize indusiry. Irohably

ite use at the time was based on the Jact that it was the only wmacliinery
available based on statutcry authority. However, neither the Council
qnor its Advisory Commiscion had any real avthority; its sole function
being advisory to the President.

Undexr tihe established procedure the Advisory Ccmmittee made studies
and adviced the Ccuncidi, which In turn uade recommendations vo the
President. There was no delegation c¢i presidential authority at any
point in the line. The principal advantage of its revival at that time



wag that it focused attention of the nublic on the emergesncy, although
the possibility of war was still not zven thought of by the country.
With 1950 a presidential clection year, the regimentation entailed in
government control over our whole ecounomy could not even be contemplated
by the Administration.

Just after the Council of Naticnal Defense wae revived however, the
ATMB went ahead with the Jormulation of a Priorities Directive (issued
in August 194C) which assigned prceference ratings to Army and Navy con-
tracts. Manufacturers, for the most part, accepted these preforence
ratings on a voluntary basis for a certain length of time.

At this stage of the defense prosram (August 1940) the Advisory Com-
‘mission to the Council of National Defense had no prioritiss organization
- or pcower, although all previous planning had provided that such a prilcr-
ities system would be administered by & civilian organization. doxever,
the Council of National Defens» after cbserving the voluntary pTIOfluieu
‘plan being operated by AMMBE came to the ccnclusion that priorities would
play an important part in defense rroduction and. by order oif Council
Octoter 1940 establ*sned a Pricrities Bcocard with Donald Nelson ag-
Acministrator.

'By executive order a little later this Toard was empowered tc place
priorities for Army and Nlavy orders on a mandatcry basis. Unifeorm regu-
lations, essentially the same as the ANMB system, were established and
the Army and Navy Munitions Board was made responsible for priorities on
critical items., - : : ' : :

Thls Prioritles Svstem went through many growing pains but through-
out the war the Army and Vavy Munitions Board Priorities Committec was
one of the most important factors ccntributing to its successful operation.

The difficulties encountered by AMMB were accentuated by the con-
fusion regulting from the establishment cf various govermmental agencies,
often with overlapping or conflicting functions. A study of the chro-
nology ¢f WPB and its predeccssor agencies is very 1nteresu1ng.

Up to this time the development of govornmenual machidery for super-
vision- el economic resources for war, had piaced primary emphasis on
production. Tistribution for the most part was uncontrolled.

Important events were occurring so ranidly that governmental or-
genization required apprcpriate adjustments. In Merch 1941, Ccngress
had passed the Lend-Leasc Act. In April the DPresident establishad the
Office of Price Administration and Civilian Supply. In May he set up a
Division of Defense Aid Reporis to adninister activities under Lend-
Lease, and declared an unlimited emergency.

This Plethora of boards and committees caused dissension between
certain of the cperating divisions of OPM and between OPM and the Army
and MaVJ, ag might have been eypectea.

In August 1841, the Supply, Priorities and Allocations Board (SPAB)
was set up as a policy-making Board with iir, Welson as Zxecutive Director.,



As in previous orgzanizations, the authority was glven tc SPAB as a
group and not to a single individual. . o

With the exceptica oi Civilian Supnly, tne Secretaries oi Yar andé

Navy, were included in all the emeriency organizations set un., Pre-
sumably through these chennels, the Var and Havy Departuents were ex-
nected to particivate in policy determinations ol all these agencics.
Hovever, the Ver and Navy Departments had liaison relationships only,
and were denied direct participation in the operation .of the azencies.
Eptgblished policies were frequently rendsred ineiffective &t the oper-
.atlng levels. S

. In Ene iall of 141, the Var and Navy Depaxuments realized the
necessilty for getting closer to the ceater of the governmental emergency
organization. The Under Secretary o. lar and the Unaef Secretary of the
" Mavy decided that the Army and Navy Munitions Board, reorganlzed and
strengthensd, wouLd be the proper medlum for this nurpo

Tn October 1941, Mr. Eberstadt was calleu to Vash ngton to study

the possibilities of using the ANMB for this purpose. DBelore his re-
vort was Iinished, it began to lcok && if the exietinz emergency agen-
cies were about to fall apart and the Undor Secretaries' original idea
was extended tc include the nossibility ol AMME actually taxing cver
the job of industrial mobilization. This of course was the idea of the
Industrial Mobilization Plan of 193C. "If the creation of the War
Resources Administration is delayed, the Army and Navy Munitions Board
should assume the IeuponSl)lllEJ for guidance during the transition
period. Uhon creation of the Var Resources Administraticn, personnel
and records of the Army and Navy Munitions Boerd should be used to as-
gist in lorming the nucleus oI the new body." In other words; the idea
wvas to start over, on the basis that the loose structures of OPH and
SPAB would not stand-the stress of war and that AIMB would function
until an organization similer to the War Industries Board might emerge,
headed oy a single individual with broad powers.

vr. Iverstadt's report cn ANIB recomsended a number oi changes in-
cluding the appointment of a "carefully selected, well-qualified non~
political chairman to act as Chairmen ol the Executive Committee, which
wvas to be reconstituted with a high-ranking Army and a nlgh-rank ng
" Naval ofiicer appointed to do full—ulme aaty wltb ANHB..

. This report was approved by the Uhdef Secretaries and Nn Wberstadt
jwas apvointed as Chairman of the Jyecutlve Committee of ANMB. There was
__considerable dblay im obtaining Waite House approval, as was considered
necéssary, due a>parcntly to the fac¢t nnat a shake up in OPM and SPAB
was unde conSLQerat¢on ‘at- the tlme. :

Beiore this'approval'waS‘received we were al war and the President
had established the Var Production Board. As then constituted, the
Board was composed of Mr. Donald Helson, Chairmen, the Secretary of War,
.Secretary of the Navy, Secretary oi Commerce, General Knudsen for Pro-

ductlun SldneJ Hlllman for Iaboa, Ieon Henderson for OPA, Henry Vallace .-
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for the Board ol ¥conomic Warfare and Harry Hovkins, Specidl Assistant
-Lo the President, In s‘=+tino up.’PB the President delegated broad
powers to it and made the chairman fesponslble for the general direc-
tion of war. product*on and procurenano. S

» The Armed %ervices were much hsaxﬁened.bytthis sheke-up as lhis
superagency apn/oachea the 19 90 conception of the War Resources *
Administration. . . - x : '

T’he"l Joint letters were issued setting forth the ,LunctlonQ and
-mechanisus of this coordination between the Services and WPB, it seemed
that we nua, at last, well-oiled machinery to carry on the war eifort--
but as before there was QL--Lculty getting in at the operatlng level.

Mr Eberstadt as Chalrman of the ANMB vigorously advocatea the interest:
of the military at every level of /PB, and achieved congiderabdle success.
When 1t began to appear, aiter several ncnths, that VPB was not as
"tough" on nonessential production andé in the distribution of critical
~rav materials as it should have been, Mr. Zberstadt was appointed as
‘Program Vice Chairman and’Chairman .cf the Reguirements Committee of the
. WPB. In attepting thése positicns in August 1942, hé resigned ivom ANMB.

One of his first acts aiter moving to VPB was to direct that space
. be made for the personnel of ANMB in the buildings where WPB was houssd.
. This, of course, was.of imeasurable value to the Services, e vere
. really on the - inside, and in a position tc set forth promptly the eifect
on the service of almost every decision which had to be made. Until
June 1943, uhe influence of ANMB with the top comlands .of VFB was an
_1mporbant 4actor in major nollcy decisions.

