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WashinEto3, 3. C. 

18 Mcvcm%er 1946. * 

~>~~~& blcK1 ~$-JJy : 

Gentlemen, our speaker this ncrning pro77e%ly ceeds very little 
introduction tr all of ycuV Fe is Gmeral Brel?on Somervell. Brdinarily I 
muld not ~0 into SC, ela3crate an intrcducticn. As it is, I an gcin>c: to 
havs to eliminate a ,;:reat deal of it. '3v.t 1 do want to hit a few hi& s:lots 
because it brings cut the pcint I em always trying to drive tome, that ' 'i 
officers who expect to do wall in high plnccs imst klavc n varied career. 
They should not be too strsn<.‘ly specialized. 

General~Scmerve'll graduated fr~x the Military dcaderiy,. Class of 
1.914, In 1316 he acccrqanied General Pers2=inL? into Mexico on the Emitive 
XxpeditiGn, Be recruited and organized the Sifth Reserve Engineers, For 
the neXt few years he Was @I-I enpineering pI?OjsCtS ia hYm.Ce. 

-, 

General. Senervell g:*adnated from,the Cbr.maad aad General Staff 
School in 1923. During Karld War I, he accompanied Walter D, Eines, Direc- 
tcr of Eailways, to Europe, where he made a survey of navi::ation conditions 
on the -Shine and Dariu3e Rivers for the Learrue of Xations, 

He ,eraduated frcrz the Amy War College ir, 1926; 
,.. . . . 

.General Somervcil made an ecmonic survey cf Turkey in 1934. I 
also know that ie was con&cted with the office of the Engineer Comnissioner 
c*f the Xstrict of Columbia for quite some tine. 

X.0 was a-q~inted Works Progress A%inist,rntor fcr tke City of Xew 
York.in 1336 and was :Jlnced in chnrce cf the construction c?ivisior, of-the 
Quarternaster Ccrps in 1940.' Tinat 10~'s wh?z thines. were really 3oilin,;. 
That'was the first tine that .1 came in contact with ~eneml.Scnervcll. 

" 

Later, in ?Jcvonbe'r of 1941, he was ncde G-4 of the War Ds2artmen.t 
Cencreli Sr.nff, just prior to Pearl Zar'3cr. ae is Sest kao~rn for having orjim- 
ized and corqranded the Services of &mjly (or,pnizcd in 1942), wMch later 
5,ecane the Amy Service Forces. tie comrm~dod that crg?.nization Turin?: the 
entire period of 'diorld War II. & rqtirad in 1945 to ~ocomo President of 
the Koppers Company, Incorpcrated.. 

His subject this morning is, ftProbloms of Productidn in World War 
II". I take extreme pleasure in presenting Ge,reral Somervell. 
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G%'FF,.AL PYZO‘; S??';?RE:LL: 

General KcKinley and gcntlcmcn: A few years ago I was asked to 
make the rrr:2duation addrass st T2st Point . . . . At tkat time I :v? s firmly of 
the; oain.j.0: thnt w?.-i+3n tine" zrrjvt:d c!; the point w5er-e he m.-..?'a thy gr,q?uation 
tiddress at YT3s-t Poj.nt, ha had a-t le:3st onI> foot in the grave-- and n::rhaQs 
one and 2 h:;lf. 

._ 

R 

Of.curse I went to t,",e &-my V%r College and spent a eosd c.txly 
hOG r 9 sitting in this room, aftor I went to Eesst Point. I, tgain, c:~me to 
the srime conclusiian that anybody who ws:s asked to address the Army War Col- 
Leg,e certninly did have on;.? foot in the grave. So, you see 3cfor.i- ycu rtn 
old and broken man. 

I will.try to drn,q ou; of %ho past -whst I can, which I hone Cl1 
5~ holgful, to ycu in the futlro. 

.I have beon asked to disouss iho problems of produ&ion in World 
;T)F?;r r f in thirty minutes. I ratiier irrnPi,ne -th:it one could discuss the rise .__ 
and f%ll of -th.e iiomun Smnire in thirty mir~tes, and I rsther imagine thrt 

a the .i;robiems we had d>Ari.ng these short five war years, in. magnitude and com- 
plexity, covert:d just Bboiit as wide a r5nge of subjects. Rut I' zm' comfcrted 
bTy the fac,t thct F\ijcsnsJ l%id doirJn 011 the rules for human 9onduct in teen sen- 
tortes. I hope that I can make this almost us brief. I would like to cau- 

'tion you, howcver--that is , those of you who still remembtr snything in 
your Bibles-:thxt Moses7 suqly system left som-"thing to be desired. So 
mnybe -tie ought to take a little more time. 

Y-:ere is no purpose iE; any discussion of t,his kin3 unless it can 
ShoW US how to hand.le tk,c preb12mS of the futtire. ?Te are 

the ~robism DP the fast. 
not here to drrg 

!Li3 R'2 are not here to glory in car cchie~ments, 
or to t‘nrow EXK? at ether peo-71~ ;::ho did not thir- just tna ~qy ~ti thoil.ht 
abed s3me things. I think tnere is enough glory to go aro.Jnd. I do not 
think th..orc is sCny ;oarticular paroost: to be served in dragKin? '2~ :y.ny dif- 
ferences of oninkon in otih:2r thn.nn sn objective wzy. 

The reason you Fri. h;ri5 is to get rendy for the next wz-. You will 
notice that I do not add, as ~11 the yoliticul speakers do,%hich, God for- 
bid, will never.come to this great country of ours". I certzinly hope that 
no wr mill c3mt3 to our country, but I am sure ti-:nt one wi?i~come. I do not 
think there is sny wt'!r on tho horizon at the moment. If I did think so I 
-Would still ba wearincr c a u.liform. On the otln-r hand, we kve cl1 th.2 Ak- 
irks <or a wr~r and I think it rriould be ,idl-e for us to delude ourselves into -., 
thinking that wia could stavse it off for+>ver. 
for thnt w'ir in 3. praotioal way, n&t in a 

So we might :+s well get reafjy 
thu9retical or -abstract m:inT-:r. 

