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Gentlerien, this morning we welcome an old £riend of The Industrial. .

Colioge, Colonel Leo &, Codd, who is the Secretary of the ariy Ordnunﬁe.
= S 43 anmA- T +! P le s haa Ao nl Paams tn L\-. a h vt .
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In 1918 Colonol Codd served as a Junier chemist in the Procurement.
Division of the Ordnance Department. He was couuuss;oned a captain in.
the Ordnance Reserve in 1925, promotod to major in 1930, lieutenant
a-leonel in 1938, In 1937 he was invited to deTLVQr the Cyrus Fogg
Brackett lecture at Prineston Universwty Later that yCu*
a study of industrial mobilization in Englordd, He 'is the

American Industry ﬂgg the National Defense, :

His sub fect tkls morning is*Industrial lobilizetion: = Achievements .

and Defig len01es.

I take extreme_pleasure in introducing Colonel Codd,

QoL OI\EL comD:

Gener lv&¢nluy and Gentlemen: I came fortified with some books
and pamphlets, thinking that I qad,bcttor look professorial anywayl '
Frankly, T baven't had the oooortuntty to devel dpvadequétely the topic
which has been assigned to-me, It 1§ one that is very close to my
heart, .and once to which I would llku to do justice. This morning nmy
reﬁnrks arc entirely ”oAf the cuff,' IR :

I would fear to undertake sach n assignuent in such 2 manner
h ch. wve had. cloge rmrﬁ;

normally, ‘but the subiect is one with whick I h had g,ct.
over umny'ye"ru and in which T nwvu tal <en such a deon interest . a

long time, Regllzlng the broad policics of this great-lnatltu tion of
learning which make allowance for the shortcomings nnd permits the.
contrary opinions of those who speak befors 1t, 1 ECCthbd th nasign-

ment with less hesitation than uSJuL.,
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I have brought with me four dotcumerts. Before I develop the
thoughts which I propose to present to you 1 would like to identify
these documents, so that as we go along in the discussion, we won't

“have to take time ocut for a len_ thy reference. : '

The first document 1 would liks to nresent is one that has been
prejared by the Army Ordnance Association witiin the rast meonth and
represents the hard work of one of our commlttees over the past six
months, It is known as the "Bell Doard Report" and sets its name
from the Committee Chairman, Mr, Frank 3. Bell, who was Chief of the
Pittsburgh Ordnance District in peace and in war, He is one of the
outstanding industrialistsiof the country. Under his direction a . .

comnittee of some experiericed civilians in the Army Qrdnance Asso-
ciation prepared this rencrt at the recurest of General Hughes, Chief:

~of CrdnénCQ, on the Scope and Crggn‘zation of the Crdnance District:

Srstem in time of peace and also in time of war. It was fortunate that
the ability of tlose men was available to make such a study at this

time, They have analyzed the Ordnance District System which has been

in existence for some twenty-seven ears; they have anpraised 1t ob—
jectively in the lizht of its verformance both in neace and war: and
have come to a series of conclusions with r¢commendatlons_as to what
should be done about the Ordnance Listrict System, Hr., Bell, as I
have said was Chairman of the Comm1utac. The other members of the
Committee were: John Slezak, who was Chief of the Chicago Ordnance
District during the recent war; Lean linter, who is one of the leading
bankers cof 3an Franclsco, and wiio was Denuty” Chlef of the San Francisco
Ordnance District during the war; Jared Ingersoll, who stands very
high in the transportation councils of the country and who was Chief
of the Philadelphia Ordnance District in Vorld tar 11; Russell
Gardner, who was an industrialist in St. Louls and Denuby Chief of
that District during the war; Lynn Psterson of Detroit, one of the
leading ‘manufacturéers there; who was Chief of the Cleveland Crinance

.

"District; wnd Lhitney Stone of the firm of Stone & Vebster; who was

Deputy Chief of the New York Uistrict and later Chief of “the Boston
District ih Vorld war 1I. These very capable mon have nut their com-
bined brain power into this report. 1t is a-rather historic starting
off point for what we of the Arnmy Orcnance Association hope will be

e system of decentralized operation of (rcnance procurement planning
in the days of peace that 1ie ahead. The Bell Board Heport on trdnance
Districts is my @xtiibit No. 1. ’ ‘ ‘

Exhibit No. 2 ds Lieutenant General Levirn H. Campbell's book;
The Industry-Ordrnance Team. -AlL of you here are familiar with it,
I am sure. It contains a great deal of evidence on .the . design,
procuction and supply cof ordnance in .orld Jar 1I. 1t sets forth
a zreat many of the exreriences jained in those vast and costly
operations. 1 am confident that :ou have this source material
available here in the College for your detailed study.

s
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Exhibit No. 3 i ‘6n that you have in your: llbrmrg, alse/.»In the

yeardito’ domie, iin .oy humoL; cpinion, this study ‘18 going t6 Joom larger
- -with the passage of time. It is what we in-the Ordnance: fraternity call
“the "Engel Report." It was: nubllckeﬁ by tne Army Ordnance Asscgiation

in Auvgust, 194L. Tt is an. apprmlbzl of the operations of the government-
owned, cohtractor-operated powder, londing nd explosives: ol%nts under
the jurisdiction. of the Ordnance Dcpartnﬁrt of the Army. It presents an

