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THEi FUNCTICKS OF THE KAVY IJXCIUSTEIAL ASSOCIkT?Ofd 
II< IXRJSTRIAL XOBILIZATIO1~ PLAP:I;'IR~G 

12'Jun.s 1947 

GEbXRAL NcKI~m!x: Gentlemen, you- heard me expound at some length 
the other dag on our relations with industry and with the industria1;ists; 
also on the importance o$ the various industrial associations, lkke 
particular remark I made was that the Navy, has one associ.ation while the 
Army has several; and how desirable it is to ha,ve only one, 

Also I want to go back to something that happened on this stage this' 
morning when the S<crctary of War was talking about publicity. In tryi.cg 
to answer .a question on how the mess age of the Army coulci get' out v5thou.t 
Zihe stigma,,of', propaganda, he sa.id he did not see clearly any solution to 
the, problem,. I want to suggest thcthought that it is possible' that the 
message of the Services can get out through detai.led indtistrial mobiliza- 
tion planning where we tako the various manufacturers into our confidence 
and have them hei.p'us make our plans. In so doing we give them the facts, 
-&i&e they, without knowing it, arc being indoctrinatad; (2nd since they 
are a 'vary strong segment of the' public, the public will acquire a realize- 
tion of the Servicels message as a byproduct, without, in fact, realizing 
they are being indoctrinated. 

So with all that in mind, we are ,very fortunate today in having 
Commodore J. K. &chards, who-is .the mainspring inthe Navy Industrijl 
Association. I will give you a little.bit of Commodore Richards I back- 
ground becnuse he is more or less a contemporary of mine, and I.-am glad 
to find some. 

Commodore Richnrds grnduatsd .from the U. S. Bawl Academy in 1912 
and was cormnendod for service in destroyers during World ‘Kar I. Later 
assigizments included Comm~nd,of .varions dostroyws, Second in Corrmmd to 
tlir? Governor of Guam, nnd Flag Secrr:tary to the Commander in Chief, U. S. 
I?pct* During World War II, he commanded various Reserve officer training 
nctivities‘and fina'lly hwded the system. of 1E coll_c;ges yrhi_ch provided 
thousands of liesorve officers for the Envy. 

Commodore Richards is now Execujgive Director of the Navy Industrial 
Association. His subject is 'IThe F'uncti..ons of the l&vy Industrial 
Association in Industrial Mobilization," 

, 
1 tyke great pleasure in welcoming back -to the College Commodore 

Zichards. 
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COMMODORE RICWRDSc General- IQcKinley and students of'the Industrial 
College : 

It is a distinct pleasure to have the opportunity, to b8 here today 
to tell you something of the functions of the Navy Industrial Associa- 
i&xi. It was just's year ago'that.1 delivered a similar address before 
the group attending the College at that time, 'I assume, General' 
McKinley, that I shall now have to mark off June 12th on my annual 
calendar. 

CEXK?AL Iv!cKINLElr: That will probably be true. 

CGl%%GDOFE RICHARDS: I al.t?ays welcome the.oppostunity to explain 
the functions of the K~WJ Industrial Association to groups of Army and 
1Savy officers because I want you to be aware of our existence, to have 
an appreciation of our objectives and to understand something of the' 

' %v.ay in-which we furicticn so that when the time arises you will feel 
'free to call upon us for industrial assistance in the solution of some 
of your probiems. 

Having served the Pu'avy since 1907, 1 recall only too well my 
experiences during the period between the tws VJorld Sars. I-was 

' ". concerned after the first war and'I am concerned today; that, after 
victory, we see an ever-increasing,tendency to:vard total demobilization 
and disintegration af our armed'str&gth, It seems that if this is 
not complacency on the part of the American people, it is certainly , 
the resul-t of it. We seem un-tilling to face the-fact that we have 
engaged in two World Wars because we have refused to keep ourselves 
sufficiently strong that aggressor natiormwould-be reluctsnt to force 
us into war. 

pago 
Rube Goldberg draw a cartoon which was published on the.cditorial 

of the New York Sun on Vjlentine's Day, 1942. It. was in the form 
af a Valentine directed "From Us to Us" and it contained this doggerel 
versef 

rVlc low vur.ssLves most dearly, 
, Vie'rerich we're strong, werra fine--, 

" And so.todky we send ourselves 
,' . . , This pretty Valmtine: 

. I 
But dee our precious offspring,. 
Our little chi.ldren three-- 

.,. Incompetence and Carelessness 
And Rank Complacency?' 

Rube very graciously autographed and gave me the orfginal drawing " 
for that cartooi? and 1 have kept it before me in my office ever 
stice, fervently hoping'that the naWona1 state of mind which brought 
forth this doggerel verse would not again engulf us. I 

‘i’i I-J 67) ‘ryr” ,cij f, ,r’“. 1.1..- 

1 
: : 1 .! t;, ;j j f l a ‘-~ -’ ,T t q 
IL !SdT c, 

ii: ;. 
i’e, I:: 

_, .I _ I’ $1 ;, p, 2 i 



,, -; .‘~ p .2 i 
‘3, LT”,7 [>‘J p 1, ryz i‘“s 1,; 

~~b/j/--JjjJ~&~ ‘- ;’ : 1 r 

.%,<, $“:. ” “-$ 

The pages of American history are replete kith the complacency 
of our people falloking the succe'ssful completion of every war in whioh ' 
we have erignged. At tho same time, I take greaf, pride in the fact that 
I represent an organization of American business and industry which is 
detcr:&ned that ,no complacency shall diminish its interWt in keeping our 
Asmod Ferces strong and, nccordingly, keeping 'this bJation equipped to moot 
the responsibilities placed upon US in the world of nations, and %IXIS 
maintalniug, p- protecting and promoting our national security. 

2-l September, 1944, t&e Honorable James Forrestal, Socratary of the 
Navy, v~ote to the founders of the Navy Industrial Association as follows: 

'IThe future welfare of 'our nation requirw that the Navy 
not lose touch with the manufacturers and businessmen who have 
contributed so ,much to the technical advance of the Navy during 
the past four years. 7% need a group of patriotic men, through 
whom the i%.vjr can learn of the most advanced industrial and 
commercial techniques and to whom we can turn for disinterested 
advice on research, manufacturing, and procurement." 