. 

Of a';1 the gro-Li?Js, inc1udj.n~ thr: Army an,i *he Navy, who 6rofitod 
from their experiences in. bTjorld YA%r I; I think tne rsilroads of i;i-i?se :rnited 
Stabs did the best job. They ler,rried their lessons; th?y rocogniae:? th2i.r 
mistakes and they translated those ~istak13s into a nlnn of action which n&r- 

. . 
I. 

* 
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mitted them to jur.9 into this War When it crme.along and do the msgn~ficent 
*job you all know &at thy did, so, let us at least do as well as the rnil- 

roads in ,?ettin;-’ ready for the next War! 

Because of a lack of time, J :m poinfl to be able only to state 
these problems, make a very few comments on them, and that Will ‘7e all, If 
I sound dogmatic in my statements, it is sin~lg because the lack of time 
does n,ot permit me to aploroach the subject in the deliberate way Whtich it 
dcs3rires. 

The first problem is the- ;;roblem of strat2cic end logist;c :,lan- 
nin& 0‘9viously, everytiiny y ou do has to *?e done as a result of the .;;3an 
W7.iic.h is adonted for nnticnal defense. Now let me re;lent : Let lA<?.ti ~,lml 
be for the next war and not fcr the one -- thnt We have just finished. Th2.t 
is the im~ortnnt thinq. bet the 
one th::t has just passed, 

>,>lail be for the next ear and not fc;r the 
,I do not exgoct ~7cu to r ~mtmber much that I say 

hfxi, tkiS mcJrnini , but if you Will just reins mber that one phrase, why I 
think .I will be cnrJly repcid for my tr@uble in c’?ming bore, 

. ‘_ ’ 
., There is a ,t+:ndency always to degnd entirely on our experience , 

and;. in, a ,prchlen of this kind, our experience is not onzu&. You have t3 
have some v’ision, Ycu not cnly have to have vision but you also have to have 
the ci?ura~e to do Wh-‘lt that vision tells you t.2 do. 

You have ‘to have the ability to. put over your -,lrin in the face of 
the opijosi’tion of all those people *&o always tsll you, fTVoll, ws di c?n I t do 
it that Way before and I Co not think .we Warit to br7nch out on .this novel 
and untried exserimentrff ‘When war comas, .for some .reason, we generate the 
couraeme t;) do those. things. 3ut ,in tine of peace, par.tictizrly in a ‘fashing- 
ton a.tmcsphere. where thare, is a fellaw behind every ‘-lush with a 73ig triplo- 
barreled shot& to shoot, you evcxy time you open your mouth, it is a pretty 
hard thin;; to do. 

3 just bespeak ycur co:;rage in slanning for the next War. The 
point in the last war Which brings that up is thr:t our mobilization W?S 
basted on a set of conditions Which did not turn oat to “?a the conditions 
under which wo f o,ught the war. So.,let us look at our mobilization >lans. 
Let us make them onthe basis of a n!umber,of conditions; ccnditions th:?t we 
know a? ,xlt/; condi ticns $h:zt We cm envlsac::e as pcssibili ties, With t:l? new 
woapcns and ilChr methods of warfare which We no:%7 know about, 

E’cr the procurement program, or,e must kngw the ‘size of the forces, 
the kind of war you are F:>i.ny to fight, and the possible theaters of onera- 
tion, It :was not until after we Wore well into the War th2.t the size cf 
the’ forces WC cx?ectecl. tq employ .was finally detgrmined. It would hnvc been 
of immeasurable help had a sufficient force been decided upon and had We 
been able to make our plans c’n the basis of that, rather than on a more ?raf;- 
matic s;7sten of pettinp u? a sup:ply proprom on the ‘oasis of the noncy that 
Was ap2rcpriated at that time. 

Loflristic planning; not cnly must PO hand’ir- hand with strstetic 
planning but in many ways it must precede it, There arc a Croat many fac- 
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tcrs, such gs the tims factor, that ::r*V: to be tzken into considzra- 
t;ion. Those of you who' know anything at all abcut ~rocuremerit mist 
realize G at, first of all, ycu have 00 hriv~ facilities; you have to 
I!7001 :J?' I_ , you hsve to set your labor force.; you have to train it--all 
0" -those %hings--before .L *;;3il can astually start turning out oo:lio- 
ment for cn army. so J{O?l hcv-? got to -p!e 'that far ahead 61 tha stra- 
tegic olanners in order to be able to irtect your. mission.. 

You hl-ve to have time for the ostnblishment of oo:zunic~lti.ons 
for that iras't netivork of dCoots nnd al.1 the other thinas t:,,at go wit": 

. it, in order to ?2e able to Jump off at .C,he same time 9s Lhc fighting 
. 1 f"PC.'.r; il dU. . :jqL: ;TpJrA to hn\r:, !;im2 for filling‘ that oipoline . 

2.; ov- 1 r: :>,:q p j. ve T{OQ $. I.& cf em&lt;s of what I am talking ::17out, 
b1.l.t I .hcvo lookc;d &und tn try ' ' . .zo f~.na the; sim-;lcst one I could.. ':' 0 ;.l 
Will rC,rnl;-m?er duri.nc the war we h-6 ;:the possibil.i.ty of an invnsion from 
the north into th<, north of &;can e % ?% t. cx,psdition would.h.avc required 
Arctic clothing. The Quartermr.stzr &:neral fic:rrzd out ,how long it 
would take to aa.nuf%cture the s:~:..cial clothing that tisu&d bc needed for 
that ex?editinn. It w;'s n neriod of abozt seven or eight months. so 
WC had to b+ rocdy vrith that yiat‘hing, ::i'ii of the &-my S::rtice 7orccs 
'Gsici to'w:lc52 our deoiai on on the :~xp:?dition seven to ei g?3t; mcrths akieed 

of the t&nk when the firal decision would have been mede for t!Lio on::ra- 
ticn. .' . . 