“analysis of efflclcnc and also of costs- 1T we arcé dgain to-experience

the crdesal” of Congressionai. lnvestloutlon tvelve oy fifteen years after

“World War IT as we did fifteen years ufter torld Tar T, then the evidence
“in-this document will be priceless because it presents those figures and

T

the facts. Do not'misunderstand me. e are not particulzrly concerncd
whether the next few years preduce any of the witch hunt .investigotions

or not, If such investigations are not intellectually dishonest they can
“iserve & good purpose, That is'not Why this report wag prepared and
.- certainly not why:it was published; but fron "the Staﬁdbolnt of the student
-of imdustrial moblleatlon ‘and as an aid to the planning todday for future
ﬁ‘Wﬂr, the evidence adduced by lr, Engel certainly is of prime lmportance
and has manv,vany objeet lessons that we can tuke all to he et now,

.,
oo S

The fﬂurth ﬂnd flﬂdl thlOlt isa Dmﬁphlot Wbluh.CJmE over my
editorial desk about. two weeksA 1£0. It is called: The Bvelation of
Militory Policy in ‘the Unitéd States, It is a series of lectures de-

7 livered before-the Army Inform;tlon School by Brlﬂudier Ceneral "Tilliston

B. Palmer, the Commqndnnt of that schogl, It isia wery- enliy btbnvng

~document. . It is uXFlbgt Moo b in my- dlSDl?Y thlo mornlnh &ﬂu completes

o my DPGSOnt”thQ of exhibits.

a1
'“obillJatlon An orld tar II; ﬁihibit
: o

llfe to cxnlaﬁn that

[ . . ~

L, 2 nd re r @d to achlcvemanto of Indastrial
o } R

. 4 isrelated to duflclcnc1~s.

bo,ulong.-g

1hlts Nos

'A"Ho &

v

tqc "Achlevem@nus"fthdustrial liobilization', the

In respectu'

.'Llr L princinle: blnt T wduld like to Tost»tu'LD this: The mutkod of

unerv1SL0ﬁ, yidch was: not a method of gper tian, wWas largbly responsible
“For-the great: Ordnance, product;o* aunlcvcv‘nt 1n ﬂrld ”Hr I I would

v

Y

N L L . a ""»..“ ,“ :.'v.. . r. . | A . g
The ordnbnce job; as ybu 11 {now 'is unkgues 1t rcqulrvs lnﬂustrlal

reparedness plapnlng wnore than any Otb er ‘class of products.  This is s0

Pl

*'bacauso practically ~mmﬂk1ng, in the major cortlon of ‘ordnance design

“dnd productlon there is no . QlVlll“H oencetlm' ‘counteranrt. . (An ordnance

, production problem is not 1like an. aircraft problem; the forser has no

peacetine industry, the luutcr has. ~ Ordnance productiof is.not comparable
to'a ship or naval problei: because there is o shipbuilding industry in

- private operation from dﬂvlﬁo day. In most of the.categories of ordnance

-you have a.brand .new oruble which requircs'all‘the“techniques_of industry
buy yet which doesn't have 1ndustnf’ active participation in preduction

iy

from day to day in time of peace. This being so, it woald hive been a

v
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calamity of the first orcer for any’ group, civilian or m*lltary, in con-
trolling -a tremendous corénance praduction program in time of war to have

undertaken-that problem W1nn'any other point of view than that of "Let

lndustry'go the job its way," "If you tell industry what is needed, keep
in clcse contact with that industry in time of peace before oppratlon is
undertaken on 2 large sca le in tine of. Wﬁr, and use from day to day in
timé of peace the contacts, technlques, and personalities that go to
make up-our huge industrial machine, then when war comes you can with
full confidence give the Job to 1ndustry to do. I venture to soy that
when all the records are filed you will find that there was less of the
oper"tlonal control in the way the Industry-Ordnance team did the job
than in many other fields that involved equally great civilian production
effort. Tt was nc place for bureaucrats! : :

Now the successful outcome wasn't by chance. That came about through
the Ordnance District Svstem, which is so faithfully described in the C
Bell Board Report. It is prudently and objectively anzlyzed, and being
one of the nethods by which this war was fought on the industrial front,
it is-the feeling of the Board and of our Associaticn that the good
things*in the Ordnance District System should be preserved. Certain
revisicns, of course, should be made, but there are definite attitudes
which rust be preserved: liass production of wegpons in time of war is a
job which American industry knows ruch more abotit than any military group
or any arsenal, with the one proviso only that industry produce the kind
of weapon which the nilitary services have prescribed., Therefore T can!t
stress too greatly the importance of decentralized operation under cen-
tralized supervision. The Ordnance System in this war operated-differently

from other kinds of military operation, First the job was broken down, .

