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18 Toverher 1946,
GHTTRAL MCKIIW'“Y‘

Gentlemen, our speaker this merning prohably needs very little
introduction t¢ all of you, He is General Brehon Somervell, Ordinarily I
would not go into sc elaborate an intrcduction, As it iIs, I am goins to
have to eliminate a great deal of it, 'But 1 do want to hit a few high “UOts
because 1t briags out the peoint I am z2lways tryiang to drive home, that
officers who expect to do well in high places must have a varied caresr,

They should not be too strongly specialized,

General -Scrervell gracduated from the Military Acadenmy, Class of
1914, In 1916 he accompanied General Pershing into Mexico on the Punitive
Expedition, He recruited and organiged the Fifth Reserve EBagineers. For
the next few years he was on engineering projects in France;

3

General Serervell graducted from the Gsmmand and General Staff
School in 1923, During World War I, he accompanied Walter B, Hines, Direc-
ter of Rallways, to Zurcpe where he made 2 survey of navigation conditions
on the Rhine and Danube Rqurs for the League of Nations,

He graduated from the Army War College in 19286,

Gbneral Somervcll made an economic survey of Turﬁev in 1934, I
also know that he was connccte@ with the office 5f the BEngineer Commissioner
of the Jistrict of Columbia for guite some tire,

He was appeinted Morkc Progress Administrator for the City of New
York in 1936 and was placed 1n charze cf the constructicn divisgion of:the
Quartermaster Cerps in 1940, That wes when things were really boiling,
That was the firet time that T came in contact with Ueneral: Scmervell,
: . Later, in Noverber of 1941, he was made G-4 of tho War Department
ucnbrbl Staff, just prior to Pearl Harbor, 4e is best known for having organ-
ized and comranded the Services of Oun)l" (organized in 1942), which later
hecame the Army Service Forces., He commanded that crgmnization durins the
entire pericd of World War II, He retired in 1945 t¢ hecome Fresident of
the Koppers Cempany, Incorpcrated, S '

His subject this morning is, "Problems of Production in World War
II". I take extreme pleasure in presenting General Somervell,
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GENERAL PREHON SOMERVELL:

s at Test Point. At that time I was firmly of
¥ hﬂt when ¢ne arrived a2t the point whers he mads the gradustion
address a2t Sest Point, he haed at least one foot in the grave-- and parhans

ong and & hsalf, o .

ey and gentlemen: A few years ago I was asked to
28

Of .course I went to the Army War College and spent a good many
hours sitcing in this room, after I went to West Point. I, zgain, came to
the same conclusiinn that anybody who wes asked to address the Army War Col-
lege certainly did hawe onv foot in the grave. So, you see befors you an
old avd broken man.

I will ' try to drag out of the past what I can, which I hope will

be hﬂlpful to you in ths futare,

T have besn 1sk sd to discuss the problems of production in World

Wor T1 in thirty minutes. I rather imagine that one could discuss the rise
end f21l of the Roman Enpire in thirty minutes, and I rather imsgine that
the problems we had during these short five wer yedrs, in magnitude and com-
01471ty, coversd Just sbout as wide a rings of subjects. BRut T sm comferted

by the fact thaet Mcsses’ laid down. 2ll the rules for human nonduct in ten sen-
‘terces. 1 hope that I can make this a2lmost as brief., I would like to cau-
tion you, howsver--that is, those of you who still remember snything in
- your Bibles--that Moses' supply system left something to be desirsd. So
maybe we ouwht o take 2 little more timec. .

rmh@re is no purpose ia any discussion of this kind unless it can
show us how %o HAngle the preblems of the futurs. We are not here to drag
up the problbw- of the mast. We are not here to glory in cur achievsments,
or to throw mad at othsr peoole who did not think just the way we thought
about some thinga. I think %aere is snough glory to go dround. T do not
think there is any particular purpose to bhe served in dra owlnr up any 4if-
ferences of oninion in othsr than an obgec*:ve WaY .

The reason you arc’p :re is to pget rewdv for the npxt wzr. You will
notice that I do not add, as all the nolitical sp0ﬁkers do, WnlCu,vCOd for-
bid, will never come to this great country of ours". I certalnly hope that
no war will come to our country, but T am sure that one will come. I do not
think there is any war on the horizon at the moment. If I did thinlk so, I
would still be wearing 2 uniform. On the othesr hand, we have all the mak-
ings for a war and I think it would be idle for us to dzlude oursclves into
thinking that ws could stave it off foruvers. So we might as wsll get ready
for that war in a practica .way, nct in o theoretical or abstract mannar.

