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PLANNING FOR ECONOWIC OBILIZATION

11 SEPTEIBER 1947

DR. HUNTER: Last week when I was up here I was talking as an econ-
omists Today I wall revert to my role as historian. I plan this morning
to review in a rather sweeping fashion the development of military plan-
ningin this country since about 1000, One need hardly go back beyond
1900, for until prodded into action by the Spanish-American War experience,
we really had no militery planning in this country of any kind,

The United States was not the only country backward in this respect.
The concept even of strategic planning, let alone logistic planning, made
11ttle headway anywherc until about thc middle of the nineteenth century.

Planning in this ficld was particularly slow in getting under way
in the United States. We have here, of coursc, the decp-seated public
dislike of war, and associated rith this, th¢ distrust of the military.
The results we arc all famliar with-—an unwillingness to maintain the
Militery Esteblishment in peacetime on anything more than a token basis.
When war comes, a frantic and confused effort i1s made to put the Nation
in a state of preparedness, The 1dca of planning for somcthing we had
no desirc or intention of doing, making war, had no appeal to the American
people,

Such a climate of opinion wes unfavorable to the development of
military planning. The military never knew under these conditions vhat
they night plan for or on what scale.

How far this country lagged behind is suggested by our experience
in thc Spanish~American Var, On the outbreak of war in 1898 thc Army
not only had not developed any plan of campeign in anticipation of war
but it had little or no information on wvhich such a plan could be based.
The plans of military mobilization had received little or no attention.
The same was true on the logistics side, One example of lack of planning
for supply is indicated by the fact thabt our expeditionary force to
tropical Cuba was clad for the mosl p il in woollen,wintcer uniforms,

The conduct of the Spanish-American War vas pretty bad in many
woys, as the postwar investigation clearly brought out., This hastcned
many reforms in army orgenization and admimistrstion, It czlled atten-
tion especially to the lack of any ccntrel agency for the formulation
of general military policies and military plans., Under a new Secretery
of ™ar, Elihu Root (2 mon wathout military experience), steps were taken
o give military planning the importance it required,
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In an early report, Secretary Root reminded the country (and the
Army) that the primary oogect of having an army is to provicde for war.
But, as he pointed out, 1n the 33 years between the Civil War and the
Spanlsn—Amerlcﬂn War, prpse nt utllltv rather than preparation for war
was the pranciple on which the Army was run.

The first step taken under Sccretary Root was the establishment of
the Army war College in 1902, for the systecmatic study of plans for
action under all contingencies of possible conflict. The second and
closely related step was token the next year, 1903, when Congress pro-
vided for a Generzal Staff, The pranciyple responsibilities of this
General Staff as lalid dovm by Congress wercs

First, to preparc plans for the national defense and for the mobili-
zation of the milatary forccs in time of var,

Sccond, to inve stlgwtc and rcport on 01l matters affecting the
military cfficicncy of the Army and 1ts state of preparedness,

For a variety of rcasons which ncedn't be gone into herc, the
accomplishments of the General Stoff and the Army War College 1a the
planmng field przor te 1914 werc not impressive, duc in considerable
part Yo conditlons over which they had no contnol,

In the years immcdiately preceding the First YWorld Var, the General
Staff 1ssucd twe comprchensive reports of speclal lmportian in refer-
ence to our Militory Estoablishment, The first of these wis oh» "Report
on the Orgamization of the Land Forccs of the Umited States," published
in 1012, The second was the "Stotoment of 2 Proper Mlitary Folicy for
the United States," published in 1915,

In the first of thuase reports therc is only the barest reforence
to the problewms of procuriment nd supply--and principally in two brief
footnotes.s In the sccond report, macde some wight months aftcr the var
in Europe had gotten under way, under the heading of "Reserve latcriel,®
the fOLlOJng rcvealing statement wras mades

"Of all the featurcs discloscd by the var an Europc, nonc stands
more clearly revealed thaa tne po ~» ' be derived from national organiza-
tion behind the Armed FOrcesS. « o b*cps should be tckon locking toward
2 national orgonization of ocur puonomlc and andustrizl rosources #s well
as our rcsourcces in fighting meun,"

The rcport went on to propose that the equipment of the huge Army
which wvould be recuired in var, cspecizlly for reoplacements, should be
provicded for by obtaining outlwns with manufecturers to furnish 211
regquired supplics in accord vith tentative contracts to be placed in
time of peace.
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The second report was followed in November 1915, by a supplementary
report on Miobilization of Industrics and Utilization of the Commercial
and Industrial Resources of the €.l - for War Purposes.”

This report reviewed briefly industrial mobilization in Furopean
countries in the war up to that time and urged that measvrcs should be
t1ken to prepare for industrial mobilization in the United States, Spe-
cifically, 1t recommended the passage of legislation requiring that
priority be given in an emergency by manufscturers to military orders;
1t urged further that legislation be prepared cstablishing a Board on
the Mobilization of Industracs Essential to Militayy Preparedness,

A sccond, and curiously éontradlctory, supplementary report was
publashed by the War College Division of the Generel Staff at the same
time (November 1915)s T refer to 1t Just to show the uncertain and
conflicting statc of mind, cven among military men, at the times It
makes rather curious rexding in view of later developments,

This sccona report was cntitled %Personnel versus Matericl in Plans
for Nataional Dufunsce” It vas pointed out in the preface that the report
was occasioned by a statcment by onc of the most noted men in the facld
of scicnce and invertion--his name was not glven--to the effect that
"¥ars in the future will be foaght by machines and not by rien." For
somc reason lhe War College vas greatly disturbed over the statoment,
and thc main purposc of the report was to wam against the danger of
overemphasitzing the role of metericl an wrr, The renort declarcd that
the "Importance of motericl wes cxeggerated by the svcciel situation in
Fronce and Flanders," Further, "Thce influence of matericl on the issue
of a war is usually much overcuphasized, It floats on the surface of
events, where 1t catches the eye of the superficial observer, ignorant
of the profounder movements bencath,™

