L—F’[";‘\n"‘if""‘”‘"

TOREIGN LOGISTICAL ORGFAWIZATICI'S AND METHCDS
12 January 1948
I R
COKNTBNTS
Pace

SPIAKER~wJohn D, Millett, former Golonel in USA =nd presently
Assoclate Professor of Fubliec Administrasvion,
COlu_'ﬂbia. Universits’ I RN N EE X EE T I AN I N S Y .3 B B N )

G-HJ .AJ.LJ.\L DISG SSI .QIl!1"!‘l!ll..--1.*.'!1'-'..‘.!‘!.'-'..." 15

Publication Nwiber L48-£8
THE INDUSTRIAL COLLEGE OF THE LARYED FORCES

WiSEINGTCH, D. C.

' b N U '._-' F——‘. R e
Eﬂ ?":': LJ [

U L L'J'l.\:-.ﬁq I.J LI_J




l" . i ‘.__‘_jf

I T |

iﬁ
i
Ay

FOREIGK LOGISTICAL CHGANIZATIOLS .iI0 rETHODS

12 Jeanuary 1948

DR, HUST2R: 4t a National War College lecture lest rell, Mr. Bredie
referred t criticisms of the previous year's course mode by members of -
that closs. Among other things, thoy cxprossed thumqblvus in rather strong
terms to the cffcct that the lseturc scheduls hed "too drined meny professors
tnd not cnough men of sffairs." It is berely pessible thot some of you
ney ontertnin thet uncharitablo sentiuncat toward rn honorod profossion,
Lt ony vete, I shall prss over vory lightly the conncetion of tac spurkor,
Goloncl Millett, with o certain ¥ow York institution which was once referred
to by on unfriendly eritic cg the biggest "diplomn mill" in the world,

I don't know whether Coloncl Millett thinks of himsclf ns o man of
~Tfrirs or cven oo o moa of dis tinctlon. I dor‘t know, but I hove some
doubtg, whother ho n moot thet ~cid toest of & men of affrirs, the oxe—
pcricnee of hrving mut r mey roll, I do Xmow, however, thet ke scrved
~ frir port of the wer with distinction wader the Army's most dynomic
nrn of nffrirs, Genorsl Somervell, 4s o omomber of tho stnfr of Gencrel
Robinson's Control Division, he shnros, th-t Division's celobrated repu-
totion for getting into tho hedr of most of the moen of r~ffrirs in the

Army Service Toreccs nand the tochnienl scrvicos,

Coloxrcl Millett is o manmngement specirlist, - spoeinlist in the
nenegenent of the public busincss. dis o civilirn, ke hrs contributcd
wony things to owr undorstonding of thot ficlds You will find refcronces
to his publicr-tiowms in tho biogrrphicrl sketehs as en drnmy officer, ho
porticiprted in top-lovel menrgeneont of the Arugyle supply probluns ex—
perienced during World Wer II,

Logt swmer he wes cnlled boelr dnto the Service to nasist Gonercl
Hobirson in moking o survey of the logisticnl orgrmniszcotions ond mecthods
of ths mrjor Zuropern powers during Yorld W-r II, The results of thnt
investizrtion ore summed up in o ruport to Scerstiry of the Army, Roynll,
under tho title "Forcign Leogisticrl Crgruizotions rzd Mothods,” waich
we hrve in our librery,. Coloncel Milletd, this morning, is *o*ng to tcll
s somdthing of his scxpericnes last summer rnd will conceuntrate prinnrily

1 his Gornon exporionccs ' .

COLOWEL MILLEIT?: Gancrnsl MeXinloy, Dr, Hunter, gentlemen: While I
wag iz tho Army, I lonracd o rule obout spirking whick scome to be well

foundeds The rulc ist Hover stert out with ~n -pology. Tc prove th-t
I rm e ogivilirn, of ors kind or smosher, 1 rm going to viol~te th-t rulc
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cad start out with an npology. I owe 1t %o you bdeenusc undertriing o
soy o fow words nbont Gormrr cgonomic mobilisetion for war is o litslo
Prosugptuocs on my pert. I nicke mo preotensce of heving tric ¢ cxnuing
the subjoet oxhousbively, or of hnving uscd cxteneivaly tweh of the
originel source mnterinl wow nvnllobdle. I think th,Nc ig gbill » gron
dcrdl of worim toe o dore on this wholou subjoct which wrs by no nwnus
tovchad by owe offorts lrst swiuiicr, Furthorsero, virtuelly ~11 thnt I
now-~I could soy sore thnn thnty I could sy theat cverydhing I know en
n little extre-~-hos been thrown into tho roport Dr, Hunter refor d to
nomatient rgo.

