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JTHODUCTION TO ..OBILIZATION FPLANLILG

6 September 1946

DE. HULTER:

This morning I am to give the first of two lectures on American ex—
perience in economic mobilization. You will have a period of ten (10)
manths in which to cover the period of the recent war. I am faced with the
jeb of covering seventy-five (75) years in fifty (50) minutes. That means
the treatment will have to be general and rather superilclal Yet I think
that a review, even though very general, 1s essential to give certain depth
and perspective to the examlnatlon of the more recent period. I shall be
forced to be rather hurried and, [ am afraid, also rather dull. I will
have no time for any stories, of which quite a number were told from the
speaker's platform during the interim course in the Pentzion. oy remarks
will contain no classified information, no top-drawer, off the record re-
velations, I am sorryv that this last is the case because I would he
tempted to go the liar Collese one better and request, in the interest of
security, not only that you take no notes but thai before leaving the room
you forget overythlnr vou have heard.

The lecture todar will fall into threse (3) broad divisions; the ex—
perience of the Civil War in economic mobilization; the same for the First
world ¥ar; and planning for economic mobilization, 1920-1939.

Pricr tc 1914 the term "mobilization" was upplled to the system and
procedures of placing ouwr armed forces on a war basis. Iu hurope, especi-
ally, it had reference to the calling up for active service of the aArmed
Reservists when war was imminent.

The principal lesson learned from our experience in Vorld ¥ar I was
that the problems of equipment and supply in the First liorld Viar are sreater
that the problems of placing armies in the field, lodern war, it was learn-
ed calls for the mobilization of economic resources os well as the mobili-
zation of men. Since the most acute needs were for materiel and munitions
attention w2z focussed on the industrial aspects of thls process and the
ferm "industrial mobilization" was coined., The problem was primarily one of
getting industry orzanized for the jcb. '

In recent years there has bteend a growlng recognition that mobilization
of industry is but one phase of a much more comprehensive mobilization of
the entire economy of the hation; that mahufecturing industry is but the
cutting edge of a wser ecornomy, and behind this cutting edze we have mines
and minerals, agriculture, utilities, manpower, technologyr, transportation,
and all the rest.

The idea of the systematic organization of econcmic resources in war
is very new, but dependence on such resources in war tlme, of course, is
very old. 'lhe problem of equipping armies and keepins them supplied is as
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old as organized warfare, The mobilization of resources in the past, how-
ever, wasg largely left to improvisation after war broke out. The chief
economic preparation for war long consisted in having a full war chest;
that is, getting plenty of cash in the form of gold and silver. A full
treasury was the best preparation for war for many centuries, .

Every war, of course, brings increased demands cn the economy for fcod
clothing, eguipment, munitions, and supplies. In every war economic re-
sources have to be mobilized to some éxtent. .wanpower must be obtained for
soldiers and sailers; raw rmaterials must be converted into necessary sup—
plies and eguipment through munufacturing; troops and Qupplles must be
transported. to the fleld of acticn.

ivery war in our history from the Seventeenth Century on down pre—
sented its own problems of equipment and supply. Butbt warfare was long
waged on a very smell scale due to the crudeness of weapons rad equipment,
the limited number of men available for military service and especially to
the small productive capacity of what, during the greater pert of our his-
tory, was primzrily an agricultural econony. Then, toc, the crude, ineffi-
- cient, and costly means of transportotion leng restricted worfare to 2 very
limited basis. S0 far .s this country is concerned, it was not until the
Civil Var, the Tar between the States, that we h-d anything approaching in-
dustrizl or economic mobilizationj and then, surprisingly enouch, it was
not the industrial North that first faced the problem of systematically
mobilizing its economy for war; it was the agrarian South.

The Civil Var introduced a2 warfiare of 2 new kind and on a vastly

arger scale than had been known up to that time. The weapens nnd materials
of war, it is true, were not zrently different from those of the Revolution.
The m:in reliance was on the traditiencl types of smell nrms.  There was,
however, a greatly increased use of the sdrtillery, snd the introduction of
armor plate m“rked the beginning of revolution of noval warfare, The re-
maerkable feature of the war lny in the husze scale on which it was fought,
with armies running up into the hundreds of thousands; with simultaneous
sperations in a number of thesters and with the swift movement of =rmies

from one thester to another.