Of 2]l the groups, including ths Army and the Navy, who profited
from their sxperisnces in World War I, I think the railroads of +these Tmited
States did the best job. They learned their lessons,‘thev recognieed thelr
mistokes snd they tra nslatv those mistakes into a pla an of action which ner-
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nitted them to jurp into this war when it ez2me-along and do the nagnificent
job you all know that they did, So, let us at least do as well as the rail-
roads in gett LQ; ready for the next war,

~Becauge of a lack of time, ¥ am going to he able only to state
these vroblems, make a very few comments on them, and that will »e 211, If
I sound dogmatic in my statements, it 1s sinnly hecause the lack of tim
does nct permit nme to aporoach the subject in the deliberatec way whick it
desarves, : :

The first problem is the droblen of strategic and logistie plan—
ning, Obviously, evervthaing you co has to e done as a res ult of the »lan
whieh is adented for naticnal defense, Now let me repeat: et thet plan
he for the next war and not for the one that we have just flhlS«ud. That
‘is the importarnt thing, Let the plan be for the next war and not for the
one that has just passed, ‘I do not expect wou to romember ruch that I say
here this morning, hat if you will just remermher that ene phrase, why I
think I w111 be am)lv repaid for my trouble in coming hore,

"There is & tendency always to depend entirely on our experience
and, in a preblem of this kind, our experience is not enomgh, You have to
have some vision, You not cnly have to have vision dut you alsc have to have
the courage to do what that vision tells you t»o do,

. You have to have the ability to put over your nlan in the face of
the epposition of all those people who always tell you, "Well, we didn't do
it that way before and I do not think.we want to Hranch out on this povel
and untried experiment,"™ When war comes, for gcme reason, we generate the
courage to-de these things., 3ut in time of peace, particulerly in a Washing-
ton atmesphers where there is a fellow behind every hush with a »ig triple-
barreled shotgan to shoot you every time you open vour moutk, it is a pretty
hard tking to do,

I Just bespenx your covrage in planning for the next war, Ihe
peint in the last war which brings that up is that our mobilization was
haged on a set of conditions which did not turn ocut to e the conditions
under ‘which we fought the ware So.let us look at cur mohilization plans,
Let us make them on thé hasis of a npurber of conditions; ccnditions that we
kaow ahnut; cornditicns thst we cen.envisage as pessivilities, with the new
weapcns and now methods of warfare which we now know ahout,

Fer the procurement prograr, one rust know the size of the forces,
the kind of war you are going to fight, and the possible theaters of opera-
ticn, It was net until after we were well into the war that the size of
the  forces we cxpected to employ was finally determined, It would have been
of immeasarable help had a sufficient force been decided upen and had we
heen able to make eur plans on the basis of that, rather than on a nmore . prag-
matic system of getting up a supply program on the basis of the roney that
was apprepriated at that tire.

Logistic planning not cnly ruast 2o hand ir hand with stratetic
planning »ut in many ways it must precede it, There arc a great many fac
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tors, such ss the time factor, that have to be taken into considera-~
tion. Those of you who know anything at all a cut procurement must
realize that, first of all, vou have to have facilities; you have to
todl up; you have to gzet your labor force; Vou have to Ltrain it--all
of those things--before you con astually start turning oubt saquip-
ment for sn army. So you havs got to he ‘that far shsad 8f the stra-
tegic planners in order to be able to meet your mission.

You have to have time for the esteblishment of cormmunicstions
for that vast network of depots and all the other things thsb go with
it in order to he able to jump off at the sams time as the fighting
foress. You have to have time for fillinmg that oipeline.

How I can glve you & lot cof exa VU¢@S of what T am talking ebhont,

b=l
oked around to try to find the simplest one I could. You
will ramwaﬂr during the war we hadithe possibility of an invasion from
the north into the north of Japan. That expedition would heve reguired
ALrctic clothing. Ths Quartermaster General figursd out hQW'long‘lt
would teke to manufscturs the spscial clothing that would be needed for
that expedition. t was 2 period of sbout seven or eight months. So
we had to be ready with that slothing. We of the Army SorVice Forces
fhiad to make our decision on the *Xﬂ>d1tlon saven. to eight months afieed
of the tims when the firal decision would have been made for tho opora-
tion, ' . ’ T