By 1915 there was a growing awarencss throughout the Scrvices of the
industrial problems arising out of lrge scrle varfare and a number of
preparotory mcasures werc t:oken. In April 1915, the Treat Board was
sel up by the War Department to study types of field artillery and
ammunition supply. Its rcport stressed the huge size of the problem
and 1ts industrial implications, The Board recommended the immediate
mobilization of reserve facilities, silressing thc importancc of the
time clement in getting into ordnance production., In October 1915,
the Naval Consulting Board was c¢stablished with a membership of indus-
triclists, enginecers and technicians. Its function was to advise the
Navy on technmical and production problems, Among other things, it car-
ricd on a campaign of industrial prapar.dness, The Board's chicf accom—
plishment, probaobly, was the preparcticn of 2n extensive industrial




inventory., By December 1016, a lict ~f scrme 218,600 industriel plants
had been cornleted, Under ithe acl oi 3 lLarch 1C15, the National Adva-
sory Cerrmassion cn Aeronauties weos establiched., Its massicn was te
dircet research anu stucy nroblems of aeronautics, 4amcng cther thines,
1t compiled a census of aircrait and aircraft engine facalities. Then
in Sovemkcr 1816, the lar Lepertm=nt appeianted the Keman L.ard, as 1t
was called, to investicate the Naticn's munitions rescurces anc the
advisabilaty of large scale governwrent manufacture of anrs and —unaitions,
The Xeinan Beerd rcported vnfavorably on the prooosal tu rely mainly on
a gevernment munitions industry. It oreoared seme plans for the conver-
sion and cxvansicn of {ncilaties acd advocated vari~us other mezsures,
wncluding the steckpilirg of strotepic materials.,

Tt 1s-imcortent to ramepber that mest of the measvres taken in 1915
and 1016 wore net plans for roctine 2 futire wervency; they were minsores
for ccalineg wath an encrecacy th-b . 2lrazay cn tne courtry, The ovt-
break of the war in curene crughit ws sluest corpletely lackang in tlons
for weetiang the situation., ¢ ». re nob mach better vrenarcd when the
war actvally camc to us dirccily an the sorang of 1017,

Grosven-r Clavksen, dairecter cof the Council of Netienal Defonse,
declarcd an his Yoot, "Incdustri~l &acrica in Lre Torld cr," thot s
lote as six wocks before ocur declirration of wor lac amy didn't have
cven mobaliz-tion ol ns for ony crmy of eny sisc. The resull was that
the Acvascry Commission te the Council of N-otaioncl Difensce had to toke
tic 1nitiative 1n calculsting reguairaments for -n 2my of 1,000,000 nen.
Cf corrse, the cclor pl ns on whach the Goneral Stnff werked and whach
the war College studiced, did not antacipsic cur participotzon in any such
giccntaic struegle as the Iirst «world Viar preved te bo.

Seese we f110d to DIrn for tho war ond foaled to ~nticipate the
kind of (mergercy thint duveleocd, we wore compelled to amprovise, ond
the results ncrc protty costly,

Gur most sweicus hradizop ~esulted nct frem the inndequacy of slons
for milatory wobilac-~tion-—th-1 vs bod encvgh--but from the complete
lack of pl-ns for mcbalizane the «cno-ic rescurecs of the N-itson., The
result wos conifusion and dlley, ~d more delay. There vas ercat delay
1 settaine 1p 1he kind ot cuntrel dircctaon -nd over-zll ccordia-tien

roguired,  Jlo crovevirent o mc by the cestly trigl wnd crrer mothod.

Degvat: the rdvwntoecs of ¢ cortam hord start, duce toe Allacd runa-
tims oxders, wir productron vne Just sctiine inte high gecr ~hen the
Amistic. ¢, In mnger 1tums o1 raturicl--cirpleonss, shells, and
artillery——our oxpeditaoencry force i o oonce wos suoolicd chacfly by our

Allacs.
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As 1s usual In pgstmwar pericds, the difficulties met with and the
blunders mede during the war came an for leagthy criticism and discus-
sien following the war. The general pnblic, the press, and Concress all
participated, and of ccurse the Services ccnducted thear omm ovost mertems,
The praincipal end oroduct of all this duscussion was the National Lefense
Act of 1920 and the rcorganizetion of the hailitary zstablishment under 1t.

This resulted in placing 211 phases cof military plannaing on 2 far
brrader and far stronceer bssis than beifcre the war. The General Staff
vas cnlarged and groatly strergthened, It was charecd vith the responsi-
hility for planning for n-tionatl delense ond for the use of military
{orces 1n war,

The Cfizce of the Assistant Secretary of war wos established and
charped waith resoensibilaty Tor the supervision of corecurement of all
m1litary suvplics and for th. zssurance of adequate provision for the
mobilization of mat.ricl and wudustrial crganization essuntial to war-
time novds,

Under this rcorgunized wor Department, three aspccts of nobilization
planning were recognized and proviand Yor (1) the strictly military (stre-
tegic) ohase, (2) the procurcrent pt oo, 2nd (3) the over-all industria
cr, more propurlty, the cconomic phase,

The milatary phasc comes fivst, The scale and character of strategic
plans determine s the nature end scope of the procurument job te be donc,
and this in tum determancs the degreoe of over—-211 mndustrial mobiliza-
tion that is neeessary.

The ¥ar Plzns Daivision of the General Staff was set up to do the
r1litary ploning jobe It made stuvdacs of and plons for z vericty of
possible wer sitvations. 1t made studies of the sizc and kand of forces
required to deal with cach possible sitvation, and then, in accordance
vath these plans, the General Staff prepared ats Tables cf Orgonization
rnd Equipment, 1ts feplacemont and Allowance Schedules, ond so on. Simi-
lar plaining v ork wont on in the Navy,

The procurcmint phrsc of plannincs had to deal with the problem of
making strotegic plans offcective by providing the necessary supplics and
«qupnent m the orounts nceded ond when recded,  For the basic data on
requiraments, the procuramuant plamers had to roly on the Goencral Staff,

The industrial and eccnomic phase ol plannan: was concerned with the
nolitical, adrministrative and cconcmic reasures necessary to enable the
civilian econcuy te carry the orccurement loaa, All three phases of
robalization plamnniang are closely interdepencdent., Cur concem here is
chiefly with the procvererent and econoric phases,

i
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A most irorrtant festvve of our plarning on the economic side, 1920-
1939, was ihe fact that in the seraed 1020-1739 it centered in the Mar
Department, The technical reasen for this was the fact that Con-ress
i the Delense Act of 1970, Jecticn fa, assimned this respousitility to
the war Lepartrent,  The substantizl reason for assamine 1t to the lax
Dipartmnt ond net to the §avy o1 to the ltar and Navy Tepartments jeintly
w.s ihe prevailing belici that the Navy would vnderpo relrtively latile
wartuae expasion, wher-as the smy mould be fzced with 2 tremendous
cxpansion——tenfold or mere. The :rold m ¢f nrocuring vast supplics of
m.beraicl and equipwrent when war cooie uuulc LC principolly the amy's
prctlim.  Sc 1t was locderl to direct the war Depsriment to cob under
the procuranont plonnane lead.