To mobilize, train, equip, transport, and supply huge armies under
these conditions obviously presehted very great problems. These problems
were only solved a2s a result of the advance of industrializ:ition in this
country in the generation before the Civil Tiar. Yar on this scnle was made
possible only by the introduction of new methods of production, new mach~
inery, and steampower; by technical and managerial developments in the iron
industry, the metal-working industries, the textile, shoe, and clothing
industries, and many others., ILarge-scile production of munitions oqulpment
and supplies was thus mede possible,

But the key to the new mode of warfare is to be found above all in the
revolutionary methods of transportation, supplied by the railroad nnd the
steambozt., This was the first major war in history in which the railroad
played a significant role. It made possible extraordinary fests in the
large-scale movement nnd supply of the armies.
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On the economic and industrial side the North, of course, had great
superiority over the South., It was far ahead in industrialization., Its
transportation facilities were better. It had = greater population and far
greater wealthe Because of superisr economic resources the hNorth wos able
to wage war on 4 lirge scale snd yet carry on business nd other economic

activities pretty much as usual,

The economic growth of the Horth was slowed down slightly, but not te
any great extent during the war. There were few scarcities and comparatively
little civilian hardship, ¥eonomic conditions, it 1s true, were, to some ex-
tent, abnormal. There was a business boou of large proportions due to
government contracts. There was inflation of the currency and of prices be-
cause of the methods adoptad for financéing the‘wdf.

In the first yesr of the war, too, there was o great denl of waste
znd confusion in procurement due to the lyck of experience in dexling with
the problems of supply cn & tremendous scnle. In no proper sense of Lhe
term w=s there industrinl or economic mobilization in the korth; that is to
say, there wos almost nothing of the central plannihg -nd direction of the
ecncmy as a whole which marks the trus wzr ccoromy. The eguipment ~nd
supply of the Federal Army and Lavy was simply a very difficult procurement
Jjob.

.o . .

The position of the South stood in marked gontrast to that of the
horth, The Scuth had & predominatly agriculturaf"aconomy, ene dependent on
foreign markets which were now cut off., The South had very limited indus—
trial resources, being dependent on the Nerth and on bngland for most manu-
factursd goods.

An especially serious weazkness was the"inndequate transportation
system and facilities of the South. Because of her limited resources, the
South could only hope to win, on the economic front, if these resources were
applied with maximum efficiency.

Her supply problems, surprisingly encugh, were not primarily in the
field of munitions, The military position of the South was never, I believe,
serinusly threztened by the lack of basic weapons, although the Cenfederate
Armies were quite wesk in nrtillery. She had met her needs for small arms,
mwder, and shot through hurriedly improvised manufacturing programs, block-
ade-running and, so far as small arms were conc»rned to a surprising degree
by battlefield szalvage, .

The most serious problems of war production”;nd supply centered
around such items as clothing, shoe#, aid equipment made of leather, Salt,
interestingly enough, w~s probably the outstnnding "strategic commodity" of
the war becruse of its use inm the preservation of meat for both civilian
and military use, ,Medicines.presgnted anothcr'difficult problem of Supply.

Perhaps. the most serions Confedaratd® shortages whre in.transporznt;on,
equipment, and supplies which the South had been accustened to obinin from:
the lorth and from Ingland-locomotive cars and other eguipment. There also
was a very serious shortage of horsecs, especially after western supplics ware
cut off following the establishment of Federal control of the Mississippi.
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The situation of the Confederate Government really called cfer a
centrally-planned. and directed mobilization of ~the southoern economy for war,
but for such mobilization there were no precedents; there was no experience,
uoreover, the southern states were opposed; on principle, to the centrali-
zation of authority. One of the major objectives in the war, of course, was
escape from the increasing contraligation of power in the Federal Government.,
Yet, under thc pressure of the urgent war necessity, the Confederate Govern-—
ment took steps which in substance, gradually although incompletely, did
mobilize the southern economy for war. Thesc measures included the: estab-
lishment and opcration by the Government of plants for the manufacture of a
‘variety of things —- shoes and clothing, small arms. and artillery, boats,
pewder, lead, and salt, ‘

The Confederatce Government toek active dirccetion and control of for-
eign trade, sstablishing a leng list of goods, the importation of which was
prohibited, and owning and eperating blockade-runners. Certain materials
and manpower centrols were set ups They used the draft, or morc correctly
speaking, exemptisns from the draft, to bring pressurc en labor-hungary
manufacturers to produce under government contracts instead of the more pro-
fitable civilian markets, Draftees wore frequently detailed for essentlal
civilian services in manufacturing, and other economic activities.