I understand that in the course of your work here you will de
studying procurement orgenizstion shortly. I think it will be interest-
ing ot lcast to some of you to lock at parts of this report and, more
varticulzsrly, the section dealing with thoe Goermsn economic mobilizas
tion expseriences I fuar that my telling wou thie has rob*cd zme of all
the emmuniticn I might usc hore this morning; I think overything I want
to sazy is actuslly olso in this renort.e Brt I may be adble, in = fuw hlputb-
to summarize some of it for you and cell nttontion to what I think oro
the ospocinlly importeant cspocts of thot oxperie

I think I ought to bogin with ox oxplnnation. an sxplmnrtion on two
scercs, fFirgt, nony of ueg, I think, motimes 0311 %o berr in ming,
whon we ore comprring experioencus of ota‘* cowitrics with our own or whone
ever we ~ro exrmining othoer neotions'! oxperiineus, thot the institutions,
orgenizetions, orcrnating mothods of ruy notion, after ~1l, roflect the
post traditioms, historics, belicfs of fhot notion ond rre peeculicr fo
thet notion. I think wo hove spoken tos frequently of comprnroble expor-
icnce whon, os o mottor of fret, it wosn't ierly so gompnroble rs we
night heve imnginc d. I think thure will o r number of wloccs In ypour
stndy or uxeminntion of German oxpuricnces—I may polat out onc or $wo
of them here this mo Qing——whcro you will be porticulerly improssod with
the peculinr probloms, traditions, beliefs, rnd ntiitudes of the
Gov.orniment,

-

As n sceond rspcet of thot, let o sny thet I ropossing no Judguwent
rny kind on the Goerman Geoveranent or Feziism or cny of its cccouicr—
vhts. Thot is anothor story, I om ot intorested,

whpt the Germrns did or whet thoy were likqg, or ~nything ¢lsce I om
not hore for one noment s ~n npologisty nor an I hero g o prosceutoer,
Lot uws just put thet in the brekgrow:d, I don't lilie Nezis—-I

ond I don't--but thot is zcither acre nor thore,

With thrt bockground, lcot wme bogln vory quicikly to coxniiine whot I
thirk cre four of the outginnding ngpocts in the Gorwn oconoiic
mobilizntion cxporicnce. '
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In tho first ploce, theoroe wns in the Gernren Arny, ospocinlly after
World Wer I, considerrblo cpproecicnticn of the importroncc of ceoronic
aobilizotion rs on olenment of wor potontinl, Cortninly, nl1l of the
cvidenea——the documonts thot hove boeon published ~nd oxonmined thus for—-
indicntes thot the Gerrrag wore dotornined upon ~n ngerossive ver ot
sdme futurce dete oftoer 1918 to wekc up for ihe nmistrkes thoy hed nede
end the defert theoy hed suffeorcd in thoir first try.

Bc th-t s it ooy, one of the elencnts of the review of the Gernons,
1214-1918 cxporicnce wons na cxeninstion of thoir howo progron for araing
the forcos rnd o growing renlizaticn onong o nunbor of officors in whot
wes left of the Gernen Army ~fter 1818 thoat their ccononde mobilization
hed heoon frulty--foulty in tho sonse thot the inportonce of the whole
problom oI the wor potentirl of industry hod been ignored by the Germrn
Arizy leerders nrnd by the Grert Gonerel Stoff--ond thet, in conscquenco,
the foreces krnd not hnd the equipiert ond hod not hind thoe sugport froa
tho homclend thot wns necessary for successful nilitrry oporation,

Hore thrn this, o corcefal reviow, cepeecinlly of Engligh cvsericneo,
convirced tho Gernan Hizh Comviend thot It wes cssentinlly ccononie '
nobilizetion, nore thon -ny other foctor, that hrd orought ~bout their
dufent, becruse it hed becn thrt Engligh ceonoenic mobilization which hod

orgoly cromed the Amcricnn nanpower thrown into the bol-nes in 12318,
thug bringing o hossy ord to the wor, (Wo often forget this fnet obout
our own oxperience in World Wer I. I %hink a coreful cxenminstion would
roveal, cortrinly, fthet not only wos it our monpower but it also wes
Britisih cnd Frerch netoricl thet brought -~nend to the war in the Weet
in 1918,) The Germens knew this, Tho Germoens hed beorn studying it with
o good docol of core, Thoy wore osiving for-rcnching, scrrehilng questions
rbout. thuir own oxpericnec. 8o o particulor groun of centhusinsts
interested prinnrily in orocurcront problaorns oo to reslize theat there
nust be sane kind of full-scnlec ceononic nobiligstion if thore wes to
be ~nother wor, Thisg wog o rocligation theat beenne Toirly well undeor-
stoed within the Zormin Army rs ceorly ns 19237 ~nd vorious acerct
arrongeicnts with Gornen industry were bogun ot thrt time ~nd weroe
espoclinlly brought to fnirly close colleborntion by 1927 in wint wns
kriown s o "stotisticerl socioty," wiilch wes in vonlity sinply o nonn
for cxchonging infernnticn botweon the r~rmy cud ost of the large Gernon
industrios,

I coonot go inte the dotnil of thesc prewer preprretions. It is
cnough to sey thot up to 1933 1little hnad beon dornc oxeopt tnlk, but
the talk had gonce guite o long wny.