But Congress save thc War Tcoortrient responsitality for industrial
mobilizgation plonnin- os well 2s precurcnent planning, Proenrenent
plonning vesponsibialaty vonlu natvrally o to the procureont nguncy.
Iicdustrinl molelz’tiwn, on the cther bond, involves the whele civilinn
cconorty. Il vos eesontizdly o~ civilion function ond mn the rfirst ¥World
War had been directed by civailion ngencetes,  Coagress probably ccted as
1t did for mwo rcisens, (1) w. v e unnccustomed to thunking ol prepara-
tion for war 2s boing an ary doprce 1s a cavilin function cna (2) thove
was no sinple pencctame civiliim agomey mithin whose jurisdiclion aindus-
triel mobilazation praimerily fU1l,

“ithin the wzr Dopartnont, under the sup rvasion of the Assict-nt
Seerctary, cracnizotionnl arrenpcnonts were made an the carly trvanlacs
to do the plarrang geb 2ssimn.d Lo the % v Looartaont,

Theore was sot up in the GLfico cof the Assistant Scerctory a Planning
Branch mn 1921, This orprnizobion, nover vary lerge, carraed the chicf
plermang load with respect to hoth vortime vroc rerenl ond jndustriol
mobilizatien, Vhen the Amy ond dovy hunitaons Board was scet up, the
ncrsennel an the Jlaminy Pi-nich comnris.d L%k Arry side of the Boord,
14 drew up the Indrglrr sl hebllazation Plms and supcrvised orocurcmond
plennang cetivaiticn v ithmn the supzly awms and services,

It wos soon ricogmiz d that son. conradinntion of Lrmy end Navy pro-
curcment plonning #ooid be gecess v, woeec10lly an reord Le the ~lloca-
tion of mmdusirizl facalitaics, wn order te 2revent [racticon ond costly
comvetstaion in precunm ment botweon the Scrviees,  So oan 1972 bthe dmy
and Navy manations Beard was cstablished, ut cuvine the twentacs 1t wos
relrtavely annctive and accompliched very lattle.

Folloamne ths reorevaz tion zn 1929, the ANVEB came to cvocicice 28 o
rex1ly eftective 3 oant planraing ~carey, tut on the Army side the 1“l" ng
Frauch of the Offace of the assistant Sceretary continuced to caisy the
main load and supplicd most of the Beard's perscnnel.
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The dectailed work of procurement plarnnuing was the jeob of the supply
2ms and scrvices (Amy) and bureaus {(davy). The Planning Branch laad
down general policics to be follered by the precurement services, It
revicwed, onal;zed and coordinaled their planninz work., The detailed
orecurenunt plans for specafic atems of equipment and motericl veoe
prepared by the supply emm or service or burcan resdomsitle fTor ats
procuriment,

Finally, there was establashed »y the Assistant Secretary in 1924
the Amy Industrial College, with the primary maission cf training Ammy,
Navy and karine officers in prcbtlems cf precurement olanning and indus-—
trial mebilaizaticn, mu so far as amy oificers were concemed, for duty
i the Oifice of the assistant Secretary. The Indistrial College had
its bepinning an the Flanning Branch and at all times worked closely
with the planning zgincics, Its rclatien tc the Planning Branch and
ANMB vas simalar to that of the .ry o Colleee to the Gencral Staff,

The actaivitics of these planning agercres durmg the 1930's fell,
generally speaking, intc tvo bicad categories, On the one hand vwe have
the drafting of formal plans 2nd procedures, on paper, for effecting
procurcnent and industricl mebaitizotaion in the event of an emcrpcncy,
On the other hand, we hav. what rarht be descrabed as preparatory stoos
tokon 1 advence ¢, the crergoncy to imolerent the {iimzl nlans.

Undcr the head of preparctery stiuds were a number of activities, some
carricd on 2t the Plonning Beonch lcevel of the ror Department, but most cof
thor perfomed by the technieal sorvaices:

1. The corputotion of requirerents for the principal types of
cquirnent anda runiticns,

2. The detormaination of sovrces of supply and the making of plont
surveys——the Ixtter orovidine the basis for an clokorate facilaity inven—
t.ry. )

3. The 2llecation of facilities os between the amy and Ravy ond
yi1thin the smmy ond Javy as Letroeen their tochnical services and burcaus.

4» Negotiations with suppliers leading to acceptea schedules of
predvction to be put into effect whern in an emergency these fimms were
given fommal contracts,

5. Then, besiming in 1939, funds were made available for educa-
ticnal orders, te familiarize manufactv—ers with vrocucticn »roblems con-
nected with specific 1tems. These -avc:tional orders permitted assembling
the necessary tools, fixtures, gauges, ctc., and the making of small pilot
runs.,

~3
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6. Studies weie alsc made of the problem of cobtaining svpplies
of critical and strotosae raw meterials, Thas led in 1939 to the kegin-
ning of the stockpiling prorram.

