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THE FUNCTICONS OF THE KAVY INDUSTRTAL ASSOGIAI
IN INDUSTRIAL MOBILIZATION PLANNING

12 June 1847

(ENERAL MCKINLLY- Gertlemen, you heard me expound at some length
the other day on our relations with industry and with the industrialists;
also on the importance of the various industrial assoclations, The
particular remark I made was that the Navy has one 33ooc1atlon.whlle the
Army has severaly and how desirable it is to have only one,

Also I want to go back to something that happened on this stage this
morning When*the Sebretary of War was talking about publicity. In tryirg
to answer a question on how the message of the Army could get out without
the gtloma of.propaganda, he said he did not see clearly any solution to
the. ~obl@m.' I want to suggest the thought that it is possible’ that the
message of the Services can. get out thrOUﬂh detailed industrial mobilizg~
tion plannnmg where we take the various manufacturers into our confidence

and have them help -us make our plans. In se deing we give them the facts,
while they, without knowing it, arc being indoctrinated; and since they
are a very strong segment of the publie, -the publie will acquire a realiza-
tion of the Servicel!s message as a byproduct, without, in fset, realizing
they are being indoctrinated,

So with all that in mind, we ars very fortunato today in having
Commodore J, Ke Richards, who_is the mainspring in the Navy Industrial
Association. I will give you a little.-bit of Commodore Richards!' back-
ground becavss he 1s more or less a contemporary of m;no, ard T-am qlad
to find some.

Commodore Richards graduated from the U, 5, Naval Academy in 1912
and was commended for service in destroyers during World War Ie Later
assigments included Command of various destroysrs, Second in Command to
the Governor of Guam, and Flag Secretary to the Commender in Chief, U. 5,
Flaats . Durlng VWorld Wer ITI, he commqnu@d various Reserve officer training
sctivities and finally headed the system of 18 colleges which grovided
thousends of Reserve officers for the Navy.

Commodore Richards is now Executive Dirsctor of the Navy Industrial
Association. His subject is "The Functions of the hkavy Industrial
Agsociation in Industrial Mobilization,"

I take great pleasure in welcoming back to the College Commodore
Richards. :
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COMMODORE RICHARDS = uenera}-‘ {inley and students of the Industrial
Colleges

It is a distinct pleasure to have the opportunity to be here today
to tell you something of the functions of the Navy Industrial Associa-
tion. It was just a year ago that:I delivered a similar address before
the group attending the College at that time. I assume, General’
McXinley, that I shall now-have to mark off June 12th on my annual
calendars

OENERAL McKINLEY:  That will probably be true.

COMMODORE RICHARDS: I always welcome tbe opportunlty to explaln
the functions of the Navy Industrial Association te groups of Army and
Navy officers because I want you to be aware of our existence, to have
an apgreciation of our objectives and to understand something of the
way in-which we function so that when the time arises you will feel

- free to call upon-us for industrial asszstaan 1n the solution of some

of your problemse

, Hav1na served the’ havy since 1907, I recall only too well my
‘experiences during the period between the two Viorld Vars., I was -

" concerned after the first war and I am concerned today; that, after

victory, we see an ever-incressing tendsncy toward total demobilization
and disinteg r»tﬂon of our armed strength, It seems that if this is
not complacency on the part of the American people, it is certainly '
the result of it. We seem unwilling to face the fact that we have
~enaagea in two World Wars because we have refused to keep ourselves
ufficiently strong that aggressor nations would:-be reluctant to force

us into war.

- Rube uoldberg draw a cartoon whlch was published on the editorial
.paga of the New York Sun on Velsntine's Day, 1942. It was in the form
of Valentine directed "From Us to Us" and it contained thls doggar 31
erses ,

Mle lowve ourselves most dearly,
e We're rich we'lre strong, we'lre fine--.
" * ind so-today we send ourselves

This pretty Valentines:

But sec our precious offspring,
Qur: little children three-—
Incompetence and Carelessness
And Rank Complacencyl"

Rube vsry éT&ClOUS 1y autographcd and gave me the original drawing
for that cartoon and I have kept it before me in my office ever
since, fervently hoping that the national state of mind which brought
forth thls doggerel verse would not again engulf us. ,
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The pages of Anmerican hnstorv are replete with the complacency
of our people following the successful completion of every war in which
we have engaged. At the same time, I take great pride in the fact that
T represent an organization of American business and industry which is
determined that no complacency shall diminish its intersst in keeping our
Armed Forces strong and, accordingly, keeping this Nation 6qu1ppod to meet
the responsibilities plac;d upon us in the world of nations, and thus
maintaining, protecting and mromotlnc our natloﬁnl securitys

In September, 1944, the Honorable James Forrestal, Secrotary of the
Navy, wrote to the founders of the Navy Industrial Association as follows:

"The future welfare of our rnation requires that the Navy

not lose touch with the marufacturers and businessmen who have
contributed so much to the technical advance of the Navy during
the past four years, We need a group of patriotic men, through
whom the Navy can learn of the most advanced industrial and
commercial techniques and to whom we can turn for dlantorLoth
advice on research, manufacturing, and procurement n

The Navy Industrial Association is convinced that one of the most
important aspects of national security is a mutual understanding between
the Navy and industry of the problems of each, Industry is the lifeblood

‘of this country's strength and the military services are not only the
users, but also the protectors of that strength, For that reason mutusl

understanding is essential and to that end the quy Industrial Association

was org anlzed.,

' Berly in World War IT the Navy, as did other branches of the military
services, became acutely aware of the interdependence of the military man

who uses the weapons of war and the industrialist who produces. those weapons,

Secretaries Knox and Forrestal both forssaw a need for a high degree of
cooperation betweea the Navy and industry, and sought to utilize every
maans of glving representatives of industry a flnur and more intimate
knowladge of the Navy which could be r@flected in the efflclancy of thclr
production lines.