It was decentralized to 13 Ordnance Districts which throughout the years
under the guidance of ocutstanding civilians had day-to-day cohtact with
the industrial people who were going to have the wartime responsibility.
Tt was predominantly the civilian industrial point of view--it was that
close cooperation which existed between the military and industry which
in large measure was responsible for the phencrienal results obtained, and-
with those results yow arc even more familiar than I, Therefore, my firdt
pOlnt among the achieverients of industrial mobilization im Wbrld Var II
is: The value and the correctness of bringing the armament production
problem down to the grass roots and not appro“chln” it from the distant

‘burcaucratic point of view, 'hat nust govern is the point of view which

prevails in the'shop Things are made in the shop and not at the desks
in Washington! " So we should begin now to cultivate that same kind of .

approach and contact, It resulted in cne of the great achievements of
World War IT and proved itself certainly in ‘the -field of ordnance An a

’very h artenlng and thrilling.way.

Iy second pr+n01blc is somewh t akin ﬁoéﬁhé first. ‘ It was. the
sifplicity of the method of cocrdination which was applied tkroughout the
Industry&Ordnance DYoL, Industrv.was tuﬁcn as it was foun and as 1it:

RnSTRUZ ED
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was located,’and very mich on its own fair economic terms: - If you
examine Generel Campbell's book you will see that the whole thesis’ of
it 15 the one. principle: That it was purely a coordlnwtlng Jjob that
he had as Chief of Ordnance, and in practically no cdse was it the

kind of.job. that’ CQlledﬁfor the institution of any new ccontrols, any

new dircctives or any new ruleq other than the very rules and directive

by which, 1ndustry itgelf operatﬁs,'-l don't Krcw how faﬂlll“r you men

are Wlth this record; I presume that at some place in your course it

will come in for a critical analysis. Therc are two chapuers in the

bodk that I know somo thing about and would like to call to your partiCuwk'
lar attention when you come tol the study of this phas e of your Drobl&

‘hcrc at thu co;icge.,

CIne the chaotcr on Industry lntedrutlon Conn1ttues is descrlbed a

‘vcrj ingenious’ sche‘p. It wose Deculmar to the Industrv;Orannoe team.-

It was one of the réolly unicue-operations of this war. TIt-owos so unigue
that it tcok o 3000131 action of the Department of Justice to clarify
in advence that there. were no violations. of the Anti-Trust Laws involved}

ﬂThrouph these Industry: Integrating Committees the Ordnahée Depururvnt Job

wos tremendously accelerated and brouvht up to somewhere near its proper

.'&o“ls by vuttlng together gn’ purtlcular COJFlt tees representatives of all:

of the prime producers and some of the principal sub-producers under the
counsel of a rcpresentative of the Chief of Crdnance so that there was a
conplete interchange of information~-and even of matericl mtarb _shortages

.. Were 1nvolvbd~—&mong a nuzber of producers who wers manufzcturlna that
.p"rtlcular itemn. o

Aet me glvc you ‘n,Ob]thlVC cage. In thv oroductlon ‘of one of

U the dlfflcult types cf artillery fuscs it was purfcctly -obvious thx 't

“the faCllltha then engaged in tho progran were not nearly enoqgn to

meet the demand so- that other industries had to be brought.in to help

,5out *There was at lCdSt one case where the newecorerts production line
was. llturullv rmoved into thc plant of an older producer, enployees were

interchanged betwsen ong preductlon line ond the other; until finally

ffwhgn tle new productlon llne was up to the proper. pffl@lency they were
" moved -out and put over into the plant of the new preoducer;: und<ootn were

opbrutlnv under their respective rules without 1ntcrruptlon. As to the
sharing of technique and the lntugrutlon of qullltlﬁs, when une pro-

- ducer was in long supply on'a certain component and enother. was in short
supply -the items were interchanged between the factorles 25 though there

" “were no distinction in contractual relationship and ho .distinction as to

B

"operatlng organlzatlons. They might Just as well have been. onp oopratlng

organlzutlon.

I am confident that, as you study'these Ordnﬂnce Industrv Integration

. Committees, you are going to find that in the days to come they can play

a large part in the planning and in the studies looking to plans for in~

dustrial mobilization, Thay were a unique development of Vorld War I¢,

and having proved themselves.they should be prcserved and made use of in
future wartime operations, :

REST™ T AMED
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There was a similar type of oper tion which I think was pecullar
to ordnance and it.is referred to in General Campbell’s: book as :
Fachine Tool Pinekb. They likewise.were-groups of men who'khew machine.
tools and who knew- the michine.tool industry. A great many of theém
were not manufacturers of machine tools at all but distributors. In
each of the Ordnance Districts there was established a dachine Tool
Panel, The panel had this very simple but very important job to do:
Because the members of the panel have supplied the machines to private
incustry in timc of peace in that area they knew where machines of . -
various types were in private industry. 'hen the machine tool industry -
was sc heavily loaded with tremendous requirements in war rather thon
wait for new equipment to come off the lines the mepbers of the liachine-
Tool Panels férreted out in literally thousands of cases machinery that
was in .existence and mrde arrangesents for the mochincry to be loaned
or-to be bought, but in any event to be utilized in the production of
Ordnance. It was 2 very informal, a most unorthodox type of operation,
but it worked, It omoh sized the fact that in operating a job of such
mapni*ude all the steps in the operation depend on what you are able to

do in the factory, and not what you are ablu to do at some remhte control

station far, far a waJ.