Some cther nreparetury weosiuivs « ~ scmewnat less imvortant clarac-
tor were also taken,

So we have on the one¢ hand certain »reprratory ve2svrcs
other hand, we have the olaborate Induvstriel iicbiliz-taon P
their mmoexes,

The fairst cdition o the IND wos made public durang the hearings
b::fore the wrr Policics Commission, 1930-1931. Throe formel revaisions
cf this plan wire published rs gov mment decuments in 1933, 1936, -nd
1939, These plens were customarildy divided mmte tve parts, ono dealing
with malitsry proecurorent i the cther wath the broado: oroklor of
mobalizinge the industri.l rescvrecs of the Notaon for -cr, It was this
sccond tup\ct ¢f the Indusiriad v roaxlizobiow Plan - haick nnterelly ottracted
the wdese nublic attonta 1on. doe to bhe rolntive 1gnoronce of and lack
of izntorest in preotliens of pe corareat en the part of the o001 prblic,
It wi.s thais ph-sc ot plknu\““, too, whicn prescrtod the Trectest daf-
ficultics sinee il velvod not swnnly the piceing ond sorvicing of
centrocte, but the crgenization ma thc adnlnlvtrio-hn 2% the ertire
eccnomy for war. Alteoecther the planning job ossaiecned to the Scrvices
ias a tremondous onc, nd 1t wns onc krrlxd ch 1 the foce of very grant
diffienltics, not the loast of which wos public 1gneronce arnd mcificronce,

I ste1l not censider here in ony detal the story of what hoppened to
the TP vhen tlhe e.eroncy dev loped 1n 1939-19/1, The ricttor has already
rce ived some cttontan an the caferonee on Cr”“"izatlon and Adrinistra-

1on,. I you haove tare to oursve 1t further, T svugrest that yov consult
Dr, Yoshne's "Piins for h.dustriel kebulization® snd the lectire thot I
eave last year on "Intrcductien to 0t lizatien Plannine,”

Fhale th. Industrinl kcbalicction llon 2s scch was net adopted, the
werh of the zlannine < recres vreved te be vsefvl in rany vays 1n laying
the foundations, at any rate, for cconomic nobilizati-n, esvecially in
resvect t. wartume zrccerenont. Sut st ais equally true that these plannine
activaties farled to =2ttain their prirary objectives of producing plans
which n their prircinal features ot least were zdex.ate to cove with the
COPULtl s cof a magor crerscency. h ~opl-eg to each «f the three broad
phasaes of pl“rIan——mkllbﬁxy strstegy, precurement, and industrizl or cco-

neric menzlinntion,
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The plsns failed, 1t can be arpgued, not so much trecausc they were not
adopted as because 1n cé rlbnin funaanunt 1 resvects they were cither defec-
tive or, -nd this was cven more ssriocus, dceficient,

The plrmers failed to anticioste the megnituce, the complexity, or
the cheracter ¢f the wzr which ocvelopcd. They theoursht in toms of the
kind of war and the scale of warfere with which we had te dcal an 1917-
1918, They theughbt pruraraly :n terms of & lond war in a single major
theator, The maximum size of owny conteomoleted in the milatory robilizn-
tion plan wos four millaion men, Incidentally, none of the crlor plans

contemploted wmythiae arproaching the combination of cncmacs we actually
were te face—~this an spitc of the growth snd the publicaty given in the
thirtics to the Derlin-home-Tokyo Axas,

While in a very genercl way the planners anticipated the wartime
creanization in a2ts brood entlines, they failed to idrntafy and to define
scme of the most criticnl preblums cf cconomic mekalzzation, °nd of course
they failed to devasc the teclnigues ond precedures ossxntlgl for dealing
#th these preblems.

The werkn.ss of plaonning on the strictly malitary sade was scin espe-
cielly an the ditficultacs and dulays an defanang strategic obicetives and
i determicane the o recrnel and r2toricl reaiiremints on which the imple-
mentetaion of stratcgic plans acpb‘dgd. That was, you may rccall, 2 scrious
problem well down toword the ond of the war,

On the procurunent side of planning, there were also grave weaknesscs.
For example, thc fzilure to dovisc techniques for Lr-nslating matericl
rcquiranrnts into requirasents of row materials, components, m“npowcr, and
so ony th faalure to mticipate ond to make pl:ns for dealing vath the
very difficult problems of keupaing production pregroms in balance so that
ve didn't have too much of oni thing and nct (mough of cthcr things ncces-
sary to go with th. farst; and the failure to cdevise adeguate techniques
for controlling the dastribtution of critical raw materials,

Finally, the planning agencies failed to rive adeguate attention to
the organizaticnal machincry asnd the aaministrative procedures neccssary
to effect coordinaticn of the war effort as between the Amy and Navy with
respect tc procuran.nt, as between the civilian war arencies and the Amed
Services, and for bringing inbo balance strategic plans and production
DICIYamS,

One conclusion is, T thank, 1neocapa ;le to cne vho views the war =ffort
as a whcle—~—the failure to be mor dequately prevared to deal vzth the
vroblems ci economic robilizatiun was nol the faitlure of the malitary plan—
ning esgeacies alonty 1t reflecled weaknesses thrwmchcut the biiatary Estab-—
lishment as a wholi--weaknesses mn educatieon ond training, in outlecok and
in doctrine, in organizetion ond administraticn.
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It weuld be less than fair not to recognize that these malitary weak-
nesscs wore 1n some meogure, perhaps in larpc dlzree, a prodwcet 21 bottom
of rublic 1gnoruncu of nd Andlffe:cnce to the foets of 1li1fe, as we say,
with resccct to national sccurity and preceredncess, ond cof the relation
oi foreign policy to r-tional security.
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The foi1lurss md weaknesses in the orpanizoticn snd functiomang of
the Military Dstellishment, before and durang the tar, restlted an 2 number
of inguvairies end anvestisations @ athan the Scrvices, and of coursce Congzress
w2s net backward in moking 1ts ovn anvestizations both cniine and after the

ASES 4 .

onz and het duebate OVLT the récerganiza-
Ty . cadine cventvolly to the develepment

end posse o of Prblic Law 253, The Netaicual Sccurity Act oif 1947. In the

coursce ol tlras dciote much att\n*ﬁ'n WO F1ven t: the snortcoman~s of the

Serviccs 1n respuct to precuriment and supply. The brooder aspects of

cconoric moebilization else recuived cwn51du1:blo attention, elthovugh not

so much nublicity, 21 rnnin- acuivities, wiithar stratoeic or wath respect

tc procurenont cnd economtce Mubll_rﬂtion, Tmkewise reeeived a orobtty thorough

werking over ty thosc rost directly concemod, brt this phasc of the discus-

sion was probably the 1loost publicigzed ci =11,

The outcore ¢f ¢11 tras ».ns the 1
tion of the lalaitery Lstadl.shroant, 1
2

A nunber of acwncies beoar to concoern tP“WSanCS v1th the orcoblems of
plenning for cconcaic mebilization ever tefere the ond of the war., The
Incusti12l Cellege, for cxample, -ov  the ;u‘“"ct consaderable attention
alr.ost from the beginning of 1ts caclivation ecrly in 1944. As Captain
Porthington remarked an his tzlk last week, there were nurerous rescarch
studies, serinars and lectures preosunted here dealing with problems of
cconecric mobilazation,