Toe Navy Industrial Association z 's convinced that one of the most 
important aspects of national security is a mutual understanding betyieen 
the Xavy 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. F'or that reason mutusl 

' understanding is essential and to that end the Navy industrial Association, 
was organized; 

Early in World War II the Gvy, 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 wcapo~s. 
Secretaries Knox and Forrestal both foresaw a need. for a high degree of 
cooperation between fhf:: Navy and inilustry, and sought to utilize every 
means of giving representatives of industry a finer anti more intimate 
knowledge of the Navy -eThicin could be reflected in the efficiency of their 
production lines. 

To,furthar this objective a series of Navy Civj..lian Orientation 
Courses for top industrial executivesr%m conducted at Columbia University ' 
under my command. The results of these courses were excellent. Once 
these men undsrstood the fi:avy's problems and the rer~son behind Piavy policy 
and standards, they rcturncd to their given assignments with an entirely 
‘now concept of the problems facing them. Iv!oruovc:r, they gained a. 
recognLtion of the continwd T?eed for ~10s~. 51 communication between the 
Navy and industry. 73x0 enthusiasm generated by LhP COUI~S~ led cl. go~p 
of them to;form the Navy Industrial Association, 

Its founding members believed that the national security might be 
protected and advanqed by,a non~oliticsl, nonprofit, scientific, and I 
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educa.tional institution established to maintain a close and cordial 
working relztionshi p between the hia.vy and industry, As ntctod in its 
chartar, .tkis became the. AssociationIs first bbj.ectirre. its fusthor * 
ax?is are: to provide mutual understanding of the n:clvy and industri:~l 
problems and to meet them through cooperative efforts; to give direction 
to scientific‘rese~rch in a.31 fields which affect the Mavy; and to assist 
the Ilav~ Department with technical informtiltion relating to industrial 
expsr9ence -7. nd pmgtic& 

so crc tary of the 'Navy Forrestal introduced Admiral. Blandy et 2, 
meeting of the Navy Industrial Association last Fall and since the 
program was broadcast over .a nationwide network, he felt called upon to 
explain the tiavy Industrial Association to the radio audience. I-h did so 
ir;. these words: 

"The &.vy Industrial Association is the outgrowth of a 
sedes of courses in Naval procedures and organization 
give-n at Columbia University iNFebruary 1943, about 
four yeers ago l The interest that was generated OKY~ of 
these lectures l);isas such that the peopio from business who 
'&tended them, on their ,own ini.tistive, tisked for the 
inception of an organization which should co.ntinue the ' 
interest in peacetime that had been started in wartime. 
The Eat welcomed that effort and has given its support.' 
It is not'on organization of warmongers; it is an 
organization of plain American industri&s, who bare 
interested in the st;curity of its institutions of 
Amsricm business and of American labor, because they 
are all a part of the same thing." . 

i!&, Thomas P. AI'c~cI',, &Tj, co j+esj.dont, General Motors Corooration, 
and Chairman of the Navy Industrial Association's Industrial ~3ob5lization 
Committee, reccmtly' addressed a group of industrialists on the subject 
of industry's req)onsi.bi.l:ity in industrial mobilization planning. He 
opened his remarks by saying that I&poleon~s assertion that "An Army 
travels on it;5 stomach," is entirely outmoded in these,d;lys of modern 
science and mechanical develoFmont; thi%t a more accurate statement today 
Viould be '!A rrodeym Army and a modern &vy travel on the wheels of their 
country's indu.stry." The recent war cortzin1.g proved that the man who 
uses the .vlrenpons is dependent' upon, the man who makes them--that war is 
a contest botnreen industrial and.scientific r~:sources in -which the Armed 
Forces are merely the means of bringing home to they enemy 'the fiiationrs 
industrial potential. 

'It is not necessary for"me to explain in det8i.l to $0~ gentlemen 
the reasons for the existence of a Navy Industrial Association, Tney 
pr~alle1. and supplement the masom for the existence of the Industrial 
College. In the c~.si~ 01 c the Ha-vy a close relationship with industrial 
dCVfZlop;:XXlt is, and always has been, of thu highest importance--for a 
I~j~b~Qv fj-‘gh.t;s e P 0 2 GQLntially with machi.n<;s,' be they sloops; frigates, gunboats, 



sub~~arinss or airplanes, and we have gone into every vrar since 1812 with 
radically different machines. 

IIn l&2, we fought a series of brilliant individual ship actions vuith 
frigates which might be co&pared with the present day cruiser in the r?ti.ng 
of fled; strength. 
%ie had rare 

The battle-lvngon of the day was the ship-of-the-line. 
'availnble and did not have the capacity to build a fleet of 

ships-of--the-line great enough tc match Englandfs.' 2e"either did we hcve 
:;ffi.ccrs trained in *large fLeei, maneuvers. 

Rut we could build~frigates, fast,3turfl shi.p,, c with a singie gun deck, 
and WC could manage thorn. In one action after the other, the r1Con3titutiont~ 
and the "United States If defeated British ships of similar class.. In his 
best historical work, 
;".oose&lt gave 

"The Naval Hivtory of the War of 1812,'1 Theodore 
fuli credit for these victorj.es to better ships. i?e gre;^ ter 

lover of individual prowess in b:rltiAe ever lived tb%$-'%ic~~~< Roxcvolt. 
He gloried in the skill and senmenship of I-:~11 and Decatur, but l-i:< points 
out that the deciding factor was, in alms$ 5~75ry case, a ?xttor skip, 
more heavii~ armed or more .sensibly gunn0d( 

The Cfv5.l War found us with a fleet of antiques, many of them sailing 
ships converted to steam. TWO great developments came out of t?tis ?Jzr--the 
screw -propelher which John Ericsscn i.nstalled in the. Wonitor'r and the river 
gur- boat, 