To further this objective a series of Navy Clvilian Orientation
Courses for top industrial executives were conducted at Columbis University
under my command, The results of these courses were excellent, Once
these men understood the Navy's problems and the reason behind Navy policy
and standards, they returned to their given a531gnmenTS"w1th an entirely
new concept of the problems facing them. Moreover, they gained a
recognition of the continued need for clese communication between the
Navy and industry. The enthusiasm gererated by thé course led a group
of them to“form the Navy Industrial Asscciation,

Tts founding members believed that the national security might be
protected and advanced by a nonpolitieal, nonprofit, scientific, and
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aducational institution established to maintain = close and cordial
working relationship between the Navy and industry., As stzsted in its
charter, this became the Association's first obiective, Its further ‘
aims ares . to provide. mutual understanding of the Navy and industrial
problems and to meet them through cooperative efforts to give dirgction
to scientific research in all fields which affect the Navys and to sssist
the Navy Department with technical 1n?ormétlon relatlnb to industrial
experisnce and Dvactlce.

Secretary of the Navy Forrestal introduced Admiral Blandy at &
meeting of the Navy Industrizl Association last ¥Fall and since the
. program wes broadcast over a nationwide network; he felt called upon to
explain the Navy Industrlal Association to the radio audisnce. He did so
in these words:

"The Nevy Industrial Association is the outgrowth of a
series of courses in Naval procedures’ and organization
given at Columbia University in‘February 1943, about
four years ago. The interest that was generatcd out of
these lectures was such that the people from business who
'utt@ndea them, on their own initiative, szsked for the
1nocﬂtxon of an organization which should continue the
interest in peacetime that had been startsd in wartime.
The Navy'wblcumo that effort and has given its support,
It is not an organization of warmongers; it is zn
organization of plain American industries, who are
interested in the security of its institutions of
imerican business and of Americen labkor, b@cause thcy
are all a part of the same thlnb.

¥r, Thomas P, Archer, Wice Pre sident, General Motors Corporation,
‘and Chairman of the Navy Inaustr 41 Assocl tion's Industrial Hobilization
_ Commitiee, recently addressed a group of industrialists on the subject
of industry's responsibility in industriel mobilization planning. He
opened his remarks by swying that Napoleonls assertion that "An Ammy
travels on its stomach," is entirely outmoded in these days of modern
science and mechanical development; that a more acecurate statement today
would be "A modern Army and a modern Navy travel on the wheels of their
countryls industry." The recent war certainly proved that the man who
uses the weapons is dependent upon the man who makes them--that war is
& contest between industrial and. scientific resources in which the Armed
Forces are nerely the means of orlngnng homo to the enemy the Nation's ’
~naustr3a1 potentl 1.

‘It is not necessary for me to explaln in detail to you gentlemen

the reasons for the existence of a Navy Industrisl Associations They

parallel and bupolenert the reasons for the existence of the Industrial

Collegee In the cese of the Navy a close relationship with industrial

. development is, and always has been, of the highest importancé--for a
Fawvy fjghbo esscntlal‘" with machines, be they sloops, frigates, gunbodts,




subwqr:ncs or alrplanes, and e Pave gone 1pto Pvery way since 1812 with
radically different machines,

In 1812, we fought a series of brilliant individual ship actions with
frigates which might be compared with the present day cruiser in the rsting
of fleet strength. The battle-wagon of the day was the ship-of-the-line,
We had nore available and did not have the capacity to build a fleet of

ships=of-the-line grest enough to match England!s, Neither did we have
officers trained in‘large fleet maneuvers, » E ‘

But we could bulld frigates, fast,sturdy ships with a single gun dsck,
and we could manage them, Irn one action after the other, the MConstit mion"
and the "United States" defeated British ships of similar class.  In his
best historical work, "The Naval History of the War of 1812," Theodore
Roosevelt gave full credit for these victeries to betier ships.: No greater
lover of individual prowess in battle ever lived than Theddore Rooseveltb,

He gloried in the skill and seamanship of Hull and Decatur, but he pcints
out that the deciding factor was, in alnost SVsry case, a better ship,
more hcav1]y‘a1mwd or more avnq1b1y gunned :

The - Civjl War found us with a fleet of antiques, many of them s sailing
ships converted to steams Two great developments came out of this wa r~—the
screw propeller which John Ericsson installed in the MMonitor" apd the river
gun bocate ' ‘

The river gun boat w23 the 1and1ng shjp of its day. It was designad
Tor 2 specific purpose and it was built on =2 productlon line, . The design
was stendardized; wooden ships, timbers, enginss and guns were ordered
Trom all available supulio s and assembled a1t a number of shipyards,
notably by James B, Bads in 5t, Louis. Thiriy ships were built on ons
design, twenty-three cn “*uthcr, and there were innumerable mortdL boats
and tinclads. This was mass production on a large scale, and ma
preduction was an inncvation which hnd been plOnprGd by Eli Whitney and
Samuel Colt less than 30 years before. 1 cite this instance of applied
industrial "know-how" to point out that even in the War between the Ststes,
most often remembered for the high strategy of the infantry commanders,
the weight of up~to-the-minute Naval engincsring was a back-brezking force
Whch enclosed the Confedera ey in a cruel and fatal grip.

