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C~ ~LDILA~ION OF PROCUREMEI~T BY "I~/~E AP~.D/ ~[D NAVY. 
• . 20 May 1946 - • 

CAPTATN ~I~IN.G: 

In viewir~G the back~ound of Admiral Charlton, i could not help 
but be i~wreased regarding the work and vaz'led career that characterized 
the making of a flag officer in the American Navy. 

Admiral Charltcn graduated "~ wi~n distinction in 1908 from the i[aval 
Academy, sixth in a clase of 200. His flrst service afloat }Tas in the 
old Pennsylvania. After he was detached from the Pennsylvania, in 1911, 
he served as the Engineer Officer of the Nashville, which operated in • 
the West Indies.and Gulf of Mexico. 

From September 1913 ~ntil June 1915 he was undergoing postgraduate 
instruction in mechanical engineering in the Postgraduate School at 
Arn~apolis. • He .then went to Columbia University ~..~here he received his 
degree of Master of Science. 

Admiral Charlton served in the Navy Yard, Boston, from November 
1917 until May 1918, when he reported tc the Bureau of Steam ~ugineering 
in the Navy Department. 

He was senior ~gineer Officer on the Tennessee fro~.n Nop-em~er 1920 
to September 1922. Then he went back• to the Bureau of Steam Engineering 
for four years, z o±lowlng that he ~.~s a ~.:em0er of the U. S. Naval l;iis- 
sicn to Brazil. !Cnen he returned to the UnitedStates he again' served 
a tour in the Bureau of Stemu Engineering. He then became aide and En- 
gineer Officer on the staff oi ~ the Co~ander, Battleships, Battle Force 
of the 'U. S. Fleet. 

His next duty was as Inspector of Naval Material and Naval Inspec- 
tor of Machinery in the General Electric Company at Schenectady, Fol- 
lo~ir~ that he went to Cavite as an 2h'~gineering Officer. 

]hl March 1935 he ~as transferred to duty as Fleet maintenance 
officer on the Staff o! the Commander in Chief, Asiatic Fleet, serving 
under A~irals Upham~ Yarnell end i~,iurfin. . 

The Admiral's next duty was as i~igineering Officer in the ~,~orfoik 
Navy Yard. In 1940 he was assi~ed duty as manager of the Puget Sound 
Navy Yard. Then he went to Chicago as Inspector of Naval ~'~terial. 
Following that he reported to the Army ~nd Navy Munitions Board as the 
Navy head of the E~ecutive Committee. He later became head of. the ~o- 
duct!on Branch of the Office of ?rocurement and Material, Office of the 
Under Secretary of the Navy. 

This reviews the main points in the career of Admiral Ch~lton. 
His background certainly indicates it is a partlculaz.ly rich one. He 
is well quallfied~ as much as other~ of ~.Thom you can think, for the talk 
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on joint procurement which he is going to give us here this morning. 
It is a particula~ly interesting time in that Admiral Charlton expects 
to retire within a fe~z days and what he says no doubt will suz~ up his 
rich and varied career. 

Admiral Charlton. 

.~DM~AL CHARLTON: ~ .  

Captain Hennlng, distinguished guests and fellow officers: 

]~en General Armstrong asked me to talk to you today on the some- 
what overpowering subject of "a review of the coordlnatlonby the Wet 
and Navy Departments of those functions involved in production control 
includingdetermlnation of reqv.irements for components and materials, 
allocation of facilities, manpower co~trols, scheduling production, 
inspection, packing, packaging and conservation," I wished that ! had 
the laconic gift of the late Calvin Coolidge. You may recall the story 
of his being asked upon his return from church ~hat the subject had 
been. "Sin," he replied. "What did.the preacher say about it?" the 
questioner continued. "He is against it," said ~. Coolidge. 

it would be as pleasant for you as for me if I could deal with 
the matter of "coordination," by saying "I am for it," but I am afrald 
it cannot be disposed of as easily as sin. 

Any discussion of the coordination finally achieved by the ].Jar and 
Navy Departments in obtaining the tremendous amounts of materials and 
components procured for the war effort must have as itc basis the Army 
and Navy Munitions Board. The work of this board, assisted in no small 
measure by the Army Industrial College, was the foundation on which the 
l~ar lh~oduct!on Board and many other war agencies~ere erected. 

The Army and Navy Munitions Board was formed in1922, consisting of 
the Assist~ut Secretary of Uar and the Assistant Secretary of the Navy. 
Due to various difficulties in determining an assumed war plan, the Army 
~d ~ ~avy Mt,~itions Board did little until 1931 when a reorg~ulzation ]~as 
effected. 

Plans for industrial mobilization ~ere prepared, the first one being 
approved in 1933 and the last in 1939. The plan set out in ~eat detail 
the organization of a Nat Resources A~uinistration, to be manned by 
civilians assisted by the Military. A ~ar Resources Board ~as appointed 
in 1939 by the Army and Navy with the approval of the President to re- 
view the Industrial Mobilization Plan and submit any recommendaticns 
considered necessary. This board was appointed in August 1939, before 
Hitler had invaded Poland and before the limited emergency of September 
1939 ~as ar~uounced by the President. 

The outcry against the l#ar Resources Board apparently was enough 
to warrant the President stating in September 1939 that it would soon 
be disbanded--its ~rork having been ccmpleted. This board was offi- 
cially discharged in November 1939 ~Ithout any action having beon taken 
on its report, and apparently none ~ver was. 



The Army and Navy Liunitlons Bcar.~. had, of course, reco~mnen~ed the 
setting up of the War Resource~ Boar& because of its conviction that we 
would .ultimately be involved in the war andbecause of its hope • that 
the boar~, would be established as a nuclo'~s of the War Res0urces 
Administration. . 

Unfortunately, the timing of the proposal was premature as the use 
c f the wo-_~d "war, " ~o fa~. as it applied to entry of the United States, 
was anathema at that time. Pres~nably the limited emergency proclaimed. 

~,,~ did not establish adequate authority to set up an emergency 
agency ",..~ith board po~,'ers~ and if an attempt had been made then the out- 
cry • ~<ould have ~ been heard to high Heaven. The co,m~try just was not 
ready for it. It i~ interesting to note~ however, that~ a little over 
t~.~o years later, after the improvisation and confusion which perhaps 
could not be avoided while the co~nt-~'F was being conditioned fo~-' active 
participation in the war, the governmental machinery developed for su- 
pervising the N~tion's war economy closely resembled that proposed in 
the A}L;~'s 1939 .Industrial Moblliz~tlon Plan. 

The -~" 'r ~m 3 and Navy Mm~ith~ns Board continued its studies of the al- 
locations of industrial piantsj and tho .,,~ar and Navy Departments placed 
educational orders within the funds thoy were a!ioted. There ,,.~as not 
t~o much difficulty encountered by the Services in obtaining the mate- 
rial them soug~ht to purchase at that time as the total appropriations 
to the Army and Navy for the fiscal y¢a r 194o were less than two billion 
dollars. 

Cne thing the Army an6 Navy Munitions Board did in 1939 was to 
start ac~.in!stering the strategic materials which were set up by the 
Strategic Materials Act (Public 117). That Act authorized the appro- 
priation of i00 million dollars in the fiscal years 1939 to 1943 ~d 
actually appropriated 70 million. The ~my and Navy M~itions Zoa~-d 
had control of this money and spent 55 million dollars for strategic 
and critical materials. 

By May of 194% however~ after the flall cf France~ the demands 
upon cu~ ~ e~onomy not only for our o~m d~fense needs, but for England 
and ~r~ce~ were such that supervision of -naus~-lal mobilization was 
indicated. The Ccun.cil of National De-ense :.~as called to life under 
th& Act of i?16 and on 29 ~',~y 1940 the Council established an Advisory 
Commissicn. The weakness of this organization had been clearly ~emon~ 
strated in i~16, but it was again used as the point of departure in 
developing goveri~lental organization to mobilize industry, l~robably 
i~s use at the time was based on the fact that it was the only machinery 
available based on statutory authorlty. However~ neither the CoLuucil 
.nor its Advisory Co~~m~is~ion had any real authority~ its sole function 
being advisory to the ~q~esident. 

Under the established procedure the Advisory Ccmmittee ~lade studies 
a~d advised the Ceuncii~ which in turn made -~ecommendations to the 
President. There ~as no delegation of presidential authority at any 
point in the line. The principal advantage of its revival at that time 
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was that it focused attention of the Dubllc on the emergency, although 
the possibility of ~mr was still not oven thought of by the country. 
~[±th 1940 a presidential election year, the regimentation entailedin 
government control over our whole eco~y could not even be contemplated 
bythe Administration. 

Just after the Council of National Defense was revived however, the 
AI,.~,~ went ahead ~rith the formulation of a Priorities Directive (issued 
in August 1940) which assigned preference ratings to Army and Navy con- 
tracts. Manufacturers, for the most part, accepted these preference 
ratings on a voluntary basis for a certain length of time. 

At this stage of the defense pro~.am (August 1940) the Advisory Com- 
mission to the Council of National Defense had no prioriti3s organization 

• "I a or power, although all previous planning 1~ad provided tn t such a prior- 
ities system ~:ould be administered by a civilian organization. Ho~,ever, 
the Cotmcll of ~ational Defense after observing the voluntary priorities 
plan being Operated by Ai~E"~ came to the conclusion that priorities would 
play an important part in defense production and by order of Council 
October 1940 established a Priorities Board with Donald Nelson as 
Administrator. . 

