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Id'l;;iODUCTIiM Tc) ,~J~ILIZATI~~ E.Lii&I~~G 

6 September 1946 

DR. HULTAR: 

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) 
months in which to cover the period of the recent war. I am faced with the 
job of covering seventy-five (75) years in fifty (50) minutes. That means 
the treatment will have to be general and ra;her superficial. Yet I think 
that a review, even thoqh very general, is essential to give certain depth 
and perspective to the examination of the more recent -,eriod. I shall be 
forced to be rather hurried and, i am afraid, 21~0 rather dull, I will 
have no time for any stories, of which quite a number were told fro&I the 
speaker's platform. during the interim course in the Penta jon. Jy re::arks 
will contain no classified inforlnation, no top-drawer, off the record re- 
velations. I am sorqr that this Lst is the case becarlse I ;vould '?e 
tempted to go the Lar Collegs'one better and request, in the interest o_" 
security, not only that you take no notes but that before leaving the room 
you forget everything you h::ve heard. 

'The lecture today: nil1 iall into three (3) broad divisions; the ex- 
perience of the Civil Tf%iar in economic !ilobilization; the same for the Ejirst 
:,orld ?'ar; and planning for economic mobilization, 192G-1939. 

Prier to 1914 the term ffnobilization'l was applied to the s:rstem and 
procedures of placing our c:rmed forces on a war basis.' IA Europe, especi- 
ally, it had reference to the calling up for active service of the Ar,%ed 
Reservists when war was imminent. 

The principal lesson learned from our experience in Korid i,-nr I was 
that the problems of equipment and supply in the First Korld VTar are ~~rcater 
that the problems of piacing armies in the field. ii0dern 'ilar, it w?s learn- 
ed calls f or the mobilization of economic resources as well as the mobili- 
zation of men. Since the most acute needs 1Nere for materiel and munitions 
attention WLS focussed on the industrial aspects of this process and the 
term 'rindustrial 'mobi.lization'1 was coined, The problem was primarily one of 
ger;ting industry organized for ;he Sch. 

in recent years there Has been a growing recognition that mobilization 
of industry is but one phase of a much more comprehensive mobilization of 
the entire econom;y of the Igntion; t,hnt mnnufacturing industry is but the 
cutting ed,se of a war economy, and behind r,his* cutting edge we have mines 
nnd minerals, agriculture, ut.ilities, manpower, technology, transportation, 
and ail tl?e rest. 

The idee of the systenmtic organization of economic resources in W.TI' 
is verv new, but dependence on such resources in w.ar time, of course, is L 
very old. The problem of eq,~ipping ar;-ties and kkeping 'L1:e.m su~npiied is as 
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aid as organized warfare. The mobilization of resources in the p?st, how- 
ever, was largely left to improvisation, efter war broke out. The chief 
econ0iiIi.c preparation for war long 8conslstsd in hq,ving 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 r=ny centuries. 

Every war, of course, brin2-s increased demands on the economy for food 
clothing, equipment, munitions, and supplies. In every war economic re- 
sources have to.be mobilized to some extent. .;inpower must be obtained for 
soldiers 2nd sailors; raw materia Is must be converted into necessary sup 
plies and equipment through mc.nuf3cturing; troops and supplies must be 
transported to the field of action. 

Avery war in our history from the Seventeenth Century on down pre- 
sented its own problems of ;eq,ui.pment and supply. But warfare was long 
waged on a very small scale due to the crudeness of avenpons ?nd equipment, 
the limited number of men :Avail:-tble for military service and especially to 
the small productive czpRcity of whet, during the greater p?rt of our his- 
tory, was primarily an agricultural. economy. Then, too, the crude, ineffi- 

I cient, and costly means of transportation long restricted warfare to 2 very 
limited basis. So far s this country is concerned, it was not until the 
Civil TL:ar, the ?:r between the Sta",es, that tve h,-d anything npproaching in- 
dustrial or economic mobilization; :rnd then, surprisingly enough, it was 
not the industrial ijbrth that I'irst faced the problem of system:Vtic~?lly 
mobilizing its economy for w::r; it ws the agrarian south. 

The Civil l',;?r introduced :a w?rf?re of :? ne>< kind and on n vl':stly 
larger scale thTLn had been known up to thi:t time. The we:pons rind materials 
of war, it is true, were not :;rently different from those of the Revolution. 
The &in reliance w%s on the traditional types of sm,-.ll ':rms. There wqLs, 
however, n Eli- y UreRtlv increased use of the :!rtiilery, nd the introciuction of 
armor plate marked the beginning of revolution of n::v::l w::rfnre. The re- 
markable fe<:ture of the war l*:y in the hu;;e scnle on which it was fought, 
with. armies running up into the hundreds of thousands; with simultaneous 
?gerntions in a number of theaters and with the swift *movement of armies 
fro-n one theater to -another,. 

To mobilize, train, equip, tr:insport, :lnd supply huge armies under 
these conditions obviously presented very gro:l", problems. These problems 
were only solved ,as a result of the' advance of icdustri:G.z::tion in this 
country in the generation before the CivilJInr. ';;a, on this scnle W.YS made 
possi.ble only by the introduction of new methcds of production, nefv mich- 
inery, and staam,power; by technical and managerial developments in the iron 
industry, the met&-working industries, the textile, shoe, and clothing 
industries, and many others. Large-scale production of munitions equipment 
and supplies was thus made possible, 

But the key to the new mode of w%rft:re is to be found ,zbove a11 in the 
revolutionary methods of transportation, supplied ,by the rxilro?d ,tnd the 
steamboat. Tnis was the first major war in history in which the railroad 
played a significant role. It made possible extr.nordinary fe‘:ts in the 
krge-scale movement ,:nd supply of the armies. 
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On the economic and industrinl side th;; Korth, of course, hzd ,igreat 
' superiority over the South. It WYLS far ahead in industrisliz~?.tion. Its 
' trilnsportntion f:qcilities were better. Zt h;,d 'x greater population ,ind far 

greGter t~enlth. Because of superiqr economic resources the Barth W”S .able 
to wage war on ci lLrge scale Tnd yet cnrry on business -:nd other economic 

& nctivities pretty much sIs us~ual. 