S . Undex the e 0y canlzatlvn order 8 July lohi signed by the. President,
the quy end Mavy Munitions Board in e large ieasure ceased. to.function as
the joint Arny and Navy liaison with the War Production Board, priority
administraticn and clearance of prcposed regulations being “the principal
functions left. It slso conmlnued supervisicn.over the stock pile of
strateblc and crlt cal materiale.. Since VJ-day the AMVB hes again assumed
its broader functions under a new chﬁrter approved 18 Apgust 1OL5. Pla.
for the functioning of the board under- its mew broad powers are.now being
formuleted under the direction of & civilian chalvman, Mr RlCn&fd R.
ﬁDupree, anpo;nted 1 Apri) 1046, . ST
It was ex ceeaingly nnfortunate -that the ”PB ooula not have been
:-establlshed in May 1941, when the President declared an unlinited emergency
We would have had several wonths Jjusp on -tie problem we eventually had
to face. But even a declaration of unlimited emergency aprarently did not
openly 1lmply actual Tighting. - Whether we. would have actually gone to
war if Japan. had not atoackea us.at Pearl Harbor, is still a matter of
conjecture, as recent testiuony bOAOve the Pearl Harpor Commlttee of
Congress has,. I thlnk,_s¢own., » SRR

I have perhaps bored you with a recitation of some of the difficultbies
wvhich the Arny and Navy had to ¢vercoie in getting their programs rolling.
I might say in passing that the Services themselves could not at that time
envision the expenditures which were to e found necessary to Tight a
global war. 6



dld not Toresee soon enouun the aav1sao;llty of extending the Industrial
Eobwllzatlun Plan to include raw materials, -or to the organization of
" sphcontracting, or to the necess;ty of training workers for: deiense
plants. The astronomlﬂal sunms- appropriated Tor and: expended by €
Army and Favy for meterial from 1 July 1940 to 1 July 1946 (some oe)
biilion and 130 billion, respectively) could. AarLlJ have oeea loreseen
bv the wildest spender we ever produced. -

However, despite these diificulties, there were nuuiercus’ ae¢-n1te
benefits resulting from the united iroat of Lne Arwy and tne uaV*

I have mentioned that the . PrlorJtles uystem vas one of tne 1undamental
concepts of the Industrial Mobilization Plan. The primary functica of a
priorities system, 1s of course to set up a facilitating and control procedure
g0 "that u‘cratefflcallv'm.pon.tan‘b needs are gssured to the Armed Services with
" a minimum delay. : ~ o ‘

As {irst set up by the Priorities Committes of ANMB, preierence
ratings were AA (*eserveu for energency use to be assigned only by the
Priorities Comuiittee ol ANMB) and A-1l, A-2, etc. up to A-10. As early as
November l\bb it was necessary to Givide the A-l band into A-l-a, A-1-D;
etc. By earlv lch; the A-l-a bhand was so congested thet a new series of
,ratlﬁgs AA-Y, AA-2 te AASS was created. T

Th here were also establlshed upeCLal ratlng devices wnich cons1st of
out of line ratings (i.e. 2 rating higher than one authorized under
Priorities Regulations, Program Determinations, AMMB directives, etc.)
and gpecial directives vhich '"spot schedule" production. The experience
of the First Vorld Yar demonstrated the necd of an instrument which would
" by means of specxal nrlorlty ratings or by wmeans oi directive, pick out

’_certaﬂn procurement and give it the rizat of way It is obv1ously

impossible’ té anticinate in other than general tefms the meny emergencies
which can arise. TFor example, the Wavy recognized that its vessels would
receive damage in battle and wmade provision for necessary replacement parts
and repair naterials, but could nct entlicipate the extonsive damage which
résulted Trom the Pearl Harbor disaster. It was recognized that in the
mainténance of the ovodv001on facilities there would.be a constant series
of revlacemenu ana a ce”taln nunber of unanticipatsd breakdowns, but a
‘complete set oi spares for every machine could not be conmtemplated.

It was recognized that certain production facilities would have to be
greatly expanded, but the exltent of the expansion Tor 100 octane gasoline
or ‘the Synthetic Rubber Progfam vas not enticipated. All of the above cases
were entltlea to and recelved specLal aavantago. e ' B

The snec1al devices found most useLul were the AAA (AA prlor to
'_lc June 19Mc) and the WPB directive., -

~ The AMA rat;ng under the author;tj of the }rlorlty hegulatLons was
& demand on a supplier--it reouired hin to use material and laoor 1n nis
posseQSIon on tne project given the AAA rating. . o . SRR

A directive on the other hand is an instrument oif usually limited
scope in that it requires the performence of & definite service usually
within a definite time. _
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During uhe early Uerloa of the .emcrgency the administration of the
AAA, and directives also, vas in the hands of -the. cnalrman ol the Viar
Froduction Beard. In the period prior to 12 June 19k2, it wvas the polxcy
of the chairman to delegate this authority rather w1aely which resulteu
in a haruful inflation of the entire ratlng structure,

To combat this inflation, ‘a Speo*al aoings Division was set up
with a WPB, an Army and a Navy representative. This grovp worked out
criteria on which tc base its decision as to whether or. not an AAA
rating should be granted. .

- A very important part of the special rating procedure, of course,
consisted in getting the claimaent agency whose project would be delayed
to give way, WPB could override a claimant who would not agree to a de-
lay, but the claimant had his day in cour’t and most cases were settled by
agresment. Frequent reports were published vwhich allayed fears that the

rating structure was being inrlated.

From the first of August 1942 to the end of December 10hk, some
83,000 cases. involv1ng about 650 million dollars were processed. :

Directives were put on by the War Froduction Board generally et
the request of the Joint Chiers of Staif and involved usually large pro-
grams such as the 100 octane and rubber progrems mentioned vefore, land-
ing craft, certain artillery and shell programs, etc. When this directive
mechanism was initiated, it ran roughshod over other progrems. The re-

sulting confusion necessitated better screening, which was eventually
applied. - : : ’

.;The.influence ot the Army -and Navy on the Driofity system from the

~begimming was tremendous. The Priorities Committee of the ANMB continued

to function throughout *he war and still has certain oriority functions
delegaped-to it by CPA, the successor of NPB. :

AS long as munitione could be plsduced with Lnter erence only with
unrated "business as usual " the preference rating cystem alone wags sui-

~ Ticient. 3But vhen the muq1tlons proorau.;rew to such gize that there

yere not enosgn rav naterials and manulacturing facilities even Por muni-
tions, othe; controls were necessary to provide. ingurance taat materlals

ané products voula be available to ilcw under the gnidance of pr*or"nles.

In the sail of 1941, we {ind iir. Jelson, (when he ‘was Director of
Priorities in SPAB) quoted in "Foritune" as follcws: "As I see uy Job,"
sald ix. Nelson, "it is to destroy an illusion. The people of the U.S.
have been living in the comiortable belief that aiter we had armed our-
selves and supplied the rest of the anti-Hitler worla with guns irom the

arsenal, we could get along iine witih what goods were leit. The U.S. was

e big barrel, and wnen Tirst the British and the French and then our own
Services reached in and dipped out their handfuls,. novedy missed, Jnak
tney toock. Kot we are getting near the bottom ol the bharrel. Taere are
only a Tew handiuls left and onebody s got to give way, the Civilians

cor the Military."



-

When-Mr. Nelson made this statement, war production was about.a
billion dollars a month, having risen to that fipure from about three
hundred million a month in July and August 1940. Soon after he made
his statement, we were at wer, and there wes no choice but that the
civilian economy would have to give way to the milltary. Also 1%t Dpe-

came apparent that we needed a much bigger barrel and a better mechaniem
for control :

The Production Requirements Plan was adopted in the second half
of 1942, This was a combined vpreference rating and allocotion systenm
whereby manufacturers were assigned quarterly preference ratings for
definite quantities of material to be used by them during the three-
month period.

he operation of this plan, together with the mechanism of the
dreference rating system, vroved inadequate.since they were not based
on any realistic programming of »roduction. They did not channel raw
materials into the quantity and kind of components required for the
end products needed first. Tue failure of thess two types of control
accentuated the necessity Tor definite cnd-product programming and
the gearing of production contiols tc such programs.