By ezecutive order a little later this board ~.~as empo~ere& to place 
priorities for Army and i~avy orders on a mandatory basis. Uniform re~- 
lations, essentially the same as the A~E'4B system~ were established and 
the Army and • ~ I~av~ Munitions Board ~as made responsible for priorities on 
critical items. 

• This Prior, ities System ~ent tl~rough many &~owing pains but through- 
out the war the Army and Navy Munitions Board Priorities Committee ~as 
one of :the most• important factors ccntribnting to its successful operation. 

The difficulties encountered by A~E~ were accentuated by the Con- 
fusion,resulting from the establislm~ent cf various governmental agencies, 
often with overlapping or conflicting functions. A study of the chro- 
nology Of ~B and its predecesscr agencies is very interesting. 

Up to this time the development of goverrmlental machinery for super- 
visionef economic resources for war, ha& placed primary emphasis on 
production. Distribution for the most part ~as uncontrolled. 

Lmportant events ~lere occurring so rapidly that governmental or- 
ganization required appropriate adjustments, in March 19~-l, Congress 
had passed the Lend-Lease Act. In April the President establ!shsd ~he 
Office of Price Administration and Civilian Supply. In May he set up a 
Division of Defense Aid Reports to ad~inister aot:'vities under Lend- 
Lease, and declared an unlimited emergency. 

This Plethora of boaz.ds and colmnittees caused dissension between 
certain of the operating divisions of 0PM and between 0PM and the Arnly 
and Navy, as might have been expecte&. 

In August 191~i, the Supply, Priorities and Allocations Board (SPAB) 
was set up as a policy-making Board with ~[~. Nelson as Executive Director, 



As in previous organizations~ the authority was gf.ven to SPAB as a 
g~oup and not to a single individual. . . . .  

]{Ith the exception of Civilian Supply, the Secretaries of ~.,far ant. 
Navy, were included in all the eme,, "~,'oe~c.j .... organizations set uu._ l>,e - 
sumably throug h these channels, the ~.:ar and i,iavy Departments were ex- 
pected to participate in policy detem~.inations of all these agencies. 
Hovever,' the ;,Tar and I,.Tavy Deioa~tment~ had liaison relationships only, 
and were denied direct participat.ion Lu the operation .of the a$encies. 
~sta.bllsnea policies ~.Tere frequently rendered ineffective at the oper- 
ating levels. :'. 

In the iall of 1941, the ~.far and Navy Depaz'tments realized the 
• ' "  " ~ ' ~  "~ r  nec;~_t~ for ~etting closer to the center of the sover~uental emerge'.icy 
organization. The Under Secrgtary of Uar and the Under Secretary of the 
Navy g.ecided that the Army and Navy hunitions Board, reorganized and 
strengthened~ would be the prbper medium for this purpose. 

In October 1941~ i4r. ~ " " "" Ebe;'staat ~.~as called to %~fashington to study 
the possibilities of using the AI~..iB for this purpose. Before his re- 
port was finished, it began to look as if the existing emergency agen- 
cies were about to fall apartand the Under Secretaries' o~iginal idea 
was ez-tended to include the possibility of AI'~,~ actually taking over 
the jo b of industrial mobilization.. This of course ~.~as the idea of the 
~dustrial i..!obilizatJon Plan of 1939. "If the creation of the :.far 
Resources Agminis+Jration is d eiayed~ the Army and Navy Munitions Board 
Should assume the responsibility for guidance during the transition- 
period. Upon creation ofthe ~,.far l~esou~ces Administration, pe;~sonnel 
and records of the ~myand Navy Munitions Boaz-d should be used to as- 
sist in . . . .  ~ ' ~  ~o~.~ng the nucleus o~' the ne:.r body." ~q other- words~ the idea 
~Tas to start overj on the basis that the loose structures of OPM ~d 
SPAB would not stand, the stress of ,,zar and that A~~B would function 
u~til an 6i'ganization similar to the T,.~ar Industries Board might emerge~ 
headed by a single individual with broad powers. 

" ~:~. _rberstadt' s report on A}~,~B recou~aended a number of changes in- 
cluding the appointment of a "carefully selected, well-qualified non- 
Political chairman" to act as Chairman of the ~.ecutive Committee~ which 
was to be reconstituted with a h~on-rank~ng Army and a high-rank~_r~ 

"Naval officer appointed to do full-time dutywith Ah~,~B. : 
• ," . 

This report was approved by the Under Secretaries and ~.. Eberstadt 
iwas appointed as Chairman of the Executive Committee of ANMB. There }~s 
• bonsiderable dblay'in' obtaining ~'~nite House appr.o~al, as was considered 
necessary, due apparently to the tact that a shake-up in 0PM and' SPAB 
was under consideratibn •at.the time. "~ " - 

' Before this approval ~ ~s received ,.-re ~.zere at war and the l>re~ident 
had established the ~.,.~ar Production Board. ~ As then constituted, the 
Board was cow,posed of Ym. Donald Nelson, 'Chairm~n, the Secretary of War, 
Secretary of the Navy, Secretary of Co~m-.qerce~ General ICuudsen for Pro- 
ductidn~: Sidney"Hillman for Lab~ ~, Leon Henderson Tor OPA, Henry ~.lallace 
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for the Board of Economic i.,raz'fsa~e and Haz'ry Hopkins~ Special Assistant 
, .  t o  the Pr osl~en~. In settin~ up.!.TB the i~'e~ident delegated broad 

.... powers to it. and made the chai~unan responsible.for-the general diz.ec- 
.~. t ion of war product!on and procure~lent..... 

• . h ~  ' " The Armed Services ~ere much ~rsened b~.this sha~ke-up as this 
superagency apoz~oached the 1939 conception of the War P~esources '. 
A~uinistration .... . .... .. , 

1,q~en joJ~qt letters were issue~ settin~ forth the functions and 
• mechanisms of' this coordinati.on between the Servic,es and ~,~B, it se~med 
tl)at we had, at last, well-oiled machinery to cari'.y on the ~.~r effort-- 
but as before there was difficulty gettln~ in at the operating level. 

Mr. Eberstadt as..C.hairman_of, i~ne ~B wigorously.adv0cate& the intere st~ 
of the military at every level of !.~ and achieved considerable success. 

.!Cnen it bega~ to appear,.aTte'~ ~ several n~nths~ that ~'~PB wa~ not as 
'!tough" on nonessential ~production and in the distrib.utlon of critical 

.raw materials as it should have bcei~, Rh~. :)Cberstadt wa.s api0ointed as 
-Program Vice Chairman and ~' " ~ . . ~na~rman-o~ the Requirements Committee of the 

• i,,TB. In ~" .~' . ' aCbep?~n~, these positions in ~u~ust 1~42, h& resigned, from A]~If4B. 

• One of his first acts aite~ .moving to !.[PB ~as to direct •that space 
be made for the personnel of ANIvB in the buildings .where ~.,~B was housed. 

. This~ of cour.se, was. of.,imeasurable value-to the Services, We were 

. really on the..inside., and in a..position to set•forth promptly the effect 
on the. service of al-nost every decision which had .to be n~de,." Until 
June 1943.~ the influence of AN}:~ with the .~op con~uands .el I-~2B was an 
• .imp0rtant factor in major policy decisions, i.. .-... 

.... .., . Unde~ ~ the reorganization order 28 July 194~.. s..ig~ed by, ~he l>~esident~ 
the Army and Navy .},iunitions Board in :a large meas;0x.e ceased. go.function as 
the joint Ar~.uy and Navy liaison with the W a r  Production Board~ priority 

.. adalinistration and clear:ante of[prcposed, reg;ulations being ~the principal 
itu~cti0ns left, .It. als.o continued, supervision,over the.stock pile oY 

,. strategic a~d critical materials... Since yJ-day the A~ has again assumed 
its br.cader function s under, a: new c.hartor: approved~.18 •August :1945:. Plans 
f0r the functioning :.of .the bOSmd., .~.ndor it.s ne.w broad po~.~ers are.~now beir~ 
fo-~mulated under the direction of a civilian chairman, Mr. Richard R. 

., . . . . .  D . i u p r e e  ~ . a ~ p o i n t e . ~ .  1 .  A p t  i . t  1 . 9 4 6 ,  . . .- , :; . . . .  : " 

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

..... ' .... .. 'It iQ¢as~ exceedingly uuufortunate .that~ the ~,.~B ~ould not: have been 
eSi~blished ia~,lay 1941, ~eenthe •~resident declared an unlimited emergency 
We would have had several months 3vzqp on ,the problem we eventually had 
to face. But even a declaration of unlimited emergency apparently did not 
openly imply actual fighting... !Cnether, weu~ould .have actually gone to 

• w a r  if japan..had .not attacked us:at Peari Harbor, is still a matter of 
.::. conjec.ture~ as recent .testi:~ony be/i.o~e .the Pearl .Har~oor Committee of 

C o n g r e s s  . h a s ~ :  I t h i n k , ,  s h o r a n .  . . . . . . - . :  . ,  

...... i" have perhaps bored you. with a recitation of some of the ~ifficulties 
which the Army and Navy had to Overcor~[e in ~etting their pro~rams rolling. 
I might say in passing that the Services the~nselves could not at that time 
envision the ez[penditures which were to be found necessary to fight a 
global ~r. 