The period fronm 1933 to 1939, of courso, wos o poriod of active
ccononic mobilizrticn, » pericd of -~ctive reormenicont with 1ts corrcspond-
ing burdome upon Goriesn irdustry. I think thet whet most of us heve
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friled to rocline is thot this ro-riopnont wdertoking fron 1933 to 1939
wes not nunrly so cxtousive ns it hos populorly becn presentcd to us,
The Stretogic Borbing Survey hos givon us souo hints on this scors, crd
the Gornen docunents which arc svoiladle to us tcll the rest of the
story. ) '

In fret, thore was o conflict botwoon two big dennnds from 1983 on
in tho Geroen cco“OWy, n confliet betwoon donrnds Tor tho nrnod forces
end domrndsg for improving tho civilian cecouony or, noro particularly,
the eivilirn stendnards of living; -nd it wns o conflict which tho Fozi
rogine never resolved. There were high norscns in tho ¥azi Govermucznt,
like Schacht, who wore deterndrnced priwrrily to rriss living strudords,
Meny of tho high ¥nzi perty officinls wero actunlly nerce intercsted in
roieing the living strrdnrds of the Gerien people then they wore in
arming the srmed forees. Thacy sow thrt o grent prrt of the proprgonds
volus of the Hozi regine dopended uwpon netunl, visldle evidonce of
improved living stonderds for the Gornea peoples  For thed recson, if
for o other, the Nozi rogino wos Jdotornined to dononstrate its suporior-
ity over its predecessor govermsent ~nd clso to crgus thot it wos bring-
ing cven grenbtor boncfits to the Goroon people then the Cemmmist roginge

to the cost woe dringlug to i%s pcoalcee

Before 1939 Germony hed only piocemcal roorncronts. I will eito
only onc sct of stotistics to denenstrote this, nlthoush there ere mony
which nizht beo uscd. :

ho Su ot,“ load but before
the complaota cecupntion of Czechoslovalkin, G raci Arny hed only one
Prnzor divisgion fully cquippolds - Aftur the i uro 3f the rest of
Czechoslovelkin on 15 Morch 1232, the GLr“ﬁLS "qulr sd, by cceupntion,
rost of the cquiprent for onc more division., And botwoon 1 Jenunry ond
1 Sounborber 193¢ thoy producid cnouzh to oquip ong morc. Whon shey went
into Polrnd, thoy hod the mmmificont total of throe aricred livisions,
with only 600 tenks in rossrve, Host of thosc tonks wore voxy ¢1bat
tonlzg--lerk I ~xd lerk II tonls. hoy wore only bogirning to get into
producticn on the. Merle IV, which thoy hod token lergcly ount cf hc Skoda
dosigms. Thoro worce probrbly in the neishborhood of 200 or GO0 lnrk III

tonkrs, Thot wos the nenrcst thing to o nedium tonk they hode So 1t
wis no very groad ond glorious achivvonunt thet Lnd boun reclized,

On 1 Jonuory 1939, after the scizur c o
1,

In the aireraft £iold, thoy bhnad 2,000 front-linc corbot plrnos
divided rbout cvenly botwoen boubers rud fighter crafte I the errmnim
in Polnrd, which lssted, you will rcerll, throc wocks, hnd sgonc ~nother
throo wuuks, the corpleto stock of somunition in Geormnny would howve
boen cxhrugted,
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That wns nmobilization up to 1 Scptorber 1239, Thot story denonstra-
tos to ne the oxistenece of sone :obilizotion in Germeny tut clsce the ~lioost
corplete bsorcc of rny industrisl proporation for wor on the part of
~ll of Goronnyls victins, It was the lack of proporntion by the vietins

hot was tﬂu rorl tradcdy of tho situction in 19a9 rad aondin in 1940,

Fltlﬂr's wholo conccpt of ths stratcsy of wor wos based upon short
crmmnigng which would use up ¢ll of the avalleble moterisi thon in hond,
followed by poriods of rocuperation nnd reeequinping in preprration for
snothor short corpoign-—onc victin nt o tine, Thnt isg the kind of wor
he fought from 1939 until ho finnlly togrmed down in front of Hoscow in
Docombor 1841, But until thot tine, he hod Weoen succcesiwl in his prrii-
cular fiethod of cperntion.

4 Gornon Arny officer told me, lnst swwor, thet the General Stoff
¥ the Gornnn Ariyy mode one gront nilstrke, s he sow it, Aduring the wnr
yooars, Of course, I wns curious to Imow whaot thot wess He snid thot
Hitlcr ~sked tho Gemernl Steff in dugust 1939 how long it would toke to
dofaat Polnnd, Tho Gonerrl Stoff (whicr wes nnde up cescntislly of

athor conscrvative officore) told hin Lo sught ot count on defunting

Poltrd in lcgs thrn six wookgy ~nd, cof course, 1t wns dore in thruo
wockse Then in the spring of 1940 Hitler askod the Genersl Stoff for
o coreful cstinate of how long it wes golng to tole to defent Fronce
ond tho British Expeditionnry Force thet wos i Fronee, ineluding, of
course, tho armics of Hollrnd ~nd of Bolgiwn, The Goner:sl Stoff ~goin
wae very censcrvative in wrovering its ostinctos ond told hin thot he

ought not count on less thon throc months s~nd should b propered Ior o

campoisn bhnt nizat lest six nonths. It woes cccomplisihed in six WGoKS.
Fron that tine on Adolph lmow moro ebout nilitery stratigy thon tho dray
did, ~nd hc woulda't liston to the Army on onything,