The economic growth of the i'Jorth was slowed down slightly, but not t? 
any great extent during the war. There wera few scarcities 3nJ comparativeiy 
Little civili(an hardship. Economic conditions, it. is true, were, to some ex- 
tent, nbror!zal, There was 3 business boors of large .proportions due to 
government contracts. ri'here w.:s inflation of the currency 2nd of prices bz- 
cause of the methods adopted for financing the ivar. 4. 

In the first yerr of the NW, too, there Vegas :: grl::.lt qe?l of w?sts 
:nd confusion in procurement due to the l.?ck of exp3rionce in de~lic;.; with 
the prnblems of supply on a tremendous SC:?le. In no proper sens<2 of Lhi: 
term w:.s there industri-1 or economic mo5ilizc:ticn ir: thu ikorth; th-:t is to 
says there xs :;lmost nothins of the central pL;rining ,nc?, diri?cti.nn of the 
e.cnc*m.v as ,a whole which marks the true wr:r economy, The equipment -nd 
supply of the Federal army .ind Lavy w:?s simply .a very difficult procurement 
job. 

The position 0: the South stood in lx?rked contmst to that of the 
Lorth, The South had 2 prcdominatly agricultural* &cnnomy, one depc?r:dent on 
foreign markets which 'here now cut off. The South had very limited i&&s-. 
trial res>ourccs, being depondGnt on thi: North and on Lnglrlnd for most nl;?nu- 
factursd goods, 

An espacially serious ;veakness was the'in"dequnte tr?nsportn$ion 
system 2nd facilities of the South. Because of her limited resources, the 
South could only hope to win, on the econo.tic front, if those resources were 
applied with.murim~~ efficiency. 

Her supply problems, surprisingly encirgh, were not primarily; in the 
field of munitions. Tnc military position of tho South was novor, I believe, 
seriously threatened by the lack of basic weapons, although the C@nfedMz.tc 
Armies were quite weak in :.:rtillery. She h?.d met her needs for small <?.rms, 
pnwdar, and shot through hurriedly improvised manufacturing programs, block- 
ade-running and, so far ,:s smQl arms were concarncd, to a surprising degree 
by battlefield salvage, . 

The most serious probiems of WV production .Fnd su~&lg cnrit?red 
around such items as clothing, sho&, .irld equipment r&i?de of le<athcr. Szlt, 
Interestingly enough, X':S probably the outstEnding 71stratcgie camaoditylf of 
the war bee-.&e of its use in the preservation of meat for both civ.iiian 
and military use, dedicincs presented another difficult problen of supply. 

* Perhaps the most serious Confederztd shortages wl:rc in. trznsportztlsn, 
equipment, 'and supplies svhich the South had been c?ccusto.aed to obtain from 
the Mrth itand froi.1 &gl n&-locomotive c,:rs ~:nd other equipn;ent. There also 
was a very serious shortage of horses, especially nfter wJestcrn supelius wze 
Cut 'off following the establishment of Federal control of th2 Wississippi. 
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The situation of the Confederate Government really calloci &W a 
centrally-planned and dircctod mobilization of thy southzr~n economy for war, 
but for such mobilization there wore no preccdwts; thari: >~as no oxpzrience. 
Liorcover, the southern states wrrii;‘rc opposed, on principle, to the cGntrali-- 
aation of authority. One of the major o&jjectivus in the: war,& of course, was 
escapa from the increasing ccntralization~ol powt3r in the Fddcral Government. 
Pet, under the pressure of the urgent war necessity, the Confederate Gov~m- 
ment took stqs which in substance , gradually although incomplstcly, did 
mobilize the southern economy for war. Ihcsc measures included the, ,~stab- 
?Lishmant and operation by the Government of plants for the manufacture, of a 
variety of things,-- shoes and clothing, smali arms.and artillery, boats, 
pcwder, Load, and salt. 

The Confedzratc Gov~rmunt took active direction and control of for- 
eign trade, establishing a leng list of goods, thd importation of which was 
prohibited, and owning and operating blockade-runners, Certain lraterials 
and manpowar controls wore set up. They used the draft, or more corrlctiy 
speaking, exemptions from the draft, to bring prcssurc en labor-hungary 
manufacturers to produce undsr government contracts instead of the .more pro- 
fitable civilian >marksts. ,Draftocs were frequently detailed for css?ntial 
civilian services in manufac=uring, and other economic activities. 

The raw materials supply was controlled in a crudi: and limitad manner 
by the Quartormast3r Department through its authority ever transportation. 
This control over transportation was weak, ineffective, and half-heart&, but 
it represented a&att2mpt to dcal with this serious problem. There was some 
control of cotton and tobacco planting, in an effort to limit production cf 
commodities which had slight value in a war economy, due to the inacccssi- 
bility of markets, There was crude price-fixing on a few co2mmoditio,s. They 
had now, unusual, and very painful taxes. They oven authorized th&“dostruc- 
tion of cotton, if necessary, to escape capture by th& invading arm&s from 
the North. 