- 6 - 



" ~ [ e  d i d  not ~ O i ' e s e e  soon e n o u ~ j h .  the a&visabilit~ of extending the Tn&ustrial 
Mobilization Plan to includ e raw t..~aterials, .or to the organization of 

" " sv.]~contracti~, or tothe necessity . of training workers for .defense 
pla~_ts. The astronomical suz:,~s, appropriated Cot and. expended by the 
Army a~_d i,[avy f'or ~:~terial from I July 19&0 to 1 July 1>~6~ (so.~.~e ,°_00 

... ~ . • ~ .q billion and lSO o.~ll~on, respectively ) could, hardly have been foreseen 
by the wildest spender ~,re ever produced. ~ " : 

However, despite these di~ficultles, there were numerous de.finite 
benefits resulting from the united iTo~t of the Army an& the i.~avy. 

i have mentioned that the Priorities-system was one of the ~unda~.~.ental 
concepts of the Indust~ial Mobilizatlon.Plan. The prin~ryfunction of a 
prioritiesl System, is of..course to set upa facilitating and control, procedure 
so •tha t strategically[ impor,tant needs are assured tothe Armed Service~ with 

" a minimu~ delay, " . : ~ ' .  . 

As i'irs.t set UP by the h~iorlties Committee of A~.'~, preference 
ratings were AA (reserve& for e~le'qgency use to be assigned on&y ]~y the 
Priorities ~ Co~uittee of A~'~) and A-l~ A-2, etc. up to A-10. As early as 
}.Tove~.nber +y.-~ it was necessary to divide the A-1 band into A-l-a, A-l-b, 
etc. By e~rly 1942, the A-l-a band was so congested that• anew series of 
.rati~S AA-I~ AA-2 to AA~5 ~ . ~ s  created.., ~,: :  • . .  

• Therle ~ere also established special rating devices ~fnich consist of 
out of line ratings (i.e. a rating higher than one authorized undel - . 
P~iorities 2@gulations~ Program Determinations, AI,~B &Irectives~ e-cc.) 
and special directives ~.~hich "spot schedule" production. The e~periehce 
of the First ~.'.rorld ~.~ar deotonstrated the need of a~u instrument which would 
by means of special •priority ratings or by ~teans oi directive~ pick out 
certain procuz;ement and give:.i~, the right of ;.yay. it is obviously 
• impoSsible to Anticipate in other than general terms, the many.emergencies 
~fnich can arise. For example, the I'Tavy reco~ized that its vessels would 
receive dar:~ge in battle• and ,made provis$on for necessary replacement paints 
and repair f naterials, .but could net anticipate the extensive dahage which 
rest!lted fi~om the Pearl Harbor di.saster. It ~as recognized that in the 
maintenance of th~ pToduction facil:i.ties there would:.be .a' constant series 
of reylacement .and a certain number of unanticipated bre~kdo~.ms, but .a 
comP.lete set of" &pares f'or every ~.~achine coul~ not be .conte~.~plate&. 
It was recognized that certain production facilities would have to be 
&-~eatl.z ezpande&~ but•the extent of the expansion for 1O©. octane Gasoline 
or the S~jnthebic Rubbe r .Program was not a~ticlpated. Allof .the above cases 
were entitled to and received • special advantage. - .... " 

The special devices f.ound most useful were the AAA (AA prior to- 
12 June i 9 ~ 2 ) ,  a n &  t'he }~E~B directive,.. ~: . . . .  . 

The AAA rating um&er the: ~ authority of. the Priority P, egulati:ons ~.fas 
a demand on a. sup~lier-litreouired himto use material and labor in his 
possession"on the Projec t given the AAA rating. . • • .. 

A directive on the other hand is an instrument of usually limited 
scope in that it requires the performance of a definite service usually 
within a definite time. 
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During the early neriod of the.emorgcncy the administration of" the 
kAA, and directives also, ~.zas. i-n the'~haz~&s of the.chairman of tl~e ~.:;ar 
Production ~ d = ~oar . I n  the period • prior. ~co i~ June 1942, =it ~s the policy 
of the chairman, to delegate this'~authorlty rather wideiywhich :resulte~ ' 
in a harmful inflation of the entire rating st r.ucture. : " 

• " .... ~a ~" ~ Division ~as set up To combat this ~n~lat-~on, ~a Special ~, u~nss 
with a ~.'~B, an Army and a ~favy representative. This group worked out 
criteria on which to base its decision as to whether or not an AAA 
rating should be granted. 

A very important part of the special ~'atir4G procedure, of oourse, 
consisted in getting the c~aimant agency whose project would be delayed 
to give }~y. ~;,nYB could override a claimant who ~ould not agree to a de- 
lay, but the claimant had his day in court and most cases t-:ere settled by 
agreement. ~requent reports ~ere published ~fnich allayed fears that the 
rating structure was being inflated. • : 

~.-trom: th9 first of August 1942 to the end of December 1944, some 
83~000 cases. Involvingabout 650 million dollars were processed. :' 

Directive s ~,~ere put on by the l,!ar Production Board generally at 
the request of the Joint Chiefs-of Staff and involved Usually large pro- 
gr.ams such as the 100 octane and rubber protArams mentioned before, land- 
ing craft,: certain artillery and shell programs, etc,. When this directive 
mechanism was initiated, it ran roughshod over .other programs. The re- 
Bulting confusion necessitated better screening, ~;,hich was eventually 
applied. ; . . .  

[. 

,The influence of' zhe A r ~ z r  .and Navy on the priority system fro?a the 
" .,beginning.was tremendous. The Priorities Comnlittee of the A~A~.;[B continued 

to function throughout t~e war and still has certain !~riority functions 
' delete.ted to "~ -~ by CPA, the sucoe'ssor of !.TB. 

.As long. as ~mniti.ons cou'ld be produced ~ith i~.terference only With 
"b ~ " . . u.nrated us,ness as Usual~ -the preference rating system alone ~.~s :suf- 

" ficient. Dut ~:hen" the munitions pro~gra~ ~ew • to. such size that there 
• . . . . 

~ere no~ enough raw uaterials and manuf'acturir~ facilities even .for muni- 
tions, othei~ controls were necessary toprovide, insurance that materials 
and products ~.zould be available to flow under the guidea%ce of p~iOrities. 

In the fall of 19413 ~.~e ,'ind;';c. l,;eison~ (~.zhen. he vas Director o< 
l~.riorities in SPAB) quoted in "F0r-tt~e" as 9ollo}.is : "As i see ;ay job," 
said " ' ~  "it ,.~. Nelson, is.to destroy an illusion. The oeople of the U.S. 
have been livir4~ in the c0.~'ortable belief that after we had armed our- 
selves and supplied the rest of .the anti-Hitler world wit~ guns ~rom the 

. "  . '  a r s e n a l ~  ~,.~e c o u l d  g e t  a l o n g  f i n e  ~ '~ w~. ~.~hat goods were lei~t. The U.S, was 
a big barrgl~, and %fnen first the ~ritish and the. French and then our o~.aa 
Services reached in and dipped out their handfuls, nobody missed yhaZ 
they took. I:;ot: we a~'e getting near the bottom of the barrel. The%e are 
only a.few ~andzu, ls left and somebody's 6or to give ~ay, the Civilians 
~er the Military.'! ' 

, .~,, : ,  [.~ 
• . ] 
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~,~en.Mr. Nelson made this statement, ~ar pr.oduction ~.~as about.a 
billion, dollaz~s a month, having risen to that fi~aurs from about tl~ee 
hundred million a month in July and August 19~0. Soon afte~.he made. 
his statement, ~'ze were at ~,mr, and there ~as no choice but t.hat the 
civilian econor~y ~¢ou!d have to ~ive ~.~ay to the military. Also it be- 
came apparent that ~e needed a much bigger barrel and a better mechanism 
fez' control. 

The Production Requirements Plan was adopted in the second haSA' 
of 19~2. This~as a combined preference ratine and allocation system 
whereby manufacturers ~ere assioned quarterly preference Zatin6s for 
definite quantities of material to be used by them durin~ the three- 
month period. ,. 

The operation of this plan# together ~.zlth the mechanism of the 
preference rating system, p~'oved inadequate since they were not base~. 
on any realistic prog~n~inC of production. They. did not channel raw 
materials into the quantity and\ kin& of components required for the 
end products needed first. ~e failure of these two t~pes of control 
accentuated the necessity for (!efinite cnd-pro&uct p~"ogr~mninG and 
the gearing of production contz~ols to such programs. 

The root of the trouble ~.,ras the fact that the procuring g~overn~ 
ment agencies were placing contracts for their maximum requirements 
governed Only by the dollar value limitations placed by conr,~ressional 
appropriations. There• ~Tas no central control oyer •the amount an.d 
location of orders. Since each a~,encY ~.~anted as much equipment as' it 
could procure, an& let contracts to its limit, the demands shortly ex- 
ceeded the supply, of materials an(l ~Pacilities. 

: 

The saying attri.buted to A~n~.ral Blandy !'It is a misdemeanor to 
have too much, it is a crime not to have enouoh ~as bein~ over~.zorked. 

Thus ib ~as imperative to have a system ~hich would simultaneously 
allot materials and control pro~o~m~s and schedules. 

During the summer of 1942, .a Group of representatives of the ~knny, 
e Navy and ~.,~PB entered into an intensive study of past plans and suL:Gestea 

plans, as ~Tell as a study of controls used By our Allies an(! our Axis 
enemie s. 

The Services took a very active part in these studies anC~. the 
Controlled Materials Plan a0.opted ~.~as quite slm~ lar to a "~Jarrant Plan" 
advocated by the Navy before PEP was adopted, on. 2 November 1942, the 
}~B announced its plan for controlling the distribution of steel~ 
copper an& al~nintml--the % h r e e .  basic materials needed for ~ar.productlon. 
The Controlled Materials Plan. became fu.lly effectlve on 1 July 1943. 