The fleets of Foote and Porter which wrested control of water trans-
OOrtatiOR from the Confederacy were said to be able te "go anywhere it was
a little damp" and repres ented applied ingenuity at its b,au.

The "White Squadron was in the process of bullding when the war
broke cut in 1898, Our Naval acticns at Manila and Santlags proved that
preparedness payss We were ro: ﬁ’VWtb ships and guns and we won two
actions with amazing cgse, '




_ In 1917 we fought what mloht be described as a destroyer and

. subchaser war. . Here again we were fortunate tﬂ be ab a bo getb ship

. ready to mest existing conditions. Had we had them ready 1n 1914, WOUlO
AdGmiral Von Tirpitz have placed Buch reliance in the U-boa

We fought this war over again in the Atlantic in World War II, using
better weapons against bBetter U-boats. In the Pacific we faced an entirely
new prcblpm 1n flﬂbtlnﬁ and developed the fast carrier task force.

Thls lltﬁlb recitation of Naval history since the War of 1812 serves

only to illustrate that American ingsnuity, given sufficient time, has
been able to design and build in sufficient quantities the weapons rnecessary -
to succeed in a particular conflict, But what is to be said of future wars?
Quite maturally, your concern and curs is for those wsapons and those
strategies with which o meet a potential.enemy, Much has been said and
writben of fubture wars in terms of the atom bomwb, bactericlogical warfare,
guided missiles, rocckets and gatnnrupollcg aireraft, The Buck Kogers
writers have talked so glow1ngly in terms of push~button warfare that the
American public finds it difficult to believe that it is not a realityy
that at present, we have little more than the button and ths ideas I do not
propose to debate such questions as whether guided missiles make unnceessary

men~piloted alreraft, cor whether the atomic bomb has eliminated the utility
of the infantry leISlun, ‘or whether any combination of new weapons affects
our need for a Navy second to nonCe

Two things are sclf-evidents We have successfully completed each war
with the weapons already laid down at’ the time we entersd the war; secondly,
never in the history of man has a reyoluticnary new weapon been brrught to
play’fu r which an efféctive diofense has not later been found. And in
considering this statement I ask only that you consider The invention of
gun powder, the invéntion of thée ‘rifled, cannon, the torbedo, modern aircraflt,
gulded missiles, and what have you. thth the innovation of each of thesse,
orators prodlaimed that war was now too terrible and that no adesquate defense
could be had against thase devélopments; vet each of you know that each
tine adeguate dc?cns‘ve'wcanons were foundae

Ships,‘whioh take months to design and years %o build, are the most
complicated machinés created by man. The need for a close connection
between the Navy and the people who must bulld them is blatantly obvicus.

As an association we are mersly the bridge or connecting link between
the Navy and industry--industry as represented by more than 470 of the most
important vresent and potential Navy contractorse | The benefits of cur
qct1v1ty w111, we hope, extend to all Nz vy~Bu51n@ss relationships.

As T-have just explained, we need only to lock at history te know tbat'
the weapons with which a Navy fights must reflect the very latest in indus-
tridl development and technique; and because of the time involved in build-
ing mact 1nus, the Nsvv must not lag behind industry nor nmust 1ndustry lose



sight of the. needs of the Navy. Dur first task, then, as. an sssociation,

is to éstablish as many. lines of commundication-and 1ntere st as pessible,
and to. dcvnlop a broad program of mutual. cffort. '

It was recognized from the begimming that there are many tjpe of

asscciations and that cur policy would hate to be carefully laid in order

to do the best job for the country. Scme associations have, =nd need,
lirge treasuries of money. They are engaged in the prcmotlon of “idezs and

the creation of public opiniom, propaganda, if you will. Te are. not that
'kind of an associstion, Instead, we hope to be a ressrvoir of bra ins,

"know-how" and experience, and-as such, dependent more upon-individual

Ceffort thw on dollars,

>

In setting up our Asswcu tluP, it was felt that it would be more
desirable to have memberships held by companies than by individuals.
There is a high degree of -comtinuity in a corporation, plus a breadth of
comprehension that embraces many fields and many experts. By considering
a company as a member we are able to draw upon all the personnel rasources
of that company, from the laboratory to the counting room; and, as diverse .
as the problems of the Navy may be, we can find, through our member companies,.
men who. can understand them, and Wer tuward thwlr sclutions

Each member company d651gn1tea a reprc“ entative through whfm the

xA»GhOl«t en affairs are cleaved and through whom we draw expert help for

our workes These representatives are, generally speaking, men on the
excoutive levele Concerns with rlants and factories far from New York

ané VWashington have tried, in most casdsy to appeint representatives who

are froquently in those citics in crder that they may be more easily availe~
able for asscciation contactse Each company alsc names an‘alternate

‘repressntative who receives.a duplicate of-all communications sent to the

list of rogﬂlar representativese This glves us a double contact with the
member company and is useful because in many instances the representative
may be loeated in New York and the zlternate.at.the factory in the West,

These representatives elect a board of 45 trustees who, in turn,

select officers and an exccutive committee 1n Whose hanas the m@ndgement

of the Association actually rests.