I think thore is o orent donl of truth in thet story. Porhnps I
syt to ~d1 thnt the ArmJ sfficer, oven in 1947, 2id not sny "Adolph,!
Thant is my own torm of fanilinrity,

Tho rcel industrinl meobilization of Geornony bugen in 1242, It
bosrn ~fbor th: foilure in Russia becernce ovidant y il 1t wes only thon
thnt n ronl, oxitonsive, full-sesnle offort wos nnds to mobilize Gornonyls
ceonomie rossurcos, such s they worc--dut it was too 1-tol Tot only
wsre ths British, by Jonuary 1942, sut-producing; the Goronns in tonlks
end trucks ond alrplanos, but thero wes sur own potuntinl added aftor
Hitler kod the nerve to doclare wor upon us in Doconber 1941,

Lot o g0 on to sny thnt whilc therc was this opprocinticon in the
Gernen Arnmy-of the inportence of ceoromic nctilizrtion, it wrs not on
oxtensive apnrocinticon. It wos not so wilcsproad within the Officor
lor

ot
i
Corps onl nortieu

1y wivhin the Goner~l Stoff of the Goernonr droy os
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it misht heve boon. Rother, the thrce nost inportrnt Goruoon Arny
sfficors fron 1920 to 1940—§Succkt, Fritsch, and Beck—-worc of the old
Prussinn nilitory school, which wns stoeped iu the trodition of the
Toutonic kuisht snd belicved thnt warfore vas still o zotter of combot,
The only plnee where you could onin listinction or rightful fome in
nilitery cetivity wos on the bottle fromt, and thoe Gernan Genercsl Steff
coneopt wes confined $o combdot opernticnse  Thore woes no General Stoff
intorest in or concorn with nrocarcuont onttors whatscovers Thrt wes

true clear to the end of World Wrr I,

Onc of the most interesting cxporioncss we hed lest swiner wes
talking t0 o nan who woull correspon”, wo thousht, to n Gz in the
Aocriern Aruy. True, ho bl beon Juortormnster Gerernl of the Army,
the Gonersl Staff, running the - iz eysicon only fron . duly or
Aucust 1944 to the ond of the wer., The who hnl run the supply
syston of the Gornrn Awiy from th of the war up to thot tine

2d Beon oxceutold, so this -fiiecs tavsaciod hine (dost of the best
of ficers in the Gorion Army wore cmocubon shorily nftor tho nttonpt
upsn Hitlor's life in July 194, I woes enmzod when I discoversd from
the intolligence docurcnts that over 5,000 huigh »fficers wore exceuted
rt thot $inc.) Wo rskel this officor soncthius odout the znoturc of his
responsibilitics and nis dubics ce o Gunoral Staff officer in charge of
suwly oporcticns. YWe know, of course, thrt the Gormvn Aray Gonerel
Hondguarters wes outsile »f Berlin during the enbire wore 3Bub the
Gerornl Herlgquerters weg concorned sololy with field operaticns and
nlnost nover with the sunporting oporntions going on ihside Geranny
nroper.  Morc then that, the sunply officor simply took suchk informntion
~s ho wns civen from Berlin ~bout aveiloble suplics ~nd worried from
thnt point oz only nbout listributin- thoss to the vorious coubat forces,
in whotever menner wouli host sult ths str-tesic ond treticcl situntion
of thoe bime. He 41 not hove the slicshtest i2en ~bout stocks on hond
ingids Geormony or futurc procuroncnt schodulos, ~ud ho could not undorstand
why he shculd hoave boen eoncorncd with thot. It sconed to us that thot
wos o onozing ottitule,

As I srid, this very foct thet the Geruwon Genersl Steff isnorcd
procurcnont probloms cad cceonomic mobiliZation prodlois wes no indice-
tion of this continuing indifforonce, dsspivc the Worll War I expericnce,
townrd industricl mobilization. ‘ '

There wes in the Gernen croy, in oddition to the Genersl Staff
sfficor, o kind of officcr colled ~ tochnicrl officer, Instend of zoing
t0 the Kricgs—fltndniic (Wor Lenleny), which wos the iroining grounld of
211 tho Genorel Stndf officors, he went to whot the Goraons eelled o
Tochoischa Hochschule, which wong o civilirn institution for tcochnilerl
treirving,  The techricsl officer, who hoegwsne concerncd with induatrial -
rndl wroduction Prodleus, was locled down won, Indeod, he could not

N

beconme o omornl officer in thoe Germnn sroy uswss he hnd conb~t ex—




nericree. A nan eswld deeome o general offilecer oaly by serving in o
combat unit nt sone tirme, ~nd that wng truc clear to the cni of tho
wor in Gerneny. So while I say there wns an eppreciation of tho
inlustricl facter, I add thrt it was only o portinl cppreciationy 1b
wos not widesproad, '