The river gun boat w.s the landing ship of its day. It lras des5 glad 
Car 2 specific pz?pose and it was built on a groduction line. c---v-...- .s._*_ The design 
ws standardized.; wooden ships, tinibers, engines ano guns were ordered 
from all available supoliers and assembled a.t a number of shipyards, 
notably by James B. Eads in St. Louis, Thirty ships were buil.t, on one 
design, twenty-three on another, xnd there were innumerable mortar boat3 
ad tinclads, 'his was mass production on a large scale, and mass 
prcduction XYX.S an i.nmvat~.on &i.ch klc:d been pioncered by Ui Xhitncl:y and 
Samuel Colt less than 30 ye:23 bA(sre. I cite this 2.nstance of applied 
indus t r-ia. "know-ti OP' dt! $0 pcjllt out tk!at ev+n in th;, ?f~r between the States, 
most often ro~~embercd for the high strategy of the infantry commanders, 
t:?s xeigbt of up--to-the-minute Xaval cngfr;.c:errr'_ng xo.3 a back-breaking force 
which enclosed the Confederacy dn a cruel and fs-ltal grip. 

,The fleets of Foote and Pcrt~r which T:J-rested control of ~,tLr trans- 
portation from the Confederacy were said to be able to trg9 n,ny~~~herc~ it vfa.s 
a little dmgtr and represented applied !n~Finuity at its bsst. 

The %Wte Squadronl~ was in the process of building r&en the ~war 
broke out in 1898. Our &wal actirns at Manila and Santiago proved that 
preparedness pays. ;& were rc::;,&~7 v,<....th ships anti guns and we won txo 
actions with amazing q33ec 
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: In 1917 we fought wha t'might 'tie descrihcd as a destroyer and 
subchaser war. ~ Hero egsin w v~ere ,fortunate tn be able to got ships 
,rcady to mnc_at existing conditions. Had wz had them randy in 593.4, wmld 
Admiral Von Tirpita have placed 'such reliance in the U-boat? 

Ne foui;ht this war over ag%,in '$2 the Atlantic in World Wbr IT, using 
better weapons against b;ettor U-boats. In the ?acifi.c we faced an entirety 
new problem in fighting and develo@ed,the fast carrier task force. 

This.little recitation of Naval history since the War of lKl.2 servos 
orily to illustrate that American ingenuity, given sufficient time, has 
been able to design and build in sufficient quantities the weapons nocessaxy 
to succeed in a particular conflict. But what is to be said of future wars? 
Quite natwally, your concern and mm is for those wapons and those 
strategies :#ith. .which to meet a potential-enemy, ?~bxh has been said and 
written of future wars in termS of the atom bomb, bacteriological ~i,;arfare, 
guided missiles, rockets ,and,jet-,nropclled aircraft, !t'he Suck Rogers 
writars hzve talked so glowingly in te.rms of push?button warfare that the 
American public finds it difficult to beli:2vc that it is nc>t a reality; 

.: that at presznt,.wa have little m ore than the button and tho idea, I do not 
popose to debate such questi:?ns as wh:,ther guided missiles make unnecessary 
man-pilcted aircraft, . . cr y-h&her the atomic bomb has elimLnated the util-i-by 
of the mfzntrty division, or whether any combination of new weapons affects 
our -need for a T\Ta,qy secOnd to none. 

Two things are self-evident: '%e have successfully completed each wE:r 
with the wuapons alroady~laid~ down, at" the time we entered the war; secondly, 
never in -the history' of man has c?. revoltiticnary nmv aeapon becn brought to 
play fsr which an ef'f~ctive dgfense hzs not later been found. And in 
considcring.this~ statement I ask'only tbclt y&consider: The invention of 
gun $o%;der, the invention ,rif tht? 'rifl&d,, cnnnan, t,he torpedo, modern aircraft, 
guided missiles, 2nd -uhat' h<3'?-w you. ,'Gith the innovation of each of these, 
orstcrs proclaimsd th:2t w<ar was now toc::turrible and that no adequate defense 
could be had ngsinst these cicvelophents , yet &ch ::f you know thnt each 
t&me a~dequnte d.efonsive lvoEpc:jns were fl-!und. 

Ships, which t5ke months to desi,gn and years. to build, are the most, 
complicated machines created by man, The need for a close connscti.on 
between the heavy and the people who must~bui.ld them is blatantly obticus. 

As an association we ire mer.oly the bridge or connecting link between 
the' &vy and industryA-industry as represented by more than 470 of the most 
important orcsent and podentinl Kavy contractors, The b:;nefits of our 
activity will, we hope, extend to all Navy-Susiness relationships. 

As I.have just cxplai,ned,'we need only to loi;k at history to kncQ1 that, 
the weapons with which 3 Navy fights nest rc-floct the very latss% in indES- 
trial development and technique; end because of the time involved in build- 
ing machinos,, the 1Jc:v-y must not lag behind industry nor rmst industry Ime 



si@bt nf the, needs,of the .l'Javy. &~r.~ first task, then,' as an associati.!:n, 
is' to establish as r,nany. lines of comz!unicat?on.and interest as possible, 
atid $0 develop a broad program of mutual offort. 

. 
It was recognized from the beginning that there are mcny types of 

.associations and Lhat cur policy ,would have to be carefully laid in 3rder 
to do the best ,job fcr the country. &me associations have, ?,nd need, 
lbrge fi~sasur~es of money. They are engaged ,i.n 'the.prcrnotion Iof ~ide:is !?nd 
,the creaticn of public opiniog, propaganda, if you will, Ko are, not that 
'kind of &ti jssociation, Instead, we hope tc be a reservoir of brains, 
I~know4!owrt and experience, and.as such, dependent more upon~lndividu~l 
effort Man 3n dollars. 

7 
In setting up our Association, it fwas felt that it would be more 

'desirable to have memberships held by companies than by individuals. 
qere is a high degree of'..continuity in a corporation, plus a breadth of 
comprehension that embraces many fields and many experts. By considering 
a company as n member v'~e sre able to tirav! upnn cl1 the personnel res3urces 
of that company, from the laboratory to the counting room; and, Bs diverse 
as the Unroblems of the &ty rztay.bs, we can find, through our member companies, 
men who can understand them, and work toward their solution. 