Ci,~ required the claimant agencies to report their quarterly con- 
trolled material requirements, on the basis of plaune& progr~s to ~he 
Requirements Comulttee of the ~,KPB. The Requirements Committee critical- 
ly examined, each of these a~d comloaro& the total requirements for each 

-9- 



controlledmatorial with the estimated available supply as reported to 
it by the Materials Division of ~B. If it w~s found that demand ex- 
ceeded supply, the Requirements Co~nittee reduced the allotments of cer- 
tain claimant agencies and required them to ~dJust their ~ro~sms ac- 
cordingly. In the case of military requirements, the opinions and ~shes 
of the Joint Chiefs of Staff ~zere given full weight. However, the 
directives of the Joint Chiefs of Staff related to pro@rams, such as a 
number of destroyer escorts or tanksof 15~ mmhowitzers. Translation 
of these programs into quantities of steel required for instance, was 
done at a considerably lower l~vol and the tonnage demanded 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 own programs as 
dictated by reductions from the Requirements C~nittee level and allotted 
materials for the scheduled pro~u~. On this basis, together with the 
statements of prime contractors of their specific requirements, plus 
comparison with bills of material, the claimant a~encies allotted 
materials to the prime contractors, and at the same time specified their 
schedules. This system was effective do~n the line, each prime contrac- 
tor allotting materials an~ authorizing schedules to his subcontractors, 
and they to theirs. 

The Controlled ~terials Plan made probably the most important 
single contribution to the marshaling of our industrial resotu~ces for 
war production. It solved or contributed to the solution of many 
serious difficulties relatin~ to material shortages, uncoordinated pro- 
curement, unsatisfactory sche~.ulinc and other factors which were impeding 
the war effort, because it requiredthe claimant agencies and the ~B 
to do more effective and longer range planning. 

The success of the CMP was due in no small meastu~e to the way the 
Aluny and Navy took hold of it and interpreted its functioning to its 
field services and contractors. Despite the initial weeping and wail- 
in~ and gnashing of teeth at its complications and paper work, etc. 
it finally worked very successfully. 

Priorities, preference ratings, P~ and the Controlled ~terials 
Plan were not sufficient to insu1~e that the munitions program would not 
be hindered by nonessential civilian production. It became necessary 
to set up various regulations to make sure that the production of 
luxury items ~.ras prevented, that the production of essential items was 
limited to actual needs ant! that the production of these essential items 
was Geared to the minim~u~ use of scarce materials. Limitation (L) 
ord2rs, Material (M) orders, Equipment (E) orders, and Preference (P) 
orders were the principal ones issued. "L" orders we~'e issued to pro- 
hibit or curtail production of less essential goods consuming% large 
quantities of scarce raw materials. They included items which were 
altogether nonessential, those where an adequate supply existed and 
those made by an industry the facilltios of which were neede~L wholly 
for other purposes. 
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.~cng the example~ of complete st,,,p~:~age of production were passenger 
automobiles, mechanical refrigerato~s~ vc~cuum cleanersj sewir~z machines 
and vending machines. There were many items which in limited quantities 
were necessary for the military or for civilian use. Quantitative pro- 
duction was achieved by (l) quotas laid out in an order~ (2) authorizing 
production only on orders screened by ~h, (~) ~roduction for certain 
uses; and (4) limiting inventories of producers and suppliers. Typical 
restricted producticn included electrical appliances, cutlery~ portable 
electric fans and domestic laundry equipment. Other orders limited 
transfer or sale of products remaining after production was stopped or 
restricLed. And finally certain "L" orders required simplification or 
standardization of end products which had been "dressed up" with various 
frills. E'~amples were hand service tools, 31ass containers and indus- 
trial pcwer trucks. 

Material (M) orders allocated ra~rmaterials or prohibited or limited 
their use to specified essential purposes. Practically all scarce 
materials except steel, copper and aluminum were controlled by allocation 
orders. 

Production scheduling was a type c f control effected sometimes by 
"L" and sometimes by "M" orders. The i.ur~ose of this control was to 
relieve bottlenecks which frequently ~-'Gsulted where the same type of 
component was used for several pro,~ra[r.s. },-~B ~.:ith the aid of the Serv- 
ices examined and rearranged sched,&les of production to relieve bottle- 
necks and "froze" the schedule. ~to95 was a good example covering critical 
co~mon components. Direction 3 to }i-205 was a special direction issued 
to cover spa~<~e parts for internal combustion engines when they became 
critically tight in 1945. 

Equipment (E) orders controlled the distribution of equipme~b, 
chiefly machine tools and cutting %eeLs. 

Preference (P) orders were originally issued to assign a preference 
rating to an entire industry or to a parcicular manufacturer thereby 
savi~ the paper work incident te ~rcquently recurring requests for in- 
dividual tat'rigs. Like preference ratings they did not insure tight 
enough control over the quantity of materials to which ratings could 
be applied. Most of them were cancelled or allowed to lapse. 

"R"~ "T" and ':U" orders covered for rubber; transportation Baud 
the utility field what "L ~' ~d "M" orders did in other fields. 

The Army a~nd the I,[avy had a gr~at deal to do with the issuance el 
these orders. An order was usually init'.ated by an Industry Division 
in ],~PB. ',.,~lile each division had experts on its particular industry~ 
they were not sufficiently irdormed as to the materials and products 
under the cognizance of other WPB industry divisions to raake final 
decisions which might affect them; nor were the Industry Division in- 
formed as to the planning for the entire ~.mr effort and its requirements 
in teri~ of facilities:, materials and manpower. 

Because of this, ]-~B required that an order proposed by a divisicn be 
circulated to other interested divlsion~ in ~.',~B and then be considered by 
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a ~[PB Order Clearance Committee. The Army and the Navy both ha@. reore- 
sentative[ ~n tAMs co~anittee and the~,e two officers also comprised an 
Army a~ud Yavy Munitionc l~<,ard Clearance Cont.~ittee. The clearance ac- 
tivitles oi the Army and ~[avy were phy~ically located, in the s~e 
0uarter~, and coordinated their activities in the name of the ~q~3 
Clearance Co~mittee. ~:f~ile pzopo~ed orders were bei~%b circulated, in 
~.~B~ they were also being circulated to interested Dureaus, offices 
and technical services in the Az-~ i~avy and ~,~aritime Commimsion. 
7r<.~m the "~'es~ultin<~ co.'resents and reco~,~nen~ations~ itwas ascertained 
wh~th@r or not the proposed order would help or hinder the war effort. 
A united iront of the Sere'ices was alway[ presented and oux' knowledge 
of the tu]~jects was such that, a~ i rc:~e~ber~ 90 !~ercent of the orders 
issued by !.q~ ca~ue out as the Services ~zan-bed thel.~, i~e~.ults obtained 
thrcuzh ccnbx~.l were unu~ually go~;d and ~.mch of the result ~.zas Sue to 
the active l~ax-tlcipatlon of the A~~ty and the ~[avy as a coordi~%ateg, unit. 

ALLOOATIC)J--0ne of the concepts of the Industrials 2,ioLilizati0n 
Plan of 1959 called for the allocati~,n of manufacturers to one service 
cr the other~ or to both in so~.:m cases for the ~manufactur e of speci-~ic 
products. 

Some t~Tenty thousand plants in the United States had been suz'veyed 
by the Arn~ an& Navy ~unitions Boaz-d so that what a company could make, 
how much it could make~ and wpat_maQ:.~per2 it had. make it with was 
well known. 

List[ ~Tere in hand ready to be implemented on i4-Day~ but they 
never were used as intended. M-day really happened len~ before Pea~l 
}latchet. Plants which had been allocate(] to the Ax, my or the Navy were 
bein~ given business from abroad and frequently filled to capacity 
before oux #~"my or Navy had appropriations to place business with the~i. 
The priority system established in August 1940 by the ,~Dr2 for regu- 
latin~ the delivery of critical material tl~-ough the assignment of 
preference ratin~[ was considered by the Navy as outdating the alloca- 
tion of' in&ividual faci/itie~ as a mean~ of priority control~ and in 
July ~941% the Secretary of the Navy issued a letter to the Bureaus of 
the Navy that naval participation in the allocation of private produc- 
tion facilities was abandoned. The allocation pzan was to be con- 
sidered by the Navy as a plan only~ having no efiect upon procurement 
activities in the emergency which ezisted then, unless invoke6 by 
mutual agreement between the Lrar and Navy Depaz'tments, and subject to 
review in li#~ht of conditions existing at the time. 

Undou'0tedly~ by the summer of 1941, the allocation scheme ~.tas 
outmoded ",out that was due to the ~:ituation existing in the country at 
the time and the realization that the productive facilities of the 
country had to be aug%nested in all directions tc take care of the mu- 
nition~ load which was increasingg r~onth by month, it might be said 
also that the Navy had never entered into the scherae a~; wholeheartedly 
as it might have. The studies matte oi the va~"iou.% L, lants were of 
inestima]91e value to the procurement officers of the Army and Navy~ 
howevcr~ and while the i:,lan had been officially abandoned by the Navy; 
there was a £Teat deal of allocation done, at the working levels by 
informal aoA~eel~lent. 
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I bel~.eve that an allocation plan is extremely valuable ane. should 
be made u~ again. Out of ot~z exper.~ences in this war; we of the Serv- 
ices will be able to keep a pro&-~-am of requiren~nts for the next wax- up 
to date~ and with this kno~edge allocation of facilities can and un- 
doubtedly will be made. 