There are two conc,epts as to how to go gbout making Lhesc plans, 
One cf them is that the Serviice Forces ;sho~Ici,.su;Dply whatever is n:;cz=s- 
SRI'Y, whonevEr it is necessary, and whereyar ,.it is neczss::,ry. In other 
words, ~11 of Lhoir planning is subjc:ct to -the '~hi.ms of the strategi- 
Cal and tact:ical command. Tn that cfJ>se, the Service ,c&ti?,n.der mst 

out-think and aut-ruess .the strategic comTandier. Y5. ml!st also moka 
orspar?tions for a r:umbc:r of .:vsntua1iti.c~ which CC: :-no-t 3@ssTi?ly oqfcur 
because only one place Is fimlly solect‘2d. fiat is a wasteful. method 
of goin%g a'oout t:he problem and on:+ i&ich tr?.~d s th; productive capacity 
of the country at a -1;im~ wh*n you need every ounce of strengt?, and 
p0tVer t:wt you ham?. 

Ths oth-r conccq t, .n is that th3 strategic cnmTander must gear his 
oians to'th2 Servica Fo+ces7 , est-hats of its.: csosbilities. Piat is 
Fretty zuch thi system >indcr ;vhic'n ?ont~omery workl:d. -Lip act; hi s 
L9c4c2rtcrrr;, aster Toneral in 'and 3skt:d h1.m' w?st Fe co :ld do. "?-1:n !?:3 m3 ,?c 
his plans fro?: there on cut, 

It; se:c-ms to ma that '7Oj i:,;:zr ,,r,c of those plaks is the host method; 
' that .?,‘he 'txst method is i'or the s~r~~sg~c commander .to have some ' 

Service Forces training. Tf I iL19d tr;z way 'about it, 23 mm wou id. 5x7 -2r 
ri.se to high sommhnd in our Arm:;d Forses lnri-thout some; Service Forces 
training. It is just lilio tryin< ta do a:?;~ kind of on operation when 
you are not ,szre of the capabilities of tha -tools With which you ark 
working. You get by only thr0ug.h tk 
too mu3h of everything. 

IE very wasteful method of having 

.’ 

. 
e 
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I do not mean .5y ‘that that the plans thyt are adspted shouid’ I,Gt 
2;lways place a streir, oni the S,r-vice Zorcesr 1 tnink they should., 13 
ether, words, w camot. lie back in the fashisn of the c/d Quarterriaster ser- 
p:eant on tho.post who t3ld us he did abt have any of ihat and hence coul’%n’t 
do the JCS. You have got to keep a strain cn the Service ??orces, Fet it has 
gc t to 3e one that is passiSle to meet. ,.~ I. ). ^ 

Problen No. 2 is the development of the need for -all ty,~es of sup- 
plies and equipment, the equipment that is based cii these s’trate&9c i,lans. 
In ether WET&, that is drafting the raquiremcnts for the fc,rces, That, stems 
from the .@ans and, as a result of these requirements, you develop your ?ro- 
curcment ,~ro~c~an and pass .that cn to the Army ?:;.nd Mavy ePsenals*and to in-. I 
dus try. r 1. I: 

e t ” t 

‘Em third problem is the ‘prc3lem of research; development c-C new 
weCyiJons and new methods of warfaze, I do nq,t kqcw whi& corned first; in 
o ther werds, whether the requiPemcnts come 3efcrc the research, or vice 
versa. Ir, either case, it dcesn’t.mke any diffeience. Ycu’have got to 
push the research for pew arid hotter w2pdns, new and het,ter nethods of war- 
fare just as hard as you ;+ssfbly canvif y3u expect to waffe a $uccessful War. 

1. 
There are always poing to 5e reactionary tendaccies, There -are 

always goins t:, 38 IJcsple wh,2 tell y5u what they have is good enough, our 
prccurement :Cograr: duririg the last war was severely .handicapped by people 
in high .places who .wereunwillin~ ta take tBe heavier a:-A 3etter we,zpons 
that were developed atid weye availa-3le uritil after we had ha? some ,tragic 
eqerienaes cn the Uttlafield, .That is a very severe indictmnt 3.f &at .” 
went ori, ‘?ut nevertheless it is time. That certainly is scathing b&at 
mrist be ravoi’ded. We rrust have solr,e people ~h’3 want and are wil.ling to trf’ 
out new things, , 

* 

Problem Rio, 4 is .the.productioh aYid te’sting of pil,ct ncdels. That 
wa+s a source or great delay, 1 t &s a vexatio?Lts problem: azd cne for which 
we never did find .a co.qpletely adequate sclution.. X certain’ amunt cf test-. 

ing is necessary, That testin?: mst‘co7le r-ic:ht after the &veLmment 

must be on a pmcticaf basis ar+d no.t cn a whimsical basis.’ LIC&/ ’ .“:;tif”’ 1 <fp@a - 
must %e disregarded. As-a rule, the ehp;iheer ‘3 vie’w of t:;is par’ticuln3 cad- 
ce t’s cqm3ili ties should be accepted, to 2 very ccnsiderahlc extept. I 
could tell you Bme’interestinl~. stcries on that, . . ?‘, ._ 

It, is &+etty dangerous. t’e’ disregard tl?is testin? period; On the ’ 
‘3 ther, har,d, t&e tte 3,aZQOk% fcr exatiple. . Z”!e c!nly test the -ba&oka had 
wasa few little Tirincs end then‘1 ‘went cut. a& looked at it. It looked - 
pretty gcod to mz, so 1 fold Al Gleicy~ to make lO,OiX of t?z.em -5:~ the zcurth 
c.f ,July, Th2.t was kot ‘8 very scientific’ ~a;?. ‘to do ‘iti 5ut it worked; Ihi? 
use bf t&3 3azo0-ka fully -justified fi;i deCis?.oti, :.. 