. Our program,,whlch is very flexnble, ‘as I ah311 scon point out, is.
carried on by commlttecs. The personnel of' these committecs 1s drdwn from
the member companies and, when considered necessary, nonmember companies
have been asked to scnd peoole o sit in Wlth PEN

The b681c frumework mf our - ccmmlttee structur parallels the
organizaticn of the Department of the Navy, 4s permanent standing groups.
we have comnlttﬂeq aSSaned to-contact*the Navy Bureaus«~Aeronautlcs,
Mediciné and Surgery, Ordnampc, Personnel, bhlos, Supplies and Accounts,
and Yarcds and Dockss These committess are in regular contact with the
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RESUTIGTEY

Bureau Chisfs for easy across-the-table discussion of Jjoint problems, mnd
& general clearing of the air in regard to poliey and practice. Should
the need arisse, gither side may suggest the fvrmutlon Of a uUDCbTﬁlttpCG
to handle a specific problem,

.0ne of the most interesting developments in this phase of cur activity
Has been the establishment of a training program in industry for officers
of +the Supply Corpse TUnder-this plan some 62 supply officérs of the Navy
have been zssigned to vericus industrial coricerns for an intensive study of
business methods in accour ting, inventory Cpntrol, trensportation and
procurements Hach of the participsting compenies has assigned an executive.
to supervise the training of the cofficer and each has werked out, from its
own experienee, a course designed to present a *hcroumh indoctrination in
business methods,

The poss"' lities of this training program are tremendouse Not only
7ill the Navy gein through the proficiency of cfficers who have acquired
a firsthand knowledge of business practice, but slsm it will heave made
fr

riends

This i3 not an experimcnt. The Bureau and the Chmmlttec have set it
up on a permanent basis so that there will alweys be a group of officers
in industry keeping abreast of commercizl Uractlcc“ That better training
ground is there than the fisrcely competitive school of American indusitry?
hat better way is there to know a man than to meet him on common ground?
We Yiope this progran will expand until there is never again any talk of
"1wpractlcal officers" or "wooden-headed bu51nessmcn." -

Now obvicusly much of our work must trinscend the varicus Bureaus.
“Problems that affect two or mere Bureaus, or the entire Department, are
handled by a scmewhat different type of standing committee, The broad
subject of “esearch and b‘Vul)OWult is covered by such a committee under
the chairmanship of Dr, M, Je Kelly of Bell Telephone Laboratories.

Re scarch——Dcvclonmcnt and Engincering--that represents the technical
side of our activity. On the other side is the matter of business practice.
It is no secrst that many times in the past the Navy and industry have not
gnjoyed the most cordial and contrdctual relationse The chief reasons for
this were two—efirst, a basic.difference in philosophy and, second, a lack
of wunderstanding of each otherts problums. \

, One of the earljﬂﬂt tasks the Associaztion faced was the ironing cut
of a difference ¢f opinicn in the contract offered to companies sending
technicians to Burope to investigate German scienceé and industrye. The
trouble lay in the patent clause, whieh was so written that the companies
invited to make these trips were not anxious to sign this contract. The
B Aésociatlon‘br cught together the patent lawyers and experts of a dozen
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companiesy z substitube clause was writteny and with a few slizht changes,
adopted by the Navye. It is notable that the. commititee--in framing the new
clause~~took into account the Navy's peculiar positicn zs a government
agency and followed the general broad outlines of govermment policy.

The Association's Patent and Contracts Committees have been working
the last two years with officials of the Navy Department in an endeaver to
reach an Industry-Navy agreement. on contract and patent provisions which
will pormit the adoption of established forms aeceptable to both parties,
the use of which will eliminate a great deal of individual negotiation in
Nawy conbracts. ' L -

The Contracts Committee has established task committees to work on
such matters ast ' '

)

1, Procurement Legislation
2. BEscalaticn in Navy Contracts (now cisappearing from
" contracts) o . :

3¢ Standard Forms for Researeh and Development Contracts, and’

4e & review of the various contract forms now'in use’ to sceure.
" 'simplification, : S S

4 task ecommittee of seven industrialists has just been appointed to work
very closely with the Navy Department in reviewing some 93 contract forms
now in use so thet they may be recuced substantially in number.

The Patents Advisory Comwittee has regently published an interim
report containing & draft proposal of a new Navy Department directive

which embodiss the views of industry as determined by the Committee

i complete discussion of the propesad changes in the existing patent
directive has been had with officials of the Navy Department and resulted
in apparent Navy agreement on all provisicns, Prior tc the issuance of

a new patent directive, however, the Navy Department is discussing this
prepesed directive with the War Department,