The root of the trouble was the fact that the procuring govern}
ment agencies were placing contracts for their maximum requirements
governed only by the dollar value limitations placed by congressionzl
appropriations. There was no central control oyer the amount and
location of orders. Since oach agency wanted as much equipment as it
could procure and let contracts to ite limit, the demands shortly ex=
ceeded the supply of materials and facilities..

The saying attrlbuued to fdairal Blandy "It is a misdemeanor to
have too much, it 1s a crime not to have enough" was being overworked.

Thus it was imperative to have a system.which would, 81mu1taneously
aliot materials and control progrens and schedules

Durlng the sunme” of ke, a group of representatives of the Aimy,
Navy and WPB entered into an intensive study of past plans and surgested
plans, ag well as a stvdy of controls used by our Allies and our Axis
encmies., .

The Services took a very active part in these studies and the

. Controlled Materials Plan adopted was quite similar to a "Yarrant Plan"
advocated by the Navy before PIP was adopted. On 2 November 1942, the
WPB announced its plan for controlling the distribution of cteel,

coprer and aliminum--the three basic materials needed for war .production.
The Controlled Meterials Plen became Tully effective on 1 July 19L3,

Crp requlred the. claimant agencles to report their quarterly con-
trolled meterial requirements on the basis of planned prograums to “the
Requirerents Comnlttee of the WPB, lh equirements Corrad ttee critical-
1y examined. each of these and comperceld the total requirements for each

...()...



controlled material with the ostimated availlable supply as reported to
it by the Materials Division of WPB. If it was found that demand ex-

. ceeded supply, the Requircments Cormittee reduced the allotments of cer-
. tain claimant agencies and required them to adjust their programs ac-
cordingly. In the casc of military requirements, the opinions and wishes
of the Joint Chiefs of Staff were given full weight. However, the
directives of the Joint Chiefs of Staff related to programs, such as a
number of destroyer escorts or tanks of 155 mm howitzers. Translation
of these programs into quantitiecs of steel required for instance, was
done at a considerably lower level and the tonnage decmanded by the serv-
ices was not always allotted, but in most cases it was, particularly
after estimates of requirements by the Services were closer and closer
to actual needs.

The Claimant Agencies made adjustments in their owm progreams as
dictated by reductions from the Requirements Committee level and allotted
materials for the scheduwled programs. On this basis, together with the
statements of prime contractors of their specific requirecments, plus
comparison with bills of material, the claimant agencies allotted
materials to the prime contractors, and at the same time specified their
schedules. This system was cffective down the line, each prime contrac-
tor allotting materials and authorizing schedules to his subcontractors,
and they to theirs.

The Controlled Materials Plan made probably the most important
single contribution to the marshaling of our industrial resources for
war production. It solved o contributed to the solution of many
serious difficulties relating to materiasl shortages, uncoordinated pro-
curement, unsatisfactory scheduling and other factors which were impeding
the war effort, because 1t required the claimant arsenciesg and the WPB
tec do more effective and longer range olanning.

The success of the CMP was due in no small measure to the way the
Army and Navy took hold of it and interpreted its functioning to its
Tield services and contractors. Despite the initlal weeping and wail-
ing and gnashing of tecth at its complications and paper worlk, etc.,
it finally worked very succesgfully.

Priorities, preference ratings, PRP and the Controlled Materials
Plan were not sufficient to insure that the munitions program would not
be hindered by nonessential civilian production. It became necessary
to set up various regulations to meke sure that ths production of
luxury items was prevented, that the production of essential items was
lixnited to actual needs and that the production of these essential items
wvas geared to the minimum use of scarce materials. Limitation (L)
orders, Material (M) orders, Equinment (E) orders, and Preference (P)
orders were the princival ones issucd. "L" orders were issued to pro=-
hibit or curtail production of less essential goods consuming large
quantities of scarce raw materials. They included items which vere
altogether nonessential, those where an adeguate supply existed and
those made by an industry the facilities of which were needed vholly
for other purposes.

- 10



Amcng the examples of complete shopnege of production were nassenger
avtomobiles, mechanical reirigerators, vacuum cleaners, sewing mackines
and vending mechines. There were many items which in limited quantities
wvere necessary for the military or fcr civilian use. Ouantitative pro-
duction was achieved by (L) quotas laid out in an order, (2) anthorizing
prod¢uction only on orders screened by VPR, (%) rroducticn fur certain
uses, and (4) linmiting inventories of jroducers ana suppliers. Typical
restricted preducticn includcd electrical appliances, cutlery, portable
electric fans and dcmestlc launudry equipuent. Other orders linited
trensfer or sale of vroducts remaining after production was stopped or
restricted. And finally certein "L" orders required simplification or
standardization of end products which had been "dressed up" with various
frills. ZIramples were hand service tcools, glass conteiners and indus-
trial pcwer trucks.

Material (M) orders allocated rav materials or vrohibited or limited
their use to specified essenilal purpuses. Practically all scarce
materials except steel, copver and eluminum were controlled by allocation
orders.

Production scheduling wes a type ¢ control elfected scmebtimes by
"L" and sometimes by "M" orders. The ypurrcse oi tiis control was to
relieve bottienecks which frequently resnited where the same type of
component was used for several yrograns. WPB with the ald of the Serv-
ices examined and rearranged schedules ol production tc relieve bvottle-
necks and "froze" the schedule. M2C3 was a good evample covering critical
common components. Direction 3 to M-293 was a special direction issued
to cover spare parts for internal combustion engines when they becanme
critvically tight in 1945.

Zquipment (E) orders controlled the distridbution of equipment,
chielfly machine tools and cutting “cols.

Preference (P) orders were originally issued to ascign a preference
rating to an entire industry or to a nerivicular manufacturer thereby
caving the paper work incident tc ircguently recurring requests for in-
dividual ratings. Like Jreference ratings they did not insure tight
encugh control over the quantity of materials %o which ratings could
be epviied. lost ol them werc zancellied or allowed to lapse.

RSO and "UY orders covered Ior rubber, transportation and
the utility field what "L and "M" orders did in other Iields.

The Army and the Navy had a gresat deal to do witi the issuance of
these orders. An crder was uvsually initiated by an Inductry Division
in WPB. WVhile eech Givision had erxperts on its particular industry,
they were not suificiently informed as to the waterials and products
under the cognizance of other WPEB industyry divisions to make {inal
decigicns which might afiect them, nor were the Industry Division in-
Tormed as tc the planning for the entire war effort and its requirements
in terms of racilities, materials end wmanpover.

Because of this, WPB required that an crdéer proposed by a divisicn be
circulated voc other interested divisions in WPB and then be considered by



8 'TPB Crier Clearance Cormittee. The Armmy ané the Navy bhoth had renre-
sentativer ou tiiie committee and the:re two oflicers also couprised an
Arny and Favy Munitionc Board Clearance Commitiee. The clearance ac-
tivities of the Army and Navy were physically located in the came
cuarterc and coordinated their activiliss in the name oi the ANMB
Clearance Cormittese. Waille propoced crders were bein circuvlated in
VP3, they were eleo being circulated tc interested Bursaus, ocifices

and technical services in the Aray, ifavy and Maritise Commissicn.