* ,...I ., 

!l?here was another case, Ve had Seen trying to make an cri$i%i.clls 
vehicle for r;oc;drless knows h3w lor$;, Well, WC finally arrived on tho 
scone witth cne, Mr, Stinson and I ;cot in it at Fort 3elvcir. We dashed 



_.. 
,:, 

into the Pctonec at fifty mi+ss an hour.and it .did not sink; Ye were 
greatly pleased * SC I ,ordered 5,000 of -those. Well,, they. weren’ t sc @Gd+ 

3ut they did serve a gurFos.ee The z?phibious, jeep did serve a gz?ose,, It 
proved pretty definitely that the next step wculd be successful. 

:, 
That was followed by the duck, (rsO-KW)’ (truck 22 ton,’ 6 x 6, am- 

phibion) which I went out to sze tested at the Gene’ral Motors.Proving 
Ground, That also prcved itself, 3ut the duck; becauSe of this mperionce 
with the jeep, mobably took 1ong.m in testing before we put it into actual 
service, : 

PrrSlem 1~6.. 5 is the determination and the %llo.Gation of facili- 
ties necessary for praductian, There are two schools ef thcught on that; 
Ells*, there we~c two schools of thought befor’e, in.tho p~‘e,vious war. .ThC? 
first one is that we would give the Army ,$his factory and the Navl; that 
fat tory, 3ow that is ..a11 right ‘for the small factories; it. is all right 
for certain things, too1 3ut when you. get in,to such plants as those cf the 
General Electric Company, or. Westinghouse, it is pretty hard to say that the 
Xavy will ‘be General Elec’tric and the Amy will be ?Yestinghouse, You really 
CX-lMIt dG that, So what you have is not only the wliccaticn of indi.vidual 
factories but also the allocaticn of facilities within the factories them- 
selves. 

The same ‘difficulty arises in the alloca.tion cf facilities be- 
tweer- the Services, in, the Army and ~iavy, In other words, Ie.lhat will Crd- 
nmce get, wfiat will the Signal Corps get, 

a 
ar,d, what will the %neineers and 

Air “owes get, and so or~, That kind of a buyincss is a very difficult me 
to solve. It i-s rne that shculd be solved in peacetime, in very consid- 
erable detail, if jiou are not going to waste a groat amunt of tim cr a 
great amount of money when the war is upon’us. 

Lastly, and quantitywise even nore irrportant, you have to have 
the f acilitias for civilian preducticn, After all, the ccuntry ~an+~ t st,cp. 
The number of civilian people that have to be fed, clothed, and transported 
tc business, and all that kind cf thing, is far greater’ than the num3er of 
people we have in the Armed Services, SC, in any estipate that is nade of 
facilities, the civiliPan requirements must be given very considerable weighto ‘. 

It will prc,bably bL true that the available facilities fcr the 
manufacture of Army and Wavy requirements will net be enough, just as in 
the last war, The ~answer to that, cf caurse, is the construction of addi- 
tional production facilities. Bcv, there ( the ‘timing is very inportant, 
If these ‘factories have to be built, as we built theq, under- extreme: :pres- 
sure and. in a very short space cf tine, first of all, the factcries won’t 
be as good as they should bo md, secondly, the process will involve a *remen--* 
dCli S . mcunt of waste and a tremrrrlous amount of confusion right at a tirie 
when you shou;lci have the. 1ea.s t e 

.,, 
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‘ I ti;ink gbu hove to decide --a.ssuming ycu follow r.y, suirgestion SY 
trying to handle al.1 of these tl;im s in pe:icotim---on the method of cgnstruc- 
tion. Ir, other mrds, thz decision is whet,hsr we are to hnva factories con- 
structed o!m.ed, 3y the wvernncnt or l:rhethor there shcuid ‘7e mme Ix thod 
adcptsd +hereby .industry cc!.r, 

. 
4c subsidized in such a wa:7’ th.:,,t & &g :,ec:ple 

Wll !? a. r e t c 73 c i n ch2 r :.:- L of the nanufaeture of those3 item :h’il.i,. themselves, 
build the factor:, and >e set to carry on with. the manufacture of l$atever . . 
it is when the w-?r ccmes. . 

. 

1 confess I dc not hme the prescri:;tion for that ailmnt in my 
;:~ockeG t?C.s mernin:?; 3ut 1 2-c nnt see my insupcr&le objet tioa. to :.inrkiCiL7: 
up s2ne ‘sucks. Scheme, If one can 3e worked up, ysu’certsinly hatio al1 >f the 
adrrartaf:2s cf. dcli>c,rate eccnomical ccnstructi?n ,to fit wr p&,ticulnr c2ed 
as a~::Ainst hurried, expensive and zakssizift ccnstruc tion after th.e S WE+: 
;Zr,Cp is cn.us, 

I. .. ,, 
,” ..i Vlmn -‘ire kmw what we want, whtm we have develcped and ‘tested’ our 

pilot ncrdels, when ‘we have the f:acilit.ias to make ,these 
figtire dut h;bl we are ,gofn# to go e’7out get,tiq: then. 

thin,gs, we Y&w tq 

thu questien c’f ,coatracts, 
That is .qYoSJz;l Nd, 7, 

‘;J:: had a v.sr;r violent altercsticn @ring ‘?3.e _ 
~rar on the advzn tares acd di sadve.ntA,?es and t’he -:,ro s arid cons 4f fixed-pice 
and fixed-fee cctitracts. . 

. 