Tho sccend important fector in Germrnn oxperiocnce is the key role
plryced by Germnn industry, - -

) fost of tho rosenrch ond doveloprent for thc rrrned forocs wrs
porlornel by Gernan industry. lost of Gernon in’ustry hnd largc roe
searca stoffg, ~nd nost of Germon 1n.ustry, it is quite true, lovoeted
port of its rescoarch offort o implermonts of war; but this wns lone
without much rssistrnce or much intorost on tho t of the nrmod forces
thenselves. Gormon aireroft were, of courso, hu51b"gu by thoe civilicn
rlrereft industry, ond nost of the imrnloments of war woere clge dosigmod
primerily in priveatc industry. The Urmy wns contont to toko whot wes
given it, In lrrge uort thet wos truo of the nnvy, ond 1t cortainly wos
lorgely truc of the nir forces.

There was not much intorest on the part of the n liary leaders
thumsclves ian the improvenent of the quelisy of war mnterial, This
necnt, then, thet whatever was “onc in Germenn industry lorgoely doter.
ninzd the quality of the wer motoriel. It wos industriﬁl know=how
comzletely which wns erxnected to privide the quentity of metorisl thot
wns wontod., The roscarch snd develonment pcoplo worricd ohout qunlitys
the industri~lists further hrd to HOTTY ~beub qupntltv

The %ochniczl sfficers of the Gorana ardy, such g thoy werc, &id
not usunlly hnve sufficiocat treoining te stond on their own feot ecompared
with the onninecer in Gerrrn industry, The onginoers, by onl leorge,
locked down their noses ot the arny officcr. ‘ .

I hnd n chrneo 1lost sumnor to tolle with one of those Gornirn ongzincors.
He hed cona sut of ons of the big stecl plents ~nd had ne o hich

Kazi officor, He was in jril ot Furnberg and thouit hc wes going to

bo tried, I acd heon toli that it has lLeea Jeeided nct to Sry hin., He

did not kaww thnt, ond it was not my Job to tell Lkinm, So Lo wos o bit
touchy whon we aeked him guestions ond wos inclined still to have some

of the rrrogonee b hadl ng o Nazi officoer whon ho wont arllivestiag oll
over Ger ~ny tulling the Industrinlists how to roluce war nnteriocl.

The nonent I oasked that engineer, who hnd haen tho top Hroductiosm on

on wor mnteriel during tho wer yeors, something cbout the technienl officor
in the ormy, ho would just ‘shruz his shoulicrs, throw cut his henlds, ~nd
oy, "Hmph, hipk., Thoy didn't rnount to o demn, Yo ignored thOﬂ."
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I thizk he wns cwar-vr'tlnf gimowhet, but I think he wes folirly
ropresenting tho attitule of tho oengincer out of Germrn industry townrd
arryy sfficors. Thot lnrsely npplics nlso to tho oir forces nnd the anvy.

The grost econtrivution nftor 1942 of the Speor Nindstryee-nnd I
will sny o 1littlo moro gbout what that Ministry wos in o minute--wnsg
to orsonize industry “fIOCthulV to furlfill the rospansitvilitices for
war nntericl which thoy hrd ‘cq91rod by n lon precues of oxmeriocnccs
Thore nover hnd Loen an offective degrce of o wv""r Adien -nont tho
industrics thet were n"ﬁmel in production or rouscorch and dewvelonmont
of wor nntoricl, nnd, in conscouonce, tho Szoor Ministry pl-ocod its
crnhagls prinarily upon cffoctive orsanizntion of iandustry to fulfill
its ros;ons'hllitlcs. This wrs the Hinistryls ronl coatribtution, 1t
sceng to ne.

m

s boings tho oy to his ilinistry. I think he is nob wrong whon ho puts
the cmmhogis he Jees on thet particular ngpect of his Job, IHo 3id
rornizoe industry on e rmeh nore offective brsis thon it hnd ovor Teon
aronnized toferec. He pl-ced responsitiilisy upon industry. Fe comploto-
ly throw ovoerlk.ord tho lerdershiy rrinciple so fnr ng the Gornan
ecomony was conecracd. He 0l Hitler he was ooing to 1o sey ond, bheenusc

*

Shcor spuke over rnd over noein of solf-rosponsivility of iadustry
'y

B

Eitler had the crondest confidenco in him, we o0de no ;rotcst eltbougsh
somme ~f the worty nen G612 not like it very woll, Sruer placed his contire

empnosis upon orornizing infustry into what he eriled o i cormiltboes
and oein rincs, The modn commdttecs were crndesroluct industrics, and

the anin rinss wore rew .ut: inl procogsing ¢uihutr105

sc LOJF'tt’”S hatl ~ ehedirnen who wes o lerdine industrial

o
fisurce, Spoer insisted that ho rast Me under (38 yoars of ase,. I he
could not find n uon, for veriosus rosscas, Wdor 5 nun“ﬂ of oe whe
would Beo recontnile, thon he woudd trice soneheldy oy 26 Tut with
doputy under =6 yoors of nao.  iere thox this, Sﬁo;r insistod i bourding
a0t the froxnt ﬁ‘ﬂh*hu would hrve nothing to 3o with chrirnca f Lorrds

cr with zrosidents—-~but thie technicrl mep. He wontci the en-ino.ors,
ho wontod the production exuerts prizmerily. Ho took thoess men cnd oedo
then cheirson of cormitteas. )