Each member ct:mp?ny design&s a reprc.,,., ~~*~ntati-~e through whom the 
Association .z,ffr~irs arc! cleared and through whom. we draw expert help for 
'gur work. T@se represoctatives arp , gmmrally speaking, men on the 
ez-iccv.ti-m level,. Concerns with plants and factories far from G-F York 
and 'W3-Lrq-$n hzve tried, in most cases+ to appoint representatives dto 
are frequently in those citias in or&r that they may be mm easily avail- 
able for association contacts. Each company also names ap alternate 

I re@resentative who receives.a duplicate‘o f~all~ccmmunications sent to‘ the 
list of regular representatives, This qlves us a double 'ci:ntact with the 
member ccmp~ny'~nd is useful bocau.s~ in many instances the representative 
ma'y 'no located in New .York .and the alternate .at.thu fr:ct,ory in the West, 

, 

These representatives elect a b:,ard of 45 trustees who, in turn, 
sclcct'officers and an executive committee in whose hands the management 

<of the &so~ciati.on actually rests. '. 

* 
Our prograr~,..whieh~ is verx: &.exPble , as .I sh$.l scan point out, is. 

carried cn by comtnittees. The pgrsonnel of' these commitlees is dra%nfrom 
the member companies and, when considered necessary, nonmember compcnios 
have been asked -to send people to'sit in with us. . : 

The busic,fcnm~~srk..of-;;ur :cc~i.ttee structure parallels the 
lorgaqization of the ?epartment of the'tiavy. As'permnnent standing groups. 
we have committees:assigmed to' contact"the Bsvy BureausA-Aeronqtics, 
?jledic2ine and Surgery, Ordnance, Personnel, Ships, Supplies and Accounts, 
and %rds and Docksc These committoss arc in regular contact with the 



Bureau Chi;;fs for easy acrcss-the-table discussion of joint problems, 2nd _ 
2 general clearing of the'air in regard to pijlicy and practice. Should 
the need arise, either side, may suggest the formation of ;? su?ocommittei; a 
to hand10 a specific problem. 

.&a of the most interesting; developments in this phnsc of Z'UT activity 
h&s been the establishment of a training program in industry for oSfi,cers 
of the, supply Ccrps. Vnderthis plan some 62 supply officers of the E?vy 
have been assigned to various industrial, concerns for an intwsi-ve study of 
buseness methods in accounting; inventory control, transportation and 
procurement. 3ach of the participating companies has assigned an executive 
to supervise; the training bf the officer and each has worked out, from its 
0wz-i ex+oeriene~ a ccwt3e desi.;ned to presunt a 
business m&h&. 

thcrough indoctrinati~:n QI 

The possibKE.ties of this traYni.ng program are tremendous. Kot only 
will the Eavy gain throwgh the przfi.cloncy of officers ,whu have acquired 
a firsthand knowledge of business practice, but also it will have made 
friends . 

This iS not an experimont. The Fiurc~r;u and the CorMttee h<ave set it 
up on ,a permanent basis so that there will always be a grnup of 8k?fficers 
in industry keeping abreast of commercial practice; -ET&t better training 
ground. is there than the fiercely competitive schwl ~f'Ameri.can industry? 
What bet-tar way is there to know a man than to meet him on common ground? 
Xe Irope this program will expznd until there is never again any talk of 
~~impr$ctical officers" i:r %o<jden-headed businessmen.fl 

* 

Now obvic.usl.y much of our vrcrk must tr.:nscend the varj.ous Bureaus. 
Problems that affect two or mwe Bureaus, sr the entire Department, are 
handled by o s~:m.ewhat different typ$ of standing wjmmitteo. The broad 

. subject of ?Lesearch and 'Dc:w7_:.,p,ti;~1t' is covcri:d by such a comrr,ittee under 
the chairmanship of Dr. U, J. Kelly of Bell Tolephcne Lnboratories. 

R~sc,crch--Dcv~lopment and Engineering--that reprwents the technical ., side 02 our activity. &i thy qther sifiti is the natter of busin~s~ practice. 
It is no secret that many times in .the past the PZ,VJ and indtistq hz,ve not 

' enjoyed the most cor&.l and contr&tusl relations. The chief TGiSuIlS for 
this were two--first, a basic.difference in philosophy and, second, a lack 
of understanding of each otherrs problems. 

One of the earliest t:sks the Asswie.tion fact~d was the Ir;~ning out 
of a difference of opinion in the contract offered to companies sending 
technicians to &uwpe to investiqate Gzrman sciemce and industry. The 
trouble lay in the patent clause, which was so written that the companies 
invited to mAke these t&ps were not :araisus to sign this contract. The 
Association brouj;;ht together the patent lawyers ,and experts of a dozen ' 
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c:;?.vn:Ayl.i es l . ^c /- , a substitute clnuso was written; and with a few sli&t changes, 

a:&ptc?d by ths Navy, It is natable that the committee--in framing the naw 
clause--took into account the Navyls peculiar position 4s a government 
qpcy end followed the general broad outlines of gavernman% p,;li.cy. 

The Association.'s Patent and Contracts Committees have been working 
the last two years &th offigials"of the Mavy Department in an endeavor to 
roach 332 Industry-Navy ,ageement .,on contract and pe.tent provisi;ms which 
~111 permit the adoption of, established forms acceptable toboth‘pc'l'rtios, 
the tis~ of m~h.ich will eliminate 2 gre,3t deal of indivitluc?l negi>tiati<!n in 
Nayy ccxdracts. 

, 
The Contracts Committee has established task committees to work on 

such nstters as f 

1. Procurement Legislation 

2. Escalation in .l?iTavy Contracts inow disappearing from 
&r&a&5) 

3, Standard E'c,rms for Rosearch and Development Contracts, -.!n@' 

4.# A r&.~;w'~f the various cont.ract forms now.'+ use to secure 
simplification, 

, 
>' ii task &ommittea of seven i~2cstrial,ists has just been appointed to work 

very closely with the 2Javy Department in reviewing zome 93 ccntract form 
no;:: in use so that they may be reduced substantially in number. 