Y~EQUIR, E~:I.~TS--Con~plete coordinatlon by the Ar~y and the i~avy !n 
the for~_ulation oi' requirement~ for materials an~, coml~onents was not 
achieve& dt,~in(% the war, an& war beJ.n~ ~,'hat it i~', probabl.}~ never could 
have been achieved even if better mechanisu~ for coordination had been 
&evelope(!. 

i ~.Till lot atte,~Lot to d:}.scuss here any faults which might have 
e:~isted at the Joint Chiefs of StarS level in the consideration of 
over-all logistic requi'~'ements. 

Suffice it to say that the papers emanati:~ from the Joint Chiefs 
of Staff did not provide a sufficiently COOzdinate& and detailed 
basis upon ~,~hLch the Services a~ the production level could plan for 
a.lcgical sequence of p~-ocure~,~nt, an~ t]~'oushout the }n~r reqhirementm 
were generally computed sopaz'ately by the Ar~1~ an& Eavy~ c~ce~t i'or 
aeronauticalequipment. 

Much coordination, ho}~ver, did take place at levels below the 
Joint Chiefs of Staff generally ~n areas where ,,~aterials were critical, 
and 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 t.he other. 

Many e::amples of this coordination can be cited. The Central Pro- 
c'~z0ir4~ Agency staffe~ by Arm.~ and Navy Officers ~.~s created to purchase 
lumber nationally and to. allocate it between the Arm.y and the Navy. 

The AAF and the Bureau of Aeronautics cooperated effectively on 
their requirements for airframes, engines~ propellers, etc~ these item~ 
making UP 7~ percent o~ the aeronaut!cal program for the t~o Services. 
This 76 percent oi the aeronautical procw-am amounted to over one- 
fourth of the entire munitions pro~am (dollar wise) from 1 January 
1942to& January 194~.- 

• The Army and Navy Petroleum Board coordinated the requirements 
of the Army and Navy for fuel an& lubricants. 

High oct&ue gas requirements were coordinated by the AAF and the 
Bureau of Aeron@utics in so far as possible. Month after month past 
eyperience became obsoletej so that the estimated requirements were 
faulty, but at least they werecoordlnated. 

Electronic requirements were coordinated rudder the Joint Communi- 
cations Board through its Procurement Precedence of Supplies ~4aterlal 
and Equipment Co~aittee which formulated a precedence list. The Army 
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and Navy }31ectronics ~roduction Ajency (A~PA) directed production in 
accordance ~zith this list until the ~mmi~er of 1944~ when it was abol- 
ished as no longer necessary. ~ 

~hutifriction boarings~ ~z~re rope~ cotton broa6, woven fabrics, 
truck ~Lnd bus tires~ rocket~ 6zy cell batteries, an~nunition brass 
and m~n.y items in short supply (in addition to steel, copper and alu- 
uinum) ~,~ere fields in which requlrer~ents were coo~'6inated and spelled 
cut in order that the ~:,~ar Pi~o6.uction ]~oazd could ~increase facilities 
and insure additional supplies. 

This coordination of requirements~ such as it was, ~.~s a~rived 
at only near the close of' the ~Tar. ~.ch better coordination will be 
necessary if~ u~ortunately, we again have to face 8,u all-out ~zar 
effort. 

FACILITIES AND COI~TRUCTIOI,~--It became apparent very shortly 
after the e~ergency descended upon us~ that the industrial facilities 
existing in the country ~,.zere entirely inadequate to produce the muni- 
tions needed f o r  the global wa; ° in ~;h:ich we were to fin~ ourselves. 
That was a cause of astonishnzent, -~or no one believed that we would 
ever be short of ra~z materials or the fabricated products made from 
them. 

The coordination between the Army and the Navy in regaled to fa- 
cilities needed for production was an~thi~ but complete in the earlY 
stages of the war. Lu some fields~ coordination ~:as ur~uecessary~ of 
,course~ as Nor example, in facilities for shipbuilding and for Army 
arsenals and ICaval Establis½:zents. In other fields there ~Jas quite 
com~olete coorg~ination as for airplanes ~There AAF and the Bttveau of 
Aeronautics had joint interest in facilities ezpansions. 

There ~as a substantial an~ount of facility coordlnation ~.rhere 
the orocurement for both Services waS turned over to one service or 
the other. The Army produced almost all the powder and explosives 
for both Services. Practically all trucks were bought by the Army 
alsc. The Navy purchase d most of the fuel 0il and lubricating oil 
used by both Services. 

There were many cases of interchange Of facilities ~ucng the 
Army, Navy and Air Forces. All have co[~¢e about by close coordination 
at headquarters ~rhere inforn~tion ~¢as exchanged, needs developed ~d 
final paper work adjusted. 

There was a constant ~terchar~eof information between Army 
0rdn~qce and the Bureau of Ordnance in the Navy Department in regard 
to facilities. This had gone on for some time before we entered the 
war. The effort here could be coordinated because of the great sim- 
ilarity in many of th@ item~ to be p~'ocured. 

In Novsmbar 1941, the Office of Production Management began the 
revie~,z of,~'my aa~d Navy contracts involving ~ubstantial new facilities 
or machine tools. 

- 14 - 



Soon ~.[ter UPB was organized, a Facilities Conm~ittee was set up 
on which were representatives of the Army~ Navy, Maritime Co~m~i~:sion, 
Smaller Ua~ ~ Plants, and ~.,rar Manpowez' Commission and l.~ar Production 
Beard. 

This co~uittee reviewed facilities expansions costing over 
50~,~0. The review covered pri~aaz.ily the essentiality of the proJ- 
cts although the proposed location was examihed from the point of view 

of availability of manpower, and of the powe~ ~ needed by the equipment. 
Befo~"e coming up to the Facilities Co~ittee, the possibility of usi~ 
facilities made available by changes of' program was inquired into by 
the sponsoring agency. 

Facilities sponsored by the War i~roduction Board itself usually 
creme up fz.o~, the Industry Division concerned. As the Army and Navy 
had representatives on each: .Industry Division, they had an opportunity 
to present the service opinion at that level before it got up to the 
Facilities Con~ittee. 

Most of the requests for facil!tics expansions by the Army and 
Navy had been quite thoroughly screened before they came up to the 
Facilities Committec~ and practically all of them xcere approved. : 

In one field of the Facilities and Construction progTam, there 
~.~s complete coordination bet~¢een the Services. This was the A2~,B 
:'List of Prohibited Items fc. ~ Const~uction Uork." 

It was prepared and maintained current in joint s~ssions be- 
tween the Production Division of ASF and the Production Branch of 
O~&,','I of the ~Tav~ 

At these joint sessions, Materials and Products Specialists, as 
well as representatives of the Corps of Fmgineers and Bureau of Yard 
and Docks~ presented their recormueng~atia,ns from ~,,hich the list ~.Tas 
formulated. ~' " = ~nl~ list controlled both co~m~ma~d and industrial 
construct ion. 

~'L,iCHZ'~~ TOW_S--0ne aspect of the r.mn].tions prepare ~rhere the Army 
and the Navy cooi-'dinated quite fully was chat of machine tools and 
plant equipment. The -~ ~ '" o'~ ~ozes~ont oZ the Ia'my and Navy l lunitions Board 
Machine Tool Coa~nittee was responsible in large measu~'e for getti~ 
the Nachine Tool ~'ogram underway in tin~ to avert disaster. Orga~u- 
ized in the early 1950's, this cc~nittoe formulated plans for the 
e:~pansion and control of the nmchine tool inlustry in time of war. 
T!Ith the assistance of industry the capacity of all w~chine tool 
builders was tabulated and their possibilities /'or expansion analyze&; 
standard no~.uenclature in catalog fern was initiated; and some progress 
made in the elimination of odd an& unnecessary s~zes of itemm. In 
the light of later developments, those plans ~-rere rather elementary 
and quite inadequate fol ~ total war. Particularly valuable, howev.-or, 
were the contacts made bet~.¢een the Ar~uy and l,TavG: and the leaders of 
the industry. As is well known, the procedure for procuring war ma- 
terial in this war did not ]ollow a prescribed _'.plan~ and it ~ras 
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therefore necessary for ,those responsible for plant equipment to rely 
on their o~ general estimates of future requirements. ~en definite 
programs were laid down, a large vol~:~ order for machine tools could 
be placed. For instance when the Thousand Bomber authorization was 
m~de, the Air Forces through the medium of the Defense Plant Corpora- 
tion placed orders for 200 million dollars of ~chine tools. Shortly 
after this it was believed wise to exp~d facilities for the ".manu- 
facture ef all t~q~es and sizes of tools. The composite judgment of 
officers of the Army and Navy~ ~T~B and the machine tool industry 
determined, the extent of the e~usions. 

Officers in the Machine Tool Division of the ANi~ had realized 
that the forthcoming demand for machine tools must be anticipated by 
eypanding the capacity of the machine tool industry through the 
placing of substantial, firm orders. 

Accordingly the Army and the Navy, though without appropriations 
for the purpose entered into facilities and supply contracts with a 
considerable number of tool builders late in 1940 and early in 1941. 
Defense Plant Corporation (a subsidiary of Reconstruction Finance 
Corporation) had been organized in August 1940. Its function was to 
finance facility and supply contracts using f~uds provided byP~C. 
In February 1941~ it made 35 million dollars available for tools. 
Later that was followed by 200 million dollars for the lO00 Bo~foer 
~rogr~a mentioned before. In t~ro and one-half years it entered into 
some 750 contracts for tools to the value of nearly two billion 
dollars. 