Thi: record shows that Confcderat,; statesmen, without experience, with- 
out plans of any kind, moved slowly, haphazardly, and rathnr blindly toward 
a centrally-dirscted war economy. But they faiiod to movC; fast CIXOU~~ or 
far cno.Jgh, The economy literally broke down and the cause of .i;h,_: Confedor- 
acy broke w&th it. The Confcdtiracy was closer to total war than anything 
that has b&n expcrienceci in this country prior to Y'Jarld '"tar II. Indeed, 
from some of thz accounts of life in tho Confod,3racg, WC! obtain a picture of 
a civilian economy that approximated conditions of total war to a greater 
dcgroe than that of the country in the recent ware A 

In many respects, Canfsderate oxpzrionc3 anticipated the problems of 
economic mobilization fac<:d by tho majer.p@wors in the? First and Second 
K'orld Yars, but this expericnco receivec little sarious attention. 

Between l,865 and 191.4 there were oxtraordinarg advances in both the 
economic and military fields. In this, as in other advanced nations, a long 
series of major teohnolqical developments associated with thtr: industriali- 
zatLm too-k place: developments in ths metal and,mctal-working industries, 
Electricity came in as a ne~w source of powor; and even more revolutionary, in 
its implications for warfare was ,the invention and development of the intcr- 
nal combustion engine-.. 
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Then we have the rise of a whole n&r series of industries -- chemical, 
rubber, P lur? inum, automobile, electrical, an? 211 the rest. The innove- 
tions were accompanied by equally important developments in le.rge-scale 
orgenizafion end production, the trust, the huge corporation, the cert,el, 
and the holding compan,v a.Iq~errs on the scene. In this country such greet 
industrial giants as U. S. Steel, A. T. b T., General Electric, Anaconda 
Copper, Standard Oil, end the Pennsylvania Railroad appear on the scene. 
An entire transformation cf the economy rcletive to industriel organize- 
tion took place, 

There were also major developments in methods of mass production that 
were unknown or little practice&prior to the Civil Ya.r: con tinous pro- 
cess methods, the interchangeable part system., sta.ndardize,tion, assembly 
line techniour:s, automatic mrchinery , lrboretory controls, officiant f,ac- 
tory layout, and “scientific managementn studies. 

Industrirlization with tha extraordinary expansion of productive 
capa.city resulting from these developments spread, in one degree or an- 
other, to many parts of the world. 50 netion could possibly ho:ge to re- 
main a major power without industrialization. 3y.grea.tly enlarging the 
productive cqacity of the greet powers, it provided the basis for a. new 
kind of warfare, using novel e.nd extraordinarily effective weqons and 
materiel end crgacizatian on a far vaster scale than at any previous time. 

The ke:: to the new kind. of warfsre can be found, on the one hand., in 
the mecha,nization of combat end., on. the other hand, in the industriali%- 
tior of su2ply. In the Civil War the advance of industrial production 
and distribution he-d. mede possible the movement end sun~lg of armies thet 
were , for that clay, of grea,t size. But actual. combat in the Civil ?rJa.r, 
with minor exceptions., continued, as for centuries, to be essentiellg a 
bend operation. Still they relied mainly on hand weapons. 

B,y the outbreak of the First Worl;? Wes, mechanization hec? been intro- 
duced into coTbat es a result of the general introduction of. the breech- 
loadin<g rifle and meta2lic cartridge, the mechine gun end the breech-load- 
ing rwnid-fire field gun which a perfected recoil .meche.nis.m ma?e possible. 
The inierna.1 combustion engine WPS api?liod to co.qbat and supply in the 
tank, the airplrne, end the truck. 

Nava 1 , RS well PS L.and, warfare had’been revolutionized PS =i result 
in the previous half-century, of tha shift fror” sail rnd,wood to steam 
<and steel. With this new and mechnnised aetcriel, werfere w?s carried. on 
on a scale end with an intensity thnt was unpr zedentad. h’uge cnnscri-ot 
armies were mobilized end ‘put into the fiald.. The enr2y attempts in the 
war in Europe to foroe P quick decision were follo*Tled by P prolonged 
stalem-te of trench wrriaro on fronts hunr!ri:ds of miles long. Th> high 
reto of fire resulted. in the expenditure of huge amounts of ammunition. 

Terrific berreges of messed artillery fire were continued on extend- 
ed fronts et times for mpny dkys. It wasn’t long before the belligerents 
were all in ‘P despcrate’gosition. because of the rapid, unprecadented end 
quite unexpectec’ Ciepletion of their ammunition reserves. The belligerents , 
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thereforcy found thomsclvas compelled, in the midst of a. terrific war, to 
reorgan&ze the .wholc: system of proc~uroment 2nd production for war. 'I?1 (2 r c- 
suit was th,o.,,sy+itemat_ic mobilization of tht: econom.ies oi th;, b.el.ligcrent 
poi~/ur.s .for war, 'The traditional methods of .procur;m42t could not, d.::iiv2r the 
~.oods * ,*incs no one h2d r3a~ '.izp-d the noc~.~~._ C.-Y ta of .xOno~~.C .mobilizntion, 
there had btien no plt;ns prip~rzd lo.r it; ' . ,. Improvlzctlon wf.s th~xoforc nocess- .,../ 
ary. I ' 

Econom.&'mo'oilization in the iJni ted Stats ~l'as likcJq5i'se l;rg;ly im- 
provised, although WC had, of course, so.mc forewarning and took soma ~1;~:~s 
in prcpclration for the nc\v type of warfare. 
mobii&.tion, 

Thz 'okginning of our. industricil 
as it nas'thtin call,zd, rcsult,>d cram the'mounting strtia!.m of, 

orders from the.sllicd powers. As the war advanced, r;ho Services took a 
numbor of measures in the direction of industriF.1 prcparodness. Siivcral 
boards and commi.ssions wxc set up in 1915 and 1916 to study our production 
resources and problems, cspcciallg in tho cast of sttiol, munitiens, ;Ind 
aircraft. 

Tharz was also an interes5ing Gcnaral Staff Corps Seaport, in the. Fall 
of 1915, on tha mobilization of industries for war purposes8 In this report 
the experiences of the European belligerents were reviewed and mc~.suros t'o 
prepare for indus;ri:il mobilieaiion were urged. 