Perhaps cne of cur most important projects is that undertsken by cur

Tndustrial Mobilization Committee which is working with the Navy Department

and the Army and Navy Munitions Board in the broad aspeects of formulating -

a national industrial preparedness plen which will be fully adequate and

in complete readiness for the cconversion of American industry to military
production in the event of another emergency or ware. It has been said that
it required three ycars in the recent war to achieve that degree of produc-
tion necessary to assure victorys A great deal of time was lost, not only
because we were not prepared, but alsc because we did not have.a well-

conceived industrial mobilization plan, or, if such a plan was in existence,

it was not used,
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" The army and Navy Munitions Board, as you know, is‘th@ agency
established ‘by: the President and charged with the preparation of %

he

national industri ial mobilizationiplani: The Army and Navy Munitions

BOufd is not responsmble for d&termlnlng the types of Wcapona.mnd

other e‘mubman'b 10 Oe used, b"]’ tne milit: ary forces, rtatm—,r, mebiliza-
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tion must follow a logics

al procsss under which the Joint Chiefs of
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- Arméd Forces' 1ncludmng ¢ needs for fleets, armies, etc. These
reguirements are then studied by the Army and Navy. The Chisf of
Naval Operatlons determinegs the end reqplrements necessary to the
strategic concept of the Joint Chiefs of Staff in terms of ships,
bases, men and other naval requirements. The various Bureaus of
the Navy Department then break down the end items into proaucts,
wmmmmﬁamummme..mommmmbgo¢um@rpmmme
mobilization is a bill of materials with production drawings for
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revision, as the rntlcloaiea.stratrvy changes and new weapons are-
developeds A static mobilization plan is worse than no plan.
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After the irmy and Navy have décided the types and quantities
f weapons and eguipment they will need, the total requircments
are submitted to the Army and Wavy Munitions Board and form the

& S 01" m.vo Andustr 1al mobllination plan. .;Lt« is then the uu:ud
industrial capacity-plant,
rid raw maf.é r1;ﬂ S—=necassary
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It can be readlly seen’ that one of the first steps for the dirm
and havv Munitions Board in perfecting a plan is the study of crit
materialse Accordingly, they are analyzing those materials which
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riew of the unususl demands of military oroduction, and as
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“of these studies they are now undertsking the stockpiling
dcmonstrated to. be elther otrategic or crltlcal.‘

.
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The next stcp, naturaily,'w1ll invelve a study of thoso qunts
which experience has proved will be required for military producti
and the completion of details of preliminary plant allogcation to &

. production requirements of the Armed Services,

Mobilization Commit
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'Munltlons Board and will seek to keep.industry, particularly small

iﬁdustry, infermed of deve¢opments as the pr€paredness Dlmns are

'fbrmulated.
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Thi

the Navy and industrye. s is the tanglble function of the Navy
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The intangible function is just as important, and perhaps more so,
Certainly it offers a tremendous opportunity for the Navy to help itself
through the peacotime pericd; and, as yeu all know, the Navy ha s_lost more
batt lcs in pcacetlmm than it ever uld in war, - S

E

The'la :t war -came upon us more or less 5radually. There were enough
government. contracts around the country to give many businessmen an early
taste uf what 1t was Tike to do busmnass with the Navy, ‘ 2t

‘ Vurthermore, the planners had a rouyh idea of the factors whlch_b &
to be-met in the svent of total wcbllizatlon. Yet no. matter how perfect
the plan, how pelished the scheme, how carefully studied the detail, there
was one element which could not be traced on a blueprint or drawm on a
chaerte This was the lument of human contact.. ‘

art tc add a noto of perscnal explanation here, Iama Naval -
Academg' rauuate and have served 32 years on.active. duty. Upcn my retlre
ment I‘w@nt into businessj and so when recalled to active duty in 1940,
I was. well aware of the Jlife ences in thinking which 1lie ‘between the man
in uniform and the man in business, There is ncthing 1mmorsl, wicked or
unpatriotic about these differences, They exist because the two groups
grow apart, Iive in different cnvarhnments, and they- hﬁve amficnent
incentives- anu gozlse :

\or is i% stron ge that there should swmct:mus be a lack of understandn
ings It is a eredit to our Regular officers, both irmy and Navy, that it
was’ DOSSlOlC to make the adjustment 2t all., The pressure was terrific and
the services wers doing business with concerns which- apparently had heard
of the srmy and Nevy primarily through their annual football games Into
this tense picture were thrown thousands_of Reserve officers who had to
absorh the policies, procedures and traditicns of. the services dn & matter

a few weeks, and on top of that, leap into business and industrial
situaticns with which they were not always familiare

The job of tying our industrial potentisl to the war machine -
OB uome, well done, superlatively deone—-but with the typical Amerlcan
love of efficiency, let us agree it could have been done better,

- With 470 member companies scattered across the country,; it is
obviously not easy to bring the key people of each company into regular
dirget eontact with the Navy in peacetlme. It is our aim to establish
this- contact. for as many as .possible in as meny ways as posuiolc.

We can do a small part of this job by mail, Our monthly report,
specilal pulletins and literature are sent to the: rppreaprtdtives re Nularly.
The rnsoonse is vood but thLS is not direct . contact.

Hwequently the Navy is able to include a 11m1tﬁd number of our
- members on shqkeuown and training cruises. These are direct contacts and
excellent oness they are but temporarys
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. The continued 1nterc§f bf'oﬁr members is going Yo depe and upon
‘permanent personal contacts and the deflnlte growth of bur commlttee
act1v1ty. i o i
We expect the Navy to point1the way to us for the solution of’ﬁhose

prcblems which we will face in the case of another war., Once the Navy,
which because of its great knowledge of how to use industry-ceveioped

research, and its resulting new methods, new missiles, and new weaoons,
has duSCflbed the c ource, 1ndustry will try to follow it, .

rphe day'w1ll come when we, as 1ndustry, may be able to £611 the
' Navy--'"You are on thé wrong track. We know better." ‘But industry will
hesitate to take that step until it is thoroughly acquainted and completely
indoctrinated in- Navy plans- and in Navy methods. In ¢ther words, if
1nuu%tfy is- g01ng to be on the t@am, 1t must be taught the 81ganb.