ALl this emphasizes the principle which I cite as second on the list
of achievements in industrial mobilization, namely there was a method of
Industry Ordnance coordinotion; industry woas as you found it and putting
it to.usc, It was not always thus! Sometimes a point of view imposed on
industry a sct of rules wherein the red tape seemed to be the objective.:
Confusion and complaint--and certainly not efficient production~-were .
the end products. Ours was the assumption that pecple are honest, that
they are patriotic and are out to co a job, that they know how to do a
Job efficiently and well, Under such a philosophy it is not necessary to
construct buildings by the acre and fill them with employecs by the
hundreds of thousands. to check and police! Industry is doing 2 job some=
what analogous, and knows how to match 2 baliance sheet,  If you will take
industry on those terms it will be able t¢ do the job in far better:

ashion, in far quicker fashion, and: far more economlc lly thun 1f you
put on too many claborate controls. L .

the third and fln 1 p01nt I wvul like to suggeot among the achieve~

ments of lnmustrlwl ﬂDbllletlon is *hu sugcgss with which-efficiency was:
‘increaged by the Inﬂustry Ordnance Team, - T- suppose that in former wars
2 person who ma” a. claim - that efficiency was increzsed while war Wo
belng won wgulc be howled down, . In the public mind efficiency and winning
a war dldn't go. togetﬂer. .The predominant thought all too f;cquently
seems tc be that we must spénd billions and billions and blll¢ons, tha
waste is a synonym for war, and that anybody who trics to do such a thlng
2s.control costs or increase efficiency -in time of war is talkiag through
his hat. : o ' : .
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Well, take a look at the Engel Repcrt! It proves my point. In the
greatest war the world hos ever known there was such 2 thing as a con-
stantly increasing efficiency and » constantly decreasing cost in a vast
ammanition production program. The objective and the facts of the Ingel
Report arec golné to be matters of study for many a day.. Mr, fngel, 7
Congressmon from Iichigan, you may remember, was one of the leading - S
critics of our Yorld Mar II production program, He took time out to
visit many of the producinq plants, particularly the eyplosives and load=-
ing plants, to examiné them carefully, to study their records and to
draw his own conclusions, free and unfettered from all other influences,

I shall not attempt to summarize it for you. T would like you to “ote,
however, that he brings out such things as this: The total operating
costs and the fixed fees under which these plants were operated from thelr
beginning up until iarch 31, 1944, when this revort was compiled .
Startling figurcs, these! He shows, for instance, that 1he total operat-
ing cost of all types of artillery ammunition: fuClL ties, shell loading
smokéless powder, TNT, RDI, ammonia, up to the time of compll tion was
81,477,000,130. The total fixed fees on the same operations werc
365,004,278, or a ratioc ofearned fee to cost of 4.4 percent. He reports
+ that during the year 1941 we produced 375 nillion pounds of nowder and ex-
plosives; in 1942 we produced nearly 2 billion peunis; nnd in 1943 we pro-
duced over 3 billion pounds, During the first four muhtns of 1944 we pro-
duced more than twice os much powder and oxplosives as we produced during
the entire yezr of 1941, Nearly 6 billion pounds of powlcr and “xplosives
were produced during the years 1941, 1942, 1943, anl the first four months
of 1944 —6 billion pounds of smokulc s powder, TNT, pentolite, RDY, rocket
powker, and other XplelVGb. 6 billion nounisl Enough to make the heart
of every Jap and German who saw the record quake with fear. e produced
TNT. so fast by a new method that we had to close down the plants! In
1941 we had practically no Ordnance-Industry chcmical nroduction. in
1942 GCCC Ordnance plants produced. 83,513,0u0 pounds and 67,805,000
gallons of chemicals reoquired to make powder and pxp1051ves, In 1943,
mind you, these same plants produced 1,018,403,000 pounds and 137 million
gallons of the required chémicals; Whllb curing the initial four months
of 1944, the War Department plants produced 386,006,713 pounds and
39,390,000 gallons of chemicals that were rc qulred in the making of powder.
and explosives. Then he has o very interesting anu;Jsls of costs. Here
is cnﬁ parﬂgrﬂoh‘

"It cost $27.28 and took $.88 man-hours to load a 1,000~
. pound bomb in January, 19L3. The same. bomb was loaded in Feb-
rary 1944 2t 2 cost of $16.48 against $27.28, with 431 man-
hours against 9.88 man-hours. It cost 19,36 and took 7.25 man-
hours to load a 500~ton bomb in Jamiary -1943. The same bomb
wa.s lowded 1n February' l9hh qt_ cost of 9,28 and Nlub 3,15
n-hours S S

Lr, Engel goes on ‘through any number. of the c&to ories of awtlxle“y
ammunition., Here, for example, he gives a tubulatlon on ammonium nitrate.