But the over-all rosujts of those commissions and bo;irds 'wtirii not im- 
pressive. Good prcliminnry studiss and surveys tiere mads,‘but thcra ~gas no 
f?llCw-up; no action was taken. So wh,-n WC. entered the war rin ,ipril l?lE? our 
preparations wcro slight; At that time, Apri1- 1917, the:positioc of the 
Allied lowers was.oxtremelv critic-l. The ur,Gncy of the siturltion ~3s such 
that itAdemanded the mobil&tion of a11 our resources with the grc.atLst 
possibLs>'&eed, Heretofore only a small part of'smerican industry Ii%2 been 
engaged in the production of war gocds and, for tho most p:.rt, they wcrc pro- 
ducing the simpler types of munitions, The scale and complexity of thi: pro- 
duc5on job was greatly incrcasod by thl-;? decision to send a hug2 ~!xptiditionar;li~ 
force to France. Tnc United States f'acod the trcmcndous task of j&.ckiy 
converting our immense industrial rcsourccs to war 'production. 

The first year was one of great confusion, If!jastod motion, ?.nd m&dir- 
ectcd effort. There w&s a hcc?vy rush to & into WX- production, This Soon 
brought great pressure on oquip~m,:nt, on fnciiitizs, and on mntorisis. .Th;ire 
was nctiv~ competition bctwcon thti procur;iin~ht ?ig"nCisS to plscc CGntrXts 

and obtain supplies, The resu:Lt was that prices soar&'; th<: mjrk<?ts became 
disorgenizzd; ?:nd sc~+citics mounted. There was inndeqcatti knowl~>dge, on the 
one hand , 3s to what. thoArm;d S~~rvicos n?icded and, on thi: oth.,r hr:nd, we 
wore equally ignorent stil.:L 7,s to th< situat.ion rsgarding i,ndustri?.l frcili- 
ties, rzw matori supply, and ~roductiv.-"cnpncity gencrrilly. 

There ,wns no central .zuthority to-obtain and org:aniz> the csscntia1 
information, to coordinate t,hc piecing of contracts, and to dcttirmins the 
or&r-and importance of things that iilore needed. * . : Ccntrailzcd yl3nnlng an d 
dircctio.n were cnrly rcoo@niz& ,$.s prim&y essentials in t3.e production pro- 
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gram, But there wzre z~.ng obstacles bcforti ths nsccssar~~'organiz?tio~ COEJA 
be se$ up to do the job, espcci~LLg to establish and mak,ko uffcctive the 
necessary controls. 1';~ lr-eked the experience. Y.? ~11~30 13.ckod thr: Idminis- 
tratiirti machinery, The goncr,31 public was very slow to reco&nizc that 3 
mod&n war acono.my is, of necessity, a pL?nncd ?nd control2..cd occnony. 

?:Tithout a plan we had to improvise 2::s thu production Grogrc;l-, dcvclop 
sd. Centralized planning wzs not only foreign to the kixsric?n cxporisnce, 
but it was very r.zpugnant to a people who wore strong individuslists nd who 
believed thit the role of "she Government should bo kept to th.? barL?st mini- 
rnu,T: Thi;-: result w'as that, wz 'novcd very slowly end rzluct?Etly in th> 
provision of the necessary wz.r' organization r,nd controls. 

The first Stap JWB the creation of the Council of Nntion:il D2fdnss to 
provide the over-zll coordination of Fndustrii:s end r,Xourc::s. This Council 
set up, as its working-body, th: xdvisory Co,mmission to thu Council of 
ii;ntionrA D >fcns,2. This Advisory Sontission, in turn, MS 'sup@:;mc~nt~;d by 
certain othtir boards -- thi;! Ldm:illixit' ens SC 1 b:tndzrds Board 2nd l:llidr the Gcn!,ral 
&nitions Bon.rd -- tc cffcct cozdin?tion bctw,>on th: scrv'ic 0s' procuri;mcnt. 

It M23 not until thd 2nd of July 1917 that th::: !:;'r:r Industries Eo::rd 
was ostzblishtid as a central 'w?r production agorzy. Nu.rly nine months 
p:iss,sd before the i;zr lndustrics Board wds gitr'>n rczl nuthority, powsr, to 
dFrect end coordina'tc, the war production program. Under 3ern::rd %ruch's 
dirtiction th3 l&r In&.&tries Bo::rd bcjcamc n kind of industrrixl Gzntir,?l Staff 
f-r the direction of op.crat.ions on the ccon?mic front, 

'Xth the Mr Industries Bdard functional divisions were-l set up to 
deal. wi'th such mj"ctors 3s PriorSties, fncilitius :?nd invzgtcries, require- 
ments , price-fixing , arid ::11 tho rGst. Some fifty-seven commodity sections 
were established under :he Raw uiaterials cad Finished Products Divisions to 
deal specifictilly'with probL~~ms c\f production in these zroas, %.r Scrv1c c 
Cmmmittees were's2t tip, which wzre the preddcesscrs of the Industry Advisory 
Comtittties in th,c recent war. .I 

N%zr. i% was finally given thi: ncczssery potver, the Ki'r.r Industries 
Boarti, of course, did a very effective Job in the ccnversi3n 2nd tixpv,nsion 
9f faciiities; opening up nclnl sources of rz.w matoriais, the conservation of 
scare:? miiterials and lr.bdr,: the zffectivc distribution of mata?..-:ls.whcre 
most I?eocied ar,d price control. Othcr zgcncies, in tim2, wcri‘ sot up .to 
handl.3 rcl&.~ed problems i.n the field of food nnd fuel, railroad; sh?i@ng, 
labor and foreign tr+Ldo. 