Yrom the resulting couments and recoumendations; it was ascertained
wnether or not the vroposed order would help or hinder the war eifort.
A united iront of the Services was alwayc presented and our kunowliedge
of the cuhjecte was such that, ac I reuernber, S0 nercent of the orders
igsued hy VD caune out as the Services wanted them. Resulis obltained
througn control were vnuncually good and twch of the result was fue to
the active »articipation ol the Army and the Havy as a coordinated unit.

ATTCOCATICH--One of the concents of the Industrials Movllization
Plan of 1939 called for the allocati.n oi manufacturers tc one service
cr the other, or tc bcth in some cases for the manulacture of speciiic
products.

Sowe twenty thousand plante in the United States had been surveyed
by the Aymy and Navy runitions Board so that what a company could make, .
how much it could make;, and what maczinery it had to make it with wase
well known.

Lists were in hand ready to he imniemented on ki-Day, but tney
never were useC as intended. M~day really haprened lon:, before Pearl
Harbor. DPlantc whaick had been allccatsd to the Army or the Navy were
being given buciness Irom abroad and {requently filled to capacily
beiore our Army or Navy had appropriations te place business with theu.
The »riority syctem established in August 194C by the ANMB for regu-
lating the delivery of critical material through the assignment of
vreference ratinge was considered by the Navy as obtdating the alloca-
tion of indlvidval facilities as a meanc of priority control, and in
July i9L4l; the Secretery of the Navy iccsued a letter to the Bureaus ol
the MNavy that naval participation in the allocation of private jroduc-
tion facilities was abandoned. The allccation pian was to be con-
sidered by the Navy as a plan only, aving no efiect upcn procurement
activities in the emergency which existed then; unless invckel by
mutvual agreement between the War and Navy Departments, and subject to
review in light oi conditione existing at the time. '

Tnéoubtedly, by the scummer or 19Ll, the allocation scheme was
cutmoded dut that was dve to the situation existing in the country at
the time and the realization that the prcductive facilities of the
country haé to bhe ausmented in all dircctions te take care of the mu--
nitione lead which was increasing nmonti by monta. It night be said
alsc that the Navy had never entered into the scheme as wholeheertedly
a3 it might have. The siudies made c¢i the varicus planis vere of
inestimable value to the procurement ficers of the Arryy end Navy,
however, and whille the nlan had been ofiicially abandcned by the Navy,
there was a great deal of allocaticn done, at the working levels by
iniormal sareecuent.

e by
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I believe that an allocation plan is extremely valuable and should
be maae up agein., Out of our exper.ences in this war, we of the Serv-
ices will be able to keep a program of requirements for the next war un
to date, and with this knowledge allocation of Tacilities can and un-
doubtedly will be made.

KIQUIREMZINTS--Complete coordination by the Aray and the Kavy in
the formulation oi’ requiremente ior materials and components was 1ot
achieved during the war, andé war being vwhet it iz, probably never could
have been achileved even il better mschanisms for coord*naulon had been
developed.

I will act attempt to diccuses here any Jaults vhich might have
evisted at the Joint Chiefs of Stais level in the consideration of
over~all loglstic requirements.

Suffice it to say that the papers emanating from the Joint Chiefs
of staff did not provide e sufficiently coordinated and detailed
besis upen which the Services at the production level could plan for
a.lcgical sequence oi procureuent, and throushout the war requirements
were generally computed seperately by the Arwy and Favy, cxcept for
aercneutical equipment. ' ‘ '

Much ccordinaticn; however, dic¢ take place at levels below the
Joint Chiefs of Stail generally in areas where .aterials were critical,
end particularly where the requirements of one service were directly
dependent upon the activities of the other, as in the case of attack
transports and supply vessels and of items procured by one service for
use by the cther.

Many examples ol this coordinaticn can be cited. The Central Pro-
curing Agency staifed by Army eand Navy Cificers was created to vurchase
lumber nationally end to. allocate it between the Army and the Navy.

The AAT and the Bureau of Acronautics cooperated effectively on
their reguirements for airframes, engines, propellers, etc, these iteus
making up 76 vercent of the aeronautical program for the two Services.
This 76 percent of the aseronautical program amounted to over cne-
fourth of the entire munitions program (dollar wise) from 1 January
19k2 to 2 Januery 1945.:

The Army and Navy Petroloun Board coordinated the requlrementu
f the Army and Navy for fuel and lubricants.

High octane gas requirements were coordinated by the AAF and the
Bureau of Aeronautics in so far as possible. Honth alter month past
experience became obuolete, so that the estlmateo requirements were
favlty but at least they were coordinated.

flectronic requirements were coordinated under the Joint Communi-
cations Board through its Procurement Precedence of Supplies Material
and Fguipment Committee which formulated a precedence list. The Army



end Havy Zlectronics Producticn Azency (AIEPA) directed »roduction in
accurdance with this list until the swmner of lohh, when it wae abol-~
ished as no longer necessary.

Antifriction bearinge; wire rope, cotton broad woven fabrics,
truck and bus tires, rockets, dry cell batteries, ammunition brass
and many items in short supply (in addéition to steel, copper and alu-
rinum) were fields in which requirements were coordinated and spelled
cut in order that the War Production Board could 'increase facilities
and insuvre additional supplies.

This coordination of requirements, such as it was, was arrived
at only near the close ol the war., Iluch better coordination will be
necessary 1, unfortunatoely, we again have to face an all-out war
effore. :

"FACILITIES AND CONSTRUCTION-~-It became apparent very shortly
after the ewergency descended uvpon us, that the industrial facilities
existing in the country were entirely inadequate to produce the muni-
tions needed Tor the global war in which we were to find ourselves.
That vas a cause of astonisiment, for no cne believed that we would
ever be short oi raw materials cr the fabricated products made Irom
then.

The coordination between the Army and the Navy in regard to ra-
cilities neéded for nroduction was anytiing but complete in the early
stages of the war. In some Tields, coordination vas unnecessary, or
course, as Jor examole, in facilities for shiphuilding and for Army
arsenals and Naval Zstablishuents. In other {ields there was quite
complete coordination as for airplancs wiaere AAF and the Bureau orf
Aeronautics had joint interest in racilities expansions,

There was a substantial amount of iacility coordination wvhere
the procurement for both Services was turned over to one service or
the other. The Army vroduced almost all the powder and explosives
for bhoth Services. Practically all trucks were bought by the Army
alsc. The Navy purchased most of tne fuel oil and lubricating cil
useo by both Services.

There were many cases ol intercnange of facilities amcng the
Army, Nevy and Air Forces. All have come about by close coordination
at headquarters where information was exchanged, needs developed end
finel paper work adJjusted.

There wvasg & constant 1nLercnange oi’ information between Army
Ordnance and the Bureau of Ordnance in the Havy Department in regard
to facilities. This had gone on for some time before we erntered the
var. The eiTort here could be coordinated because oi Lne great gim-
ilerity in meny of the items to be plocurea.

In Noveuber 1941, the Office of Production Management began the

review ol  Army and Navy contracts invelving éuvstantial new facilities
or machlne tools
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Soon aiter VPB was organized; a Facllities Committee was set up
on which were representatives of the Army, Navy, Meritime Commicsicn,
Smaller Var Plants, and Ver Manpower Commission and VWar Productien
Becard. : '

This ccmittes reviewed ifacilitices expansions cdéting over
$500,000, The review covered priuwarily the essentiality oi the proj-
gcis although the proposed location was exanined from the point of view
oi’ availability of manpower, and of the power needed by the equipment.
Before coning up to the Facilities Committee, the posgibility of using
Tacilities made available by chanies of program was inguired into by

he sponsoring agency.