There are two concepts as to how to go about FAklng these plans.
One of them is that the Service Forces should Ssupply whatever 1's nsces~
sary, whenevbr 1t is necessary, and where vur‘qﬁ is necessary., In other
words, all of their planning is subject to the whime of the stratsgi-
cal and tactical command. Tn that capse, the Service‘commander must
out-think and out-guess the stratﬁgic commander. He. must alsc meks
praparations for a number of sventualities which caimot pessinly oncur
hecause only one nlace is finally selected. That is a wasteful method
of going about bhe problem and ons which taxes *hﬁ'productive capacity
of the country st a time when you ne ad every ounce of streangth and
power that you have, : '

The other concent is
plans to*ths Service Force
pretty much the system unde i
Quartermastor Genseral in and aske
his plans from there on out.

hat the strategic commander must gear his
timats of its- capabilities. That is
¥ontgomery workad. -He gobt his
him whkat he could do. Thon hs made

It secms to me that nei: one of those nlaﬁs is the best method;
“thet the best method is for th; stretegic commander to have some '
ervice Forcss training. If T had my way sbout it, no man would sver
rise to high command in our Armud Forces without soms Service Forces

training. It is just like brying ta do any kind of an operation when
you are not sure of the capabilitics of ths tools with which you ars

working. 7You get by only through the very wasteful method of having

too muéh of everything.
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I do not mean by that that the plans thrt are adopted should not
always place a strain oni the Service Forces. I think they should, In
other, words, we cannot lie back in the fashion of the cld Quartermaster ser-—
geant on the, post who t51d us he did not have any of that and hence couldn't
do the Jjobe You have got to keep a strain on the Sbrv1ce Wﬂrccs yct it has
got to he one tbat is pﬂ331ble to neet.
. Problern ho. 2 is the dsvelopment of  the nsed for q11 types ef  sup-~
plies and equipment, the eguipment that is based on these stratesic nlans,
In cther werds, that is drafting the requirements for the fordes, That stems
from the plans and, as a result of these requirements, you develop your pro-
curcnént wrogram and pass that cn to the Army and Navy aPsenals‘'and to in-
dustry. : 2 - : B S : .
< [ . i )
The third problem is the prcblem of research; developrent of new -
weapons and new metheds of warfare, I do not know which comes first; in
other words, whether the requirements come befere the researeh, or vice
versa, In elther case, it deesn't.make any difference, 7You have got Lo
puash the research for row znd hetter wsapdns, new and: better nmethods of war-
fare Juqt as hard as you possibly canvif you expect to wage a successful war,

R . . . -
E ] : ”

There are always going tc he reactionary tendsncies, There-are
always going to be people who tell ysu what they have is good enough, Our
procurement orogran during the last war was'sevérély-handicapped by people
in high places who jwere unwilling ta take the heavier and better weapons

that were developed arnd were availavle until after we had hmu some “tragic
experisnces on the hattlefield, ‘That is a very severe indictment of what
went.on, »ut nevertheless it is true, That certainly is scmething that
mist be avoided, We must have some people who want and are willing to try’
out new things, . 5 o B A

Problem Mo, 4 is the production and testing of pilet ncdels, That
wag a source. of great delay, It was a vexatious problem and cns for which
we never did find 2 completely adequate sclution, A certein amount of test—
‘ing. is necessary, . That testing rust come right after the fevelepment, It
must be on a practical basis arnd not cn a whimsical basis, Iittle gadeets’
mast he disregarded,  As a.rule, the ergineer's view of this particilar gad-
cetls cepabilities should be accepted, $o a very CpQulQGfablb cxtent. I
could tell you somé 1nterest1nn stcrlcs on that ‘ : "; :

It is pretty danyercus.tﬁ.di reg ard this testing 0erlod;‘ Cn the
other, hand, take the bazoockz fer . example, - The orly test the vazooka had
was.a few little firings and then I went @utfand looked at it. it looked
pretty good to me, so I fold Al Glancy. to make 10,00C of them »y the Fourth
- ¢fJuly, That was ' tot a very scientific way - to do- it; dut it worked, ‘Thé

use ¢f the bagooka fully.justified ny decision,’ . o
e .

There was another case, We had heen trying to make an amphihicus
vehicle for gocdness knows how long, Well, we finally arrived on the
scene with cne, Mr, Stimson and I sot in it at Fort 3Belveir, We dashed

-5 -
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into the Petomec at fifty miles an hour.and it -did not sink, Ve were
greatly pleased, Sc I ordpre& 5,000 of those, = Well, they weren't sc Z00d,
But they did serve a Durpcse. fThe anphloloue Jeep did serve a purpose, It
yroved nrettJ definitely that the next step would oe sucoessful.