Hzr,rly r: yc;:r passed after T)W atr?nca into thz war bGforz the mobi- 
lizr,ti.on of our ccohomic r~sourccs ws rc:tl.ly Amy far r.dvrrnccd. The cont- 
rols necessary for vffectivc l ;;cr::tion wCrc strongly rasis-ted 2nd th:;;; WX~; 
very slowly impostA. For exapli?, 'th.2 automobile; industry-~ strcnuousiy 
opposed zll suggestions for curt:Cling production, 2nd succocd,d ,Jntil the 
grt:r:t Gcraqn drive w:?.s on in th<> Spring 0-r' 1918 when z.n .~~[;rca~~:nt N\';?s ra?,chcd 
bar which thi: productich of automobiles 'W.S sonzah-.t' r'zduc cd. 
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Eventually, very sweeping controls were established in field-s aff- 
ecting especisll,y menufPcturing rnd construction industries. ‘i-he mrin 
controls were those est,ablished over materials through P system Of priori- 
ties and allocations applied. chiefly to the scarcer metals but alsO in 
one degree or anoth:er to such materials as rubber, sulphur a.nd chlorine. 
Labor controls were nonexistent in the m.r. T?I.c rationing of civilian 
goods wes almost unknown, exreat, on a quasi-voluntary basis, in the 08s~: 
of wheat and sugar. Domestic fuel rrtiol-ring began in A:>ril 1918, rnd Oon- 
trol over the preparation and distribution of coal Pnd petroleuT products 
was effected through a licensing system. 

Libtle Or nothing was done to control prices until aftor we entered 
the war. ‘hen grice controls were established in July 1317, prices al- 
ready had risen spme 85 percent above t;:c prewar level. Prom tha t time on 
they were fairly well stabilizer’ until aftnr the end of t,he war. 

Some of, our toughest proble-,s devologcd in the field of transport+ 
tion, where the Government stcxed in cwn.tw.ll;y and on Jrnulrg 1, 1913, 
took over and Oprrated. the r?ilroed systea,directly. Sir, months later the 
telephone end telegraph serri.?es else were tpken over rnd opOretod. by the 
Government . Und.er the Emergency .Floct Corporation of the United States 
Shipping SoarCl P tremendous shipbuilding program WP s carried out. 

The mobilization of the American economy for wer, in .mnny rcispects, 
WFE P very Erect achievement. Yith onl;? a modest heAdstart from Allied 
orders we built up a war production s.yst.em of tremendous capi’cit.y. ‘J C‘ 
supplied 0u.r Allies with crept Ouantities of food, raw materiel ) 2nd manu- 
frcturod goods; recruited., trp&ed, eouip::;ed., and trrnsported e hupe arm:; 
to Prance; moved from an economy alnost without controls to On2 which was, 
in some fundemente,l respects, not only controlled but re~inectcd. 

A At the s,ar?e time, however, there, were P greet man,y wa~fi?‘~nesses and 
,shortcominzs in the war ornducticn Orogram. 

in establishing-- ?,hc central 
There were grwt d.elrys , for 

exmlple, Oontrol end. direction necessaqr for 
p full an" effec%ive Operation of the ccono-?g ir?_ wr. There were great 
delays and mistekes in the ieter?ination of r?.ilit-i?ry recpirehents, which 
with A miscalculatLon of the OroB.~ble length of the ‘;ia.r, prevented us 
from throwing the full. weight- Of our industrial power intc the’ conflict. 
Product ion goa Is were set. SO high that a d.isproport ionate share Of l-bor I 
facilities, in? materials were absorbed simply in toOling up for produc- 
tion. Production wgs just qetting into hi,:h gear whon the war ‘came to an 
end. The r,:sult was that in such major items of materiel as artillery, 
shells, and airplanes, our Arm;y wss sq3licd, to P ‘7:ary great e’itt,ent, 5;~ .._ 
our Allies. 

Another ne.ior weakness ir our var prOduction effort was the f.~ilure 
to place sharp restrictions on many lines of prod>xticn not essentia.1 to 
the war effort in order tr: forOe rapid con-erbion to essent,ia,l w&r 
product ion. I( 

Finally, the ad.ministra.tion gave SC little attention, in fact it gave 
virtually no att.entior., to the problems of industrial demobilization and. 
reconversion that it was without plans or preparation for th:? diEfi?ult 
transition from 2 war to 7 pea cct ime economy, The incvitebls result WPS 
that we ended the wer in FS .much confusion PS we began it. 
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The experience of World War I - it was called the “Great .WaP then - 
drove home two ma,jor lessons: first, the staggering proportions ‘of the 
equipment and supply problem in modern mechanized and mass ws.rf?re; 
second, the grave dangers of the f&lure to make careful advanr,e plans 
and prepa,rrtions for coping with this problem. Modern industry and 
.technology made c?va.ila,ble en enormous productive. capacity which. could be, 
and therefore would be, brought to the support of war by,powerful nations. 
It was clear that plans for military mobilization must. be para’lleled. by 
pkme for mobilizing the industrial. and. economii: resources of the ration. 
The eQerience# of the first World War had demonstrated the ‘her-q roosts of 
improvising in this field, The lack of plnns had delayed our active End 
full participation in the war; it had resulted in widespragd confusion, ’ 
waste and duplication in procurement; 2nd it added substantially to the 
cost of the wpr in lives and in money. 

In the reorganization. of the military establishment. following the 
war, P determined effort was,madc to heed the lessons of this eqerience. 
In the National Defense Act of 1920 Congress made provision for industrial 
mobilization planning. Section 5s of this act, placed responsibility for 
such planning on the Assistant Secretary of War. In addition to his 
duties in the supervision of a.11 current procurement of nilit~ary supplies, 
the Assistant Se-retary was charged with the preparation of plens for 
wartime procurement and for mobilization of essential materiel and indus- 
trial organizations. Confusion regarding the division of responsibility 
for industrial mobiliza.tion between the General Staff ?nd the Office of 
the Assistant Secreta.ry wa.s removed. by the d.ecisi,on of the Harbosrd Board 
ir_ 1921. S’nder this decision-the plans of the Office of the Assistant 
Secretary were to be b?.sed unon ,, and guided by, requirements as estab- 
lished by the General Staff. 