} Facilities sponsored by the War Production Board itcelfl uvsually
came up {rom the Industry Division concerned. As the Army and Navy
had representatives on each Industry Divieion, they had an opportunity
to present the service opinion at that level before it got up tc the
Facilities Committee. ‘

Most of the requests for facilitics expansions by the Army and
Navy had veen quite thoroughly screened beiore they came up to the
Facilities Cormittee, and practically all of them were approved.

In one field of the Facilities and Construction program, there
was complete coordination between the Services. This was the AIMB
"List of Prohibited Items Ic. Comstruction York."

It was prepared and maintained current in Jjeint sessions be-
tween the Production Division of ASF and the Production Branch of
0Pg of the Navy. .

At these joint sessions, Materials and Products Specialists, as
well as representatives of the Ccrype oL Engineers and Bureau of Yard
and Docks, »resented their recommendeticns from vhich the list was
formulated, This list controlled both cormmand and industrial.
constructicn.

MACHIIT; TCOLS--Cne aswect of the mwnitions program vhere the Aray
and the Navy coordinated quite fully was that o machine tools and
piant equipment. The foresignt oi the Airmy and Navy Munitions Board
Machine Tool Committes was responsible in large nmeasuvre for getting
the Machine Tool Program underway in time to avert disaster.  Organ-
ized in the early 1$70's, this ccrmittee formulated plans for the
erpansion and conltrol oi the macihine tool industry in time of wer.
With the assistance of industry the canacity of &ll machine tool.
builders was tabulated and their possibilities for expansion analyzed;
standard nomenclature in catalog form was initiated, and some progress
made In the elimindtion of cdd and unnccessary sizes of items. In
the light of later develonnments, ithese plans were rather elementary
and quite inadequate for total war. Particularly valuable, however,
were tho contacts made between the Armyy and Wavy and the leaders of
the industry. As is well known, the vrccedure f{or procuring war na-
terial in this war 4id not icllow & prescribed »lan; and it vas
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“therefore necessary for .those responsible for plant equipment to rely
on their own general estimates of Futurc requirements. Vhaen definite
programs were laid down, a large vcliume crder for machine tools could
be placed. For instance when the Thousand Bomber authorization was
made, the Air Forces through the mediuvm of the Defense Plant Corpora-
tion placed orders for 200 million dollars of machine tocls. Shortly
efter this 1t was believed wise to expand facilities for the manu-
Tacture ct all tynes and sizes of tools. The composite Jjudgument of
officers of the Army and Navy, WPB and the machine tcol industry
determined the extent of the expansions. :

Oificers in the Machine Tool Division of the ANLMD had realized
that the rorthcoming demand for maciiine tools must be anticipated by
expanding the capacity oif the machine tcol industry through the
rlacing of substential,firm orders.

Accordingly the Army end the Havy, though without appropriations
Jor the purpose entercd into facilities and supply contracts vwith a
considerable number of tool builders late in 1940 and early in 19k1.
Defense Plant Corporation (a subsidlary of Reconstruction Finance
Corporation) had been orgenized in August 1940. Its function was to
finance facility and supply contractes using funds provided by RFC.
In February 1941, it made 35 millicn dolliars available Tor tools.
Later that was Icllowed by 200 miliion dollars for the 1000 Bomber
Program menticned hefore. In twe and one-half years it entered into
some 750 contracts for tools to the value of nearly twe billion
dollars.

Cf the nearly two billion dollars in pool orders for tools, it
was estimated that cancellation costs amounted to about nine million
dollars. This very excellent Jjob of buying mechine tcols by DFC had
the btenefit ol the Army's and the lavy's extensive knowledge and its
success was due in no small neacure to their participatiocn.

The Machine Tool Division of the ANMMB meintained close records of
all pool orders and issued reports ¢f their status. Thus. it was pos-
sible nct only to check production of tools under pcol orders but to
control their manufacture cnd distribution, curtailing or cancelling
i indicated. The success of the entire operation reflected the co-
cperation and ccordination between the services, VPB and DPC.

ther methods of increasing preduction were the use of the sub-
stantial nuaber of machine tools placed in storage by the Army and
Nevy after World War I, the seizuxre of tools on crder by France when
she surrencered and the cummandeer’ng ol tools on order by the Japa-~
nese~--aometines with and sometiues without adequate authority. =xnort
controls wers ectablished and export iicenses used during the defsnse
period by the AIUMB tc keep needed tcbls in the country and to nrevent
potential enem:ies from securing then. After WPB was set up, it had

a survey mede oi thc Nation's idle equipment and centered its control
in WPB regional offices waere Acrnmy and Navy officers were staticnsd.
This service contributed much to mecet the tremendous demands of

®
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subcontrectors for machine tools at a time when new tool procurement
foxr subcontractors was next to impossidle.

Efficient distribution ol machine tocls in this war was more d{irf-
ficult than providing an adequate supply. The Tirst plan of distribu-
ticn was based on "first things first.” The prelerence reatings of
supply contractors was Turnished to machine tcol builders in Master
Preference Lists. The faults of this =wlan were that it promoted ex-
travagant order of tooles and all deliveries of scarce tools toc the
highest urgency standings of the A-l-a »reference rating, with the -
result that a Tew contractors had excessive cuantities of machine
tools, many of which stood idle for long periocds, ¥whille other con-
tracters vere unable to complete their pilot iines.:

The system was so unsatisfactory that the policy of "first things
first" gave vay to the policy of building simultaneously all eleuents
ol & balanced orogram. In May of 1942 General Preference Order X-1-d,
develoned by AMB, was issued. Under this system 75 percent of the
monthly production of each make, size and type of tool was allotted to
the nilitery and their contractors. The other 25 nercent was allotted

o other domestic and foreign purchasers. Ci the 75 percentc aldctted
service purchasers, each bureau and czervice of the Army and Navy re-
ceived a quota. EFach bureau and service made up its owm naster pref-
erence list showing the relative urgency standing of its contractors.

The irmediate effect of the new quota system was to introduce
economy in the ordering of tools and to permit deliveries where they
wers needed. The Master Preference Lists were revised at frequent
intervals. TFlexibility was introduced into distribution by the iact
that “PB had authority to divert delivery from one customer to ancther.

Other exauples oi coordination vetween the Army and Navy were
the issuence of letters directing the interchanze of idle capacities
ervisting in Army and Navy production lines, which were supservised by
the inspection irorces of the Services in the field.

In 1047 a joint letter was issued vroviding for the fres flow cof
surplus machine and hend tools and cther egquipment between the Army
and Navy without exchange of funds. Tais did away with a tremendous
amount of paper work and peruitted surpluses in cne service to cover
deficiencies in the other with a minimum of effort.

JOTHT SPECIFICATIONS--Until we had been in the war for nearly a’
year, no cfiicial action was taken tc set up & board to formulate Joint
Army ené Navy Specificationg for the ASF and the Navy Department. The
natter was not pursued as actively as it might and should have been,
until nearly the end of the war,

Beifore the war there had been vhat night be called uncfficial
Joint speciiications, as each service procured a good maay items for
the other. Acceptance of these items as satisfactory naturally
carried with 1t, approvel oi the specifications upon which they were
purchased.



The cormon interest in svecifications relating to aeronautical
material, however, was recognized by the Army Air Forces and the
Bureau o: Aeronautics as early as 1927. A program of ANA specirica-
tions was launched then, and it has continued to be active ever since.

There are in effect today over two thousand ANA specifications,
~drawings and bulletins of acceptable products.

The following types of specifications are in use by the Var and
Favy Depertments:

TFederal speclfications promuigated by the Treasury Department.
The Army and the MNavy both have represeatatives on the Federal Speci-
fications Committee and have been ianstrumental in reviving this agency,
vhich was more or less dorment for ycars.