Of the nearly two billion dollars in pool orders for tools~ it 
was estimated that cea~cellation costs amounted to about nine million 
dollars. This very excellent job of buying machine tcols by D~C had 
the benefit of the Army's and the Navy's extensive knowledge and its 
success %~s due in no small measure to their participation. 

The 3~_achine Tool Division of the ~j~ maintained close records of 
all pool orders and issued reports of their status. Thus it was pos- 
sible nct only to check production of tools under pool orders but to 
control their manufacture a~d distribution, curtailing or cancelling 
if indicated. The success of the entire operation reflected the co- 
operation and coordination between the services~ ~B and DPC.. 

Other methods of increasing production were the use of the sub- 
stantial nunCser of machine tools placed in storage by the Army and 
Navy after ]~orld War I, the seizure of tools on order by France ~hen 
she surrendered and the commandeering of tools on order by the Japa- 
nese--sometimes with and somatic:los ~,,.~ithout adequate authority. ~xport 
controls wer~ established, and ex~ort licenses used du~inz the defense 
9eriod by the Ai,~.'~3 to keep neede~ tcbis in the country and to prevent 
potential enemies from securing the~,l. After I^~B was set up~ it had 
a survey made of the I~ation's idle equipment and centered its control 
in ~.'~B regional offices where Army and Navy officers were stationed. 
This service contributed much to meet. the tremendous de~m~nds of 
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subcontractors for machine tools at a time when new tool procurement 
for subcontractors was next to i~%oossible. 

Efficient distribution of machine tools in this war was more dif- 
ficult "'~ " _ ~" Dnan oroviding an adequate suppl~. The first plan of distribu- 
tion was based on :'first thin~gs fi'~st.:' The preference rati~Zs of " 
suppl3" contractors was furnished to machine tool builders in Master 
Preference Lists. The faults of' this ~31an were that it promoted ex- 
travagant order of tools and all deliveries of scarce tools to the 
highest urgency standings of the A-l-a preference rating, with the 
result that a few contractors had excessive quantities of machine 
tools, many of which stood idle for long periods~ %chile Other con- 
tractcrs were ~nable to complete their pilot lines. • 

The system was so unsatisfactory that the policy of "first things 
first" gave ~y to the policy of building simultaneously all elements 
of a balance& :program. In May of 19~2 General l~reference Order E-l-b, 
developed by A~Z.~ was issued. Under this system 7~ percent of the 
monthly production of each ~d~e, size and t~e of tool ~zas allotted to 
the military a~ud their contractors. The other ~9 percent was allotted 
to other domestic an& foreign purchasers. Of' the 7~ percent allotted 
service purchasers, each bureau and aervice of the Army and Navy re- 
ceived a quota. Each bureau and service ma¢le up its o~ master pref- 
erence list showing the relative urgency standing of its contractors. 

The i~ediate effect of the new quota system ~s to introduce 
economy in the ordering of tools and to permit &eliverles where they 
~ere needed. The Master Preference Lists were revise~ at frequent 
~ater~als. Flexibility was introduced into distribution by the fact 
that ~B had authority to divert &elivery from or~ customer to another. 

Other exa:~iples oi coordination between the Army and Navy were 
the issuance of letters directing the interchange of idle capacities 
e:'isting in Army and }~avy production lines, which were supervised by 
the inspection forces of the Services in the field. 

In 194-3 a joint letter was issued ~2roviding for the free flow of 
sL~plus machine and hand tools and uthor equipment between the Army 
and Navy without exchange of funds. This did a~y with a tren~ndous 
amount of paper work and permitted surpluses in one service to cover 
deficiencies in the other with a mini~.m of effort. 

JO~T SPECIFICATiOi~--Until we had been in the war for nearly a" 
year~ no official action was taken to set up a boated to formulate JoLut 
Army and Navy Specifications for the ASF and the Navy Department. The 
matter was not pursued as actively as it might and should have been, 
until nearly the end of the ~a~'. 

Before the war there had been wh~b might be called unofficial 
Joint specifications~ as each service procured a good many items for 
the other. Acceptance of these itei~s as satisfactory naturally 
carried with it~ approval of the specifications upon which they were 
purchased. 
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The co~muoninterest in specifications relating to aeronautical 
material, however, was recognized by the Army Air Fo~ces sz~d the 
Bureau of Aeronautics as early as 1927. A prog-ram of ANA speciflca- 
tions was launched then~ and it has continued to be active ever since. 

There are ~n effect today over two thousand A~IA specifioations~ 
drawings and bulletins of acceptabl~ products. 

The following types of specifications are in use by the ]'far and 
Navy Departments: 

Federal specifications promulgated by the ~reasury Department. 
The Army and the Navy both have representative~ on the Federal Speci- 
fications Committee and have been instrumental in reviving this agency~ 
which was more or less dormant for years. 

U.S. Army specifications as devcloped by the Technical Services. 

Navy Department specifications as developedby various Bureaus. 

Army Tentative a~ud }~avy Bu~eau .interim specifications were used 
by individual technical services or bo~caus for "one shot" require- 
ments: for use ~zhile final specifications coul~ b e developed af'te~ ~ a 
period of trial and error. 

U. S. Ar~D~ Specifications and i~avy Department Specifications 
had been prepared separately for years ~.zith practically no coor~.ina- 
tion until a Joint Army-}~avy Co~ittoe on Specifications ~.:as created 
in December ~' ~ " ~ l~ .~ by a dii~ective s~gn~ by General Somervell~ and 
Admiral Robinson. ~<F ~ud BuAer_ AQronautical Specifications were not 
included in the ~urview of this Co~ittee. 

The efforts of the co~muittee brou~c~t forth some fruit and there 
~zas tecbn%ical si~ecification coordination in respect to a nu~0er of 
items such as electronic tubes, textiles, chemicals, plastics and 
photographic material. }-or a variety of reasons, the work of this 
co~muitteo %~s not pushed as it should have been. Only 12~# joint speci- 
fications were promulgated In the first two years of the co~umittee's 
life, although they covered thousa~uds of items. 

The unsatisfactory conditions ~cre recognized and after mhny con- 
ferences between the Ar~.y and the ~avy, a new organization was set up. 

The precept of thls new organization was sic~ued by the Secretax'y 
of War and the Secretary of the Navy~ and thus brought in the Ar~ r Air 
Forces ~ud the DurGau of Aeronautics. (~zcept for items for which the 
proc~e~!ent responsibility and use rost solely in the Army Air Forces 
and Bt~eau of Aeronautics or either of them, and those materials and 
processes for which there is a peculiar aeronautical requirement.) 

A specification Council and a specifications Board were set up 
under the ~,~, the intent of the directivo being to establish between 
the ~Tar and Navy Departments a joint organization for promulgating3 
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administering and policing specifications which will be utilized by 
all procuring agencies of the War and Navy Departments. This joint 
council and~b0ard •superseded the previous JAN Specification Committee 

As can be imagined, there has been difficulty in getting ~ ~UC~l 
an organization rolling. The Specification •Board has twenty-two 
members~ comprised of an executive co~}littee of four members appointed 
by the Secretaries of War and Navy and eighteen members ~rom the 
technical services of the Army, Army Air Forces And Bureaus of the 
Navy Department~ Mar~ihe corps and Coast Guard. 

• j - . , 

However, the organization is a going concern~ The field to be 
covered 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 consideration has been established. 

In Januaz.y of this year, a five-year objective covering the ac- 
tivities of ANJSB was :promulgated. This covered the processing of the 
two thousand to threeilthousan~ specifications Considered by the tech- 
nical services as capable of~bei~g developed into JAN or Federal 
specifications." It also pr0vides for the c0ntinual revisions of ex- 
isting .JAN spe~cifications to,keep them current with technological 
~evel6pments and changing military characteristicS. 

• The importance of getting together• on joint specifications can- 
not be exaggerated,• and every effogt should be made by the technical 
services to e~;pedite their formulation. ,Not only are 0oint specifi- 
cations highly essential for ~oint procuremont, but even without joint 
Pr0curement~ we should not lay ourselves Open to griticism by having 
ccmmon artfcles vary enoug h in their spedifications to confuse• and 
irri~ate manufacturers. 

closel~ •connected with the matte~ 0~[ joint specifications is the 
matter of inspection of materials a~.d components purchased under these 
joint specifications, as well as under o~her specifications 

CoOrdina~ion of inspection between the Army and the Navy has been 
made very difficult because of the differences in inspection policy in 
the Army ServiceForces and the Navy. ~ These differences exist in a 
Great n~uy fields such as subcontract inspection, contractors! Certif- 
icates of Compliance~ differences in scope of duties in naval inspec- 
tion offices and ASF Technical Services offices, inspection forms, etc. 

At the operating level, there has been very good coordination 
particularly on items covered by JAN specifications or A~.~A specifications. 

On such items no technical difficulties were involved, but the in- 
spection policy differences mentioned above Complicated the taking 
over of inspection by one service for the other. However, a great 
deal ~as 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 
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Bureau ~6f Shi0s and'the Fuels and :Lubricants Se6ti0n of Army Quarter- 
master corps divided inspection o5' pet]~-01oum products. Complete co- 
ordination was achieved in the inspection of :strictly aeronautical 
material between AAF and BuAer, ~avy. 

. . . .  " " '" i.~ ,.', Jil.'"~'. .~,!~' . ..--.~ 

TD.ere ~.~ere •Such differences in inspecti®npeiicy:that:'plant by~ 
plant coordination wag about all that could b@ done:~dhr.ing :the~..war. 

• ."' '-.~. ,' ••C L '.'. -.. :. 