’ To carry out the War DeIartment’s responsibilities for industria.1 
mobilization planning, three agencies were established durin$ the next 
several years: The Pla.nning Branch, Office of the Assistant Secretary 
of War in 1921; the Army and Navy Munitions Board in 1922; a.nd, the Army 
Industrial College in 1924. In addition to the planning work of these 
agencies on the staff and Dolicy level, there were the planntng’activities 
on the operating level in the sup?l,y arms end services. Here the hard 
pick-a.nd-shovel work of translating over-all planning,policies into 
actual working plans for the.procurament of spe.cific erticles was \carried 
6n, The sup?ly arms and services Drovided the direct connecting’link 
between the over-all plans snd the industries and individual plarits to 
be mo.bflized. in F national emergency.. 

, 
In order to oarry out- the Assista.nt Secretary’s responsibility for 

industrial mobilization planning,. the Planning Branch was organized into 
P number of diuisions: procurement plaes , allocations, commodities, 

‘. 
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s tan (7 a 1: d-‘s ,I contributory, ‘construction, .and. the like. For ea.ch mwjor.iten 
of munitions an-d. equi?i’ent the ?lacning Branch sought to d.etercino how 
much, was needed, brhere these recp2irement.s could be setisfied, what -pro- 
d!rctior- difficulties were a.-it to er,ise, and. how these difficulties could 
‘oe or-ersome. ?he-?lannin,c %an.ch m.ad.e uy the Ar?~+ side of the S--y and 
l”rvy &*?‘!!nitioas ?ioprd. Throughout the -2an.n ing. reriod. the =Slanning 3rancC 
carried the main loa? of inrJuetria’1 mobilization -3lanning. lot, only had 
res-eonsibility for this aspect of milita.rg r,le.nnins been sliced by statute 
in the 0f”‘ice of the Assistant ,Secretary of ITar, but with a fle+?t in. be- 
ing, tke .F’ayy never felt the same urgent need for peacetime ola.nning as 
did the Army. For this reason the Troduct ,of’ylanning was~usu~ll~~, ,and 
tlith some justice, knobrr. as ‘the Army Industrial Nob,ilisation I-lan. 

The need to briag the Kay? into the zlanning -orogram wrs errl~. re- 
cognized and orovidei! for in the setting LIP in 1922 of the Arm;,- and Eav;y 
Munitions Board.. Grsnting the difference in the. Fevy’s position, it was 
essentia.1 to y?rovide for the earhan& of. ipforyation end for the cocrei- 
na.tion of Trocureaent ;?lans relative ta sl.i.ch matters as the a.110 ‘ation of 
facilities and industrial ca3acity. Yithout WRFJT partici:x.tion the Brm,y’s 
carefully tu’orked out clans for mobiliring in?ustr,y might be u:?set by in- 
dependent and. conflicting action, by the Servines in oartime,Tjrocurement. 
For nearly ten years, ,horrever , because of the inability of tie Services 
to reach agreement on basic planning q~ocedures, the Ar-.y and. I~~FJ Xuni- 
thons Board VIPS largely inactive. In 19.72 the Army a.nd Na,vy ivlunitions 
3oard was reorganized and. thereafter served as active coordinator of 
Army and Frvy :jlsnning in this field. The Boa-d w,ns cornweed of the 
Assistant Sec:qeta.ries of the t7a.r ;ind Savy Ikoartments but its activities 
were carried on b,y a’ number of divisions, -oarPlleling those of the Plan- 
ning L(ranch, und.er the direction of an e:-ecutive committee. Fhe Amy and 
Yavy Kunitions 902rd was s2onsor of the Industrial Lob.ilisation Pian, elnd 
in the ey7en.t of war .?.t was.intended th,*t, it shou1.d serve as the ke:; agency 
for ind.ustriPl mobilization d.urir.g P transition neriod until tho super- 
agencies ;?rovid.ec? for ir. the Ind.ustrial 1:obilizxtion Plan could be orga.n- 
iaed. and take o+er the lop?. Actuclll:r, with the ~dvrnce of the defense 
period in 1979, the ‘Army a.nd F-P~JT ‘Kunitions Soari’ became the central 
coordinating ageric;T for Army ard PPT; nronurement. 

The Amy .IncJustriPl <College was established under .the direct su~e’r- 
vision of the Assistant Secretary ‘of ‘Jar in 13.X to trai.n officers in the 
supervision, of militprd- procurement i.2 wartime and. other :3hsses of in&&- 
trial mobilization planringS. The Army Industrial <College to.oK over and 
placed on R system2,ti.c basis training’ hi<herto d-one on ~1 quasi-er3‘)rcntice 
basis in the Planning Er;?nch. A careful .~*xogra.m of studies was derelo?eP 
covering, the various aspect’s ani: proble;?s of .Industrial mobilization. 
The relationshi-; between the Army Irdu stri.al College. and the Planning 
BrPnch hias close and important contributions ~rcre made b;y hot;: frc:rlt;y 
an? st;?Fer.ts to the ylrnning program, throt.p;h the interch&ge of ideas 
and the pre-osration of stu?ies dealir -4 with specific planning problems. 
Over a. thousand regul-r and. reserve officers received valuable training 
for wa.rtiTe duties in the drmg Industrial College ;rior to the outbrerk 
of Yorlc’ %P?r II. 
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The planning work of the suy-~l,y ;-rms and services was :e.rrierl. on ,, 
under the general suoorvision and coord.ihation of the Planning Sr?.nzh. In 
general , planning in the Supl,y Arks and Services wes d.ecertra.lizcd into 
the $.i strict procure-ent planning offices . . The district offices ma& 
surveys of industrfrl fpcilities and industrial C;lp?.Cit,y, PITPEg for 

the pllocgtion of f?ciiities, sought to mat, 7k-i sxr;ly against demand, gave . 
inforrqat 9 on and. advice to indLustry reg.arJing industrial mo3iliYation ;Jlilr.s 
anil, in geneml, spread. the gosT)el of industrial mobilization Tlrnning. 
The arocurement nlannint: districts of the suo:ril,, 7~ ser*tses -pi-c?4?ed. nudlai 
around which t\:p,r vx-oxreaent~ orgrni?etinn oould be built. ” 