Under 2 dairectave of the Upcer Secretary, 7 larch 1945, the College
mace oreliminary studies with respect to pestwar mailitory vreparedness,
and at the request ot the ope01al Planning Livisicn, “ar Department Spe-
c1al Staff, concemed with demcbtilization protlers, the Indrstrial Cellege
made a survey of ocur experience in eccnomic mebilisetion curing the war,

Pecstwar plemming in the Services, however, did rnot get under woy
formal sensc wntil Aucust 1947, 'h”L the Army and Havy lunitions voard vas
recanstituted. On the authicrity oi the Pwesidcnt the AJNR was designated
as the aiwcncy respeastrtle for ithe formulation of olans md oclacies for
andustricl mebalaizrbiun wnd fo1 tho ceordanction of planning 8 betueen
tho Servicus,



The nctivaities of AMNE ove deseribed 1n srmce detoil in the reprant
of the Grasman articlu, WPlCh I shell assvze you have 31l read and will
thercfor. gaive no further cttenticn to 1t.

Under the general eversicht o AIVE (and in somc instances more or
less mmdepandontly of 1bs niticting action) orocuriment planning has
been making beadway wathan the Amy, Navy 2nd Air Forces during the last
two years, Thure are procurelnt planning wnaits in cach Servace, In the
tar Lepartment, the Scrvices, Supply ~nd Procurument Divisien, for cxample,
has made 2 good Twpinning in stirul-ting and ccordinating vrocurcment
plraning among the several technical scavices.

Cbviously, all this aclavity falls under the heading of interam plan-
ning, However useful, 1t 1s ¢nly a stop gap tu keep things meving, vending
the rcorganization of the malitary Establishment. And so for the shape of
things to come, we must tum to the Neticnnl Security Act of 1947. Prob-
ably wrany of you, 1f nct wost ol you, have olready re~d this Act, It 1s
worth taking home for cireful reading. Along vith it, some of wou will
fina 1t us~ful to cxamine the morn elakorite discussion 1n the Erorstadt
Repert to Secretary «f the Navy Forrescal.,

The Nataonal security Act of 1947 is tlie charter feor postwar onlanning,
The recrsmization prukucd for vndevr this &ct was influenced by three
primery considerations:

1. The lescons of eartire malitary experience vath reference to
crg.nization, leopistics, -nd plmnine,

- 2. The ancrensed m1litory responsibilitics resulting from our new
ond greatly cnl-rged forcign comratwents,

3. The new provlans of nationsl cecurity growing cut of the new
condaticrns 2nd wewpons of wer,

The National Security Act provades for threc planning agencics with
significnt rolcs in the ceonduct of eeonoric mobilizztion. The first cof
these 18 a continuztion of a wrrtime ~soncy, the Jeant Chiefs of Starf,

The sccond 1s 2 reinforeed wnd st: n’ oned orcwer agoney, the lamitions
Board, The thard is an entirely new planning asency, the National Sccurity
Resources Board.

rlzeing the wartame Joint Chiefs of Staff on 2 peaccetime statutory bas:s
1s a miJcr annevation and hos srcat importance for planrang., The National
Security act assimme 1o the Joint Chicfs of Staff, subjcet tc¢ the author-
1ty or the President and the Scerstary of Defense, the follovanes duties
anong others

11
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1. The prencratien of strategic plans.

2. The preparation of § int logistic plans and the assignment ‘
of logistic responsibilities in cccosu with these plans,

3. The review of wajor material and verscnnel requirements of

-

the milatary forces in accordance waith slrategic and logastic plans,

Here we have the organizational setup fer dealing with cne of the
major bottlenccks m prcduction planning ond programming in the recent
wu., the lack of clervcl and fim requirements projccted a rceasonable

distance into the future

Next we have the hMunitions EBeard, to be established as the successcer
cf ANEB, but cperating at a higher level ond with greater respensibilataes,
The Board 1s 2lsc given @ broader stztutory basis than the present ANMB
and 1ts Chraiman 1s o presidintaial appulntuc. It operates under the
directicn of the Scerctary of Defunse.

The Beard 1s charged wibh the ccordin~tion of preccurement, production
and distribution plananv and activaties wathin the Scrvicesy 1t 1s charged
with thc preparation of estamotes of vetintanl preducticon, procurement,
and personncl sz*usr'ln strateglc plannaingy 1t 1s further charged vwith
the cetermination ol relative pricrities of varaous segments of the pro-
curcment nrogrars, and with the assembly and revaew of matcricl and person—
ncl requircmenbs from Jeint Chicfs -~nd these from the preduction, procurc-
ment, and distribution agencies. in the last-nared, the concern is quite
evidently v ith the OULSTlOD of procduction feasibilaty, though the lenguage
1s r:ther round about.

The unitions Board further 1s rcquired to rccommend the a=81gn;ont
cof procorcnent rosponscibilitaes boso eific scrvices and to plan for the
standcrdization of specificativns wnd te recormend policics of stock-
pilimg strategic and critical mrterials, The kualtions Eoard is also
required "o ploan for the militery espects of industrial mobirlization,®
to use the language of the Act., The Industraal Cellege doctrinc s to
the tem “economic mobilizataon™ evidently has net reached the Hill wvet.