Then the various industrinl wnits, the zreducins uniis, hol o
representetive on the conrittees This coarticular ndn com:
Seerne the brsic unidt in pereclins out wer controet, in porceling cut
rrw weterinl,. in keoondng very coreful crofucticon rocords, in exchonging
know-how--thrt is, oxchanaing nll farme §f indnstrinl cxperience so thnt
the host prncticos of one yrolueing wiit in nn odndus tr" coul&'bo acnlcd
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on te another roducing wnit-—end in gonorslly coxercieiny eversight oF
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Ssoer placed the responsibility for perfornnnce one haatred porcent
upon thess noin ernmittoes nnd those nredn ringse.  Thon he 513 thom it
was up to thenm te perform nnd 4o the Joo. It was cnazing wint wes
ceeommlished nfter 1942 until the lnst gquorter of 1944 when Gormen
indastry hogon to czllapso, 3y ~nd lorgo, woar production wos inerensed
~rbout threo tines durings those threo yenrse It wrs larrely doney I
think, without rny ndditisns to nonpower rnd withiubt ooy gubstrntinl
addditions to row noterial suprly, but throush rationslizaticn, tho usc
sf the best industrinl practicos of onc prosucing unit throushout the
ontirc indastry, rud throush the tuch wore coroful- control of, tiio use
of raw moterinls which was mndo possitle through this pottcrn of
industrial or.anizntions , o .

The third ~sseet of Goroon mobilizetion exporioncs thot I went to
sny soncthins rbout wos the confusicn of roninistvrabive orge

I% oy come ns somcthins of o ronssur~nce o you if I hnstily
assort thet 1f we hod our orsrnizaticnel end adninistrovive provleons
in Washington durins the war, they woro nething comporod with whot
wont on in Gerneoay, We uscd to hove some guostion whother the encny
was oubsido the Tnitod States or in the Socinl Scourity Builiing.

Woll, we only wonlored, Thore was no doubt in the Gornen minds that
ho ecnemy wes richt back home o large part of the time. :

The confusion besan irmedintely ~ftor Hiticr coanc inte —owor, Th
Gernan Arny hnd dome the plannins Just as our aroy hnl Jonc nyes of the
industrial mobilizntion plnonmizn~ in this country hotwsen the two wars.
The Gorman ~roy hed o nunhor of ifcas otoud what inf of an ~dninistre~
tive orsanization should Bo sot wp in crior to us2 the rosovurcos of the
country offostively for the profuction of wrr prtoricl, Bub Hitler
serapped ~ll of those armay susestions. More thon thot, Gonornl von
Blorberg, who heconwo Minister of Defonsoe ond thon inistor of Wer, o
kind of sumerckhiof over the throc conmonont ports of the armed forcos,
never pushod very hard to geob the army supmostions occented. Ho wo
rmorc or loss contont to zo nlons with whrntovor was providod through
tho mnchinery of the Nozi resinc, * '

ig cerly o8 1935 o soerot defense low wes passod in Gormnny wikich
cnlled, in time of wor, for o Cormissioner Genornl of the Heonomys it
was comaonly understood thot tho Commissioner Gonernal would “c¢ the
Ministor of Beonomies, who was then Hunlnor Schacht, Inmedintoly after
the possnso of this low in Moy 1935 Schosht Losjan to act as if he were
already Commigsioner Goneral of the Econony, o8 if nll the mochinery of
wear hod elready been activateds Ee Boson fo control the uso of wh
netericl ead the use of industrial planis. Instend of direeting the
resources townrd the ormed forecs, os I snid o fow nminutes g6, he

Airceted then more ond acre toiword the civilisn ceousny.




Thenain Soptoetor 1938, ~t the Turmbory Porty Congress, Hitleor
announced tho creation ¢f tho O0ffice of tho Four-Year Plon nnd the
appointzmont of Gooring ns Pleuipotentiary Genersl for the Four-Yeoor
Plan. In renlity there wns no mlan, More thrn thot, thore was only

& vogue kind of progran to Lo enrried out, principnlly the provision

of synthetic gnsdline, poarticulsrly avintion snsolinc, ond tho provision
of synthetic rubber, the lock of which wns holding bock thoe sircraft
rearmament progros. Apnrd fron those two goucral purposcs, thero wes
nct vory much for the office to lo..

Very quickly, howover, Gooring Tteeome inveolved in the controversy
going on botween the arny primarily ond Schnaclt, until finglly, by
Woveoonlor 1937, Hitler wns willing to (ismiss Schoacht ond tura over
goneral supcrvision of the cntire cconony to Goorins, From that tine
on a #4034 denl nisht hove hanpeacd if Gooring hod Leon Intorested in
loing snything, DBut the longer the repine losted, the loss intercst
in cverything Goerinsg personnlly took. His prestipge was cnornous, so
thnt ho coull not o replaced very casily, But nmore ~nd morc he was
interosted in going boar hunting, in Zroping 2inself in ~11 &inds of
fancy costunes and uniforis anld so forth, ond in building o beoutiful
nodel oloetric trodn systonm out a$ Eorin dell.,  He heeenc loss ond less
concerned with the Germon cconony, He ~ave wvery little attention to it
and nobody clsc could, And the now Minister of Econonmies, Walter Punk,
was nothing nore then o mossenger boy.