That was followed by the duck, (DUKW) (truck 2L ton, 6 x 6, an-
phibion) which I went out to see tested at the General Motors Prov1n& »
Greund, That also preved itself, But the ducx hecause of this emperience
with the Jjeep, probablv tock longer in testing before we put it into actual
service,

Preblem Ne, 5 is the détermination and the allocaulon of facili-
tlos necessary for productlon. Trere are two schoels ef thoughi on that;
alse, there were two scheols of thought hefore, in.the previsus war, The
first one is that we would give the Armv this facdtory and the Navy that
factory, iow that is-all right for th e small factories; it is all right
for certain things, toce 3ut when you get into such plunts as thgose c¢f the
General Electric Company, or Wéstinghouse, it is pretty hard to say that the
Wavy will be General Blectric and the Army will be Westinghouse, You really
cannot do that, So what you have is net cnly the allccation of individual
factories but also the allocaticn of facilities within the factories theme
selves, :

The same dlfflvultj arises in the allocation ¢f facilitiecs Te~
tweern the Services, in. the Army and ¥avy, In other words, what will Crd~
nance get, what will the Signal Corps get, and what will the Engineers and:
Air Forces get, and so on, That kind of a husiness is a very difficult cne
to solve, It is cne that sheuld be solved in peacetime, in very consid-
erable detail, if you are not going to waste a great amcunt of time or a
great amount of money when the war is upcen’us,

Lagtly, and quantitywise even riore important, you have to have
tre facilities for civilian preductien, After all, the ccuntry can't stop,
Tre nurber of civilian people that have to he fed, clothed, and transported
tc business, and all that kind c¢f thing, is far greater than the number of
peeple we have in the Armed Services, Sc, in any estimate that is made of
facilities, the civilian requirements must Be given very comsiderable weight,

It will prebably be true that the availahle facilities for the
manufacture of Army and Navy requirements will nct be enough, Jjust as in
the lzst war, The answer to that, of course, is the construction of addi-
ticnal production facilities, Now, there, the timing is very important,
If these factories have to be »uilt, as we built them, under extreme pres—
sure and in a very short spacs c¢f tine, first of all, the facteries won't
be as good as they sheuld be and, gecondly, the process will invelve a tremend-—-
dens. - amcunt cf waste and a trememdous amount of confusion right at a time
when you should have the least, : ’

- B -
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‘ I think vou have to decide-—assuming you follow ny suggestion of
trying to handle all of these thinss in peacetine--on the method of construe—
tions In other werds, the decision is whether we are to havu fﬂctoriﬂs con—
structed owned, by the uoveranent or whether there sheould e ome nethod -
adcpted vhereby industry c=n “e suhsidized in such a war ths t the very wecple
who are to be in charze of the manafacture of these iters will, themsel"é‘,
build the factorr and be set to carry on with: tho nanufacture of whatever
it 1s when the WQr comes,

I confess I do not have the prescription for that ailmeént in my
pocked this morning; dut I do not see aay insunbrﬂBID objection. to working
vp some ‘such scheme, ' If ocne can e worked up, you certainly havp all »f the
advantases cf @cliberate eccnomical constructison to fit cur particular noe
as-agdinst hurried, expensive and makeshift c“nstructlon af er the "emef-
eency is cn.us., '

~When"we knew what we want, when we have develeped and tested our
pilot models, when ‘we have the facilities to make these things, we Lave to
figure cut how we are going to Zo about getting tkcm. That is problen No, .
the questidn'bf‘contracts; Wa had a very violent : altercaticn udrlﬁt “the

war on the advanteges and disadvantages aand the pros and cons of lepd~prvce
and fixed-fee contraets, T

Bocause of the hurried way in which thinss had te We done, we go0%
into the question of passing a law recuiring renerctiation on coniracts
after they were made in crder to take hack any - Jroflts over and ahove what
vas considered to ™Me o reasonable amount. 1 think that whprc it is possidvle
to. kave a fixed-price coiitract, it ig uncuestionahly the Hest thing to have,
A fixed-price contract, however, depends, in so far as the ‘contractor is
cencerned, on his being able to fix the price which he himself must pay in
crder-to carry out that contract, When you set to the woint Whéraﬁhe'cannct
de that, either »ecause of the scarcity of materials, the variations in the

prices, or hecause it is scme new article which has never been manufactured

eznd for which the gontractor does not have the process, it is quite odvious
Fou are#poing'toihave to &0 1nto the fixed-fee tyne of 3u51neoo. oo

o Tlon you havc tib question of wricing, Pricinﬁ is'a very a1161~'
cult Jeob at bekt, Iam finding that out in my short time in husiness, So
what we have to do is to »e sure that we set these prices at a proper rate
to glve the contractor & fair re turn and yot not make them so high as to
produce unconscionsablervrofits, '