The raw materials supply was controlied in a crude and limited manner
by the Quartcermaster Department through its authority ever transportatiorn,
This control over transportatisn was weak, ineffective, and half-hearted, but
it represented an attompt te deal with this serious problem. There was some
control of cotton and tobacco planting, in an effort to limit production of
commedities which had slight value in a war economy, duc to the inaccessi-~
bility of markets. There was crude price-fixing on a few commodities., They
had new, unusual, and very painful taxes. They even authorized thé destruc—
tion of cetton, if neocessary, te escape capturc by the invading armies from
the North.

The record shows that Confederate statesmen, without experience, with-—
out plans of any kind, moved slowly, haphazardly, and rathor blindly toward
a centrally-directed war cconomy. But they faillcd to move fast enough or
far cnough, .The economy literally broke down and the cause of tho Confeder-
acy broke with it., The Confederacy was closer to total war than anything
that has been experienced in this country prior to Werld War II. Indeed,
from some of ths accounts of life in the Confederacy, we obtain a picture of
a civilian cconomy that approximated conditions of total war to a greater
degrce than that of the country in the recent war, ;

In many respects, Cenfederate experience anticipated the problems of
economic mobilization faced by the majer pewers in the First and Second
World Wars, but this expericnce rececived little serious abtention.

Between 1865 and 1914 there were sxtraordinary advances in both the
economic and military fields. In this, as in other advanced nations, a leng
series of major technolegical develepments assoclated with the industriali-
zatimn took place: developments in the metal and metal-working industries,
BElectricity came in as a new source of power; and even more revolutionary, in
its implications for warfare was the invention and development of the inter-
nal cembustion engine-, '
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Then we have the rise of 2 whole net series of industries ~— chsmical,
rubber, aluminum, automobile, electrical, and 211 the rest. The innova~
tions wers accompenied by equally importsnt developments in large—scale
organizetion and profuction, the trust, the huge corporation, the casrtel,
and the holding compsny appesrs on the seens. In this couniry such great
industrial gisnts 2s U. S. Steel, &. T. & T., Genersl Electric, Anaconda
Copper, Standard 0il, and the Pennsylvanis Railroad appear on the scene.
An entire transformation cf the economy relative to industriesl orgenize-
tion tock place.

There were also major developments in methods of mess production that
were unknown or little prscticed prior to the Civil War: continous pro-
cegs methods, the interchangeable part system, standardization, asssembly
line tachniques, sutomatic mechinery, l?boratbry eontrols, efficiont fac-
tory layout, end "scientific mensgement” studies.

Industrislizetion with the extraordinary esxpension of productive
capacity resulting from these developments spread, in one degree or an—
other, to many parts of the world. UINo nation could possibly hope to re-
main a major power without industrialization. 3By greatly enlarging the
productive capacity of the great powers, it provided the basis for a new
kind of warfare, using novel and extraordinarily effective weapons and
materiel and orgenization on a far vaster scale than at any previous time.

The key to the new kind of warfare can be found, on the one hand, in
the mechanization of combat and, on the other hand, in the industrialiasa-
tior of supply. In the Civil War the advence of industrial production
and distribution hed made possible the movement and supvly of arries that
were, for thet dey, of great size. But ectual combat in the Civil War,
with minor exceptions, continued, as for centuries, to be essentially a
hend operation. Still they relied me2inly on hand wesvons.

By the outbreak of the First World War, mechanization had besn intro-
duced into combat as a result of the general introdfuction of the breech-
losding rifle and metallic cartridge, the mechine gun and the breech~load-
ing repid~fire field gun which a perfected recoil mechanism made possible.
The internal combustion engine was spovlied to combat and supply in the
tank, the airvplsne, snd the truck. .

Navel, as well as land, werfare had besn revolutionized ss » result
in the previous half-century, of the shift from s2il and wood to stesm
and steel. With this new and mechanized meteriel, warfare wes carried on
on a scale and with an intensity thet wes unpracedented. Huge conseript
armies were mobilized snd put into the field. The early attempts in the
war in Bureope to force # quick decision were followed by 2 prolonged
stalemrte of trenck werfarc on fronts hundreds of niles long. The high
rate of fire resulted in the expenditure of huge amounts of ammunition.