U.S. Aruy specifications as devcloped by the Technical Services.
Navy Depariment specifications as developed by various Bureaus.

Army Tentative and MNavy Bureau Inberim specifications were used
by individual technical services or burcaus for "one shot" require-
ments, for use while final specifications could be developed aiter a
period of trial and error. :

U. S. Aray Specifications and Navy Department Specificaticns
had been vrrepared meperately for rears with practically no coordina-
tion until a Joint Army-Favy Comaittce on Specificatidns was created -
in December 19LZ2 by a directive signcd by General Somexrvell, and
Admiral Robinson. AAF and BuAer Acronautical Specifications were not
included in the purview of this Committee.

The eiforts of the committee brought Forth some fruit and there
vas tecimnical, syeciiication coordination in respect to a number of
iteus such as electronic tubes; textiles, chemicals, plastics and
photographic material, TFor a variety of reasgons; the work of tais
committec was not pushed as it should have been. Only 127 joint speci-
Tications were promulgated In the first two years of the committee's
liZe; althcugh they covered thousands of items.

The unsatisfactory conditions wecre recognized and after meny con-
ferences between the Army and the MNavy, a new organization vas set up.

The precept of this new organization was signed by the Secretaxy
of Var and the Secretery of the MNavy, and thus brought in the Army Alr
Forces and the Burcau of Aevonautics. (Ixcept for items for which the
procurenent responsibility and use rcst solely in the Army Air Forces
and Bureau oi Aeronautics or either oIf them, and those materials and
processes for which there is a peculiar aeronautical requirement. )

A Specirication Council and a Specifications Board were set up

under the ANMB, the intent of the directive being to establish between
the VYar and Navy Departments a Jjoint organization for promulsating,
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administering and policing specifiications which will be utilized by
~all procuring agen01es of the War and Navv Departments. This joint
council and, . board superseded the previous JAN’ooeciilcatlon Committee,

As cen be imagined, there has been difficulty in getting such
an organization rolling. The Specification Board has twenty-two
members, comprised of an executive committee of four members appointed
by the Secretaries of War and Navy and eighteen members Irom the
technical services of the Army, Army Air Forces &nd Bureaus of the
Navy Department; Marine Corps and Coast Guard.

Hovever, the organization is a going concern. The field to be
eovered in joint specifications has been. explored, those .specifica-
tions of the Army and Navy which will lend themselves to joint action
have been listed and a priority for consideretion has been established.

"In Januery of this year, a {ive-year objective covering the ac-

.. tivities of ANJSB was promulgated. This covered the processing of the
’ two thousand to three’ thousand onecﬁllcatlons consiaered by the tech-
nical services as capable of belng developed into JAN or Federal
specifications.” It also provides for the continual revisions of ex-
isting JAN specifications to.keep them current with technological
developments and. changlng m*litary characterlstics.

A The importance of gétting togetner on j01nt specifications can-
. not be exaggerated, and every eifort ghould be made by the technical

services to exbedite their formulation.  Not only are joint specifi-
cations highly essential for Joint orocurement, but even without Jjoint
procurement, we should not lay ouISelves open to criticism by having
common art*cles vary enough in their speclficatlons to confuse and

. eritate manu i acturers."‘

Clocelv connected with the matter of Jjoint sp801flcatlons is the
matter of 1nsgection of materials and’ components purchased unaer these
Joint spec1xicatlons, as well as under other specifications.

Coordination of inspection between the Army and. the Wavy has been
made very difficult because of the differences in 1nspectLon policy in
the Army Service Forces and the Navy. These diiferences exist in a
great meny Tields such &s subcontract 1nsnect10n, contractors' Certif-
icates of Compliance, differences in scope of duties in naval inspec-
tion offices and ASF Technical Services offices, inspection forms, &tc.

At the operatlng level, there has been very good cooy ~dination
partlculafl" on 1tems covered by JAN specifications or ANA specifications.

On such items no technical ‘difiiculties were involved, but the in-
spection poliéy differences mentioned above complicated the taking
over of inspection by one service for the other. However, a great
deal was accomplished in this area. .

For instance, the Signal Corps and the Bureau of Ships divided
inspection of certain electronic material; the Petroleum Section of the



Burean of Shipe and the Fuels and Lubricants Sedtion of Army Quarter-
master Corye divided ‘inspecticn of petrolcum products. Complete co=

ordination was achieved in the inspection of ‘strictly aeronautical . .

maLerial betveen AAT and BuAer, Nav .

‘ Tpore vere sucn differences in 1nspect1®n DOllCJ that nlant bJ*
nlant coo“ainatxon vas about all tnat could be dOne durlng the war.

Inasniich as the questlon of ‘inspectivn is so lnt‘mately connected,
with the foruulation of join®t' spécification and Jjoint procurement;:the
Aray-Navy Joint Specification Board might well take up the question of
reconciling the differences ih policies, orbanizatwonu and- oxocedu;es
existing in Navy and Army Inspectlon. C :

Such a reconciliation of differences will aesist stlll Iurther
in improving the attitude of suppliers toward the Services.

MANPOWER—bManpowerIto‘operate“the'colossal industrial machine
vhich 'is the backbone oi modern var was just ac 1mportant to us 1n
ne productlon Job as the fa01lltles themselves. - : :

This pnase of 1ndustr1al mob“llzateon, ‘however, was the: last one
to receive serious attention in the governmental emergency’ crganiza-
t'on., There were several reasons for this, At first there wag no
real nroblem with the OVBr-all suooly cf labor. Although there were
ebortages in certain skil¥ed traoes, many training programs conducted

. by varlous agencies “were Ialrly ‘successful’ for & time in easing the
’31tuat10n., In the early part of thE, due to-the draft of men to the
Armed Fbrces and the expandlng ‘demands of “industry; an over-dll men-
power snoriage beg gan to develop and showed signs of beeéoming in-
creasingly critical. A centrel authority to deal’ with ldbor- suvply
. was necessary.  Vhen the WPB was established, the Labor Division
_undér Sidney . Hlllman had attemptca 1o coozdlnate ‘lébor stpply and
‘training, but tne problems were becomin “80 compllcated ‘with the .
numbeﬂ of” aben01es invclved that the“gituation -got ottt of hand::

f; Congress or e;ecutlve order to cope w1th the problem. She

_ Many Ve¢e of tne oplnlon that °uch an’ authorzty should be set up
1n the WPB in order tnat manpower for the Armed Services shovld be in
CUntrol OI the agency 1espons*ble Tor productlon of m1n1twons‘

However in April 1942, the Var Manpowver Commission outside of the
WPB was established by eAecutlve order, with Paul’pcNutt as chairman,
‘Representatives of the War; Navy, Agviculture, Labor Departments,:the
Labor Production Division of the WIB, the Selective Service System
and tae Civil Service Commission made un the WMC. Authority and re-
sponsibility were vested in the chairman, who was charged with the
Formulation of plans, programs and policies with respect to the mobi-
lization of menpower, including estimates of requirements for industry
and for the military, as well as for the training of industrial
workers and the distribution of all available manpover .



Even with this apparently compact and centralized administration,
the manpower feature of economic mobilization was much more complicated
and difficult than that for material resources,  -The WM never had
adequate authority to enable it to do this. obviously necessary draft-
ing of labor Tor essential wer Jobe, and the situation with regard to
manpover remained muddled until the end of the war, ‘

Farly in 1945, the shortage ci labor in the rew material in-.
dustries--coal, steel, coprer, lead and zinc to mention only a few--
was enough to aifoct the production. of end products., If the war against
Germeny had not ended when it did, I bslieve that a National Service
Law would have been necessary to keep our var machine rolling,

To asgure that manpower problems which might threaten production
schedules were given remedial action promptly, the Army and Navy es-
tablished manpower organizations to work with the WPB and WMC. The
service organizations were set up to assist the civilian agencies by
giving them inférmation developed by our Jleld organizations and by
evaluating the effect of proposed plang and policies upon procurenent.