Inasmhch"as the question of inspection is so intimatel~.'oonnected 
with the reticulation of joint: sp@cificat.ion and Joint:procuzcement~ ~the 
Ai°m~-~,~avy Joint Specification Board might well take up the question of 
reconciling the dif£'erences in policies, oi~ga~izations and.procedu-,~es 
• existir~3 in ,,,~avv_ ~ andArmy Inspection. . ~ ~ .... 

Such a reconciliation of differences will a:~s,~st : still further 
in improving the attitude of suppliers toward the Services. 

MAI',.,'PO~.~-"Manpo~er to operate"the colossal industrial machine 
whichis the backbone of •modern ~.~ar was just as important, to .us in 
the production job as the facii~ties themselves. " .......... . .~ . 

This phase of industrial .mobilization,'ho~.~ever, was the~ last one 
to receive serious attention" ~n the governmental emergency~ organiza- 
tion. There ~ere several reasons for this. At first there was no 
real 9roble~. With he o.v~r~all s~pr~ly cf labor. Although •there were 
shortages in. certain Slt'il~ed trades, many training proGTams"conducted 
• by Va.riousl agenc~ies ~were fairly successful, for a-'time in easing the. 
situation. Th the early ~ part of 1942, due to~.the draft, of men to the 
A~med F0~r6es and the e~ipandingdemands, of-industry~ an over-all man- 
p0~;er Shoi~tage begun to';d~velop and showed Signs oT bee0mino ~ in ~ 
creasingly critical. A central authority to .dea:l wi~h •labor •• gt~pply 
• was necessary. ~.!hen the ~.CPB ~.~as established, the Labor Division 

• . under S.id~~iy H/.!.lm.~n 'had attempted t0" co0~dinate r~la]~or s~pply ~nd 
training, but tne .-problems were becoming" so complicated~:w~th the " 
number 6f"'agenc1@s .~involved tl~at 'the::'sitUati6n,g0t 6dt!Of hand~ :~ 

• ~ve~'.yone.recgg~zed the necessity of some real authority set up by the 
Con~ress"4r iezieCu~iVe ~brder to '~ cope with~the ~ :problem, .:: .... 

': "~ }~iany.'~zexi~ of 'the~ 0PinSon th&~i-suci~ an"authority 'should be set up 
' in the ~..._~ in order 'that ~ " ~' manpower for the ~a~med Services should be in 
control of the agency resp0ns~ble for prbduction of munitions, 

However in April 194.2, the ~.,~ar Manpower Co~mnission outside of the 
3~PB was esta~01ished by e~ecutive 0rOar , ~.~ithPaui~icI~utt as chairman. 
Representatives of the War, ~!avy, ~oicult~re, Labor Departments, .the 
Labor Production Division of the h~i~, the Selective Service System 
and the Civil service Commissionmade up the~.,~C. Authority and re- 
sponsibility were vested in the Chairman~ ~,~0 was charged with the 
formulation of plans, programs and policies with respect to the mobi- 
lization of manpower, including estimates of requirements for industry 
and for th~ military, as well as for the training of industrial 
workers and the distribution of all available ~mnpower. 
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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 ~.~ n~ver had 
adequate authority to enable it to do thls~obviously necessary draft- 
ing of labor for essential war jobs, and the situation with regard to ~ 
m~Ipower remained muddleduntll the end of thewar. 

Early in 1945, the shortage of labor in the raw material in- 
dustrles--coal~ steel, copper, lead and zinc to mention only a few-- 
was enough to affect the production of end products. If the war against 
Germany had not ended when it did, I h~lieve that a National Service 
Law would have been necessary to keep our war machine rolling. 

To assure that manpower problems ~rhich might threaten production 
schedules were given remedial action promptly, the Army and Navy es- 
tablished manpower organizations to work with the ~B and }~'IC. The 
service organizations were set up to assist the civilian agencies by 
giving th6~ information developed by our field organizations and by 
evaluating the effect of proposed plans and policies upon procurement. 

The service organizatlons, were needed also to assure, within the 
Army and Navy, compliance with the regulations as issued by the civil- 
ian agencies and to interpret these reculations to their suppliers. 

On 4 September 1943, the Office of War Mobilization announced a 
program designed to meet war and essential civilian manpower needs 
~ich was applicable to the west coast where labor shortage had become 
most acute. Subsequently, this prog~m~ 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 
k_~B with membership from the interested procurement agencies. The 
committee was empowered to establish relative urgencies within the 
areas for manpower in accord with directives from the Production Exec- 
utive Committee of the ~'~PB. There.~as also established in each area 
a ~anpower PrioritiesCommittee under the chairmanship of ~.~ID which 
was empowered to establishceilings ofemployment~inmanufacturers 
plants, to control referrals by the U.S. Employment Service, and to as- 
sure the Pr0Per utilization of manpower within the ar~a. The Army and 
Navy Usually had the same representative on both c0!multtees. 

At firstthese committees were set up in areas desi&~ated Group 
I and Group II, Group I being where the situation was already critical 
and Group II irhere':the situation was stringent and liable to be criti- 
cal within six months. Later Group III areas where supply and demand 
for labor was in balance and Group IV areas where a labor surplus ex- 
isted were designated and Production Urgency Committees were estab- 
lished in these areas. .~ 

Other phases of the labor problem aside from labor supply ~hich 
might interfere ~.rlth war production were handled by the National ~Tar 
Labor Bom~d for labor disputes and ~..~ge cases; the National Labor Re- 
laticns Board for labor relations; and the National Selective Service 
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System for draft deferment matters. TheArmyand Navy had active 
representation ~iththese. agencie's - ~ 

. . . .  . . [ . . ~ .  - . . .  • ~ 

0new'field %~ere the Army and Navy werelparticularly active was in 
the f0rmulation and policing of the National Production Urgenoy 
List•-~the so-called "must" llst. 

Back in 19$3~._ no. ~..$1C. sent out a list of' essential activities 
The llst ~.;as sdpp0~e.dly to be used for labor referrals but its use for 
that PurPose was nQt/wholehearted, it was used primarily as a guide 
for Selective Service Boards in drafting men into the Services. 

• • ~ " : . . . .  ' . "  . . : 

In November 1943, the War Production Board got up a list called 
the "General Production Urgency List." This ~:.as an attempt to put 
into seven ~ groups the relative urgency of production. In March 1944, 
the ProdUction Executive Committee of WPB issued a list of•thirteen 
highly urgent . programs, which was to be used as a guide by local Pro- 
duction Urgency Cbmmittees. By September 1944, there were thirty- 
nine programs on this •list and the ~C said they just could not find 
enough labor to refer to the companies involved--2C0,000 men were 
necessary for the manufacturers of "must" items. 

The list ~as boiled down to a smaller one by the Petroleum 
E~ecutive Committee in October 1944, (nineteen pro~ams), but at once 
it began to grgw again as every industry w~nted :tO get on She "must" 
llst' During tb.e-iast ye~ of the war~ the Navy advocated the abolition 
oi ~ the list entirely~ with the exception of those items on which ex- 
plicit instructions had been issued by the Joint Chiefs of Staff. The 
Navy's stand was that local committees were in a better position than 
anyone in ~ashington to deter.~:line which contractors should be on a local 
"must" list. • i 

Another cgordinated effort i n which the Army and Navy had a large 
part ~.ras the Joirit Prq~am Information Committee. This co[~/nittee was 
set up by the I~B an6[ ~.G~/C joLntl3[ in F0bruary 194~, to develop cooper~- 
ative"programs when the need arose for the dissemination of inf'ormation 
on special Programs, by Production Urgency and Manpower Priorities 
Committees in local industrial areas, particularly Groups I and II. 

The committee was set up because broad national publicity on man- 
po~,.,er and p~oduction began to lose its effectiveness and it was thought 
that publicity should be considered in terms e£ local areas in which 
production and ~uanpower deficits ~.rere important. 

Case histories on various subjecbs such as railroad ~.~orkers~ lumber 3 
repair • of" battle damaged ~shlps~ etc. were prepared in !,iashington pointing 
up manpo~.~er needs The motto was " " " • Plnpolnted foi ~ specific •skills, 
authenticated by local and l.~ashington facts, fully explained to the 
Community." Ne].~-spapers and the radio were most cooperative in pub- 
licizing the data given them by the local committees, whic.h tool( the 
~..fashingZon'information and added the local color. Army ~nd }lavy rep- 
resentative~ generally spearheaded• these Joint Program Information 
Committees. " 
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Coordination between the Army and }~avy on manpo~yer was, on the 
•rhole, continuous, effective and harmonious. There was coi~iplete inter- 
change of information between the paz.allel organizations of t both de- 
.p.artments or~ all. matters of common interest. Directives and instruc- 
tions ~.~ere ~xchanged; ideas%oncerning "0asic policy Positions ~Tere 
discussed 'Luf0rmally and usuall'y resulted i'n the .issuance of sim{l~ ''~° 
policy instr~ot$gns ~on labor supply and labor relations matters..It 
}ras continuously emphasized at conferences and in operating instruc- 
tions that Army and Navy representatives shoald attempt to reconcile 
any comPating manpower demands before meetings, so as to present a 
united vie~rpoint to the committee. ~ 

It was inevi~able~ of c0urse, that there should .be competition 
between the Armyand the Navy for" manpo~Ter, since both Services were 
major claimants fo: ~ ~.~hat ~s available. ~ Directives fron~ the Joint 
.Chiefs of Staff as to the relative importance of top programs re- 
SU.]~ted:in the agquiescence by "one service to ~e.'prior claim.of the 
other. Althou~oh both Services Vigorousl~ ~ursued the common aim of 
obtaining the manpower necessary'td:meet production objscti.ves, there 
~ere no major instances ~here cor~'licts ~ere not• settled either at the 
department level or in the field, and gene~ally amicably. ~,. 