Terrific berreges of msssed srtillery fire were continued on extend-
ed fronts 2t times for meny deys. It wasn't long before the belligerents
were all in » desperate position because of the rapid, unprecedented end
quite unexpected depletion of their sammunition reserves. The belligerents,

RESTRICTLD




therefore, found themsclves compclled, in the midst of a terrific war, to
reorganise the whole system of procurcment and production for war., The ro-
sult was the systematic mebilization of the economics of the belligerent
powers.for war. . The traditional methods of procurumhnt could not delivor the
goods. Sincemo one had realized the nccessity of sconomic m011117atlon,
there had been no. plans prepared for ity improvization was thcrvforu necess—
ary. S : ‘

Economic mobilization in the United States was likewise largely im-
provised, although we had, of course, some forcwarning and took some steps
in preporation for the new type of warfare., The biginning of our industrial
mobilization, as it was then called, resulted from the mounting stroam of,
orders from the -Allied powers. As the war advanced, the Services took a
number of measures in the direction of industrial preparcdness. Scveral
boards and commissions were set up in 1915 and 1916 to study our production
resources and problems, ospcc1&llv in the casec of stecl, munitiens, and
sireraft, '

There was also an interesting General Staff Corps Report, in the Fall
of 1915, en the mobilization of industrics for war purposes. In this report
the experiences of thoe European bielligerents were roviewsd and meesurcs to
prepare for industrial mobilization were urged.

But the over-all results of these commissions and boards werc not im-
pressive. Good preliminary studies and surveys were made, but there was no
fallew-up; no action was taken. So whun we untercd the war in Lpril 1918 our
preparations were slights At that tims, April 1917, the: posltlon of the
Allicd wowers was -extremely criticel. The urzency of the situation was such
that it demanded the mobilization of all our resources with the zreataest
possible speed. Herctofore only a small part of ‘américan industry hac been
engaged in the production of wer gocds and, for the most part, they were pro-
ducing the simpler types of munitiorns. Thc scale and complexity of the pro-
duction job was greatly increased by the decision to send a huge expeditionary
force to France, The United States faced the tremendous task of quickly
converting our immense industrial resources to war ‘production. ;

The first year was once of great confusion, wasted motion, =nd misdir-

ccted effort, There was a heavy rush to got into war production, This soon
brought great prossure on equipmaent, on facilitics, and on matcrials, . There
was active competition between the procurument agencics to place contracts
ana cbtain supplies, The result was that prices soared; the markets became
disorganized; and scarcities mounteds. There was inadequate knowledge, on the
ona hand, as to what. the Armed Services needed and, on the oth.r hand, we
were equally ignorant still as to the situution'rcgarding industrisi facili-
tics, raw matorial supply, and productiv cap ity generally.

H.thrc was no central autheority to- obtaln and organiz: the cssential
information, to coordinate the placing of contracts, and to determine the
order .and importance of things that were needed, antra¢1zod rlanning and
direction were carly rocognized ds primery cssentials in the production pro—
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gram. ' But therc were many obstacles bcfore the necessary organization could
be sefup to do the job, especially to establish and meke effective tho
necessary controls. We lacked the expericnce, Tz also lacked the adminis—
trative machln““y.- The gencral public was vory slow to recognize that a
modorn war economy is, of necessity, a planned and contrelied cconomy.

Without a plan we had to improvisc as the production progrmm develop-
ade Centralized planning was not’ only foreign to the American expericnce,
but it was very repugnant to a people who were strong individualists nd who
believed thit the role of the Government should be kept to the barest mini-
mum.  The result was that we moved very slowly and reluctantly in the
DPOVlSlOH of the necessary war organlzatlon and controls,

The first step was thoe creation of the Council of Nationzl Dafensc to
provide the over-all coordination of industries znd rosourcos. This Council
set up, as its working—bedy, ths Advisory Commission te the Councll of
national Dafensé, - This Advisory Commission, in turn, was supplomentocd by
certain other boards —— the wunitions Standards Board and later the Gencral
Munltlons Board - tc effcet coordinstion betwoen the scrvices! procurcment.