L gL * . 13 .
TR . . - ' o

:'“

ST T
- I anaotia wit- oure#wl ﬂﬁsn't £ wer and I am not
now-—whether weidid the right thing in’ ren eyotlatloq. 7Ln cther worqs,
should not we have had a betier urchnF"Dollcw"tn i was impessible he—
cause of the haste, 3ut 1f, in the next war, we can uo these hings de~--

e

- liverately and ret a preper pricing selicy, 1 em not sure that we cusht to

have renegotiaticn,” Let’ the normal business ferces act and you may get
hetter results than:you 'would with the rancgcthUlo clause, Under any cir-

.cumstances, it will prohably be necessary tc have some kind cf an cscalator

-7 -
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clause in the contract to teke care of the variations that war is certain
to hring aboute

You have the problem of the size of the contracts, that is, the
nurber of suppliers; the necessity for having more than ons supplier hecauss
of the ycssible loss of that cne source, I think with all of these gulded
nissiles and atomic bombs and things of that kind sherd-of us, that the re—
quirement for having more than one supplier is even more cogent than it was
during this last war, It is going to be an ahsolute ncocessity to have more
than one supplier if you expect to maintain your production,

¥ow we get into Small insiness, I do not know whetrer Small 3usi-
ness is an economic phencminon any more or whether it is Jjust a political .
one, 31ig Business is suppesed to be a terrible thing if you listen to some
of the demagogues, and Snall Business is supucsed to vossess all of the
Chrietain virtues, I think if one really looks arcund for so-cazlled Yun-~
fzir practices" that he will find ahsut ninetv-nine and forty-four one hun-
dredths per cent present in Small 3uciness and not in 3ig 3usiness, For
one thing, + think you will find thst 3ig 3usiness is watched a-lot nmore
closely ‘than Small Business, The fellow whe starts a small dusiness, in
order to get going, has to pay lower wages, He has tc skimp on that, He
has to skimp on something else, It is venture capital, %e is garbling on
what he ig deing, "~ Those are the follows thot have gterted off and made
Americ= grent,
@ 4 C
, All big husiness starts out as smell dusiness, 1 think small
business has a very definite place in our economy, 3ut * think that the
plece that it should enjoy is cne which it can secure by its owvn efforts
and one not allecated to 1t by political acticn., 3ut you will always have
small bhusiness with you,. Lt has a place in our sconomy, . If we have the
type of war thet this next one may be, it will take every cunce of strength
and every pound of production pewer that we have in order to win,

o Problem Ne. 8 is the guestion of Taw naterials,  We found our-—
selves handieapped during a very large part of the war hecausc of the shord-
zge of certain critical and strategic materials, You all know what those
are, pretty ruch, I supiose rubber was the outstanding one, You know
all the grief we went through in order o gZet enough synthetic ruhher,

e N

A3 a collateral oroblem in raw materials you have stocksiling.
You have the problem of conservation in time of peace, In other words, you
have a very sericus question, it scems to me, as to whethor, for those
supplies for winich we have a dwindling resorurce, we should not mske a defi-
nite effort to import as rmch of that as Lossible during times of neace in
order to conserve our suv.lies for:time of war,

. Then we have the uneconomic activities, The only way you can han-

dle these activitics which do not have sufficient cemmercisl value for

then to stand on their own feet, is through some kind of a subsidy, In cther
words, lot us say that we wanted to develop some other product, like rubber,

*

- 8 -
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and in the present rstate of the art it loocked as if we-could not make. thint
rubher at a price at which we could sell it, Well, we must at least go far
enough in.that development to kncw how tc meke it; to develop the industry
sufficiently to ‘have a makeshift wroduction line, and in doing.-that you will
probably have to furnish some kind of help.
Ohviously, the development of synthetics to take the place of
certain materials is a very important thing, There, again, you will have
to push your scientists deliberately to search out tnose things for which
vou can foresee a shortage in time of war, There will he enough shortages
that you «¢cannot foresee, so there will be no excuse for your nct trving to
detelop these synthetics ahead of time, .
Trohlem so, 9 is the question of expaditing and inspection, o
systom has yet been devised, to my knowledge, which docs not reguire some
kind of expediting.and inspection, The pronlem there is not to overdo it
and to avoid duplications bhetween the Serv1c;s. o , Coa