.The Navy must realize that we ‘are-on the same toam and that if .
industry is.critical, it is ‘only bécausé industry is trying to be
constructive, So far our discussions have been carried along on a fine,

- frank, friendly basis, but the Navy should never forget that the job of -

" selling the business men an interest in the Navy belongs to the Navy
itselfs .1 cannot go before the members of this.Association as an
apologist for the Navy. Our committees are made up of the best brains in
specific branches of business; they are willing to work, but they must be

" given tasks worthy of their abilities and thelr conclubions must be '

listened to and given: con81aergtlon.

is an Asuoc1at10n we recognize that the whole questnun of industrial

mobilization is plagued by the same factors which have always prevented us

from developing an adequate inventory of our skllls, machines and resources.

Flrst: There is a general public apatny to_lndustrlal mobilization
which develops a negative effort upon necessary'legislation..

Second: Any Induatrlql “oblllzatlon Pl 34l Whlch would be aaequate
would be s¢ incredible that too many pecople would scoff at it

Third: In the light of rapidly charnging scientific developments,
any Industrial Mobilization Plan becomes obsolete almost as soon as it
is mades

The first two factors can be ovsrcome only by public education which
is bound to develop. This relationship between industry and the military
services, as the General has said, will help develop that .The third of
these factors, howpv r, is wvery mueh our own job. T
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The industrialist, in the light of h 1§ recent expe rlenccs, 1%

wnolly consecious of -the .requirements of the job, should arother . emergoncy

arise, He is well aware of the necessity for speeds In fact, he knows:
that 'the national security will be best protected by a degreo of prepared-
ness which anticipates. emergencye He will assist and coopérate with: any
sensible plan for industrial mobl*ization, provided' the SGTVlCHS approach
~him with a respect and undcrstﬂndlng of his probloms in paacotlme as Wcll
48 1n war. S

, industr:al mob:lizatlon demands that the mllltary machine and the
industrial machine be completely integrated, To do this we must . first
eliminate all points of friction and dislocation, and second adopt the
- mest efficient business methods, The Navy Industrial Assoclatlon, the

‘Army Ordnance Assoclation, and the Services themselves zre working N
,1ntelllgunt1y toward the solution of the first problems .

And the second must be approacbed by some over—all plan whlch w111
give us a perpetusl and liquid inventory of the resources for National -
Securzty in materials, machines and men, Ten thousand ships in moth balls
are nseless unless the modern installations necessary to their offective
operations are in stand-by readiness. We may have the design for the best:
rocket or jet éngines in the world, but those dessigns are useless. uplgss
‘we havs enough special alloy stcel from which to bulld thum.

Any stuch ovpr-all plan will -embrace eloments bﬂyond the 11m1thtlons "
of .the discussion here, but let me remind you of the chain of considera-
tions nhich have a bearing on 1ndustr1al mobilization.

The Nation's forelvn poliry must be backed by its'military power.
Military requirements will then be formulated in terms of the men,
weapons, equipment and supplies necsssary to the national security and. .
© bo fulfilling our rbaponglbllﬂtles on the 1nternatlonal sCeNTs

, These requlromorts gust thcn be translated into places of manufacture
and schedules of orocurementv—schedulhs that 20 a11 the‘wzy back to raw
materlals, machlnco_and ma noower.n v

Due- con81deratzon must be glvpn to clv1111n economy in productlon
schcdulus 50 ﬂlanned. : o

- Production capaCJty‘rust be used eff101ently and any program, of _ o
mobilization must comb:ne a roa¢1stlc coordination and balance. . W T

A11 6f this planning must, by its very nature, be carried on at the

very highest level, for it invelves the primary functions® of the Government, = -

cuts across almost every office im the Cublnet, and comes undor the juris- i -
diction of Congress, SR ‘
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- In the absence of such a master plan or policy, the activities of

an-association of companies deeply interested in the national welfare
are definitely limited in regard to national industrial mobilization.

Our members are less interested in "unification of the Armed Services"

than they are in coordination.of all the elements involved in an @mergchJ——
the dﬂpWom tic, the militery, the industrial potential, and the raw material.
supplye The great concerns of the business executive during the last war
were less with the Army and Navy than they were with the problems of supply
of material and TanpoOwere

_As I have said before, this must be a perpetual and liquid inventory,
We must not stockpile obsolescence. Industry will do its best to keep =~ |
up with the Navy, and the Navy -must do its best to keep abreast of industry,
In our Association, we have the machinery for keeping the two working
together in the most cordial and useful relationshipes Our people are .
enthusiastic and interested., The Navy has shown itself to be equally so,
We are off to a good utart on a sound program of service to the Nation,

CGENERAL MCLINLEY:~‘Any’questlons?;

A STUDENT: Cormodore Richards, in their mobilization plan the

- Army and Navy Munitions Board, after the Army and Navy have determined
their requirements, will assign specific plants to the Army and Navy and*
they will make their own surveys of capacity., The question that I have is,
can the association give the Navy the answer as to the capacity of various
plants assigned better than can be obtained by going directly to the plants,
so far as both 1ndustry and. science are concerned?