It was not until thé end of July 1917 that tho War Industrlbs Boar
was cstablished as a central war production agency. Noarly nine months
passad before the TWar Industrics Board wias given real authority, power, to
direct and coordinatc the war production program. Under Bernsrd Baruch's
direction the Viar Industries Board became a kind of industrial General Staff
for the direction of operatiens on the cconmmic front,

¥ith the War Industrlcs Board functlonal divisions were set up to
deal with such matters as priorities, facilities and inventeries, require-
ments, price-fixing, and =11 the rest. Some fifty-seven commodity scctilons
were established under the Raw waterlals =2nd Finished Products Divisions te
deal specifica 11y'with problems of production in these areas. War Service
Committees were sst up, which were the predscesscrs of the Industry Advisory
Committées in tho recent war, ’ '

When it was finally given the necessary powsr, the War Industries
Board, of course, did a very effective job in the conversion and expansion
»f facilities, opening up new sources of rew materials, the conservation of
scarce matcérials and labor, the effective distribution of materials where
most needed, and price control, Othcr agenciss, in time, were sct up to
handle related probl=ms in the field of food and fuel, railroad, shirping,
labor and foreign trade,

Nearly = vear passed after our entrance into thoe war bvfor, the mobi-
lizztion of our ccoriomic resourcaes was bx'ly very far advzneed, The cont—
rols necessary for coffective epcration were Dcrongly resisted and they were
very slowly imposed, For cxzmple, ‘tho automobile industry strenuously
opposad all suggcestions for curtailing production, and succccdoed until the
great German drive was on in tho Spring of 1918 when an sgreement was reached
by which tho productich of automobiles was somcwh~t' reduc ed.
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Eventually, very sweeping controls were established in fields aff-
ecting especislly menufeciuring 2nd construction industries. The mein
controls were those established over materials through a system of nriori-
ties and allocations apwlied chiefly to the scarcer metals but aleo in
one degree or snothar to sush meterisls sa¢ rubber, sulphur and chlorine.
Lebor controls were nonexistent in the war. The rationing of civilian
goods was almosgt unknown, exceot, on a cuasi-~voluntary basis, in the case
of wheat and suger. Domestic Iuel retioning begen in Apnril 1918, s#nd con-
trol over the prepsration and distribution of coal snd petrolesum nroducts
was effected through a licensing systen.

’D
e

one to control prices until after we entered

s were established in July 1817, prices al-
ent sbove tins prewar level. From that time on
ized until after the end of the wer.

Little or nothing was
the wer. ‘Vhen price contr
ready had risen spme 8B

0 1=M@ developed in the field of trensporte—
tion, where the Government stemoed in eventually znd on Jenuary 1, 1918,
took over and cpersted the rs lropfq system directly. Si¥ months later the
telephone and telegrapk servi-zes also were token over and operated by the
Government. Under the Bmergunby Plaet Cormorstion of the United Stetes

11

Shipning Boesrd e tremendous shipbuilding progrsm wes carried out.

Some of our toughest »r

e o
u

The mobilization of the Amcricen economy for wer, in many respects,
wes a very grest echievement. With only 2 modest headstart from Allied
orders we bullt up a war production system of tremendous cenacity. Ve
supplied our Allies with grest quantities of food, raw materiel, and manu-—
factured goods; recruited, treined, eculpred, and trensvorted 2 husge army
to France; moved from an economy slmost without controls to one which was,

in some fundsmental respects, not only cantrnlled but regimented.

A At the same time, however, there were a great many wesknesse
shortcomings in the wer productiecn program. Thosre were great delays, for
example, in esteblishing the central control snd direction necessary for

a full and effective operation of the economy in war. There were great
delays »nd mistekes in the Ffetermination of military requirements, which
with & miscaleculation of the vrobatle length of the war, prevented us

from throwing the full weight of our industrial power intc the conflict.
Production gosls were set so high that a disproportionats share of l=bor,
facilities, on? materials were ebsorbed simply in tooling up for produc~
tion. Production was just fetting into hizh gesr when the war 2tame to an
end. The rasult was that in such mejor items of materiel as ertillery,
shells, ard airplanes, our Army wns supplied, to & very great extent, by
our Allies. ’ '

Another major weaskness in our wer production effort wes the frilure
to plece sharp restrictions on many lines of producticn not essential 1o
the wer effort in order to forse repid conversion to essential wer
production. ¢

Finally, the administration gave sc little attention, in faect it gave
virtually no attention, to the oproblems of industrisl demobilizetion ard
reconversion thet it wes without plans or prepasration for the diffi-ult
transition from a wer to & pescetime economy. The ineviteble result wes
that we ended the wer in as much confusion as we begen it.
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The experience of World War I -~ it was called the "Great .War" then -
drove home two major lessons: first, the staggering proportions of the
equipment and supply problem ir modern mechenized and mass warfare;
second, the grave dangers of the failure to make careful advance plansg
and preparstions for coping with this problem. Modern industry and
technology made available an enormous productive capacity which could be,
and therefore would be, brought to the suppert of wer by powerful nations.
It was clear thst plans for military mobilization must. be paralleled by
plane for mobilizing the industrial end economic resources of the nation.
The experience of the first World War had demonstrated the hesvy costg of
improvising in this field, The lack of plans had delayed our active and
full participation in the war; it had resulted in widespread confusion,
waste #nd duplication in procurement; ~nd it added subst?qtlelly to the
cost of the wer in lives and in Foney. -