The Patents hdviscry Committee has recently published an interim 
report containing a draft pr~+p.:sal of a n.ew Navy Department directive 
which embodies the views ?f industry as determined by the Committee 
L ocmplete discussion of the pr~pcsod. changes in the existing patent 
directiirc3 has 'been had with cfficials of the Navy Department and resulted 
in apparent Nayy agreement on all Z)mv$.sicms. Prinr to the issuance of 
a new pP.Lcnt directive, however, the Navy Dqjartmr:t~ is discussing this 
prcposec? directive with the Xar Department. 

Perhaps one of our most important projects is that undertaken by our 
Industrial Mobilization Ccjmittee which is working with the Navy Department, 
2nd the JLrw and Navy Munitions Board in thle broad aspects of f~:rKR&ting '* .' 
a national ini;ustrial prcpnredness plan .which will be fully adoquato k-d. 
in complete rezdiness for the conversion vf American industry to military 
productiijn in the event of another emer@ncy or war, It has been said that 
it required three years in the recent w,ar to achieve that degree cf produc- 
tlcn necessary ix: assui-i: victoryq A great deal of time yeas lest, not only 
because we were' no& propared, but also because we did not have's well- 
conceived industrial mobilisati:?n plan, or, j.f such a plan was in existence, 
it was l-lot USOdr 

. 

. 
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' The Army and Navy Munitions Board, as 370~ know,‘ is the agency 
ebtt7.bli;s~ed'by;the.Presid en21 and charged with the prepa>ati.on of the 
national industria~.~~b'i~izaLrion~~lcin~~ The' Army and Navy Wnitions 
Board' is not responsible' for determining ,the t,ypes of woapons.anci. 
other @ipment%~ be'used, b:r t& militn'ry forces. lE?.xi&dr, mobilizn- 
tion;,must follow a logical procsss'undcr which the Joirit Chiefs of 
Staff establish the, pver:all, strategic concept for the use of the 
Armed Forces includi,ng.$he needs for fleets, armies, 9%. These ' 
requirements are then st;udicd,by.the'Prmy nnd,Ka\ry. 'The Chief of 
Naval Opertitions determines the end requirements necessary to the 
strategic conceptof. the..Join'@hiefs of Staff in terms of ships, 
bases, men and other naval raqutiements. The various Bureaus of 
the 1:s~~ Department then break down the end items into products, 
cotiponsn~s and materials. The ultimate goal under jndustrial 
mobilization is a bifl'cf mciterials with. production drawings'fox 
each important end product, together with a means for constant 
revision,. as the anticipated strate:bT changes and new wea&ns are 
develooed. i d static mobiiization plan is worse than no plan. 

After the Army and Kavy hav,s ddcided the types and quantities 
of waapons and equipment they will need, the total requirements 
are submitted to the krmy and Navy Munitions Board and form the 
basis for the..industrial mobilieation plan. It is then the aoar,d's 
rospo.nsibility to see that it has ths industrial capacity-plant, 
persomel, machine tools, equipment and raw m~tarials--ncces~sarg 
to.produce those requirements, " 

It can be readily seen'that one of the first steps for the &my 
and Xavy Munitions Board in perfecting a plan is the study of critical 
materials. Accordingly, they are analyzing those materials which'are 
critica in themselves and those materials *ahich proved critical in 
view 02 tie unusual demands of military production, and as a result 
of those studies they are now undertaking the stockpiling of materials 
demonstrated to'ba either strategic or critical. 

'I 
The next step, naturally, will involve a stud;r of those plants 

lb-hich experience has proved will be required for military production, 
: ind the completion of details of preliminary @ant allocal;ion to the 

,production requircmQnts 6f:the Armed Services. 
; I 

.' The hssociat$cnfs ,Indus%rial Mobilization Committee, composed 
of ?epresentatives of 19 ms,jor industrial classifications, 2211 act 

,,as <in advisory'gso@‘to ibe Navy Department gand to the Army and ?Javy 
) Xnitions Board &&will seek to keep,industry, particularly sma~ll. 

industry, infoxmsd of'dev&lopments as the preparedness plans are 
'fprmulated. : ' / ' 
-j . : . + A . 

These @ans and. activities I have @ascribed present a concrete-" 
program which can'sxpand &ta B .gxeat and useful relationship.betie,en 
the Eavy and industry. 
Industrial Associatipri. 

This is the tangible function of the.Navy ; _ , 0 . . 

I _ #~;ypv/($p” 
L,,.iI _ , , ..riJ. !3r 



. . 
The intangible function is just as important, and perhaps more so; The intangible function is just as important, and perhaps more so; 

Certainly it offqrs a tremendous opportunity for the XTavy to h&p itself Certainly it offers a tremendous opprtunity for the XTavy to h&p itself 
through the poacotime period; and, es you all. knoyJ, .the Navy has lost more 
battles ,'fn peacetime -than it ever did in war, ., I 

through the poacotime period; and, es you ail knoyJ, .the Navy has lost more 
battles ,'fn peacetime -than it ever did in war, ., I 

The last war came upon US more cr less, gradually, There '-&trt-: enough 
~overnmcnt crjntracts arcund the country .to give many busines,smen an early 
tssto of what it was like tp do business .with.the Navy, ;* 

I, I ", 
the glanners had a rough idea of the f.&orS '&iich &.;r,?. 

to be 
Rn%hermore,' 
met in the event of total mobili+tion. 

the plan, hmJ pdish'ed the scheme, 
Yet no, matter h&r. perfect 

how carefully studied the detail, there 
was Vine element which could not' be traced on a blueprint or drawn on a 
chart. TM.s wCas the element' i!f human contact. 

* 

I *Jrznt to a:U a note of personal explanation here, I am a Navai '. 
kcad~my g~adunte,and baw served 32 years on.active duty. .,Upr;n :my refire- 
ment ,I went into business; *an;: so when recalled to acfiv~ duty in 1940, 
I V~S well aware of the differences in thinking 'which lie .be$veenthe man 
in uniform and the m& in business, 
unpatriotic about these differences, 

There is ncthing imwrc7,1, wicked ?r 
They exist because the twa ;goups 

grow apart, live in different envi.rcments, 'and they have Different . 
incentives and goals. 