Nov, gust o few camrents on this "socncd up' Munitiens Board. While
abbrevialing the lancuage, and omatting some duties as 1 have, T think at
15 worth notairys the detail an which the massien of the Board is spelled
cvt, aand thc much mere comprehensive duties oi the new as curpared with
the old Iamitions Board,

It 15 intoresting to compore the law as adoptoed wath certein recom-
mendatione made bo Scerztary of the Navy Forrcsti:l in the Eborstadt Reseort,
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¥ay 1945. This proposcd a chaixman with power of dscisien, The head of
the Munitions Board doesn't have the power of decision., By implacation
thcre has tc be agreement by the Doard as a whcle. Furthcmmore, the
Munitions Board, accordinz to the proposal cf the Eberstadt Repert,
"shculd parallel in the procurement and related logistics fields the
autnority and responsibilitics of the Joint Chiefs of Staff in the field
of milatary stratcgy and operations." Finally, the Eberstadt Repcrt recom-
rended that the Muniiion Bcard's policies "sheuld be subject to and con-
sistent with thosc of the Naticnal Sceurity Kesources Eeard," olacing at
in effect vnder that Board. No such phrasc appears in the act sc that
integration of the policies of the twe plamming agencies must be effected
by other mcans,

Finally, 1t 1s amportant to note that the new vunitiens Doard 1s
respensible only for the milatory 2spects of andustrial wobailization,

Next we come to the most important inncvatien in the planning faeld,
the National Security Resources Foavd., The farst thing to ncte cbout this
Board is the fzct that 1t 1s plrced outside of the milatary establashment.
Its chaimmon 1s appointed darcetly by the President. The other members
are such hcads or reorcsentatives of the executive departments or inde-
pendent agencies as the Prosident shall-desimate.

The function of the Beard 1s tc sdvisc the President conceming (1)
the courdination of military, inarsir: 1 and civalian mobilization, includ-
ing policics regarding the mest exriective uvtilization of ranpower in war-
time; (2) programs for the effective use in wertime of natural and 1ndus—
trial resources for military and civilion needs and for the adjustment of
the economy tc war needs and condaitions; (3) p licies for coordinating
petuntial supplies and potential requirements in wertames (4) pclicaes
wiith respect to stockpiling; (5) pclicies for coordinating activitics
of Federrl agencics concomeaed with or engaged ain precvrcment, oroduction,
and distribution. The Board i1s also made responsible for establiashing
orvcudurses and sugcesting policies fer the strotegic relocation of indus-
trics, scrvicces, gove.nment and cconemic activaties crsential to the
national securily.

Finally, end this is of special anterest in connectron vath the debate
that has beon going on with respect t. whet kand of Industrial hobalization
Plon we should have and how #t should function, the law directs the Board
to utilize to the maxivum extent the facilaties and rescurces of government
agorcies ond departments.

Now, just a few comments on thc Beard and als functions. The National
Scecurity Act in const:tuting thas Board settled the issuc, much debated
in the last fow years, as to whether cconomic mobilization planning, apart
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from procurement plannins, should le a rilitary or a caivailian functien.
It 15 definately & civilian fuactien,

It is worth notine, th3i, crivary to the accerted opanion that a
govermmment ayercy never gives un autherity willangly, the Services appear
to bhave yielded on this isswe without a strugele,

#r, Krug, the last head of WPB, and Mr. Small, Civilian Procuction
Administrator, submitted to the President nesrly a year ago proposals
for such a cavilion toard as this, Resiress Wweck (€ harch 1947 issue)
referred to theuvr propocal as the "Hidden stineer in the Amy-Navy merger
legislation propesed by Truman to Congress," The article farther pictured
this sclution as ¢ civilian victory in the "military vs civilian battle
for the control c¢f the cconomy in raz2,”

Be this 2s 1t may, it 1s vortn noting that in most essentials the
provisions of the Natiomal bocurity Act with respect to the National
Securily lescurees Peard arid including the cxact title of the Becard are
the same as those proposed in the Brerstedt Lieverl to Secretary of the
Navy Yorrestal,

Scme of thosc an the A'WD regarded the proposed new arranzer ent
evid.ntly without cnthusiasm, bub they appcar nut to heve made an issuc
of 1t.

It 15 worth nctang, too, that the Industriel Mobilization Flen drawn
up ¢t the end of the first pestrar (interim) conrse herc et the College
rceommended that the fmeoed Services he lamaited to the milatary aspects
ol ccenomic mobilization and that cavilian agencices hendle the rest.

Just a fow words an couclusion., It 1s obvious that in the field of
plenning we have come a long way since 1917, We have established a system
of planning agencies bto deal wilh cach of the majer aspeoets ol econuric
mcbilization. The {imctious of these agoencios have been defined much
mcere brcadly ond ot the sarce time vith more precision than thosce of the
cld plannang agcncics, we recoeniuc nany of the weaknesses of the old
type ol pleannang wnd steps hcve boon taken to dezl with thom.

Obviously only a buginning h-s been made, although it 1s a very good
beginning., ¥hrt 18 an mony resonects the rost 1mportant planning agency
of ~11, the Hatienal Sccuraty hescurces Board, hirs yel to be established,
2lthough the chaiman has been nomed, ¥ch of the success of the total
plon.ing cffort depends uoon at,

Thank you.
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I den't know that the subjoct rives rise to rany questions, but if you
have any, lct us have thom,

COMMENT FEGH THE FLOOR: This 1s not quite a question. Tt is just
m «xtension of ycur conclusion, wath whaich 1 agree theoroughly—-that we
have conme 2 lon? vay since 1917, I chank we have come even a forther
dictance from the Seanish-fmorcam War, There 1s no question thst we
~r¢ further 2long thuan thet, but we st1ll are lacking in cur planning
SCOYC,

Onc feature which you dadn't mention this moming, nor was it men-
troncd 1 the Tncustriil Mobilizataion Plan of 1939 of the dimy -nd Navy
Munztions bBoard, 1s the guidaace to be civen that Poard by ancoiber agoncy
cf the wovernment., The Munitions Board 2s presently costitlated 1s to
usc other agencaics o1 the Coverment, but in rﬁny woys it 1s imprssivle
for th:m to get the stratosuce gulosn‘; that ' r. Iuprce was nsking for
lest year frem the Central Inti1lzicoance vruup. The cnly wey 2 mobaliza-
ticn pltn on Le current is o heve it In curng nance vith the Departmonts.
It 2s rcady to o neow, Howvo 2t o rengy bte go. Iave years from now, 1t
w11l st1ll bc roady to oo The onle vay we con knoew when this s to go
ic to have o onroocr mntlc Lla~mnc: officer. I or not bigeing any amed cgos
I am brineing wnt the roct thet e Peve never 7iven antelligonedl o proper
place an our nlﬂnnln? crobore, ond nntil we co, 111 the vlanning e do wall
be merely a srorangs dn tre doil ane boving we wall hat the right taorget
Maybo we u];l and L ybe we will not,

DR, HETE: s L think very cloorly in the twontics and tharties there
w15 uet surficrent ccovdin~iaon kbetweor the strategic planuers and the
rrocurescel cna mdustrs il mobrlazction plamniers,

QUISTIM: It appesrs thet ond ol o> rany constructive effeorts that
might be node proesertly 18 the stirulotion of the stardardization of equip-
meat, I would Jike to dnauise wbether oy particulsr agency has been
chareed with the responcilility anc 1s actuclly making an cffort along

thet linwe at the prcsont tawe?