Problem Mo, 10 is the question of distributior,...You have to le
the reserves, the working stac&aéps, lay out a depet systerm,, know what Jour
subply cyele is,-and get a systom of stock control, They mught to star '
this next war with a good stock—control system, Make no nistake about 1t-
neither the Army nor, the #avy had onec when this war started, We finally
pats one in and the Navy put one in and they hoth worked They have been
copied by a number of, industries, . 3ut you have 1o have a stockecontrol
system to know what you are dping,. :

.

That cught to be a first requisite in any planning hat you$do.

© You have got.to decide on a methed of supply; how you are going. to.handle

»

“your requisitions; what will e aptomatic and what nct, You have also got

to toll your manufecturers after making the decision, how youw are rD.J.n,'i;p
handle your shipping, and other details., : )

. Prowlem Fo, 11 is maintenance, We come into 2 clash almost immo-—
diately betwecn -the production ofinew articles and the ¥ oroduction of spare.
parts and maintenance items, There, egain, that problem has. to e visual-
1z8d’. You have to get your system of repairs, your sustbn ot salvage, your
syster o of rehdbllltdtlﬁn and @ll that kind of thing, underway, -

-

rroblem No, 12 is. the quast;on of luoor. Mrst of 'all, there.is

'thp guestion of “labor supply.,  Your mohilization plans rmast be so drawn.

that you will still .have encugh labor left tc carry en ig -the factories
and also carry on the normal civilian life necessary for existence,

You have got to have a-~sugtem of wage adﬁlnlsuratlcn and contral,
It is folly to expect comtrol of prices without control of wages. I think
had we asked for a.comtrcl over the lahor supnly and vage administration the
day after Pearl Harbor. when evervbody was scared t» death, we would have

-gotten it,. The voint was, when the time came when we had to have it, we

could not get it,

.
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There 'cught te »e some system which would eliminate or nminimize
strikes durlng a war, I perscnally think there should be none, As a corol—
lary to that, you have to have seme nethod.of handling griesvaness, You
cannoct Derﬂlt poople to kick other people arcund without giving -them some
method ¢f handling .grievances, You have got te have 2 just, n?ompt,.and
efficacious system of handlifg grievances if you even make the demand that
there should not bg any strikes hecause that is all the men have, reslly, tc
fizght back with when they are badly handled,

You have got to decide on the draft for the Army and Navy and the
draft of civilians, I have my own idea on the latter, I think it ourht to
he donce & think one of the largest and most prefitable discussicns that
the College can have will e on that very subject,

Then you have your guestion of public relations, A 1ot of Arnmy
and Navy cfficers think that they are working in z vacuum, They lead a kind
o sheltered life--maybe that is 2 pharadoxical statement, »ut a true one,
You have sot tc get what you are doing over to the public in order to get
the suppert you must have in crder to carry cn your work, Some of dﬁ: pub-
lic relations in the past war were very badly handled, They caused us 2 lot
of trouble, 1t was necessory for us tc bXﬁlulﬂ thinss tnat did not exist,

Frcvlen No, l4-—notice that other onc was Nc. 13,  dumher 14 is
the question ef Congressicnal relations, . Somehody was asking me the dif-
ference botween business and the Arnmy, I said, "Well, let's start at the
top, Let's start with the beard of 8irectors. In hHusincss, your board of
directors, all of them, want yoéu tc¢ sguccesd, In the Armv anﬁ Nawvy, half of
your '"woerd of directors! want you to fail." You can see that witk situa—
tion of that kind a grsat many ldua are advanced 2y psopls n Congress which
heve nothing to dc with the man! p rohlen, If the gentleman's name will ap-—
pear on the front page of the ﬁﬁwsJancr a great desl of weight will be given
by him to an issue which has absolutely no bearine on the man's problem,

So, ¥- su have the question of bon;resslonﬁl relaticns, Congregs
supported us handsomely durlny the war, from the pcint ¢f view of furnish-
ln&.ﬁkl.thc money we asked for, Ve could'not have had finer support,