Kor is it 'strange that there should sometimes be a lack of:understsnd- 
jq'j - ̂  i,*. It is a credit to our Regul-rir officorS, 'both .Army and N~,vJ, that, it 

/ was~~osSible to make the adjustment at all. The pressure was terrific and 
thE ser~<~ces 'Tj,-ere di;j.tig 5 usincss with concerns which apparently had heard 
of the Army end Navy primarily through the& annual fostball game. Into 
this tzns,e picture :vere throbIn thousands .pf Reserve officers. who had to 
abs6sb the pijlicies, procedures and traditicns of the services in 2 matter 
of a few we,eks, and cln top of that, leap into business and industrial 

_ situations with which they were net always familiar, 
\ 
The job- of tying our industrial potential to the war machine ’ . 

5 ;3 6 done, well done.,‘ superla?ively done --but with the typic-al American 
love of ef,ficiency, eet us agre., Q it could have been done better. 

With 670 member companies scattered across the countly, it, is 
obyiously not easy to bring the key people of each company into regular 
direct contact with the Navy in peacetime. It is our aim to c~tablish 
this:contact for as many as possible in asmany ways as possible.. ', 

We can do a small part of this job by mail, Our monthly report, 
special bulletins~and Eterature are sent to t~e,repreaectati-ves regular$y. 
The -response is good, but this is not direct contact.' 

Frequently the Havy is able to include ,a li&tad number of our . 
members on shskedown and training cruises, These are direct contacts and 
excellent ones,; they are but temporary, 

-I$, 
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The continued interest of- o&~~memb&~ is going to depend upon 

permanent personal contacts.and the definite grov@h‘of bur' committee 
activity. -i'. , 

" 
We expect the ITavy to point 'the way to us 'for the solution of those 

problems which we will face in the case of another war. Once the Navy, 
which because of its great knowledge of how to use industry-developed 
research, and its, resulting new methods, new missiles, and new weapons, 
has described the course, industry will try to follow it, .,' 

The.dey will &me when we, as' industry,'may be able to te'll the 
Navp- s7Ybu are on the wrong track. Vie know baer." But industry tiill. 
hesitate to take that step until it is thoroughly acquainted and completely 
indoctrinated in Navy plans and in Navy methods, In other words, if , . 
industry is going to be .on the team, it must be taught-the signals. 

The Navy must-realize that we'are.on the same team and that if. 
i.ndustry,is .critical, it‘is onlf because industry is trying to bc ' 
constructive. So far our discussions have been carried along on a fine, 
frank. friendlv.basis. but the Navv shoul .d never forget that the job of 
sellihg the business man an interest in the Ravy belongs to-the Navy 
itself. .I cannot go before the.nembers ofzs?ciation as an 
t?pp~ist 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 their conclusions.must be 
listened to and given<consideration. -- : , '.. 

Ai en AssociatSon we recognize that the whole question of indus'trial 
mobilization is plagued by the same.factor~ r3 which have always prevented us " 
from developing an adequate inventory of our skills, machines and resources. 

" 
First: There is a general public apathy to industrial mobilization 

which develops a negative effort upon necessary'legislation. 

Second: Any Industrial Mobilization Plan which would be adequate 
would be so incredible that too many people would scoff et it. 

Third: In the light of rapidly changing scientific developments, 
any Industrial IUobilization Plan becomes obsolete almost as soon as it 
is made. 

The first two factors can be overcome only by public education which 
is bound to develop. This relationship between industry end the military 
services 9 as the General has seid, will helg develop that. The third of 
these factors, however,' is very mu& our oXTn job. 

-12 



The industrialist, 'in the light of his recent cxpo'rioncqs, is 
wInoIly conscious of.tho requirements of the job, should another emergency 
2PiSe. He is well aware of the necessity for speed,' In fact, hc knows 
thatthe; national security will be best protected bj7- n'dagre!a.of prepared- 
ness which'anticipates.cniergency, He will assist arid coop&rate vsith'any: 
sens'ible 'pltin for industrial mobi2lzation,: provideh'tha Sortices approach 

'-him with a respect and understanding of'his problems in peacetime-as 'well 
ds in war. , .;:, z ‘. 

I 

' : industri.al mobXl.ization demands that the military machino and the 
industrial machine bo comp1stel.y integrated, To.do thi.s &e,must first 
eliminate all points of friction and dislocation, and second, adopt the 
m,ost effidient business methods, The Navy Indusfridi: Association, the 
Army Ordnance Association, and the Services themsel3esere working ,'. % 

~,intell.igently toward the solution of the first problem, 
', 

And,the second must bc approached by some over-all plan which will 
give us a perpetual and liquid inventory of the resources for ,NationaJ. 
Securkty in materials, machines and men, Ten thousand‘ships in moth bnlls 
are useless unless the modern installations necessary to their effective 
operations are in stand-by readiness, We may have the desiin 'for the best. * 
rocket or jet engines in the world, but those dJ4. reigns are useless,,unless~ '. 
we have enough special alloy steel from which to build them. , 

. 

Any such over-all plan will+mbrace elements beyond the I-imitations 
of-.+&e discussion here, but let me remind you of the chain of considera- " 
tions which h.$ve a bearing on industrial mobilization. 

. 
The Na-tri.on's for&.&m policy must be backed by Its'mjXtary power. . . 

Bilitxy requirements wi?J. then be formulated in terms of the men, 
weapons, equipment and supplles nCcussary to the natienal securi,ty,and. 
to fulfilling our responsibilities on the Mxrnatd.onal scene+ 

, 

,: 'i 
These requirements &~~st; then be translated into pl&css of manufacture 

and schedules of arocurement--schedules that go-all the day b&k to raw 
materials, machin& and mnpowGr. ,, . 

IIue~cons~deration must be given- tp citiiinn economy inprdduction 
schedules so planned. 

. \ .. I - 

Production cGpecit$ must be.&ed 'efficiently and any progsam.of ,, ; 
mobilization must combine a reaiistic coordination and balance. ,. ;.. [ i. 