A ton in l9h2 cosc *39 6“- in*19LL $28,80," A'gallonof tolusdne in 1G42:
cost J30LO0; in 1944 1506, Ani S0 you can go-through. paQCS'Of a-critical
analysis of - proguctlon wher thve efficieney5was“incre .sed’ and the pro-
duction cost was lowered. To my vay' of thinking this is or o > positive
—--that the Industry-Ordnance 3roJuc tion oys+em wis good, and it Jdid.
wroduce rvsultc which the avére .36 citizén- scl lom,if cver,connects vith
war operations. In time o;_wqr there was b&Vlﬂé) thore was increa
volumo, there was increns ff1b1<ncv.

That brings me to thé_fourth'ahd concluding point. Despite the

rosy achievements there were certainly wery disheartening deficiencies. -
With a perspective now of aearly two years what would you put own as

the main glaring deficigney? If that job were given to me I woq fran&lv

say the greatest of all was the error in the method of Lompuflnd :
military requirements. It seems to mé that the problem of requirements--
costing billions of dolldrs--was approached entirely from the peint of
visw that the shv was. tne limit; that it was an all-cut war; that there
had to be complete production turourhout the entire civilian economy of
the. weapons of warfarc, and that cost wus nu consideration whatever, .
After all, the objective in this war--as in all wars--was to defeat the
ehemy. . NOthhOLboS there was an unwarranted abandon in the computation

of requirements in this war. And it is gbino‘to affect the work that all
of us are try ing to do.in time of peace in this College, the Army Ordnance
ASSOClRthn, and thousands of oatrlotlc fair-minded people. Tle must admit:
that the profllg"tc way in which materisl was produced and not uscd
uovsn’t speak well Tor the way'mll ary requirements in this war were
c«mnuteu. Yle are left not only with count Losb graves throughout the world
of our young minhotd but we are left with. national debt which will
plague our economy throu chout' the livés of generations of those who are

to come after us. It seems te me that we have got to develop in some.
way in the minds of ou¥ strategists an gpprecintion of the fact that theJ
mist pay some attention to the economy of the country for.:you are.trying.
to preserve the country and its way of life. Once the military tacticlans
have decided upon a type of equlpmont,for Godts sake ,Aontsolet them scrap
it aftegr you have put bllllOnS of dollars-ints it- simply becguse’ fanci~
ful developmedt Has come’along that has.a little. Llighter construction or

o little longur range, If'we sre’going to be equalito the demands of

ancthe r.holornAwar_and have feir dsegurance of winning it we:can't.be as
profligate as we were in this war in ﬁcrmitting.milit&ry'requirements

to be produced in fabulous quantities without scme serious concern for

the cost.toft@o,peomlc and thv countrj we were trv1nv to iefend'

AR

"The next defic lan{ the' ‘record ghows is fbe errors im h lin? hunan
relations—-primarily an error of psychological attitudes toward personnsl.,
I think this is most essential if we are going to keep the sustained
interest of that great group of people that came into the service during
this war, and those who worked in it before this war, if we are to get
anywhere with our industrial mobilization planning in the nost Vorld

Tar II period.
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I w1ll say no more on thls score if’ you suspect thmt anythlng
I say may have a nersonal bias to it. I am a Reserve Officer and
have been for many years, I was exceedingly fortunate in this war in’
the assignment that I drew and in the people with whom I worked and
in the matter of promotion, and even in the matter of z2n ill-deserved
decoration, sc there can bé no possibility on my part. of the slightest
personal discontent. But there were thousands--tens of thousands~—of
highly qualified men who were anxious to give their very best but who
were. prevented from doing so by reason of an ill-chosen assignment and -
by Worklng under people who had nd understanding whatever of the humon
equation, 'in whom there was an utter lack at times of the human : anproach
arnd who insisted instead on a hard and fast military approsch in purely
~techinical and industrial matters, If there had been less cc.unond and
. more human relations in the industrial prosecution of the war, the scars
and wounds that are in the hearts of thousands of men throughout thls
country today would not be nearly so deep or so lasting,

I believe that the human equation in- mllltmrv as well as in )
-civilian affairs is of the very essence of success, and if you are
-golng to have an industrial job done you need all the know-how you can = = - i
get to do it and you need all the practices that prevail ih industrial .
affairs to do it well, You certainly can't afford to hHave toc many
misessigned technical people in fields where they can't produce to their
maximam efficiency..  Unless you-bend the rigid military attitude a bit -
to fit scientific and industrial CCﬂJlthnb, I fear that you zare not
going to have the same nusbers and the same enthusiasm upon which to
depend among your officer persohnel--and even among your industrial

‘:personnul who never wore a un1forn—~the next tlﬁu we have to flght.

Finally, in the first of a sprleu of 1ecture= gresentea by General
Palmer whose brochure I have alresady mentioned, there is what I consider
to be a very unfair analysis of the relationship throughout the years
between the Technical Services of the Ariay and the General Staff, It
seems to me that it is part and parcel of the success of your aperations
in industrial mobilizaticn to have a clear understanding, and certainly
tc have no warpec ideas about the job that has been done and rmust be
done by the Technical Services of the Army, They are the people who
. with' American industry Jesign, procure, produce, supply and mintain the
-equipment with which our Army fights, It is a great pity that the mental
- attitude has grown, in many quarters which is expressed in.the shop-wern
phrase, e ell, we' wor the war <ifdn't we?!'  Thot - Sane’ mentallty found
EXpTebSlOn durlng the war when seme very:: 1neff1015nt and usually lazy
lndlvi ual came at you with "Don't you know there .is a war on?!