There were a great many things which the Army——I will say the Army
in dcferbnce to my friends in the blue suits——failed to do (I was guilty cf
2 good many..of ¢ “em) which possihly weuld heve made for better relaticans, dut
they Jjust were not done, That is one thing you have to put in your program,
You have to do it correctly because they are your hoard of directors, Your
beard of cdirectors cught to he 1nfcrmed and they ought to plav on your team,
If you can get them on yocur tcam you can accomplish a great deal morc than
you can through recrimination and—well, ws call it debate,

Provlem Ho, 15 is the question of crganization, We have the ques-—
tion of -organization within the Armv command, within the Navy, and between
the Army and Navv. We have the problem of organization to include the mili-

tary and the civilian,
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I think there are. three principles that have to be kept in mind
in, maklng Up your organization, Hurber ene is the ‘question of decision, ,Are
© we golng to hovc decision or dehatel New, ag military pécple, you lnow the
answer to tha t. »
You ‘must have cne concept of authority and respensivility, You
cannot have authority without responsibility, That is a time-worn principle,
hut nevertheless ene that is often mere honored in the hreach than otherwise,

The third principle is: To what extent do you kave to have dupli-
cation? We have had a gocd deal of argument on these subjects, I shink it
is a very healthy sign that we see all of these dbrown and blue uniforms sit-
ting arouﬁd,‘ruﬁbing'aiﬁdws tcgether, 1 wish we could have done it a lot
more when ! was going to these sthools, - I think, however, that we must try
to get-a little logic into cur affairs 1f we arg foing to Eet anvvhurc.

Hugh Johnson used to run 2 column in the paper‘called ”One‘Man’s
®pinion,” I will give you one man's opinicn,’ I, personally, do not see
any reason for having a hospital on one side of the street for fellows in
blue sults and a hospital cn the other side of the street for the fellows in
 brown suits, I do not see why the Army and Navv cannot wear the same kind
of undershirt, We had a fearful argument during the war as to whether we
should have little sleeves on the undershirt, -The Army was willing to do
without the sleeves, but the Navy had to have the sleeves, It seems to0 me
that 1s hardly a prohlem of national policy, - I can understand how the ladies
would get excited about a fa snlunvof that ¥ind, but I fail to see how a lob
of soldibrs and sallors can. :

I think you ca an carry that on as fer as you like, We land on an
atoll out there in the Pacific, .We have one.construction ferce for the
Marines, another ocne for the Navy and still ancther one for the Army, They
can hardly get the ccnvtructlon eguipment ocn the: atoll bbcnuoe there is
scarcely en ough b T for all of them,

.. I dO‘not see why the fellews in the blue suits cannct talk over
the same telephons as the cnes in the brown suits, and v1co versa, Yow
don't mlsunderﬂtand me ! I dé not know why a lot of thlngs 11ke that C?n 't
happen, T aon 't ¥mow wh¥ there should be any competition between the Ser-
vicess I don't knew why I shcould have cornered all the'lumber supply in the
United States so that 3en Morecll had to come arcund with his hat in his
hand and ask me for it, It is all wrong. I do not knew why we should have

2 lot cf committees deciding thinegs when cne individual can make the decision.
If there is one *hlng in the wcrld that this wqr tﬂu ht as far
as I am concerned, it 1s the gquestinn of unity c¢f command, If,ycu have unity:

of command out in.tnc field, you certainrly have to get that unity of command
all the way baek here, T ;
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The next war should he ‘“quuChud w1th v1313n——, first of all,
you decide what you want to d-; secondly, get up a prosram for carrying that
eut; thirdly, an erganization to carry out ‘the program; and feurthly, a
means for checking on whethor you are doing it ar not, I have no dogbt that
if we do that we will emerge from that war with a far more bhrilliant success
than we did in this war, e

Thank you,
GBNZRAL McXINLEY:

* Before we open the meetlny for questions, I want to tell General
Scmervell twe things he may not know ahout., The first is that we have intro-—
duced & ccurse inte the school dealing with mappower, which is opening up 2
brand-new fleld that never was studied hefore in any of ‘the schools I know
of, It 13 not only with refersnce to the draft, but it covers the entire
victure, It goes into lahor relaticns, and sevural cther fields., We have
some civilian experts »n our staff and we hope to do scmething with that
which never was done before, -

B

GENZRAL S@MIRVELL: -
It'is a great step forward,

< I think that the question of labor relationss industrial relations,
and sc on, is one in vhich we in the Army, were very far behind, When we
entered World War I the Army taught Industry a great deal about persoanel
administration, Then the Army stopped; Industry went on, :