3ocause of tha hurried wag in bllicII k thirps had tb Ye done, u@ <it 
into the question of passin!< a law recpiric;;; rensmtiatiL7n on cor,tracts 
after they were made in crder to take ‘qsck any profits over and &ove wh:lt 
~“~2s considered tcr 3e n rLeasona?lo a?iount, 1 thir,k that &err it is possible 
to L%.v&a fixed-price cofitract, i’t is unquestioca?ly t.he jest t:hiiqy to have, 
A fixad-price’ ‘dbhtrac t; however, depends, in so far as the contractor is 
ccncerned, or1 E-s king able to fix the p-ice which he himseif mist ;3ay in 
crder t.3 carry out that contract. .Khon ym f’e t to the :>oint whcr,~ he cangct 
do that, e.ither ‘~ecausc of the s3XYcity of Eatbrinls, the varia.tioLs in the 
prices, or becnuse it is sane mew article which has uever ‘7esn nanufactured 
and f3r which the contractor does n,3t h?~ the pmcess’, it is +.tc 95vious 
you are’,roinc ,to .lla~:e to ;;.o’ into’ t& fixed-fee t2.p of .‘msiness, ‘, -. 

’ : ‘_ ’ 
Then gou’ hair:: tht: questic,n of pricing. Prici,w is e v.<-7 &iftfi-’ 

cult joS at 73.tB%..~~.I.‘.m findinr?: that out in my slkrt timd’ ir, 3usinass;’ So 
what we have to 63 is to 53 su.re that WL: set thcsc .priccs at a proper rate 
to r;iv.r: thf: contra.cta;T ‘a :fair returli and’ yi:t n,Jt b.ke them so M& as t3 
produce un~onsci~nsa~iF~;~)~o~~ts, - .’ 

~ .; :,.:. * . ! 
I an lmt..’ 2. ? it gur&---I ‘+n$n 1 t., &rb &xri?& the w:: r a.nd I 8.~ not 

no&-+ql-iather we.:&i.d .the sir;rht thing ir.’ retiqnti$t-ion, -In ether &rds, 
shr>uld not WC have had a be t$er pi-ici-ni;- ljblic -y;-’ .j$::,$ *$& ir;i$s$lbie ho- 
CRU.SE: of ti;c haste. 3ut if, in the next war, we cgp do these t:hings de;- 
1&3cr$toly ,aild jet a ptioper ;:ricing’ $clicy, i am not sure t:xit lie ous:ht to 
have rene~Wtiati.cn, Let’ the mrmal business for&s act xld TiOU rzr7 ‘-- u C.,” t 

3etter results than- you wculd with the renege t.iat.ion clause.” Urlder any cir- 
curls tances , it will. pw%ably 5e necessary tc have some -kimi cf an escalator 

~~gL~-&-g~f$@ 
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clause in t'le contract to t&e c.are of the variations that wm is certain 
t'3 brinp about. a: 

You have the I7;roblefi of the size of the contracts, that is, the 
number of syo>li6+rs; the necessity for having more tlxm one suyplier'bbcause 
of the :jc,ssible loss of thr-t cne sou~"ce, 1 think with all of these guided 
nissiles and atoz$ bombs md thi:l,?gs of that kind aher.d.of .us, that the ICC-. 
quirerient for having m?re thZ.ii one supplier is even more cogent tk;an it was 
during this last war, It is coin? to be an absolute necessity to have mro 
than one supg~lier if you expect to r?ai.nta.iri y.our production, 

. 
Eow we get into' Small lusiness, I do lzot know klhether Small ‘just- 

ness is e.2 economic phencn;;non any more or whether it is just a political 2 
one, 3ig 3:;sinoss is sq~ppsed to b:; a terrible thing if you listen to sane 
of tf-.e del?ag-agues, and S~lal.1 3usinass is sKgd,sea to pcssess all of the 
Christain virtues * I thirk if om really looks around for so-called %n- 
fair practicestr that he will find ahcut nimt >r-nine and forty-four one hun- 
dredths per cer,t present in Small Susiness alzd r,ot in I3iz 3iLsimss, For 
one thing, i think ycu will find that Sig '3usiness is w2tchea a- lqt more 
cl-lsely 'than Small 3usiness. The fellow whc starts a small 'msiness, in 
order to get gcir,g, has to pay lobler >q;es+ tie has tr skimp on that. I% 
h,a!.s to skirq on, something else. It is venture capital, % is ~m?71ing on 
what he is doing, -130s~ are the follot5rs that have started off and made 
Americ-; create 

All hiir;b'?usiness 
1 

starts out as small Susinessb I think mall 
business has a v~rp definite place in cur ec3mm~7, 3ut f think that the 
;;llece that it shc,uld enjov is one which it can secure h,:i its om efforts " 
and one not allocated to it by i:oli,tical action, 3ut you will alm~is have 
small b~sinass with you.' Lt has a :;lace i,n our economy, If WC ?Yme the 
type of ~721' that this next one may be, it will take every cuzce of strength 
and every pound sf production ;>c':ler t:'lat we have ily, order to bri;z, 

Problem Xc. ,8 is the question of‘;aw materials, We found our- 
selves handicappd during a ver:,i large part ef the war ??ecausc of th+e sho&- 
2.p. of certain critical and strxtec;ic ratarials. Ycu all knower what these 
are, pretty much. I suposc ruyoer was the outstanding one. YCU know 

all the grief we went through in order to ,get ei~ough synthetic &'???a, 
, * 

A$& 2 collateral -sro?lom ir raw materials you have: stoc:kpiling, 
You have the problem of conservation in.timc of peace, In other lords, you 
have a very serious question;, it socms to me, CLS to wh~thm, for those 
su;?plies for ~~~hich we havs a dwindling resmrce, we should not make :a dcfi- 
nito effort to iqort as imch of that as :r,ossible during tirios of peace in 
order to conserve our su-:J-.,lics for:tirqe of war, : 

Thee w have the uneconomic activities, Thii OIlly Ii”-:,7 YOU C Zi h.Xl- 

ale these nctivitics which do not have sufficicr.t ccmncrciql value -for 
them to stand on their cw *feet, is thrmgh some BYnd of a subsidy, I:: other 
words, 1st us say that we wmted to devalcp some other product, like rubber, 
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and in the present -state of the art it looked as if we-could not make th*>t 
rub>er at a ;>rice at which w could sell ,i t. Yell, we .nust at least go far 
enough in. thnt development to kmw hob7 to mo.ke it; to develo-; the industry 
sufficiently t., “. ‘have a makeshift moduction line, ard in doing: *that y3u wil.1 
i;rob?.bfy have to furnish so~le kind of help. . 