Dix. HWNTTH: ch, tho Socuvrity ,Act of this yerr specifically provides
and cherpes the bunitions Enerd »2th the responsibility for activaties in

th1 axzrectzor.

QUITTIGN e harbinge back to Corvarder (U nroce's rorcrks, T aerce math
Ne

nim theroushly. I think pcorheds the Invelligonce Divasaon 1is the one to
toll us whon to ge zhead »1th uh“b Coloncet teary was asking alout.

TRe HINTER: T rmonot too ¢l 21 on the swtun, 1 shcould rathor heve
assuncd that intellaisence vould come Ly why of the General Sta-f, sne-
crireally by wiy cf the plamine division, which would shipe ovr mailitary

1
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mobilizaticn plans according to the strategic situaticn revealed by
intelligencc.  Beonomic mobilazation and procurerant olans would be
shoped then to mect the logistic reguircnients of thesc malitary plsns,
Low far 1t 1s dusirable fer the .r\cnrtvppt olenners to be cirectly
supplicd with strotesc ntclligerce L wovld not sttompt to say,

QUZSTIN: T have a guestion whick has to do vath teminolooy, first,
"eeonornac mobilization," Tt 1s that "ceconomic mobalization docsntt
convey te ae the picture that I think 1s intended, fLobilizoelion brines
up a piecturc oS a million mern trrinang to cris, ond the term “econzmac"
when 1 leck it up to find cut what it mcans, pertsins te the science which
i1reats of the pruducticn and cistibution of <realth.

I thark aceerdine to Steiner, 1n his L.ck In our required reading,
thit vhat we ere talking abovt 38 the COPXCqum’ from a2 peace cconomy
tc & nar ceconcay. 11 we eomle scy that it 1s conversimn vlanning instead
of mobilamation planning, then weybe cur transition would be better oc-

ceptec by the public,

Rieht now v¢ 2re roelly coinvertang frow the pezace economy te 2 war
econony. 4 vSC weonoay in the sonsce <f 1ts being a system of crganiza=
tion, a system of govemredt, rolatacal net netionel economy. e are

really convertine from o necce ecenomy to a war economy by changang the
crganizationcl structure of the Navy. we have o new neency crewted by

the Securaty et Ghewe ore scverel thincos thet heve a2 conmetation of

cenversicn., OS¢ if we cenld soy conversion planuin ——vhat zdjective to

use I don't know—-1t 18 net econcmic conversion plannlng——ont that woul
cor vey to mo better the adee of vhat we are trving to gst at.

reason toam talk-

Second, vo have the tem "cconoric vetaatzol.” The v
me abeout tems is Loccuse 1 the readingy ascigmment resterdey therc wes
a st.temont which si1a that _F vev veuld arrive at 2 better understending
oif the svbycct, borsin by scitlirg the tems you 2re talking abecut. Sc the
T4

tere Yoeeonomic potertial! likavise cavses me dafficnlty.  "DBeonodie™ accerd-
ing to the dacticaary is "oorte aing bo the science of ccenomics,” whach

1s 2 scrence whech trents of the production and distributim of wealtn,
ana "potuntial® is suucthing thet deesn't exast. Well, cconomic potwntial
Titerelly deesn't cxist,.

Hovever, 2f you folleow the thought of conversion from a2 oeace economy
1o a2 war ccontmy, an fve vs~ the term "milatery potentiel," then that
neans te ro vhol we are Lry g Lo sav. The ridatzry potenlaal ie anhceront
m the peecotiie ccanry ond becomes power after 1t 1s converbed. So 1
have thet conrvsion w mind obout tems sna T 1oy 1t cut on tne toeble for
what 1t 18 werth,

o}



LT DTS P
NS 3BU@U LJ@

.iLs »:J L

DR, HINTER: Tho problem of torrinoloey is vou~lly a very dafficulb
onc. e pick out a cert-in tem <r turme os a shorthond dovice for
reference to tn1n0° vhich arc cfbn very diuffidull ana very complex.

Trke the wemm "economic molulizatirn® to bLepin wath,  The term crizinally
was an adaptataon From the pbhrezoc "militory rckllizztlon," the robiliza-
tion of amics. Sc¢ vhen it ses discovercd that more was required in
proparation for var itha: simply putting the ammy on an cctive footing,
tncy took the term meobilization ond ~wnlied 1t to the incdustrizl arca

snd said Mindustriol motulisataor.t Licn, of coursc, vhen 1t w2s dis-—
covered that it tales more than the mobilazetion of incustrinl resources--
referring to menufectarins mdustriuvs--to weke war effectively, the broader
cuncept of ceonumic mobilazatbtion wes ccincd, .

I don't thaink really wc need bether too much atsut the termms i 2
Yiteral sense, o natler wa t conceot or teps you use, 1f you decade
to tuply the term Loo for an a literal sense, you ase lively to get irto
Girficulty. Vh:tcver temm is dmpleyod, 1ts usefHJness depends on “hat
reman s you are ovle to read in to 1t. I think 1t was decadedly helpful
1o shilt irom indvstral m\biljd“tion to ecenumizc mcebilization, yet 1t
hes scemeca aesirable te spc* d thic entire nerzed wn an crplanation of
wh-t econoric ncbalizaticn veslly involves., Vihile some tcrmrs fit the
situztion bevter than otkkiu, gvers terr aresonts ibs own probler., Take
conversion, fur ~ximples  The compotation ol this teym as a resudt of the
vublacity piven 1t in the recont var i1s pranarily industrial, t makes
vs think of convertine factrries, convertins cquiprent. Sc 1f yeu think
cf eonversior for ver, well, yiu ere not deibops too nuch better ol
cven whin jouv pr.lix 1t 11th che vord "cconomic."