In the reorganization of the military establishment.following the
war, & determined effort was made to heed the lessons of this experience.
In the National Defense.Act of 1920 Congress made provision for industrial
mobilization planning. Section Ba of this act placed responsibility for
such planning con the Assistent Secretsry of War. In addition to his
duties in the supervision of all current procurement of military supplies,
the Assistant Secretary was charged with the preparation of plans for
wartime procurement snd for mobilization of essential materiel and indus—
trial organizations. Confusion regerding the division of responsibility
for industrial mobilization between the General Staff and the 0ffice of
the Assistant Secretary wes removed by the decision of the Harbosrd Board
in 1921. Under this decision -the plans of the Office of the Assistant
Secretary were to be based upon, and guided by, requirements as estab-
lished by the Gensral Staff.

" To carry out the War Department's responsibilities for industrial
mobilizatior planning, three agencies were established during the next
several years: The Plsnning Branch, O0ffice of the Agsistent Secretary
of War in 1921; the Army and Navy Munitions Board ir 1922; and the Army
Industrisl College in 1924. In addition to the plamning work bf these
agencies on the staff and policy level, there were the planning activities
on the operating level in the supnly arms end services. Here the hard
pick~and-shovel work of translating over—-all planning policies into
actual working plans for the procurement of specific articles was carried
én.. The supnly arms and serviﬂes provided the direct connecting link
between the over-sll plens and the industries and individual plants to
be mobilized in 2 national emergency.

In order to sarry 5ut-the Assistant Secretary's responsibility for

industrial mobilization planning, the Planning Branch was orgenized into
2 number of divisions! procurement plans, allocations, commodities, -

R<STRICTED




EESTRICTIED

standards, contributory, construction, and the like. Tor each major item
of munitioris and equivwrent the Plarning Branzh sought to determine how
much, was needed, where these requirements zould be sz2tisfied, what oro-
ductior difficulties were awt to erise, 2nd how these *1*f1“ult1e“ could
be overzome. The Plsnnine Sranch made uv the A“wy gide of the Arvy eand
¥evy Funitions Fosrd. Throughout the wl?nn1ng nweriod tke Planning Branch
carried the main losd 0F industrisl mn'n'lvvatlcm nlanning. Yot only had
responsibility for this sspect of military vlenplnz been wleced by statute
in the Of“ice of the Assistent Secretary of VYar, but with 2 flsat in be-
ing, the Favy rnever felt the game urgent need for ﬁéaceti~e nlanning =s
did the Army. TFor this reason the product of plenning wes ususlly,  and
th

rith some justice, known as the Army Indudtrisl Mobilization rilan.

=

The need to bring the ¥avy into the “lqrninp‘brogram weg earlv re—
cognized and nrovided for in the setting up in 1922 of the Army and Favy
Munitions Board. Granting the differende in the Favy's position, it wes
essential to wrovide for the exchsngé of information #nd for the cocrdi-
nation of nrocurement nlans relative to sush matters as the allc-ation of
Tacilities and industrial cavecity. Without ¥ayy perticinetion the Army's
carefully worked out olans for mobilizing industry might be upset by in-
dependent 2nd conflicting sction by the Services in wartime wrocurement.
For nearly ten yesrs, ‘however, because of thevlnablllty of the Services
to reach agreement on besic plenning wrocedures, the Army and Favy Muni-
tions Board wes lergely inective., In 1922 the Army and Navy Munitions
Board was reorganized snd thereafter served ss active coordinator of
Army and Fevy nlenning in this field. The Board wes comnosed of the
Assistent Secreétaries of the "ar snd Navy Depsrtments but its =zctivities
were carried on by & number of divisione, merslleling those of the Plen-
ning Brench, under the direction of #r erecutive committee. The Army end
Yavy Muniticns Board wee gnonsor of the Industrisl Mobilization Flan, and
in the event of wer it was intended thrt 1t should serve zs the key agency
for industriel mobilization Aduring a transition meriod until the super-
agencies provided feor in the Industriel lobilization Plan could be organ—
ized and take over the load. ctually, with the sdvence of the defense
veriod in 1979, the Army and Favy lunitions Board beceme the central
coordinating agency for Army end Navy nrocurement.