PACXING A~TD PACk,AGING--Prior to ~he entrance of the United States 
into• the ~.~ar,. the: Armed Services- had, given insuff.icient consideration 
to the packing an d packaging problems ~hich eventual01y proved to be of 
vital concern to &ll agencies. Packaging as used commercially and 
domestically an~ for prewar e~port was found tc be well developed, but 
lacking in those essentlals which were necessa~'y to pack and package 
against the hazards of ~art'ime handling and • transportation conditions, 
e:treme climatic conditions ~ad ':long term unprotecte'& storage in the 
open. It is unfortunate that the de~:elopment of~ amphibious warfare 
did not give more consideration to what would happen to st•ares and.. 
.equipment lande~ on open beaches undo'." fire, particularly in the tropics. 

Losses in the early part of the ~r due to inadequate preserva- 
tlon, packing ~ud pac.kag~ng andprimitive methods of.handling reached 
staggering .propprtions. In many cases 70 to i00 percent of valuable 
shipments ~rere los•t, jeopa~dizing the success.: of major operations. 

Efforts to coordinate the packaging function early in the war 
J, une 194~ ~ere ca~r~ed: Out" by the Container CoorGinating Committee of 
the Nar Production Board. Membership on this co~.ittee consisted of 
the Army, Navy, Army Air Forces, ~B, Lend Lease, ODT, WSA~ ~nd l~rFA, 
Tre@sury ~Dep~rtment.. The committee was established to coordinate the 
policies of the various agencies in regard to the use of conta~>-~,:~s 
and packaging materials for ~omest.ic and overseas shipments b~.'!o_~e . 
most of the services an& bureaus: h~d packaging staffs. It pre, pa~ed 
several manuals and packaging specifications ~hich containe~ ~.v<oellent 

- materia 1. ..The net results o'~' the co~mitt@e' s',action ~ere ratn~:~ ~-eak 
.however~as it had no authority to @nforee coor&ination and ~.~h,~ o~ck- 
ag.ing sections were established ~n the vari0us~bureaus and se:,~vi~S 
they did not actively support the cormuittee. Each b,~eau and service 



had full authority over packaging o f  the m~terial ~n~er its cognizancee 
Consequently, due to a variety of reasons including ignorance, desire 
for autonomy and rather smug self-satisf~ct~ioni policies varied from ac- 
cepting "commercial packing" to the specification of packaging which 
was overly elabQrate and expensive. ~ 

• Conditions improved of • course as reports came in from the fight- 
ing fronts and verification of the conditions exis%ing ~s made by 
packing specialists from the procuring agencies. These specialists 
in packing were obtained from civil life usually commissioned in the 
Army and Navy, and very generally knew their stuff. ~ 

Finally in the latter part of 1944, 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 Packagin~ Board:was established. The 
individual service boards were composed ~or the most ~art of packing 
specialists as was the Joint Board~. ~ - .  ~.~ - 

The coordination of the work o~q these three Boards ~ was excellent 
~ud resulted in Joint Army-Navy Specifications and Packaging Instruc- 
tions which if carefully followed would permit the laying ~own'of 
equipment in operational areas with a five percent loss ~ as a maximum. 

The pers0r~el comprising 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 obtained most expeditiously. • 

Problems of packaging were attacke~ from an over-all War and Navy 
Department aspect, rather then 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 ~uder their command. 

By the end o f  1945 practically all procurement common to the Army 
and Navy was standardized as to preservatlon~ packing and packaging 
procedures. . .  

The Secretaries o£ War and Navy have directed that joint pack- 
aging effort be continued in the Arnly and Navy Joint Specification 
Board under the direction of the AI~B. 

Such Continuingcoordination is necessary 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 agents, rust preventives, molsture-proof 
barriers and the llke. 

It will be necessary for the A~ to insist on this continued 
and flexible coordination, Just as it must for Joint specifications 



in other fields, as the tendency on all sides in times of reduced 
personnel is to cut down on what shortsighted and mistaken people call 
"fr ills." 

CONSZ~EVATiON--Conservation in its broad sense covers practically 
the whole field of production, embracing materials~ facilities, labor, 
transportation and power, through the stages of design and specifica- 
tion, requisition and purchase, ~mnufacturing processes, and 
distribution. 

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

Most of the ~york done by conservation groups in th~ two Services 
~Tas in regard to materials. The Conservation Committee of the ~NI~IB 
provided the principal means of joint action in conserving critical 
materials until August 19~2 when the committee ceased to function 
actively as such. Informal cooPeration continued bet~teen the Conserva- 
tion Branch in ASF and the Conservation Division in OP & M (Navy). 

Conservation directives were exchanged and frequently discussed 
prior to issuance. 

Conservation groups in the two Services were instrumental in 
getting Joint action on specifications and packaging under ~lay. 

Lists of critical materials were published by the Army, Navy and 
the 122B though often they were not identical. It was only near the 
end of the war that a combined "Critical Materials List" was issued. 

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

The Army and Navy groups cooperated in issuing procedures in re- 
gard to reclamation ~york in the fields such as s~lvaging lumber, 
reworking critical components, and reclaiming petroleum products. 

Material P~egulations (Mordel~s) proposed by the ~¢.P.B~ }yore cleared 
w~th the conservation people before issue. 

The best e~<ample of coordination in conservation was that of the 
Operating Committee on Aircraft ~aterials Conservation. This co,nit- 
tee made a definite contribution to aircraft production. It haa .?ep- 
resentatives from the AAF, Bureau of Aeronautics, Navy Department 
and ~B. Set up in 194.2, it issued some lOOrmandatory directives and 
bulletins to the aircraft industry as the sole agency acting on joint 
conservation problems, and succeede~, in obtaining hearty cooperation 
from all hands. 

Another exarlple also in the aircraft fieldj is the Com~itcee on 
Materials Research Coordination established in early 1944 to bring 
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to the attention of all concerned, the ~7ork being done on research for 
aircraft materials. The con~nittee was established under the aegis of 
the National Advisory Committee for Aeronautics and had representation 
from AAF, BuAer, CSRD and the Aircraft industry. It helped bring 
order ~LUd action into this very important field. The work, carried 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 suitable weight an@~ strength under high temperature conditions. 

in concluding this talk, ! think it is very evident that a very 
cursory examination of our Ludustrial mcbilizaticn during this last 
~ar points up a great many faults ~.rhich must be corrected. ~ threw 
together a creaking machine with badly cut gears, lubricated at tin~s 
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 redesi~ the machine, get the proper lubri- 
cants and resurface the road. I think the country realizes how lucky 
we were to have had that time. it also realizes that, in view of the 
latest developments in war weapons, the next time we face an emergency 
our survival will depend upon what ~ have instantly ready. As a 
corollary, of course, is the fact th~ with world-wide knowledge that 
we are ready, the emergency probably will not arrive. 

I say that the coLmtry today realizes the necessity for readiness. 
How long that ~rame of mind will last is a question. One would thi~k 
thsl our experience of the last few years would satisfy anyone of the 
necessity for having ready at all times a carefully considered and 
uP-to-the-minute plan for coordinating the Nation's resources for an 
all-outwar efiOrt. 

If such a plan is prepared bythe militar~ alone~ however, it ~zill 
probably suffer the fate of the Industrial }:;obilization Plan of 1939. 

Any plan to be effective must be known and approved by the country 
at large. Such knowledge and approval can best be obtained through 
the proposed National Security Council and National Sect?~ityResources 
Board. 

These two civilian boards made up of men high enough in covern- 
ment to advise the President adequately and reporting directly to him 
would relieve the military of any suspicion of warmongering for its 
o}m aggrandizement. 

The Security Council would concern itself ~Tith the formulation of 
foreign and military policy and ~'otlld coordinate the ei'forts ~>f [,[±e 
State Department and the Armed Forces to implement this policy. In 
other words~ the Armed Forces must 1~ow hc~.r ~ar ~:e ~me willir~ tc go 
to obtain acceptance of our policies. They then can determine how 
large an Army, Navy and Air Force must be maintaine~ constantYy ~.u~ in 
what directions and in what sequence they must be augmented if ~:~° 
should ur~happily develop. 
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Instructions can then be issued to the agencies concerned as to 
the number of shills; planes~ tanks and other military equipment which 
the Armed Forces are to procure and the order in which it is to be 
]~rocured. This knowledge will permit them to break do~.m the over-all 
pro&a'am into reqhirements for materials end components. 

This information fed into the Security Resources Board through 
the Army and Navy Munitions Board will enable the former to establish 
and keep up to date--against constantly changing requirements by the 
Services--sufficiently flexible policies and progra~m which will insure 
the most effective use cf cur rawmzterials and their fabrication into 
military products. 

It sounds very simple but as studies in the College are indicating 
it is a very complicated matter and will require unceasing efforts of 
this class and those of succeeding classes in this College to coordinate 
the requirements of the Services for any future war. 

At the levels on which work for production control, cooperation~ 
interchange of' in/'ormation, ability to see the other man's point of 
view, and the realization that a war is not an Az'my's war, nor a Navy's 
war, but a country's war~ are functions absolutely necessary to success. 

CAFTA~ HEF~IG: 

I want to thank you, on behalf of the school, for a very compre- 
hensive revie~r of the organization of controls necessary in industrial 
mobilization. Your paper will be made a part of the records of the 
school and will be, I am surej of value to future students. 

Thank you very mnch~ Admiral Charlton. 

o0o 
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