Y

I vculdn't crge for snceiflic tom as the only cr hest temr for th.
ourposc. 1 don't think we have To cceept either of the terms suggested,
m any Tinal sunsce, e usce ther, work vath them cud try Lo zveid being
masled by thiom,

Tf Cecrgoe rasscimon 1s in the audicnes, I vould like to Lhrow the
cconorie notunti~l one ?t tar,  If not, } vill leave 1t unvil he gcts

on the platfiwn Irter o 2n the Course, and th.n you can roully gc for
hiz,

OMFRNT PR THT FLCOR: This is not all-inclusive, You alsc have
ceonorae acrcbhalization,

D%e EUMNTER: Another difficulty, too, 1s that you micht mceard
nebilzzation as being s*rp*y the pricess o shiftine the ceonory from
p.ic® to wav. Thet hoappine then? Deesn't mobilazaticn apply te the
actazl process of runninz the ecoa-my in warture. I hezve made at ¢
habit to s~y n cblllznrﬂ'ana runnine the war cconomy, bub you can usc
tl.is toeyrme—ond mory poople cdo us. the tem—-—for tho whele process of
cperating the eecnomry in wartame.




COILTNT FRGL. THE FLOOR: Actunlly T 2w en article an the peper the
other day vhlch would midiczte thol possibly we are on the right track,
7t was alone the liaes ipxt munroo and rec were talkang about in connee-
tion with the Contrzl Intellicwnce Group. Thére was a statoment about
the presont heod of the Cenbrel Intellipenice Group—-11 the scurce 1o
relizble--thet hc 1s dassaticfied with wany ol his reopresentatives over-
scas. what he wwnts 18 not one ¢ rb « o there for the miivtzry angle,
as the militery atteche, but he o them to be indusirmalists overseas,
to Tive 1 those countries, H°t LS, he would assign o man to Frence who
wﬁuld live there for 20 yerrs, taling it on ag 2 pomanent aosignmert.
appears to me that is a very sorwerd-Jockins stcop lovard getting the
acress when we have to start econcemrce wmobiliazation. I none the
cmenb 18 trve. I am not satsesficd wath the scerce, bnt I think it
10"19‘ the line #e r~ro "fuur.
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TR, HUNTF:  &ny othcr quaescions®

QULLTI0N:  From the dascussion of the fiold cf acticn and resp
sibilaty zssagned by the Nation.l Sceumty Ach of 1947 to the “alionel
Svcurity ihesources Toctra, the Joint Chiefe of Staff and whe Munity
Board, you cowpare thise f1¢lds wath the liclds of study assigned to the
Eaticnal "er Gollepge and the lpouctrial Coilesc,  Ip would aopear that in
general the Nalional War Cu?Lﬂpﬂ covers the ficld of sludy anclogous to
that of the {2¢ld of aclion ¢f the Joint Chacfs of Staff., It would further
copuar that the (ield ot study of the Industriazl College would compare with
the field of action assimed to the Naliunal Security Iesources Board.
Vould you care to comment on these matters concerning the Naticnal Secur—
1ty nesources Beard, the 'uwmitions % oarc, and the Industriel College®

DR. HONTTR: Your cuesticn is a eood one., It raises the issue of
the scope of our couvrse of study, cnce the now plenning agencies get into
oneration. The problom theve, of ccurse, "s to sce how this whole thing
1s colng to shake down onee t 10 f@OT?“D“Zull ‘n becomes effectiva, V1iall
ve concemn ourselves vith all phases of econcmic mebilization or 51mplj
vith the militery procuremcnt phase”

Conceivadly, the Industrmeal Uollege ml“ht drow 1n ats homs a bit,
The Incdustrial Colleec might prececed on the assumptaion that 1t wa1ll
concem 1bscl{ with the mere .bhtrlcted responsibilitacs for mebilization
nov belonging to the Amed Services pCﬂSLLilltl“‘ for thu walaitary
asncets of ceconoric mokilization, It w1pht be arecued that since the
Nationol Securaty hesources Board 1s =2 civilien apunc the broacer
spects of cconovic n-balization, whilc of intcorest e the Armed Serv-
icts and 1o the Industrinl Collere, would be uomOtht o' tside the direct
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scope of their intercsts There arc some indicalions that the broader
program will be cont nued, tnt whet the pollicy cventually may be, [ don't
Incwse  In my proevaious lecture I andicated that i my opanion 1t was of
great importance that the military services be famalier with the over-all
problems of cconor.ac mebilizataion as well as with the problams of sro-
curcment and procurcment plonnang, Totel war weans a war in which all

i the Nation portacipate.

As I suggested then, 1t scums to we that in order to have effective
teamwork cach mamber of the team st have et least some understanding
end scme familasrity with the job being done by the othcr mursbers 11 therc
18 to be really hamonious and effcctive coordinstarn, Toc Jong the
Armecd Services have lived in a little comer of thor . own, s-newhet
apart from the rest of Amcrcan socaety, I think we have to recognize
the undesirability of 2 continumcc of this situation, a situctien for
which the rosponsibility rests uoon everyonce in this country and not
samply upon these in the dAmed Jervicoes,

\

L.t us say the sccial isolaticn which hes, 1n the main, characterized
the position ot the Armed Scrvices has beon simply & natural reaction to
the condition of distrust and cuspracion with which the malaitory tradi-
tion2lly has buwn regarded mm this ccuntrv, The goneral public has to
wakc up to 1ts responsilility with respect to the determinotion of rali-
tary »olicy, and mn oo deing 1t 1ill, af cenditions arc mede faverable
by the Scrvices thems. 1ves, cease to regord the militery as straingers in
the madst of Amcrican sociely.

Arc th re¢ any other quaestions?

Thank you.

.

(19 September 1947--450)3/1.C,
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ESTRICTED