The Army .Industrial Coéllege was estrblished under the direct super-
vision of the Assistant Secretary of ar in 1924 to train officers in the
supervision of military nrocurement in wertime and other vheses of indiufs~
trinl mobilizetion plenring. The Army Industrial Jollege took over and
nlaced on 2 systematic basis training hitherto done on a cuasi-aporentice
bésis in the Flarning Branch. A careful vrogrem of studies was developed
covering the various aspects and problems of Industrial mobilizetion.

The relationshi betwéen the Army Industrial Oollege.2nd the Flenning
Branch was close and impdrtsnt contributions were mede by both faculty
and stufents to the »lanning vrogrem, through the interchsenge of idess
and the prevsration of stulies dealing with specific plenning problems.
Over e thousand regulsr =nd reserve officers received valusble training
for wertime duties in the Army Incdustrisl College :rior to ithe outbresk
of Worlé Wer II.
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The plenning work cf the supply rrms and services was carried on
under the general suvervision and coordination of the Planning Branch. In
general, »lanning in the Supwnly Arms and Services wes decentralized into
the fistrict procurement vlenning offices. The district offices made
~gsurveys of industri=l facilities and industriel cavaclty, erranged for
the pllocation of frcilities, sought to metoh supnly against demand, geve
information =nd 2dvice to irdustry regerfing industrirl mobilization »nlans
end, in general, spread the gospel of industrial mobilizetion »lanning.
The wrocurement dlenning districts of the sumnly services provided nuclei
around which wer mrocurement orgenizetion could be built, h

.+ The planning activities of the seversl nlanning sgenciss were dir-
gated alone two drosd lines: 1) nlsne for meeting the procuremsnt
responsibilities of the services in time of war; 2) pleans for the over-all
orgenization snd direction of the ezoncnic resources cf the nstion for war,
Little sttention wes given to the second tyoe of plenning until the 1930e,
In procurement nleoning attention weas fixed on the mejor steps involved
in the weriime owrocurement of the major items of meteriel: determinatidn
of-tynes of materisl required, that is, what was needed; comgntation of
_reguirements, that is, how much was needed snd when; allocstion cf feei-
lities as between Aymy and ¥ovy and dbetween the differsnt swouly arms and
services; development of schedules of production for the more difficult
end items; end the »rewerstion of induestrisl facilities for wer wrodue-
tion through wlsnt surveys, production studies, end educationsl orders.

The more swecteculsr side of industrisl meobiliszation pleuning hsé
to ¢o with the over-s11l coordinstior snd control of the sconomy for war.
This was referred to in the 1939 ecdition of the Incdustriel Mobilization
Plan as the "utilization of netionsl resources and the mobilizetion of
industry in time of A mejor wer," Although the attenticn of the planning
agencies wre for some yeesrs concentrested on orocuremeént vnlenning, it wesg
errly recognized thet however essentisl this spemect of plenning was not
enough in iteself. The exverience of the first World Yar hed demonstrated
thst the weacetime ezonomy, unsupiorted snd uncontrolled, zould not stsnd
un under the tremendeus strein imvosed by wer procurement. Under war
cenditions of unlimited demsnd and unlimited nurchase funds onposed %o
limited materisle, limited facilities, snd limited menvnower, the normel
reletionshins »nd functioning of the econormy inevitably break down. In
nodern wear, =g we have geen, ‘the srmed forzes are but the cutting efge
of military power which is composed of 211 the resources of tke nation.
Yot only must &1l the economic résourcesg of the naticon be harnssesed %o
the wer effort but they must be used with meximun effect. The disorzsen~
izetion of the economy unéer the impect of mushrooring wrocurement gosls
cennot be =2llowed. Toor coordinstion of economiz resourcces mey have =g
hermful results =s poor coordination of militsry forczes. The normal con-
trols of the merket nlaze, of sunnly eand demend, of the prite system
simply won't function wroperly under war conditions. A wer economy is
of necessity & plenned snd controlled economy es contrasted with the
nescetime economv in whizsh economis forces heve substentislly frese nlsy.
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- Thus, the problems facing the planners in working out a vprogram for
the over~s11l control and direction of the econcomy were itremendous. “‘het
céntrols were necessary? How should they be evercised? And by whom?