Yet only the que%tlon of personnel admlnlstratlo hut 1ndustr1al
relations, and all that kind of thing, has been developed to a very high
degree, Recognition of human rishts, and many kindred matters which did not
exist prior to the First World War, are those with which you will have to
cepe, I do not say that in any derngatory sense, I am Zlad it has happened,

When I wae a school-hoy my idea of .a foreman was a fellow who
walked arOund.with a pick-~handle and if any of the workmen didn't carry on to
suit hirm, he cra cked him ower the back with the pick-handle, You try that
now and see what happens,

GHNERAL McKINIZY

The cther thing, ueneral, was the fact that General Armstreng, my
predecessor, set up what is koown as Industry Advisory Committees, Indus—
trialists come in and sit around the table with us and we have discussions
on problems of the last war and what might have %Ween done hetter, It is
very helpful,

You will e interested to lkmow that 100 nercent of them agree with

you about immediataly putting the freeze on laber and mehilizing lakor, That
corss from industry., I thousht that was a very interesting chservatiocn,
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Yow we will have some questions,

A STUDBNT OFZICER:

e

General Somervell, there are some key industries for war produc—
tien that are concentrated in very small aréas or, in some cases, in single
factories as a result of vnatents and menopolies, I supicse,-te which the
conpanies are entitled, How can we protect those industries in time of
war? ' ) : ) : : : '

GENERAL SOMERVELL:

Sust the way we did during this war, In other words, thev vooled:
their patents.  We thought they would %e available for use during the war,
Hut their licenses or agreements terminated as soon as the war was over,

There is a very interesting commentsry in connéction with that,
When we got all of these industries tosether and gzot them to pool their pat-—
tents,; Mr, Ihurmen Arncld walked over from the Justice Department and said
he was going to put them all in jail.

That is another prohlem you have to solve., In other words, there
rmast he some modification of the Anti-Trust Law which will certainly not
make 2 crininal out ef a fellow for--well, for a lot of things, dut mainly
for trving t6 help his Government,

A4 STUDINT OFFICER:

That ie one feature, The other is the’ protection of the plant
itself, - S o o : |

.

GEEERAL SOMZRVELL:

As to the protection of the plant, wou know as much about that as
I do, The best protection, to my way of thinkins, would be in dispersion,
or putting it under a mountain,

A STUDENT CFFICER:
, . o ol

General, we have heard several epinions. concerning the coordina-.
tien of procurement in the Services, that ig, betvieen the Services, An g
your oninion, what ars the best methods of coordinating procurenent heiween
the Armv and Navy with special reference, we might say, to commonly-used,
commercial type items, and also to technicel items? I realize you indicated
an answer to that, hut I wondered ashout it, svecificzlly as far as Pro-—
curement in the Services is concorned,

GEILRAL SOMZRVELL:

Without taking the Yavy into it at all, it seems to me that what
you rast have is commodity buying, In other words, you divide these things
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into different tvpes of cbmmoditieé. Tou then pick out a bhuyer, just the
way industrv does, In our case, we call uniforms-and focd Quartermaster
items. Wa call drugs and Dharﬂaceuticals, Medical items, The hospital
equipnment we call kedical equipnent, and so:.forth, It seems to me that that
is the way to do it, .. R N

5 ()

If you just shut your eyes, all of jyou, and trv to think we
haven't got an Army; we haven't get a Navy; we have a brand-new nation with-
cut an Army and withcut a NaVJ. It is a brand-new country, We have none of
those many traditions behind us, How would you go about setting this thing
up? I do not think we would havu a lot of the things we have nov, I think
we would put these cormmon items into a common pot, We would have one organ—
ization behind it. _ .

Loes that answer your questiont?

Yeu mean By that joint procurement, c¢r cross-procurensnt, or
would you care to say? ‘

GENERAL SOMERVELIL:

. As long as you have the Army and Wavy as two separate Services,

I would have an arrangement perfected such as the one we proposed in the
Draper~Strauss Report, where we said that this crganization will do all the
huying for the Army and Navy., We'll say that the Yavy has a paramount
interest in the purchase of oil, The Wavy buys all the oil, The Army huys
all the undershirts. The Army Air Forces will huy all the airplanes,

4 STUDENT CFPICER
Thank you, sir,
GENERAL McKIVLEY:

General, you seem to have satisfied the class very quickly., I
want to take this cpportunity to thank you for a very enlightening discuss—
iom, Thank you very much.

(% Dec. 1946 -- 350) L. (3ra).