.: T’l;e ytla.pninpr an,tivities of the’seversl glar;nin< ?gar,zies were +ir- 
ested glow two broad lines:' 1) nlrns for meeting the procurcmmt. _,, 
res-qonsibilitieg of the servi0es'i.r tine of var; 2) plans for the over-a.11 
0rganiTption an< direction of the ezono7ic! resources of the nation for w-7r. 
Little attent,ion VPS given to the second ty3e of i;lanning until the 1930s. 
In procurerent al?rt-,fn< ptt,enti.os, ~9s fixe?. on the m~.jor steps invol~ied. 
in thn wartime -5ro0urement of the major items of matori’el: deierqination 

# of. t,Jqes of mc?teriel required, th,-t is,. what was needed; Con-p*tbtiok of 

requirements, the.t is, how r?un,h trra,g needed. and &en; PllocPtion cf fasi- 
llties as between Army and T\“rt:r an& between the c?ifferant su~Jy arms end 
servicss; development of sshed.ules of nroduztion for the more clifi’isult 
end items; and. the -2re-:pr?tion of industri-rl facilities for LiPr .;rokc- 
t ion throc,& ->lFnt ~'jy;-cVS ,, , poduction studies, Pnd edusa~tiocrl or?.ers. 

The -more s+:ectP0ular side of industri??. .mobili?a.tion pl?aninP: hrd 
to do with the over-~1.1 coordinrtior~ and sontrol of the eson0m.y for v”r. 

Zhis was referred to in the 19F9 edition 02 the Industrirl 1Kobilisation 
Plan 3s the vutiliz?tiofi of wtionnf. resources PnA the mobili?Ption of 
in?v.stry in time of P wjor wr,” Although the zttenticn of the -jlrnr.ing 
sgencies ws for some pwrs soncentrpted. ‘3n orocurement sl,onr_ing, Lt ~~2s 
wrl:,r recognizeC1. that however cssantid this aspect of planning ws not 
enough in itself. Tke ex-2cricnce of the first ‘iJorl2 %r had. dcnonstrnted 
that the “.,eacetime economy, uneu~:jorted. ar_2 uncont.rollcd., soul? root, stpnd. 
u> under the> tresendcus strain ~.IWOEO~ bg wr porxrenent. Under war 
ccnd.itions 0f unlimited i;emFcd and. unlimited. ‘3- ~,srchPse funas o~iyosec? to 
limited materials, limited. facilities, and. limited‘ ma.n3ower, th:i norm?1 
relrtionslr,i-:s ?n;i functionikg 0 f the ezonor?;r ine-irit’-?bl;g break down. In 
modern war, P s we hF?Vi?. seen, ‘the ar?ed. for;es are but the cutting edge 
of ni1itr.r.y 00wer vhich is somr~osed of 811 tti.e i-esourses of the nation. 
Fot. only must 211 the wcnbnic resources'of the nation be harnessed. to 
the WY effort but they must. be use(: Giith mcoximum effect. The dis organ- 
i7ation of the econamy unc?er the impact of mushroor,ing *Jrosure?nnt goais 
n,Pnnot be sllowefi. Toor coor?inPtLon of econ’orriz resowces .m;‘y h;vc 0s 
harmful resxlts as 7032 coord.ination of‘militsry forzes, The nory.al non- 
trols of the market ~7~l~se, of sj;??;ly ani: ?.eaacd., 0% the ‘Tritie system 
simply won’t function -ropcrl;y unircr war conditions. A’war economy is 
of necessity a nl~nneci ~nc7 eor.trolled economy es contrasted with the’ 
-1eazetine eoonom-- in whinh e,conomin, forces h”ve sabst?ctiollg free ~3151~. 
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Thus the qroblels fRcing the planners in. working out 8 ‘pogr~+-! for 
the over-L11 control 8x1~2 ?.irection of the eoonomny wore trcnen+.ous. :,-hp t 
c!+ntrols biere necessnrx? Hot,,r shoul?. they br? e:rercised.? AnA by W?OT? 
By whqt ?gencies should. thz noverful sent:-ols over the econo’7:7 be c”~P-- 
cise&? On the lpst issue -- the most cruci3.1 one ir_ T?Iiy rCS?ects -- 
tkreo,rpthcr obvious priswors ~3237 be given. The over-~11 -cr.trols Tight 
he Bxerciacc! bx the apncies heving yqqwer over procurement, th? military 
services. 
6f thi 

Or ,the-; rright be ez~rnisee. by the rcgulr?r peecetiqs sg~nsios 
‘govijrr,Fcor_t yhoeo functions bore tile closest rejption to thC. Or 

the;: night be --)la.ce?. in the h?nd.s of n:wly crepted. war or ener<anz:7 
agencies. S&ie preys obvious objections to the first t.VO T0~10sPls. 