One of the deficiencies in cennection with industrial mobilization
which was most obvious in this war and which bids fair to contimue is
the proper relationship betwsen the Technical Services of the Army and
Arerican industry. - liany students of the subjsct feel that that problem
was best answered by the National Defense act of 1920, which was the
charter of industrial mobilization in the United States. The essence of
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that Act, ns you all know, is that thore mist be Jirect counscl between
the Cﬁlbfs ‘of the industrial services. and the one man who under the
Rationol Defensc Act is made responsible for industrial preparcdness
within the "ar Department, and that is, under the fct, the Assisteont
Secretary of Var, and unﬂ"“ prescnt regulations the Under Secrectary of
Tar, It is fdtal, it seenms to me, when the CHT is interposcd between
e

O

3 Ee

those two levels--as the 1946 organizaticn of the Var Depertrent pro-
vides. One of the great deficicnecies in Torld “ar IT wos the fact

that the command point of view--the Army Services Forces--viis ihternosed
between the civilinzn heads of the Tar DC}thﬁCﬂﬁ and these civilion
operating DTO¢dCtlQn people lower cdown the linc Thot deficiuncy wos

duc to the fact that two cifferent neints of v¢~w~~thc "comman!™ and

thc "industrial'--were trying to be brought tozether in the sare pecple.
That wos o pretty c“stly mistake. One of the convictions we of the
Army Orﬂnancc Associlation hold-~and you can count on it we dintend to
hold agninst 21l odds in the years to coue~-is the rightness of the
N&b;onwl Defense Act of 1920 when it out industri“l.nobiliza ion .planning
directly upon the civilinn Assistant Secretary of Var, He was to be an
industrialist who krew industrial principles, who knew manufacturing
techniques, The sCrapping of that provision of the Act took away from
those industrial Technical Services of the Aray that direct leadership

" and dontact which are esseéntial. One of the 6re1u QCflClOnClOS of this
war which resulted in rmuch confusion and delay and unnccessary cost was
that lack of Jdirect contact between the head of industrial mebilization
nlanning--the Assistant Secretary--within the Tar Department and the

Chiefs of Technlcal Services., These latter are the men who work directly
with industry; thuy'ElVC to thp industrial set-up its saooth operation
witheut the int ositron of militury points o* vicw which have no

cexnerisnce or ch&;rvunﬂ in that field.

It is that type of organization that we must return to if we are
. golng to be successful in industrizl mobilizaticn again as we were so .
eminently successful in the years precsding 1942. :

. If there are any guestions I will be delipghted to try To answer
ther, o .
GENERAL cKINL E . o , ’ . .
There are golng to be questions because I am going to ask you the
first one. I have rcfercnce to yeur Integrating Committees. You said
that you had cleared with the Departinent of Justice, the Attorney
Ceneral's Office, before they went into operation, "as that clearance
.purely a war pmeasure, or would such a committee be permitted te nlan
and operate in your procurerent planning in time of vence?

COLONEL CODD:

No, that was o wer neasure.

L
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449

LPhit is 21l of the question sart. Of course you know we have
Indrstry Adwisory Committces down Here, and the Army and Navy Munitions
Board is setting up Industry Advisory Committecds. They are having
*heir own troublcs now with the Attorney Ceneralfs Office on the subject.

e got a .clearcnce because we are an @qacutlﬂnql 1nst¢*utlon and have
nothing to buy. ‘

CeL OI'_ CODD:

General Carpbell cénsiders that on page 126 where he gives the
details, S : :

A STUDENT OFFICER: )

‘In talking about these Jar Department ammnition plants you
rentioned that we have no ecivilian counterpart in peacetime as ammu-
nitioh sources, It would seem to me thatiwe would be in a pretty bad
spot with regord to the amminition industry. ' In cther words, as you
know, we have taken 21 of those 63 Var DCpartmcnt plants and placed
them in reserve. Those plants were used by centractors durlno the war.

There is no doubt that those contractors will retain the knuW~hOW, but

the point, 1 want tc make is are we going to approach the production
&fJOTt agaln right away or go through the same thing again. It would
look as though history were repexting itself from an economic standpoint,
T don't see how the arsencls with their limited production and their
very lirited funds, considering you have no wrlvqte 0001t 1, are voing
to accomplish the effort again. I muuld like your 'views on that.

CCOLONEL CODD: « *

There is a différence of viewpoint as to what is the most efficient
way in which to meet that preblem. There seemed to be a general con=-
sensus thot by all meons you should hold the plants i1f you thought you
were going to have o need for them within a reasonable time, o

As to continuing the know-how, certain leaders on the industrial
side feel that if they could’ come cnce 'a year Lo an arsenal anc see
what .techniducs were belng omployed +h“J wouls help keep his knowshow
up. If the contact vecame teo remote ‘then educational orders again
will be the best questlon.' ‘ o

A STUDENT GFFICER: S o | )

Tith reference o your personnel, whzt is your opinion as to
Selective Service exemptions for' those Ueuale before they come in there
on assignments?