.* 
. &riously, the developmnt of synthetics to take the :jlace of 

certain imterials is a very important. thing. There, again, 37cu will h2vc 
to ;msh your scientists deliberatety to search out those tl:ings for which 
;7nu can foresee a shortage in time of war, “hors wili be enough shortapzs 
that you cannot foresee, so ‘there ‘~611 be no excuse for qour not trying t.o 
develoy these synthetics ahead, of time, 

2roblem Jo, 9 is the question of expediting and inspection. Bo 
syste.m has yet been devised, to my imowledpe, which dons not require sme 
kiiild of e=aditing .and inspection.. The ;)roblem there) is not to oveqdo it 
and to avoid duplications betwem the Ser&os. ..d 

, . . 
Problem $?o, 10 is the question of distributios, you have ‘to fix 

the reserves, the wor$cing s t,ocF+.ges, lay out a depot system,,, know wh~&,.your 
su:2;3l.g cycle is, - arid get a s;,7scUt;m of stock control, 
this next war with a good stock-control system. 

Tlr;eg cucht to star.t 
Liake no Iristake’ about it; 

nei t&r the iirr;;:, nor, the 2~n-p had one when this vzyr startad, We finally 
plkt one in and .the &vy gut one in and the;7 5.0 th worked, They have. been 
copied ‘0~’ a number ,cf< industries, 3ut you have to have c? stock-contr.ol 
system to know #at 37~ are dping,. ‘. (I 

,. , ‘. *, 
‘;7hat. ought to be c2 first requisite in any ;Jlar,ning that’. y&f do. 

You hsve got :.t,.o decide on a hire thcd of supply; hqw you are ,yoing. to.handle 
“.ycur requisitions; what lb411 5.e agto.Eatic aud what. net,, You have, al& got’ 

to t-211 your nanufcctur,ers’ ‘after mak.ing the decision, hov .you~re going to 
handle your ,shipping, and other details. 

Problem ~GO. 11 is’ maintenance, WE. come into. a.’ clash almost immo- 
diatelg Setvczn .the pro'ducticn oE:~c~J articles and th,e production of .s;~rre. 
parts and mai;:atsnnnce item, itlore , again, ,that problem’ has, to be visuc.&- 
.ik$s&::. Ycu have to get your syster”. of repairs, your system of sal.vsge, your 
systeri‘ of rehabil~itetian, and all that kind of thing, underway.. 

. .i’ : r : 
,. ?I-oblm .iLTo. -12 ‘is. the question of la&r, ?igst’ of .c?lf, there is 

a, the q,m.stion df ‘labor sqqly; Your mob,i.limtion ;31,alzs mst be so drawn : 
that you will still .have. ensugh labpr left to carry on, iri .the factories 

. and also carry on the normal civil5.m life necessary for existence. 

You have got t5 ‘have. a,,sptem of wage atikn&tration and control. 
It is folly to expect control of prices without control of wages. 1 think 
had wo asked fGr a. contrcl over the l,a.%or m-{J:sily and Ifi,mge admini,strxtion the 
day after Pe~,rl lierbor, when everybody was s&cd t,? death, ~7e would have 

. gotten it. Thf3 :,oint was, when the tine cCa.m wken we had to have it , ve 
could cot get it. . 
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There ~cu&.t to 3c SOIW .D sy!sten which wsuld eliyiinxte or ninimize 
strikes during ,a war.. i pers2nnllg think t&r,: sho'ulci 3d sone3, As 2 ccrol- 
lary t9 tmt; ycu have to l&ve scm notlr,od of 'handlin~~ yriav-lacus, YOU 
cannot perfiit 22:~: pie tc kick othar ~ec~li: arcund T,,riti?crut gi.vinf:-the3 s~mc 
net&cd cf hsr,dlinyx.grievances. You hava got to have a just, aronljt,. ml 
effic.qcious system of ~~~ndlihg'~rievances if ycu even rake the &.el?+,~d thet 
there should not 93 arq strikes because that is all the men have, really, tc 
fi;;ht back. with when they are 71~zdllg hmdled. 

1 

YGU have got to decide en t‘ne draft for the .&my and blavy and the 
draft of civilians, I have my OWL idea on the latter. I think it oU43.t to 
36 done, I think one of the largest 22-A n3st prcfitable discussions that 
the College car? have will %e 01; that very su+ject, 

The3 ysu have ysur question of public relations. A 1,2t of &my 
and Xavy' cfficers think that they ale workin-: in a vacuuq, They load a. kind 
rf sheltered life --maybe that is a p&ra.doxical etaterre_n,t, 3ut a true one. 
Ycu have r:ot tr get whet 370~ are doing over t:, the pu3li.c in order to &3t 
tine support LOU must have in c,rder to carry cn your work. sono of our pub 
lit relations in the ;pst war were vzry ba.ti,y l-iel-idled, T;rcy caused us 7, lot 
of trouble, it ~2s nacess2ry for ‘Us tc exijlain thin,-,s ttiat did not exist. 

.- 
.2rcbl2m NC. i4--nctice tht other 9ne was S-c. 13, Xurhor 14 is 

the question of Ccngressicnnl relations.. SOI~e'~Od:T was asking: irle the dif- 
ference istween %usines:; and the Brqr. I said, flVell, let's start at the 
to. Let's start with the Sonrd of Zrectors, 112 'msirizss, your board cf 
directors, all of them, want yC;u tc' succeed. In the drp; e.x?. N-?vf: I,, '-aif of 
your '5mrd of directors' wa2t yo- to fail. I' You can see that wit?. 2 situa- 
tion of that kirid a sraat many id aas <+re a~~vnnced 32.1 poodle in Congress which 
h2ve soothing to dc with t.he nan! s 15ro?le,m, If the gentlamn's name will ap- 
ljear 5n. the front ;?ai;:e of the ncws;3a~cr a geat de%al of weight will be giver, 
by hir? t3 an issue which ha~~a~sclutcly ,no %earinc Gn the manIs ~soblsm. 