: i

So the controversy still continued, the army vushing for norc
repld recrmancnt ond osnhecinlly for on cxponsion of the bosic infustrial
plent inside Germony. 3ut tho nen whe kopt pushing for this, Geonernl

Georg Thomns, inside whot waos Imown s thoe Ordunance 0ffice of the
arny Weopons Office ond lator inside von Blomborgsts n~nd Xeitel's office,
wes zoro or less ignored, Very little attention was »aid to hin, Whot
Hitler seid to nny army officer who nisht asic hin guesticns was, "Wo
dontt zmeed it; wo are not nolng to £isht that kind of o wor," Azd, of
course, Koitel, Chiof of the Armed Forces Hish Comend, was not onc to
nolt cny guesbions. So the internnl conflict continued,

Then, ofter the war bosan, the situntion wns worsce confounded by
the creotion of a now nministry wnder Todt, who hnd “eon the hMuilder of
the Westwnll onld olso the grent senius who constructed the suiolohnon
in Gornony, Todt wos not vory rmuch intorested in mumitions production
provlenss He was intorcsted chiefly in constructione. He hod “een sot
wpy as o motter of foct, 2 heln the army, ond ohly the arsy, in sone
2f its proluction probloms with which ho was concerncd, The ministry,
while it cxzisted on peper, actunlly Jil very little, This continusd
until Todt wos killed in an nirplone necitent in Fobrusry 1942, I
sonctines wonder what micht have been tho future of Gerannyls war
oxpericnce if Todt hnd not, fortua~tcly for the Germons, boon killed in
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cn ~ireraft recident, tocouse his successor wes Altort Spoor,

Speer wos ~n orchitect, More thon that, ko was o merbor of Hitler's

Cintinnte ontourace. Thore:wero nct very uony mou,urs in the so~cnlled
?r*11y oroup ar>und the Fuhror, G ering, for exrixple, wos not o neriber
“.t close fonily group, Goobiels wrs, but ke wns the only Hinister

¢ wase Most of then were pueulinr chrraetors of cic kiad or nnother,

ou t the only holfwny nsrnal worson I can thiak of who wos in tho

sroup, scons to havo Teen Spoer hinsolf. .

o
ok

wh
ab

S-ecor wos Hitler's personal srchitcet ~nd hod won Hitler's confidence
Cin ldosigming and suporvising the constructicon of nany »f tho freat ronu-
nents of the Nnzl resgine whick Hitler wos so 1:rti euvlerly dntorostod in,
When Todt was killed, Hitler swmooned Speer to hin a day later ond tolld
Spoor thnt he wag to succood Todb in nll of his Jaobe: ne hoad of tho
Or-anizotion Todt, wiich was o const“uctin* sroncizaticon for enrrying

on Jobs outside of Gornmany: ns Minigtry of Hunitiong; ruod cortain other
Jovs undoer tho Four-Yoor Plan that Todt had heon rosnons ibtlec for,.

Of =11 thesc Jjobs, Specr tock rwst scricusly the MHinistry of ifunitions,
which existod only on prpor wntil Fobrupry, I dor't think it was catire-
ly. o oattor of choices Hitler ceortainly realized by Folruary 1922 that
he was in a tough svot inlustrially, ond he told Smecr, "N"w, zct 0
work on-the industrial problen,®

Why S cor should hovo turned cut to bo kind of gomius is Just
ancther eculiar accidcnt of history. I lmow of no othor woy to oxplain
ite I thlnk, by end large, ho wos an orsanizobtionsl senius. It wos
Spoorls gernius more than slmost anythins clsc .thnt Rroucht ntout the
1‘~ustrlql 1oblliz“tion of Goroenyls rosgources oa o full scnle fron
1922 to the ond of 1944,

Speer haﬂ ais aifficultics, OSﬁcclnlly on labor sunply. He thou cht
hot lobor utilization was prinerily o proluction Eroblop hut in tho
moant1ac~u1t10r hald sivena all labor 3roblons to 2 Gruleiter naned Fritz
Sauckcl, (S,uur had *ctter thank hzs 1hcky stars thot Souckcl had thoe

1rbor responsibility. Sauckel was hanel ot Furnbory and Specr ot
20 yoars.,) Spoer had « nll kinds of quorrcls with Sﬁuckol, who rofusoed
to tnke instructions f any kind froo Speor during t1c WA FOoRrSe