- 11 - ’
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COLONEL CCDD: :
That is where you have tschniecnl skills invelved both for ind

1 plants and’ ”ﬁr goverament plants. If yuu want a viclent exores—
of opinion on that score t:lk to sore of the chemical fraternity
his country who, as you know, havé just litera ‘lv blown the lid cff
r

w

. K
O
5

3
,

'u e oy ok
3

N
out what hquLnCo to some of tbﬁ outstanding people in the chemical
ielQ Tt is very important that you get a tocl made by the fellow who
knows how to make it. As it was we 1ost months and nionths in trying to
train somebody else to make the tool because the tool vakcr wis drafted
for a military police jeb to require'visitors to park in Line No, & at
the Pentagoen rather than Line Nov €I

C

=

GENERAL FeKINLEY .

In my work with these Industry Advisory Committees I have noticed
that the members of each industry thini that they should ke favored
kbeeduse they are technical ne opr and that they uhouldn't have to
furnish their péople but that military oerqonnel roquired should come
from somewhsre else, They think thut everyone should be assigned in
the Army to do what “e did in peacetime in order to use his skill to the
best advantagc., T always go back ot them and say, "le will hove to get
our infantrymen froLAt1e vﬂn"stvru because they are the only ones who
are shooting in time of peace," They mist come from somevhere.

COLONEL cOpD: IR N .

You have to havée both toel nmakers nnd infantrymen, of course,

¢

GENERAL McKINLEY:

Fack one takes the attitude that his industry is absclutely unlﬁue
and should be left alone, which is not the case altogether; but it is a
problen that has to be considersd and solved, especilally with regard to
instruments and things of that kind, - .

That is‘true.
A STUDENT CFFICER:

T would like to have your commcat on what you sald about the Tech-
nical Services and the Assistant Secretary of "ar and not industry work-
ing together without any authority between the Secrctary of Tar and the
Technical Services., I can.visuzlize that some rivalry might develop.
between the Chiefs of the Technical Services when t*empting to get
certain cxperts in industry working on their side, and that would be
extended to the Navy also, and you might have ten or twelve agencies of
the Goverament working cn a particuilar group of incdustriclists, which
might cause some »roblem in the case of another emergoncy,

- 12 - :
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COLONEL CCDD:

The old coorainating groun was the Planning Branch in the Office
of the Assistant Secretary of War., - It wes distinctly a coordinating
and not an operating agency, It was clways expected that in time of
cmergency the Planning Branch would evelve into the Army and Navy
Munitions Board, and that ultirotely it would evolve into o super-
agency of greater peower, ¢ "lar Hesources Administration or a "ar Pro-
duction Board. The point I would like to make is, of course, that

there must be coordinaticn., That is best accomplished by a group - dike
the Army and Navy Munitions Board, rother then some other group in the

v
rdlitary organization,
GINERAL - HcKINLEY:

Even now the Under Secretary of ar is channeling his material to
the Technical Services through what was G4 and is now $.8, and P, He
is using that as his agent now, ' :

COLOMEL CODD:e
Yes.

GRENERAL MeKINLAY:

If those pecple are trained in the same fashion thot his ocwn .
Planning Branch ‘would be trained and he uses that as his Planning Branch,
it seems to me that would solve liHb659 if you cantt get it out of the
WY ' :

COLONHL CODD: .«

~ You don't approach & big industrial problem w1th the same frame of
mind that you appro&cb big military oroble@. It is an entirely differ-—
ent, thing from uaylng “je are going to move the Division down the Potonac .
on such and such a date on the right side of the river." That is purely
a mlllt@ry ope ratlon0 It is entirely a different typc of thing freom
gaying "e are going to get that plant up in production from a million
shells a week to 2 million and a half." TYou 'don't follow the sane
techniques, and least of all can you follow the command technigue. That

where the difficulty is.

.GENERAL ICKINLZY:

I agree with you’thorogghly. The Nevy apparently recognizes thmt
very strongly, and the Army also, as is evident in the kind of peocple
they arc sending here, Thirty»one out of the seventy Aray officers that
are in the class this year arc from the line, and over 50 percent of the
class from the Navy are frud the line.
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COLOKWEL CODD:

iore indoctrination!

GENERAL HeKINLEY:

What I am trying to'éét at is the military viewpoint that you are
talking abcut. It scems to me that we are goin: to avoid o big headache
in the Army and Wavy by cre atlnq an appreciation of the industrialist's
viewnoifit in the higher milifary echelons.. That is what we are trying
to accoxmllsh in.our program, : N

 COLONTL CODD:
Fine, B et \11‘ “"Lfo,ﬁfi:,ﬁq;3: ‘
A STUDENT CFFTEDR: . -~ -

I would be interested to know what train'nr the young pecple in
industry are getiing sc that they will be capable of studying industry
from a natiocnal viewpoint,

CCLOWEL CODD:

I think the competitive life they lead under normul conditicns will
give them some of the notional viewpoint, . I think on¢ of the grandest
things that could hagpen to this Colluhc woulﬁlbc for you to start to
bring industrinlists in here, I gun't msan for them to talk to you. 1
rean for you to t.lk to them., Indastry has much to learn from the Services
-~but the Services have much more to learn from inlustry.