The service orgenlzations. were necdod also to agsure, within the
Army and Navy, compliance with the regulations as issusd by the civil-
ian agencies and to interpret these repulations to their suppnliers.

On 4 September 1943, the Office ol War Mobilization announced a
program designed to meet war and egsential civilian manpower needs
which was applicable to the west coast where.labor shortage had become
most acute. Subsequently, this program was extended to’all critical
labor areas throughout the United States. In substance, it provided
for the establishment of Area Production Urgency Committees in each
critical labor area under the chairmanship of a representative of' the
VPB with membership from the interested procurement agencies. The
committece was empowered to establish relative urgencies within the
areas for manpower in accord with directives from the Production Exec-
utive Committee oi" the WPB.: There was also established in each area
a Manpower Priorities Comm;ttee under the chairmenship oi WM which
wae empowered to establish ceilings of employment -in menufacturers
plants, to control referrals by the U.S. Employment Service, and to as-
sure the proper utilization of menpower within the area. The Army and
Navy usually had the same representative on . both committees.

At Tirst these committees were set up in sreas designated Group
I and Group II:. Group I being where the situation was already critjcal
and Group II vhere the situation was stringent and liable to be criti-
cal within six months. Tater Group III areas where supply and demand
for labor was In balance and Group IV areas where & labor surplus ex-
isted were designated and Productlon Urgency Committees were estab-
lished in tnese areas. .

Other phases of tne lebor problem aside from labor supply which
might interfere with war production were handled by the Naticnal Var
Labor Board Tor labor disputes and wage cases; the National Labor Re-
laticas Board for labor relations; and the Naticnal Selectlve Service



System for draft delerment matters. The -Army and Navy had active
representatlon wlth these. agencles.} : - ‘

One £ié1d where the Army and Navy vere partlcularly active was in
the formula+lon and policing of the National Production Urgency
List-=the so-called "must" list.

Back in 1943, the WC. sent out a 1list of essential activities.
The llst vas supposedly to be used for labor referrals but ite use for
that purpose was not. vholehearted. It was used primarily es a ﬂu1de
{or Solectlve Service Boards in Arafting men into the SerV1ce~.

In November 1943, the War Productlon Board got up a lLSt called
the "General Prcduction Urgency List." This was-an attempt to put
into seven groups the relative urgency of vroduction. In March l9eh
the Production E: cecutive Commlttoe of '¥B issued a list of thirteen
highly urgent programs, vhich was to be used as.a guide by local Pro-
duction Urgency Committees. By September 194k, there were thirty-
nine programs on this list and the WMC said they just could not find
enough labor to refer to the companics involved--200,000 men were
necessary for the manufacturers of "ausi" iteus.

The list was boiled down to a smaller one by the Petroleun
Brxecutive Committee in October 19hlL, (nineteen programs), but at once
it began to grow again as every 1nduotry wanted .to get on.the "must"
list. During the last year of the war, the Navy advocated the abolition
of the list entirely, with the excevntion of those items on which ex-
piicit instructions had been issued by the Joint Chiels oi Stafi. The
Navy's stand was that local committces were in a better position than
anyons in Washlngton to deternine which contractors should be on & local
"must" list. . :

Another coord;nated ef¢ort in whch the Army and Vavy had a large
rart was the Joint Program Information Committee, This cormittee was
set up by the PB and WC Jointly in February 1945, to develop cooper-
ative" programs when the need arcse for the dissemination of information
on s»ecial prograus, bv Production Urgency and Menpower Priorities
Commlttees in local industrial areas, particularly Groups I and II.

The committee was set up because broad national publicity on man-
pover and production began to lose its effectiveness and it was thought
that publicity should be considered in terms of local areas in which
production and manpower deficits were important.

Case histories on various subjects such.as railroad workers, lumber,
repair of battle damaged ships, etc. were prepared in Washington pointing
up manpower needs. The motto was "Pinpointed for specific -skills,
authenticated by local and Washington facts, fully explained to the.
Community." Newspapers end the radio were most cooperative in pub-
licizing the data given them by the local commitiees, which took the
Washington 'information and added the local color. Army and Navy rep-
resentatives generally snearheaded these Joint Program ¢n10rmatlon
Committees. -

- o0 -



Coordination between the Army and INavy on manpover was, on the
whole, continuous, effective and narmonious. There was couplete inter-
change of inicrmation between the parallel organizations of both de-
Jpartments on all matters of coumon interest. Directives and instruc-
tions were exchanoed 1deas Yoncerning besic policy positions were
discussed informally and usually resulted in the lssuance of similar”
policy inqtructions on labor supply and labor relations matters. It
was contlnuouslf enphasized 8t conferences and in operating instruc-
tlons that Army and Navy represenvatives should attempt to reccncile.
any competing manpower demands beiore meetings, gso as to present a
united viewpoint to the committee. : ~

Tt was inevitable; of course, that there should be competition
between the Army and the Navy for manpover, since both Services were
major claimants for' whet vas available., Directives from the Joint
Ghiefs of Staff as to the relative importance of top programs re-
sukted ,in the acquiescence by ‘one service 'tc. the.prior claim.ol the
cther. Althouoh both Services v1porously pursued the common aim of
obtaining the manpower necessary tc meet production obgectlves, there
were no major instances where conilicts Were not settled either at the
department level or in the field; end generally amicably.

°AC£ING ‘AND DACKAGING— -Prior to the entrance. of the United States
1ntc the war,‘the Armed Serv;ces hed given insufficient consideration
to the packing and packaglng problems which eventually proved to be of
vital concern to &ll agencies. Packaging as used commercially. and
domestically and for prewar export was found tc be well dsveloped; but
lacking in thcse essentials vhich were necessary to pack and vackage
against the hazards of wartine hanqling and transportation conditions,
ertreme climatic conditions &nd 'long term unprotected storage in the
cpen. It is unfortunate that the develovment oi* amphibious warfare '
did not give more considerdtion to what would heppen to stores and.
.equipment landed on open beach@s unde% re, partlcularly in the tropics.

Losses in the early part of the var due to 1naaequate preserva-
tion, packlng and packaging end primitive methods of-handling reached
gtagzering propprtwons. In many cases 7C to 100 percent .or valuable
shipments wére loét,'jeopardizing the success. of major operations.

- Effortg to coordinate the packaging functlon early in the waxr

June 1942 were carrled out’ by the Container Coordinating Committee of
the War Production Boerd. - Membershin on this committee consisted of
the Army, Navy, Aruy Air Fcrces, VPB, Lend Lease, ODT, WSA, and WFA,
Treasury Department. The committee was established to coordinates the
pOllCleS of the various agenéles'ln regard to the use of containars
and nackaglng materials for domestic and overseas shipments baiore .
most of the services and bureaus’ had packaging staifs. It preparved
several menuals and packaging specificaticns which contained cvzellent
materigl. .. The net results of thé comitiee's -action were rat.r veak
.however.as it had no autdority to énfores coordination and wher Dack-
aging sections were established in the various: bureaus and sevvises
they did nct actively support the committee. Xach bureaun and service
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had full authority over packaging ofi the meterial under its cognizance,
Consequently, due to & veriety of reasons including ignorance, desire
for autonomy and rather smug self-satisfaction, peolicies varied freom ac-
cepting "commercilal packing" to the specification of packaging which
was overly elaborate and expensive.,

Condltions improved of course as reports came in from the Iight-
ing fronts and verilication of the conditions exieting was made by
packing specialists from the procuring agencies. These specialiste
in packing were obtained from civil 1liie usually comm1851oned in the
Army and Navy, and very generally knew their stuff

Finally in the latter part of l9hh a Navy Packaging Board and an
Army Packaging Board was set up by the Navy and ASF respectively, and
early in 1945 a Joint Army Navy Packaging Board was established. The
individual service boards were composed ior the most part of packing
'speciallsts as was the Joint Board.