ALL of this planning must, by its very nature, be carried on at the " 
very highest level, for it involves the ,prima.ry functions'of the Government;' 
cuts across almost every bffice in the Cl;,b$net, and comes -under the juris- .:.: i 
diction of Congress, 

.: 
L . . 3 , " 
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In the absence of such a master plan or policy, th+ activities of 
an association of companies deeply interested ir the national welfare 
are definitely limited in regard to national industrial mobilization. 
Our members are less interested in "unification of the Armed Services" 
then they are in coordination.of all the elements involved in an energency-- 
the diplomatic, the military, the industrial potential, and the r;ti67 material 
supply. T%e great concerns of the business executive during,the last war 
were less with'the Akmy and Navy than they were with the problems of supply 
of material and manpower. 

As I have said before, this must be a perpetual and liquid inventory. 
We must not stockpile obso4escence. Industry will do its best to keep 
up with the'Navy, and the Bavy,must do its best to keep abreast of industry, 
In our Association, we have the machinery for keeping.the two norking 
together in the most cordial and useful relationship6 Our people are 
enthusiastic and interested. The Navy has shown itself to be equally so. 
li!Ie are off to.2 good start on a sound program of service to the Nation, 

~GEMBAL McKIPL;LEY:~'.Any questions?, 

A STUDENT: Commodore iiichards, in their mobilization plan the 
Army and Navy Munitions 3oard, after the Army and Navy hnve'determined 
their requ&aments, 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 I\T,?vy the answer as to the capacity of various 
pIants assigned better than cL?n be obtained by going directly to the plants, 
so far'as both industry and science are concerned? 

COUMODOF?B RISEARDS: I do not think the association can give them a 
bettor ansEer as to the capacity of individual plants. 

A STUDFXT~ It is :z question of both expansion and conversion. 

CONXODOREC RICHAFDS: Expansion and convers.ion. As I understand this' 
plan that is being worked out, the plan for the use of the plants will work 
very similar to the way it worked in t'he previous war, primarily through 
prime contractors. In other words, the Kavy or the Army rtnd Ravy 
Munitions J3oard will not'deal with thousands of different plants. I think 
I am correct, General McKinley, when I say that in the last ?rar 90 :oer cent of 
all contracts were let to ten percent of industry. 

GEJBRAL UcKINLEYr I vrould not know exactly. That is probably about 
right. 

com/EDom FLICHArn~ : ' And the question of the capacityof various 
plants was left in the hands &prime contractors primarily, and will bc 
in this case- I do not know whether that is the answer for which you are 
looking. 



I A STUDENT: .That gives me an'ariswer, but, I'thought the assoclatpon 
as an industry could,give dbette.r answer than an indiyidual could. 

dQX4ODORE RIC&.Rl% I doubt t&&t. - 

'GEI'X%UL tiCKIr;jLZY:: Let mo complicate that by asking you, should you 
be t& channel through which the request would go? ', ""'I 

COXi?IODO~RFi RICHARDSr Not normally. If vve g&into such a channel, 
we will run.right into Mr. Clark cn the antitrust laws; 

G~~322AL &X&LEXr You see one of the disconcertirzg'things in collcct- 
ing all th,is capacity information is the fact that your various bureaus 
might--for instance, if they are all working on their ovm individual 
problem--have an interest in some product, capacity or ability of a single 
plant, whereupon the sin&lc manufacturer is pounced on by three or four 
different people, 

., " 

COi?&~ODOF23 RICHARDS: I believe they are attempting to,solve that 
problem, at least in the Navy Department, through the Materials and 
Inspection Divisionr. 

GERJZRAL WKINLEY; As a clearing house. 
I 

:f !,;, : 

n COWODO,RE RICHARDS: Yes, .the Material Division acting as a 'clearing 
hoyse fcr 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 this2 Its,nambers 'are till!ing. to 'be ,used as guinea 
pigs in arriving at a form of ~,a,dequate report that can be used throughout 
the industry. That, is, if they devise something.and send it to us, we will 

‘,. give it.to a firm to Jill it out and ccmmont ,o'n it-or four or five firms- ' 
and instead of having every Xatorial Divisin'ti in every office send out their 
otxn form5, try to get one that &ll do all the work. 

A STUDtiT: The other po,int‘?.n there was the question-of prime con- 
tractor; If we deal only with the prime .contractor, how willws know if 
they aye all using the same source ‘of component from their subcontractor? 
I thought maybe'the association'could clear it. 

CO?ZM3DORE RlCHAPDS:- You are getting into a pra$tical problem that 
is practically impossible to solve with &nericsn enterprise andiindividu- 
aJ.53y. That is, a, question of regimentation. 

GENERAL MOKinley~ It is a rather jmportant, prcblem, though, 
involving duplxation;, ' 

;. 
COiWODOP;E; RJ'CBARDS: 'It is un ,imp?rtsr& problem b&as you said, ' 

General McKinley, you break down all the theories that the Secretary of War. 
mentioned this morning. You break do?nm some of the theory. Youare going 

. . 
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to have it done to a certain extent, but it can be done m&e easily through 
prime contractors than through individuz&, I am quite convinced of that, 
because the main, big, prime contractors, even in peacetime, use anywhere 
from one to 3,000 subcontractors _ , pnd they learned that lesson. 

.' 
GElW%L WKIfiJIXYr I ran into d very glaring, example of duplication 

' of facilities in the Departmentts old Quartermaster planning before World 
Nar II. 

The Chicago District took a lot bf.rubber goods capacity and said 
that it could get that stuff there., On investigation, it leatined Lhat 
every bit of that capacity was already scheduled for another district, 
and the small manufacturer. there-was merely planning to subcontract it 
into facilities that another district had farmed out on the same olloca- -. 
Lion of facilities. ,230 it is a very dangerous thing unless there is some 
record made of the subcontractors that are proposed to be used. 

CORXODORE BIC&i?DS: The first thing we have got to do is to get 
down far enough in a piant to know what you'ara going to 'do. Ke have not 
got th2-t far yet. 

GEl'XERAL '3KKJXUY : Yes, first we have to find cut what we want. 