COMMODORE RICEARDS: T do not think the assoeiation can give them a
better answer as to the cwpuclty of individual plants.

AvSTUDENT:' It is a question of both expansion and conversion.

COMMODORE RICHARDS: Expansion and conversion, As I understand this
plan thet is being worked out, the plan for the use of the plants will work
very similar to the way it worked in the previous war, primarily through
- prime contractors. = In other words, the Navy or the Army and Navy
Munitions Board will not deal with thousands of different plantse I think
T am correct, General McKinley, when I say that in the lusu‘war 90 per cent of
all contractb were let to ten percent of 1ndustry.

' GENERAL McKINLEY: I wonld not know exactly. That is probably about
right,

COMMODORE RICHARDS: - And the question of the capaCJty’of various
plants was left in the hands of prime contractors primarily, and will be
in this case. 1 do not know whether that is the answer for which you are
lookinge
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, " 4 STUDENT: That glves me an answer, but, I thought ‘the association
ags an 1naustry coirld give 4 bctter answer: than an 1nd1v1dual coulds

CO“JODORE RICHARDS: T doubt that.

| GENERAL MCKINL&Y'i Let me comp11¢ate that by askinw you, should you
the channel through which the request would go? &

&

be

L COLHODORE: RICHARDS! Not normally. If we get into such a chwnnbl,
‘we will run rlcht 1nto Mr, Clark on the antltrust laws.

_ GENERAL MC&INLEY: You see one of the disconcerting things in collrct-
ing all this capacity information is the fact that your various bureaus
might—-for instance, if they are all working on their own Jnle‘.LdUcl
problemm=have an interest in some product, capacity or ability of a single .
plant, whereupon the smngle manufacturer is pounced on by three or four
dlfiurunt peoplc.'

r‘OM;M)DOIE{E RICHARQS? I believe they(are aﬂb’oornp‘c,lnfr to solve that
- problem, at least in the Ngvy Depdrtment, througb the Materials and
lnspectlon Division,.

- GENERAL MCKINLEY; As a clearing house,

" COMMODORE RICHARDS: Yes, the Material Division acting as a clearing
house fer all information, That is, the Bureau of Ordnance, the Bureau of
Ships, the Bureau of Yards and Docks will send it to them, Now the associa~
tion is willing to do this: Its members are willing to be used as guinea
pilgs in arriving st a form of adequate report that can be used throughout
the industrye. . That is, if they devise somefhzng and send it to us, we will

- ogive it o a firm to fill it out and comment on ite-or four or five firms—

 and instead of hiving every Matorial D1v181on in every office send out their
own forms, try to get one thet mlll do all the works.

& SQUDmNT- The othet poant in there was the quéstion of prlme con-
 tractor, If we deal only with the prime contractor, how will we know if
they are all using the same source 'of component from thxir subcontractor?
I thought maybe the asscciation could elear” 1t

COMICDORE RICHARDS: - You are getbing into 2 prabtical problem that
is pructloally impossible to solve with American enterprise and individu-
dllty. That is a. quebtlon of reglmcntdtlon.

. GENERAL MGKlnley, Tt is a rather 1mportant orcblcm, though,
invelving duplication,.

'COMMODORE ijhARDo. ‘It is an 1mporfgnt problem bﬁtfas you said,.'
General MeKinley, you break down 2ll the theoriss that the Secretary of War.
mentioned this morning. You break down some of the theory., TYou are going
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‘to have it dome to a certain extent, butyit can be done more easily through

prime contractors than through individuals. I am quite convinced of that,
because the main, big, prime contractors, even in peacetime, use anywhere
from one to. 3,000 subcont¢actors, Jnd they learned that lessons

GENERAL MCKINLEY4 I run into a very glaring. example of duplication

" of faeilities in the Dapprtmbnt's old Quartérmaster plunnlnp before World

War II.

The Chlcago Dlstrlct took lot of rubber goods eapacity and said

“thet it could get that stuff thcre. On investigation, it learned that

every bit of that capacity was already scheduled for another district,
rand the small manufacturer there was merely plenning to subcontract it

intc faeilities that another distriect had farmed out on the same alloca-
tioh of facilities... So it is a very dangerous thing unless there is some
record made of the subcontractors that are proposed-to be used.

COMMODORE, RICHARDS: The first thing we have got te do is to get

~down far enough in a plant to know what you are going to doe. We have not

got that far yeta
- GENERAL MCKINIEY s Yes, first we have to find out what we want.

L STUDENT: T have a couple of questions, The first one is this:
You commented on the Bureau of S, and A. sending officers out into industry,
Have any of your members or has your organization made any plans. for sending
young executives to the Navy as a count€rpnrt of those officers that the
Navy is sending to indus try?

COMMODORE RICHARDS: Yes, while it has been dene only for short
visits in a few 1nstances, there 1s provision for it and the Navy is will-
ing to take young executives for up to three months, is not that right,

”Wllla”d9

¥R, JENSEN: Neb quite that longs about two months,

COMHMODORE ?ICHARDS' But as yet there has been none from lndustry
that has voluntoerod to goe The Navy is willing to teke them.