. The coordination of the,work of these threé Boards was excellent
and resulted in Joint Army-Navy Specii'ications and Packaging Instruc-
tions which if carefully followed would permit the laying down'of
equipment in operational areas with & [ive percent loss -as a maximum.

The personnel comprieing the boards was highly skilled, enthusi-
astic and broad-minded. -Small differences of opinion were not per-
mitted to delay the promulgation of a specification. Time limits were
"put on the discussion of specifications and agreement of those involved
was generally obtalned most eypedltiously.

Problems of packaging vere attacked from an’ over-all War and Navy
Department aspect, rather than from an Army service or Navy bureau
point .of view, and this esprit de service, so to speak, had much to do
with speeding up the work. Chiefs of Navy bureaus and Army technical
service cooperated fully in the work of the boards and insisted on

the same full cooperation from everyone :under their command.

By the end oi 1945 practically all procursment common to the Army
and Navy was standardized as to preservation, packing and packaglng
procedures.

The Secretaries oi War and Navy have directed that joint pack-
aging effort be continued in the Army and Navy Joint Sp601fication
Boerd under the direction oi. the ANMB .

Such contlnulng.coordlnatlon is necesasary in order to adjust to
the less rigorous conditions of peacetime and to take advantage of new
and improved developments constantly occurring in the fields of con-
tainers, dehumidification agente, rust preventives, moisture-prooi
barriers and the like.

. It will be necessary for the ANMB to insist on this continued
and flexible coordination, Jjust as it must for Jjoint specifications
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in other fields, as the tendency on &ll sides in times of reduced
perscnnel its to cut down on what shortsighted and misteken people cell
Mfrilis.”

CONSTYRVATION-~Conservation in its broad sense covers practically
the whole {ield of production, embracing materials, facilities, labor,
transportation and power, through the stages of design and specifica-
tion, requisition and purchase, manufacturing processes, and ~
distribution.

A great many of these items are outside the purview of this talk
today. Coordination which existed in regard to some of the items has
already been covered.

Most of the work done by conservaiion groups in the two Services
vas in regard to materials., The Conservation Committee of the ANMB
provided the principal means of Jjoiht action in conserving critical
materials until August 1942 when the committee ceased to function
actively as such. Informal cooperation continued between the Conserva-
tion Branch in ASF and the Conservation Divicion in 0P & M (Navy).

Conservation directives were exchanged and frequently discussed
prior to issuence.

Censervation groups in the two Services were instrumentel in
gotting Joint action on specifications and packaging under wvay.

Lists of critical materials were published by the Army, Navy and
the WPB though often tley were not identical. It was only near the
end of the war thet a combined "Critical Materials List" was iseued.

The conservation personnel assisted in thé preparation of the
"List of Prohibited Items for Construction Work.™

The Army and Navy groups cooperated in issuing procedures in re-
gard to reclamation work in the fields such as salvaging lumber,
reworking critical compeonents, and rsclaiming petroleum products.

Material Regulations (Morders) proposed by ‘the W.P.B. vere cleared
with the conservatlon people before 1ssue.

The best exemple of coordlnatron in conservaticn was that of the
Operating Comittee cn Aircraft laterials Conservation. This cownit-
tee made a definite contribution to aircraft production. It had ep-
resentatives from the AAF, Burean of Aeronautics, Navy Department
and YPB. Set up in 192, it issued some 1C0Ormandatory directives and
bulletins to the aircraft incdustry as the sole agency acting on joint
conservation probleus, and succeeded in obtainlng hearty cooperation
from all hands.

Ancother example also in the aircraft field, is tiue Committee on
Materials Research Coordination establiched in early iShk to bring



"to the attention of all concerned, the work being decne on research for
aircraft materials. The committee was established under the aesgis of
the Naticnal Advisory Committee for Aeronautics and had representation
from AAF, Buler, CSRD and the Aircraft industry. It helped bring
‘order and action into this very important field. The work, carrisd on
primarily for airplanes, has much of interest to other activities of
the Army and the Navy, involving as it does the supply of materials
with euitable weight and strength under high temperature conditions.

In concluding this talk, I think it is very evident that a very
cursory examination of our -industrial mcbilizaticon during this last
wayr points up a great many faulis which must be corrected., Ve threw
together a creaking machine with badly cut gears, lubricated at times
it seemed with red lead and emery, with too many steering wheels and
operated over a very rough road, It was fortunate for us that we had
time as we went along to redesign the machine, get the proper lubri-
cante and resurface the road. I think the country realizes how lucky
we were to have nad that time. It also realizes that, in view of the
latest developments in war weapons, tie next time we face an emergency
cur survival will depend upon what we have instantly ready. As a
corollary, of course; is the Ffaci that with world-wide knowledge that
we are ready, the emergency probably will not arrive.

I say that the country today realizes the necessity for readiness.
How long that frame of mind will last is a question. Cne would think
that our experience of the last few years would satis®y anyone oi thse
necessity fcr having ready at all times a carefully considered and
up-to-the-minute plan for coordinating the Nation's resources for an
all-cul war efiort. :

If such a blan is prepared by the military alone, however, it will
prcbably suiler the fate of the Industrial Mobilization Plan oi 1959.

Any plan to be effective must e known and arproved by the country
at large.” Such knowledge and approvel can best be obtained through
the proposed National Security Council and National Security Resources
Board.

These two civilian bosrds made up of men high enougn in govern-
ment to advise the President adeguately and reporting directly tc him
would relicve the military of any suspicion of warmcngering for its
own aggrandizement.

The Security Council would concern itseli with the formulaiion of
foreign and wilitary policy and would coordinate tihe siforts oF lie
State Department and the Armed Forces to implement this policy. In
other words, the Armed Fcrces nust know hov iar we are willing tc go
to obtain acceptance of our policies. They then can determine how
large an Arny, Navy and Air Force mnglt be maintained constantly and in
wanat directions and in what sequencc they must be augmented il wer
should uvnhappily develop.



Instructicns can then be issued tc tlie agencies concerned as to
the number of shiss, planes, tanks and cther military equinment which
the Lrmed Torces are to procure and the order in which it is to be
procured. This knowledge will permit them to break down the over-all
preosrem into requirements for materials and components.

Thig information fed into the Security Resources Board through
the Army and Navy Munitions Board will enable the Tformer to establish
and keen up to date--against constantly changing requirements by the
Services~-sufiiciently flexible policies and programnsg whick will insure
the ncst effective use of cur raw wmeteriale and their fabrication into
militery products.

It sounds very simple but as studies in the College are indiceting
it is &a very ccmplicated matter and will require unceasing efforts of
this class and those of gucceeding classes in this College to ccordinate
the requirements of the Services for any Juture var.

At the levels cn which work for oroduction coatrol, cooreration,
interchange of information, ability to see the other man's pcint of
view, and the realization that a war is not an Army's war, nor & Navy's
var, but a country's war; are functions absolutely necessary to success.
CAPTATYY HENNING:

I want to thank you, on behall of tiae school, for a very comnre-
nensive review of the organization of controls necessary in industrial
mobilization. Ycur praper will be mads a rnart of the records of the
school and will be, I am sure, of value tc future students.

Thank you very much, Admiral Charlton.

cQo

(2C June 1946--200.)8
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