SD, y7n have the question of Conm-essinnal relations, Cotigress 
sup;;ort'ed us handsomely durih,? the mr, 'frm the ipcint c.f.vicQ c;f furnish- 
ing, a:1 the money we asked for. We couldnot have had finer support. 

. 

There were 'a great mazy things which the Army--I will say the Army 
in deference to my friends in the 31ue suits--failed tc do (I 'was guilty c-r' 
a gdcd nany .af then), which yJCssi‘rly wculd have ma&e for better rclaticns, 3ut 
they just were not done.- That is one thing you have to put in your progem, 
YOU have to do it correctly because they are your board,.of directors, Your 
beard cf directors ought to ic infcmed and they ou&t.to p&q ,03 your team. 
If you can get them on ycur tcam you car. &32on;jlish a. great decal mom thari 
you can through recriminaticc md--well., we call it debate, 

Zro?jlem do. 15 is the qucsti9n of crcanization. Ye have the ques- 
tion cf,organizatioTr within the Arm;! dormand, vi thin tLhe Xnvy p and ~C~WOO~I 
the ArrTr an& Na.vv " -I CI l We have the ;jqblem of or:;arization to include the r~ili-- 
tar;7 and the civilian, 
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I t_“link there are. three principles that have to be kept in nind 
in,riakihg ui:, y&m oiganization. Dmber one is the ‘,qclestion of decision, &re 

: we poiny’ to have decis.ion or debate? i%w, as military pecple; you know the 
answer to thet. ” 

:.: . 

.You’&st have cne ‘concept of authority and respcnsi?ilitp. You 
cannot have authority without respcnsib ility. That is a time-worn principle, 
but nevcz-theless one that is often more honored in the ?re&h than ctherwise. 

The third principle is: To what extent do you ht^-52ve to have dupli- 
cation7 We have had a g?cd deal of argunert on these subjects. I :hink it 
is 3 Vwy healtty sign. that we see all of these 3rom and blue uniforms sit- 
tiria aroutid, rubbing eiidws tcgether, I wish we could have done it a lot 
mere when I WRS going t<> these sbhools. I think,“however, that .m must try 
to pt ‘a little logic into our affairs if we are $:oinil; to get &yvSere. ,- 

B-u&h johnson used to run a column in the paqer called “bne’ km’s 
c)p i &ion, !I I will cive you one rants opinicn.’ I, per’sonally, do not see 
any jreason for having a hospital cn one side of the street for fellows in 
blue suits and a hospital cn the other sids of the s tree+ for the fellows in 
brown suits. I do not see why the Army and i’&y cannot weai- the s&e kind 
cf *mdershirt. We had a fearful arwent during the war as to whether we 
should hr?ve little sleeves on the undershirt. The ‘Army was willing to do 
wi%hout the sleeves, but the Bavy had to have the sleevee* It seems to me 
that is hardly a problem of national lxlicy, I can understand how the ladies 
would get excited about a ;fashion.o+f that kicd, but I fail t3 see hiw a lot 
of soldiers end sailors can, 

i 

I think you can carl;y that on as far as you like, We land on an 
atoll out there in the Pacific,.. We have, one .construction fcrce for the 
Iilariri,es, anothe$ one for the Navy and still mcther o&e for the Army. They 
can hardly get the ‘conot&ct.ion .ccLuipnent cn the.atol.1 because thore is’ 
scar.cely enough rerm for all .of ‘then. 

.. I do not see why th‘e fellows in the blue suits mnnct talk over 
the same telephone iJ0w 
don ‘t misunderstand 

as the trios in the brown suits, atid vice vegsa. 
me j I do no.t imow why a lot oz” things ‘like t&t cr?n’t , 

h.appen, ‘I don’ t know wh:,, ‘there should be any competition be&e&h the’ Ser- 
vices, I don.‘t knew why I .shduld have cornered all the!‘lumber s;xpply in the 
United States so that 3en Morecll had to corn nrcund with his hat in his 
hand and ask me for it, It is a.11 wr’ong. I to not knew why l,& should have 
a lot cf committees deciding thir... cs wher, cm individual can make the decision. 

‘. 

r If tfio’rc. .is, o.ce thins in the world that this w&’ ta&ht, 
I 

as I ‘am concerned, it 1s the questi In of unity cf 
‘as .+w v 

comlmt?nQ, If ‘yru have unity 
of command out ic,.the field, you certair.1 
all the way back here. 

y have to get that unity vf cnmrmnd- 

.,-i 
‘. 
. I . 
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The next war should b2 as->&ached witlll vision--, first of all, 
you decide what yea want t2 d,;; secc,ndly, get ,ug~ a j?ro.qram for carrying that 
out; thirdly, an urganization to carr;~ out the program; and fcurtkily; a 
means for checking o-n whet&r you are doing it jr not, I have -no doubt that 
if we do that we will emerge fron that war with a far mDre brilliant success 
thzn we did in this. war, . 

a .. 