, MR. JENSEN: They want Reserve officers for a two weeks ! training
dutye : ‘

A SmUDmNT:‘ My other question, sir, a few menths ago th@ro was a

- committee here in the College invebtzgatlng employment of industrial

specialists by the Government during war, At that time we tried unsuccess-
fully to get an opinion from your organization as to just what you thought
about how industrial specizlists should be placed in the Govérnment. Do
you think they should repert in uniform or civilian clothes?
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. COMMODORE RICHARDS: Did you not try to get the ‘answer out of me.
b@forﬂ and I dld not glve 1t to yuu’ .

, A STUDENT: I thcught you would speak persondlly dnd not as a
- representative of the association. =

. COMMODORE RICHARDS: I thi nk personally they should be in uniferm,
GENERALYECKINLEY- You thlnk that glves them protection?

C@WVODORE RICH&EDS' Yes, it gives them more protections also you
know it is a great advantages If someone will solve the human problem of
making==not only in times of emergency-~every man who puts on a uniform
strictly on the up'and up, and also solve the problem of how to keep
- people from attempting to get to them, you will solve that other problem,

- too. He will not need that probection, He gets more of it in uniform

- than he does if he is there in c1v111an clothes, but that does not even
_protect hlm. '

A STUDENT: Do you think he should be used in the industry with which
he is most familiar ory im order to protect him from himself, should he
+be.placed in aﬂother industry wlth which he is not famlllar where he would
not be used.

: COMHODORE'RICHABDS: ‘There is no sense in pubbing him in another
industrye You do not want to-send a man from the steel industry to buy
coppers We did a lot of it, but I do not think it is good, do you?  Let
him use theradvantages of hlS pr9v1ous knowledre.

A STUDENT~ That was the opinion we wantcd to g@t from you several
: months ago without SuCCess,

CO&NODOR& RICHARDS- I did not want to put it in writing..

DRe YOSHPE I Wunder 1f you wnuld tell us what is your assoclatlhn 5
concept of the prlnclpl s ahd policies which should guide the military in
esteblishing their organization for procurement and procurement coordlra-
' tlon for the Navy in peace and in war?

. COMMODORE RICHARDS I adid not get the questlon.

.DR+ YOSHPE: I thought the group might be interested to. know the

conceptlun that the association has as to the guiding principle and policies

for the military in setting up their cirganizations for purchasing and for
procurement cocrdlnat}on for the Navy in peacotwmu or in the event of an
emergency. . . : ,

GENERAL MCKINIEY: TWhere he stands on unification?
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more with how the asscciation felt about such questlons as centralizing the
purchasing in Washington or having it done in the field in the vicinity of
sources of producticns Second, where you do have procurement in the field,
what is the practlcablllty cf heving eommon serv101ng of contructs°

T
e,

COVHMODCRE FICHAERDS Nell, now, let me get down to cne basic principlg
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the time may come when we know enough, whén we w111 be willing t tell
someéone that we do not approve of what they are doing. We h@v@ nﬂt reached
that pﬁaltlon except in spe01fic 1ﬂbtanCGS. :

The uSSOClatW“ﬂ'S purpsse is to suggest and give advice, bub nct to
attsmpt to dictate what shall be dones, In other W”rdS, asan -exanple, we

PR S W erporm Thm com o wie . B e L 1 T+

L‘..Ld.‘)’ SOViISS bllb l\‘d.V,)’ Ubb)d.l, biubllu on some ».J- .LU»‘: COnITITacy U.Lubk"u-u.-l. S5 Y is
then the Navy Department's decision to do what it thirnks beste We will
suppcrt that decision, whatever it is, We will not attempt to forece our
p01nt of v1ew, whatever that may be, upon the Navy or upon any cther
government ‘agency with which we are working, because we are nonpelitical
and nonprofite. We have done that consistently, We were Jump@d on quite
a bit for not gebting into this unification businesse -

“into industrial areas or into
ma? :

COM”ODORE RICHARDS: Now we confine ourselves to what the Navy
Depariment asks us to get intos If they ask us to make recommendations
or to study a distributicnal problem, we will be glad to do sce

4 STUDENT: I meant the basic mambership of the association.
COW\ODORm ”ICﬁh It is fu am ntal]y 1ndustry.
L'STUDENT: The name of the dssoc1atlun embudles the word

Mindustriale” Does that mean it is confined to heavy monufacturing
industries? - S : S

COMMODORE RICHARDS: It is 1unaam@nta¢¢y eonfined to industry. It
is willing to accept me mbership from any reputable firm which is interested
in the Navy and which é i contribute t¢ the Armed’ \ﬂ”v1ces. But it is

n the Navy and wh A
: b'Slcally 1ndu stry. We have no power companies in it, no bankers, no
brﬂk?’ru » ) : o . o

GLVEHAL MeKINLEYs - Of coﬁrae, Ay Te & T is a manufactirer,
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 COMODORE ;zicmzms: Ae Te & Te-is & manufacturer.

GENERAL McKINIEY: They are big manufacturers but you have theme
4001\@[01301& AICHARDS: Yes. ‘

GENERAL MoKINIEY: Have you any railrcads?

CO:RIODCIE RICHARDS: Yes, we have four, the Santa Fe, the»New York
Central, the Permsylvania, and the Erie,
L STUDENT: How is your associaticn financed?

- COMMODORE, RICHARDSs By dues of its members, It has no government
subsidies of any kind, : :

GENERAL McKINIEY: I certainly want to thank you sgain for deing such
a good job. S v . :

(30 June 1947-=450)3.
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