A STUDENT OFFICFR:

That is youf theory about corrccting the first deficicncy you spoke
of, the cosputation of reguirerents? L L -

COLONFIL CODDe

I really think 1t is a matter of te“ckin¢ and indoctrination just
as these other points we are spenking of arc. If we cah geb along with
ten thousand tahks it is eriminal to order o hundrad thousznd., Cur
statesmen and our rilitary commanders rust be improssed with the serious~
ness of costs. 7Te now have o national debt of nearly *OO tillien dellars.
For my part I would hesitate to soy what might hove be & if the

attitude hnd been to usc what we have got instei: ng soresand mo
and fiore on top of it, I think it is purcly ainatt of indectrination.
One thing 1s sure~-we have fought our ’”31 300 Billion dollar.ward-

-1l - |
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A STUDEMT COFPICER: g

Do you believe incoctrina
of “fiscal controls?

COLONTE “CODD:

ticn would tzke the place

ell fisenl contrels would be part of it too. But the fiscal con-

trol man wasntt given ruch consideration.
ruch can we produce by outting everybody to
caseé in peint where the fiscal man 2idn't have a thing to 4o

The onc question was: How
jork? I will give you 2
with it,

A great production plant was ready to turn ocut tanks, subcontracts had
been placed in nearly all the 42 States of the Union,production
If I romenber correctly the total armount

conponents was in high gear,

¢f money invelved was scmething like 226

1lion dellars,

~F
Wl

That -pro-

duction wns cancelled overnight in the midst of war because the Ground
Porces didn't want that cne any more and said, "You stop that and go.
“into production on some other medel.” .The fiscal man 2idn't have o
thing to do with it. It was becausc the military mind didn't want that

‘tank any rmere regardlesds of rmonsy and time alro
¥.s. But when it
The i

thot weapon had ret 2ll the O.

the line in quantity it was cancelled,

you can't be that profligate with the substonce, ©
econosyy of the Amgrican people,
of the Amerdican people. It wasn't a defective thing thoit wn
) since bgen ovolved.
ollars of the Auericon psople's

but it wasn't quitc as good as

morally wrong to waste 225 nillion

wealth.

A STUDENT OFFICER:

A
onc bl
-
!

t h

A

y soe

at on it

Yot

vendy to cofze off

wns
mind mast learn that
the weblth snd the

Yeu can't forever scrap the subsbance
“abandoned,

It is

T would like to have your comment os to whether procurement should
be diverced from the nilitary and given to the Mindstry of Supply as we
do in Britain,  The lidnistry of Supply is o separate organization,

COLONEL COND:

I made o study of that subject in Engla

the coordination of defense,

~
(.3

_ in 1937, At that time
thay referred not to o Finistry of Defense and that was 2 ninistry for

I do not know much about the nresent systen
but if we are geing to have-a vast supply organization in the Arny, a

vast supply organizaticn in the Havy, and a vast supply orgonization in
that could happen in this

.

the Alr Forces, maybce the most efficient thing
country would be to have one srganizoticn that does 2ll o

Fal
]
'

the industrial

planning and producticn for the three Services. From oy point of view I
certainly wouldn't rule cut a separate Departrent of Supply under civiilan .

leadership, e msust have efficlency and economy if we are goin
national delense to the American pecple in tinme

~ 15 -

of peace,
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In your remerks about the cconwny of war I wonder 1f you thought
of that from the voint of vicw that they just chose to use a 75 ., gun
instead of building armor Jjust to burrow in the ground rather than ex-
pand. ' '

3 7 tank it wouls-seen ta me that~tbat

o doa

In your remu;ﬁ about the

+

porticular exanple is chesen ranhvr unf:rtun“uu¢3 becau‘c that tank
jn the Armed Firces prior to the war was in o very much unqevuxowed
state, and the =7 was very much infericy to the 1=4 which it replaced

in tne production line, It wase only due to the fact that Cc ngress and
the neople. of .the United States wouldn't give the Arny money toe develop
the arror equinment that we were forced to bear that burden of the 250
millicn dollars cancellation., At that particular tirme it was no further
advanced than the =7 and the 1~7 was a nev ‘production, but subseguent
developments -in Morth Africa sHowed that that particular type of tank
was not desirnble, and when the Germans cane out again with a2 better
contribution it wns too late. o

CCLONIL CODD:

My only point is that o quarter of o billicn dollars is 2 terrific
tax bur'1 en--in war as well &s in peace., ‘And we rust not waste the
nﬂtlonhi wealth in that way.

GENERAL MeXINLEY:

-

Colonel Codd, I certainly want to thlﬂd you for coming here. and
giving us s¢ gernercusly of your time. cur talk has been most stiru-
lating and enlightening, Thank you,very much.

COLONEL CODDs

Thank you.
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