*. 
Thank you+ 

‘&fore we cpen the meeting for questions, I want to tell General 
Scnervell'trwc things he 'may not knew a?cut. The first is that we have intro- 
ticed &,ccurse into the school de&n;:; with manpower, which is oaeninf: UD a 
brand-new,field that never was studied before in any af-the sck:c~ls I know 
Of. It is net only with neferance t'o the draft, but it covers the entire 
picture, It goes into labor rolaticns, and sever& ether fields. We have 
seme civilian experts 3n our staff.and we hope to do s::metk;i.niS with that 
which never was dope before, 

6' 

f&lbT;q& SQjpBmLL: 

It*is A &eat ste2 forward,‘ * 

I I think that the question of labor relation% industrial relations, 
and so on, is one in ALch we in tho Army, were very far behind. When we 
entered World War I the Army taq;ht Industry a great deal about personnel 
adiiinistratign, Then the Army stopped; Industry went on. 

l;bt .qnlg the question of personnel administratien ?ut industrial 
relz.tior,s, and all that kind of thin??, has Seen developed -to a very hi,:h 
degree, Recognition of human ri?:hts, and many kindred matters VMch did not 
exist :?rior to the %irst World War, are those with-which you will have to 
cope. I do not say that in any derngatory sense, I am glad it has haT.?ened. 

Men I was a school-:?oy my idea c f .a foreman was a, fellow who 
walked around vith a pick-handle and if any of the workmen didn't carry on to 
suit him, he cricked &in over the back with the pick-handle. You try that 
now and see &at'hapgens, 

ClTQJ~~L IQJflI&~~Y* . 

The ether thing, General, was the fact that General Armstrcng, my 
predecessor, set u;j what is known as Industry Advisory Cc3mmittees, Irihs- 
trialists c3me in and sit around the table with us and we have discussions 
on gro5lems of the last war and what nif:ht lave Seen done better. It is 
very nalgful, 

You will be interested to know that 100 percent of them agree with 
270~ about imwd3.attBI.y -2utting the frezze on la>cr aad msTTilizing la.J-or, That 
~1998 from industry. I thought thr,t was a. very interesting c?servation, 



Xov we will have s3ne questions, 

A s F*qjxlm (-J?Jz ICER : 
. 

General Somervell, there are some by industries for war producr 
t-ion that are concentrated in very small areas or; in some cases, in single 
factories as a result of eatents and mono;golies, I sugxse; to which the 
ccrq+anies are entitled, iiow can we prott?ct those industries in tine of 
war? 

:;z >F& ?& s 0 ;#~>;j?J!yJ-J y 
. . 

Zust the way we did duricg this war. In ether words, -the:7 :?oolad 
their patents. V‘c thought t5ep treuld Se 'amila3ie for use duYihr; thy mr, 
'xlt their licenses or agreeRents tarninated as soon as the +?at.'wns over. 

There is a very interestin{: commsntarg'in 'connection with that. 
l,$hc n we get a.11 of these industries tot:cthor and sot them to pool their ;:at- 
tents j I!. Zxrman Amcld walked over from the Justice Department and said :_ 
he was going to put than all in Jail. L 

That is anothm gro\lem ym have to solve. In 'other we?ds, there 
rmst he sme modification ef the Anfi-Trust Law ljlhich will certainly not 
Flake 2 cririinel out of a fellow for--kJeii, for a lot cf things, but mbly 
fer trying to hel'p his Gcvernment. 

-4 s~~:-~gT ojjvI~&q: 
._” ., . 

That is clne feature. The other' is the" $ktectim"bf the plant 
itself. ' 

, 

G5TTT& SOXXRVRLL: 
: 

As to the protection 3f tke :jlant, 
I do. 

~70u kno~i,as much about that as 
The Scst protection, to my way sf thinkin?, Glould Se in dispersion, 

ok patting it under a muntain. 
,' 

A. S!XiU3lJ CFFiCERi . . : . (_ '.. 
General, we have heard several rpinions concerning! the cocrdi~a-. 

ticn of procurcmert in the Services, thnt is, bet+& the Services, .,1x*& 
pLl?2 qinion, what are the best methods of coordiimting procurement ictmen 
the Army: and Navy tfiith special reference, we might say, to comonly-used, 
cenmercial type items, and also to technical itms? I renlizs you indicated 
an answer to that , %ut I wondered about it, s9ecifically PS far a.s ;?1-o- 
curemeat in the Services is concerned. 

G31'ZBAL SOMZXVELLr 

Without taking the iiavy into it at all, it seems to me that what 
you must have is commodity km.ying. In Dther Tqords, you divide these things 
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into different types of cbrmodities. 'You theri pick out a buyer, just the 
w.v in$ustrT7 does. " In our case, we call. uniforns~and food ~uarterrmster 
items. Wa call drugs and pharmaceuticals, Medical items, The hospital 
equi;gment we call biedical equi-ment, arid so.forth. It seems to me that tllat 
is the wag to 'do it. : I: 

‘ 
If ycu just shut your eyes, all of,you, and trg to think we 

haven' t mt an krlriv* ..: u , we haven’ t get a Envy; we have a brand-nel?r nation with- 
cut .an Army and witlicut a Mavyo It is a braad-new cxmtry. WC have none of 
those many traditions behind us. b:ow would you go a?out setting this thing 
u-g? I do r,et 'think we would have a lot of the things we have ml*'. I think. 
we would put these common items into a cormon Tot,; We would have one orgaa- 
iza‘tion S&.hd it.. . 

j~oes that answer your question? 

. 
Ycu mcen 3y thnt joint procurement, cr cros&:xocnrenent, or 

VOUld YOU Care tG S ,':y? 

As lcng as you have the Army and Navy'as two seoerate Services, 
I would have an arrangerie:it perfected SUCh as the one we &oposed in the 
Dra>cr-Strauss Repart, where we said tb.t this orguoization will do all the 
hying for the Amy and Xavy, We'll say that the %v:* has a ;?nramount 
interest in tke purchase of oil. The Wavy keys all the- nil, The Army bigs 
all the under&G.rts. The Army Air Forces will ?mg all the aiqlanes, 

A STXEXT CFFICm: 

oThnnk you, sir, 
. 

General, you seem tc have satisfied the class very quicklyb I 
want to take t>As r?portunity to thank you for a very enli&teni@ discuss- 
iopt. Thack you very mx& , 

(2, Dec. 194-G -- 350) L. (3rd). . 
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