By what sgencies should the powerful controls over the economy be ever—
cised? On the lsst igsue ~—~ fthe most crucial one ir many resnects —-
three rather obvious snswers msy be given. The over-all controls might

" be éxercised by the agencies having power over procurement, ths militery

services., Or they might be exercised by the regular pescetine agencies
6f the govsrnmont whose functions bore the closest relation to them., Or
thevy might be wlaced in the hends of newly created war or emergency
agencies. There were obvious objections to the first two uronossls.

In view of ithe vreveiling .civiliszn distrust of the militery, there wes
slight chence 6f the procurement authorities being cherged with the ex-
ercise of controls over the economy #s 2 whole. It wes recounized, foo,
that the nesd for ar ~rbiter or umpire to decide conflicting clairs of
the vericus esectors of the war sconomy, esnecially ss between militery
and civilisn demencs, mede it dosirsble for the over—zll controls to Dbe
nlrced in 2 non-nilitsary sgercy. It wes believed on the other hend thet
the old-line civilinan agercics ware not too well eguip»med to do the job.
Percetime routine opeorations crested grooves in wrectices =nd rititudes
from which it would be difficult to cscape. The leisuraly temnoe of
ongrations and the limitetions of knowledge #nd sxills required for the
zontrol of » war economy were further arguments ageinst the use of the
0ld-1ine agencies. a

The decision wes esrly renched by the plezners to follow the ery-—
sm~le afforded by the first World Wer and rely upon specially crestad
war sgencies for the exercise of the essentizl over-all controls, tie
so—-celled "suner—sgencies." How then should the wertime functiong =nd
controls be divided smong the supsr-sgencies? Should the mejor controls
be given to » kev suder-sgenc. or should they be distributed smong »
nunber of' sussr-sgencies, 511 on the same level of authority? Tierc wes
considerable ~cntroversy on this question snd more then one chenge of
mind smong the olenners.

‘any other questions Lad to be decided in vroviding for the over—all
organization and functiohing ¢f the wer economy. Whet were the relstion-
ships to e between the many =gencies, 0lé-line and emergency, militery
end o2ivilisn? Whet functions snd wowers should bte vested in whet ~genciec?
Eow to arrergs ths internal orgenization of the emergency sgencies —— =nd
s0 on down tho line to the more dotailed problems of wertime séminictre—
tion. The officers and civilisns in the nmlenning sgenclses studied end
restudied these problems, considered elternstive solutions, =nd reached
conclusions which were revised from time to time. For some.fifteen yesrs
they worked and reworied theéir plens, on thé besis of new cata, new
studies #nd new idess. '

The mlanners were not a lerg To
in the Office of the Assistent Secretary of ¥ep erngrged in this work
en

weriod. Ag late eg August 1929, this wmersonnel consisted of seventeen
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officers and fifteen civilians. The Army ~nd Nevy Munitions Zosrd con—
tained the same number on the Army side with 2 smaller number from the
Favy. In the thirties there were six or eight officers on the steff of
the Army Industrial College and & student body of from sixty to eighty
officers. In the supply armes and services the number of men assignad

to planning was very small in proportion to the size of the job to be done.

The most publicigzed result of a1l this planring activity was & series
of Industrisl Mobilization Flans. The first came out in 1931, the second
in 193Z, the third in 1936, ond the third srnd lest edition in 1933. To
trace the cvolution of these seversl vlens is not possible here. Two of
the gpudies on your list of collateral reading discuss these matters in
considerable deteil and these cen be eramined to the extent of your time
and interest. There is Dr. Thatcher's Plans for Industrial Mobilization,
1920-1240, and Dr. Yoshpe's study with a similar title which gives less
attention to the broad over-sll plan and more to the evolution of the
procurement aspects of industriasl mobilization planning than does Ir,.
Thatcher's work.

In summary, the significent thing to keep in mind is that during
the yesrs between the first =nd second World Wars, the military serviees,
egpecielly the Army, engaged in long =nd careful planning. The major
end product of this planning activity was 2 series of Industrial Mobili-
zation Plens which lzid down, in mein outlines, a system of wartime
organization and of wertime controls of the economy which embodied, tc
a2 lerge extent, the lessons and experience of industrial mobilization in
World War I. Yet when war finslly ceme, 211 this work seemed to go for
nothing. The Industriel Mebilization Plan, was in the mein, ignored and
the actusrl mobilization of the economy followed a course far different
from that contempleted by the plenners. For the most part the Plan went
into the wsste basket. The reascrs for this outcome will be considered
in the lecture next Monday.
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