4 In, .rriew of the nr,evTiling -civilisE ,distrust of the milit-rrp, t,hore t:~s 
i light chpnc<: of t’he nrocuremont authorities bGng ,zhprged. vFth ih:+ ep- 
er,ciso .of zor,trols over the econoyr as P whole. It WRC reco3ized, too, 
that, the net? for FE crbitsr Or u%nire to d.aside conflicting Cli-lir’S Of 

’ .tha .vai-i’dus Fectors of the w?r econong , es~7ociall;~~ Ps between nilitc?ry 
nnd ci.TriliFn do~.z~i s , pAa$e it r’zsir,gblo for the ovar-cl1 coz?trols to be 
~l.accid ‘in P. non-m.ilitnry ~g;ency. It I-::‘s ‘tit?!.i.aT-ed. on the:’ other h?nd. thrt 
t!kke old-line c’ivili.qn -7gzr2ios were not t,oo well eaui-o-Ted to ?O ti?c job. 
Pe.q:etime routine op3rption.s create? grooves in vrnctiC2S 2nd ?ttitud.es 
fro? which it would’ ‘nn, difficult to cswy~e. The lcisurk~lg tern-;0 Of 
oTorations mci tht? liqitptions of knowledge md siT;i7-15 required for the 
‘30ntrol of r wr economy were furthcr ;Irgu?zr.t s egpinst the USC of the 
0X?-linn .7pX?sii?S. 

The $esision ~~7s e.Frly re~che$ by thr? plpzners tp follow thz BY- 
~r?y~le zfforde? by th2 first Yorld ‘Fpr ?n? rely uyon sTEcip lly crop t,yi* 
kvr ?genzivs for tht: exercise of th2 esscnti?l over-s11 controls, the 
SO-crlla?. "~~~~er--ng0~ciOs.'~ Eow then should' the c,=rti"lc functions and 
controls be Cvids? r~cng the supGzr-lky;oncies? Sl~.ould. the cp.ior coc.trols 
be giver_ to -r ko:r su-~~-~~,~on.:: _. or should’ theg be distr- ibl:ted mong R 
nunbar of’ sr;n’.r-Fgencics )- ,311 or, the sn~e 1.~~~1 of ai;.thority? ILer;: WPS 
consi?.srabla -cntrovers;r on this Question end more thpn one chmge of 
mind. nqong thy zIlrlnr?ers. 

l:‘?nJF other qpestions !:,~d to be decid.ed. in moviding for the o\-or-Cl.1 
org?nizrtion nnc? fur.ctionin& cf tho :w=r economy i TJhct WCYZ th:: rzlrtj.on- 
ships to e between the m-?n$ 4genzit:s, old.-lige and. e-nergerq, militcry 
FnS ziviliar? Yhrt E&stions -n” ~~ow~~rs k+ould be vesteii in 355-t --yqcios? 
Eow to q$rrrgr: thz intcBrr,pl orpniz?t’ion 05’ the mvgenq qgonziss -- gni" 
so on, d.own th2 li.22 to t$2 mori? $c?tailcd. a~o’blens ‘of wgrtire Tc?inietrr- .- 
tion. The officers pnt;. civilirns. in the ql~nning Pgerci?s stu?.iec? end 
rcstu?ied these ;;r.obleas? zonsidarcd PlternPtive solv.tior.s, ?n? re3cho3. 
conclusions which were revised from time to time. For 50718. fifteen years 
t,hcy worker” and reworkec! thdir -plrns, on the basis ,of Kiev c’et?, new 
stm%ies rad. new ideas. 

The T;la,nnr;rs ~is?e not B 1Prge grou?. The average nlzqba:? of -81ersonrel 
in the Offinc of: .t.& As:istqnt Scrretrry of, T:~‘sr or,~.~go?. in this work 
.-)rob?bly i!i?n’t average aore ‘thap twenty or twenty-five c?..uring t?a er_tire 
?eriod.. As late ps A!X,ZES~ 19F9, this 73ersonnel coEsiste6 of seventeen 
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officers and fifteen civilia.ns. The Brmy ?r_d. J!7tTy Kuni tiocs Poard c,on- 
tainec! the spme number on the Army side with a smaller nu-nber from the 
RRT’;y . In the thirties there were six or eight officers on the st?ff of 
the Armg Ind.ustrial Solleg c 2nd 2 student body of from sixty to eight,y 
officers. In the supply armes end services the number of men. assigned 
to planning wa.s verg small in. proportion to the size of the job to be done. 

The most publizized result of a.11 this planning activity was R series 
of Industrial Ifobilizntion Plans. The first came 0~‘: in 1931, the: scconc: 
in 1933, the third in 1936, and the third and lest edition in 1939. To 
trace the evolution of these several tolans is not possible here. Two of 
the s*dies on your list of collateral reading discuss these mc?tters in 
considerable detail end these can be examined to the extent of your time 
and interest. There is Dr. Thatcher’s Plans for Industria.1 Mobilization, 
1920-1940, and Dr. Toshpe’s study with a similar title which gives lass 
a.ttention to the broad over--~11 plan and more to the evolution of the 
procurement aspcsts of inc?ustrial mobilization planning than does Dr. 
Thatcher’s work. 

In summary, the significant thing to keep in mind. is that during 
the gears between the first and second World. Vars, the military serrriees, 
especially the Arc,ir, engaged in long end careful planning. The major 
end product of this planning activit,y was a series of Industrial Zobili- 
zntion Plans which laid down, in main outlines, a system of wartime 
organization and of wartime controls of t.he econom;r which embodied, tc 
a large extent, the lessons and experianae of industrial mobilization in 
World War I. Yet when wgr finally came, all this work scemod to go for 
nothing. The Industrial Mobilization Plsn, was in the main, ignored and 
the actual mobilization of th,e economy followed a course far different 
from that contemplate2 by the planners. ?or the most part the Plan went 
into the waste basket. The reasons for this outcome will be considered 
in the lecture next b!onday. 
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