A STUDIZJ!T; I have a couple of questions, The first one is this: 
You commented on the Bureau of S. and A. sending efficors out'into industry, 
Bave any of your members or has your organization made any plans for sending 
young executives to the Navy as a counterpart of those officers that the 
Navy is sending to industry? 

: 
CO@IIODORE RICHiLR'X?, l J_I . Yes, while it has been dcne only for' short 

visits in a 'few 'instances, there is provision for it and the Navy is will- 
ing to take young executives filr up to three mz,nths, is not that right, 

, ? Willard? 

3 'JqJR. JrjJ$SB\J ; ‘ho-t quite that long; a&jut' tvz<> months; '. 

CO&MODOR~ RiCH;ImSa But as yet there has been none from industry 
that has volunteered to go. The Navy is willing to take thorn. 

X8.. JE1JSEI': : They want Reserve officers. for a two weeks' training 
duty. 

k STUDJWTt I\!@ other question, sir, a few months ago there was a 
committee here in the College,, !investigating employment of ir@ustrial 
specialists by the Government during war. fit th,-zt time we tried unsuccess- 
fully to get an opinion from your organization as to just what you thcught 
about how industrial specialist& should be placed in the Government. Do 
you think they should report in uniform or civilian clnthes? 

. 

.., ,: : , 
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. COl!~~ODOBi3 RICRARDS: Did you not try to get the'answer out of me 
: before and' I did not give.it to you? 

A STUDENT: 2 thought you would speak personally and not as a 
representative of the association; 

CO&iODO?~ RICHARDSI I.think personally they should-be in uniform. 

cliImrnLLl;L McKII?JLEY: You think that gives them protectibn? 
: 

COJMODOR'E RICHARDS: Yes, it gives them more protection; also you 
know it is a great advantage. 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 upand up, and also solve the prob.lem of hovii' to keep 
people from attempting to get to them, yrju will solve that other problem, 
,too. He will not need that protection, He gets more of it in uniform 
than he does if he is there in civilian clothes, but that does not eBen 
protect .him. 

I'm STUDENT: Do you think he should be used in the industry ?,$th which 
he is most familiar or; in order to protect him from himself, should he 

,be.placed in another industry with which he is not familiar where he would 
riot be used. ,. 

" CO~BiODORE R%CR~DS: There is no sense in putting him in another 
industry. You do not want to.send.a man from the steel industry to buy 
copper. Xe did a lot of it, but I do, not think it is good, do you? Let 
him use the adv.antages of his previous knowledge. 

A ST'L'DEEI\JTt That was the <opinion we wanted to get from you several 
months ago without success. 

&X~.ODORZ RICURDS: I did nr:t want to put i.t in writing,. 

DR. YOSHPE: I wonder if you would tell us what is your association's 
concept of the principles and policies which should guide the military in 
establishing their organization for procurement and procureinent coordina- 
tion for the Navy in peace and in war? 

, CO33QDOI?E RDXARDS: I did not get the question, 

.DR, YOSHF%: I thought the group might be interested to. know the 
conceptl.on that the association has as to the guiding principle and policies 
for the military in setting up their orgx&?ai5~ns for purchasing and for 
procurement cocrdinaSj..on for the ~\J~vJ in peacetime or in the event of an 
emergency. e f, 8 . 

GENERAL &KIML&Yn Where he stands on unification? 
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DR. Yr3sWFs~: I\lo, I was nc?t concePned:wi.th &~ifying. I'vfas concerned 
more with how the assccintion felt about such'yuestions as cantralising the 
purchasing in Washingtcn or having it done in the field in the vicinity of 
SCW-ces of producticjn, Seccnd, where ydu do have procurement in the field, 
what is the practicabili:y c-f having common servicing of contracts? , 

C'OI!!~~IODOi?l3 IUXAi~DSt Wll, now, let me get, dovrr to me basic pri.nci@ 
of the association. 
time :yxing. 

The asscciaticn, as I tried to sqy, is at the present 
It does not feel with its'present knowledge that,it is in a 

position to dictate a policy to any of the military services. as I said, 
the tim may come when wc kn&'enough, when we Will be willing to tell 
s&r&one that we do.not approve of what thcy'are doing, Vie ,h.sve ncrt reached 
'that j?osition except in specific instances. : 

The $ssociati$nts purpose is to suggest and give adtice, but nut to 
att&pt to dictate what shell be done, In other words, as' an -exartqpl~, we 
may~advise the JYavy Department cn some sf its contract proca$duros. It is 
then the IVavy DepartmentIs decision to do what it thinks best; We will 
suppcrt that decision, whatever it is, Xe will not attempt to force our 
point of~$-iex#, whateve'r that may be, upon the Navy or upon any other 
government 'agency with.which we are wc,rking, because we :are nonpclitical 
and honprofit;. 'We hive done 'that consistently. liki were jumped i:n quite 
a bit for not getting into this unification business,- 

i; STKiXXTi" Does the assnciation get'inW'industria1 areas zr into 
the distribution and transportation problems? * ,. 

c~?ll~~oDom IzIcmIi~': Ncjw we ccnfine cxrsclves to what ,ths Navy 
Depzx3men-t asks us to 3e-t into. If they ask us to make recnmendations 
or' to study a distributional pr~~blam, we will bo gl$d tG dn 8~~ 

ii STLDENT: I mexnt the basic rre6bership of the association. .I. . 
cowoDoFt~ RIC~U~~~DS: It, is fundamentally industry. 

:. 
~STDDEJVT: The name cf the associatj.ari'.o'mdodies the v:erd 

%ndustriali" Does that mean it'is confined tx ‘heavy manuf.-xAuring 
industries? '. ._ 

C(X@ODOP~ E1ICU:RDS : " IIt i$ fundam~ntally..ccinfinetl to iridu~*kqy. It 
is wiIliug to accept membership from any reputable firm which is interested 
in the Navy and which &&'contribute td the A?med'Services. But it is 
bssic&ly ‘indd~try~. We have no power companies in it; fro bankers, no 
brokers;, 

,. " 

GU'W1I1L NcKINLZYr Y Of ccurse, A. T, & T is a manufacturer. 

.: 
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