Speer soet up machinery under the Four-Yeor Plon Officc which ho
cnlled the Ceutral Plaannine Boord. This wos tho nceorest thins to a
plonning ogoney that Gernony hed yot had en the ceononle front ‘uring
. the war ond prewor yesrs. ¢ used all of the influcence »f Gocring for

his own pur: oscss e broucht nost of the lilnistry of Beononmics under
his Jjurisdidtion, He still had Aifficulsics with the Ministry of
Foreim Affairs om the cxnloitation of fureism rosourcos, For the
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nost poart, von Ridhontrop wos ~hle to koop the exploitation of the
oceurniced mrons unler his cwn contrel, (d nin S-coer wrs prouelly lucky
fron the loag-r-nae point of view concerning nls own l1fo.) But

Speer Aid bring about o Joorce of wnificntion thrt hed nover been
achicved heforc, v

r‘J

e took over virturlly oll respousitility for arny wrocurensnbs
He G0t nir forces yrocurcront after the fanwus oir ro iig of F Fehrunry
19:%:, the famecus ~lr attacks fron Znslend upen the Gerren rirernft
infustry. Thon the air forces -conle vere ooyt turn over odr
force rrzluctisn to Specr, for it whs o lowm=hill econcoern nt the
zoments  The wovy turned over 1l nnvel sroluction to Specr in the
swior of 1954, not until July or Augush.

¥ew, I sny "tursed over -rofuection," Lot me oxplain in o little
acre detnil cxretly whot I o orn by thrt. Speer sover trruasforroed
racurcnent officers from tho nrmy, the nir forece, or the novy to his
Minlstry. dctunl erntrocting reletioneshiys continued to o in the
honds of the throe arned forees. Tho necostrnee of nll woar ontericl,
tie dnstructions ~hsut its felivery, o stornse ronninsd in the
hends of tho three sric? forces, 3ut the fixing of nroluction schodulos,
the controel of raw nintorinls, the exnomsion of inmfustrinl slante roonined
in Spo.r's honds, for Srcor hod lreot nll of this ﬂuthorltJ in tho mnin
comxaitices cnd modn rinsg of infustry itvself to crrry out.

Gonernl “lv:s for rieurcient, this encrnl stotononts of
unitions reauircnents wore siven by tho nrust forcus to Smoer Jircctly.

Usurlly they cousultvu with By ocr or mne B s on tho
dotndils, On mndor itens, Hitler hinsclf xr“ﬁ?o’ w; the Lroorans, (o
woull a0t hove the cir faress or the n-wy or the ~roy--rndl cspoeinlly
the P“ny——fl\lﬂ( reguircnonts Loenuse ﬁ* thowht they 21"t mow eny-
thin~ nBicet the subjeets 7o Joeile’ ~11 these isees hinmgolf. lioro
portienlarly, s far as rescorch onll lovelopaient worce cencornsl, Iitlor
ing:scted cvury sinsle iton, cven the sinllost itens, ofore they wero
ovor ndoctel rs stendord for use in the ~ymy.  Thnt wes loss truc in
the nnvy, Dt 1t wos true ~lso for nll ~ircernft,
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I ~siead Sueer ahout that, onl I a0t the rathoer intorcs
thaty in feoot, Hitler wes soncthin: af an
antiors raod his jul-mont wes very, vory ~230d--in S-cor's cyes, onywny.
I think that was the Julmgioent of o oo oy othe ”f“"lu why wWore
frirly well inforrncd nnld lmidw o siturtion. inre thnn thot, this wns

g of the thiness whichk i;terest 2V Titlor nere thnn ~nything olsc. 0

clwnye Sroenned of Linscelf o r,“tlv ks oootreat atrotesist ol e o osrent
technicion and as the oniy person [RERS Gvrnnn“ wno eomdbinasd the fwe
glitics, Ic nover dclogntcd oithcr tno cf thtse responsitilitios.

e romnincd 2 the cnd the girnto ist. o roneine i Yo tho ozl the
tochnicinn, so far s the qanlity of wor “utorl cl wns-concornsl.

12-




But Speer 1A et o leyse port of the vorleous odninistrntive
racncies of Geornony wnler his Joninetions It is truc, cg I snid,
thers wore oxecptions, very immortent cxecntions., 3But, for the nost
wnrh, o QIR oot o dosree of coubreolizotisi thot thcy hed novor hod
teforo,

o s%ill L7t his hottleas In the agins loys of the war thoro was

a srontor ent aronter of fort to wndernine S“ub ¢ an’l he toeae nwre
ol nore fistent frow Titler personnlly. Tha vorty lonlers wspoclally

~wore vory Titter about Spoor an? wanted to got it of hin, A“H“lcntly
therc wres mmach tnlk in the hic~h cireles of the Hnzil rosinog ofter the
twenticth °f July thot the next Wim opure wkt to be in Gerine industrye—
By hish eireles I micon wriacinelly Borannn ~nd Gooblols, who werco tho

Bis rlotbers of the Wezi jorty oochinory. If they hel hnd thoir way,
there misht heve beon o rojpetition of tho aray purse throughout ~11 of
Gornry infnstry. Sneer fowhit it. Spoor i his bost to et arcund it,

I thinl etdeet oy 1 of nny puree rmst neeossmrilly hove beon Alwert
Boccr, '

But there weos crent confusion, O such thincts os ;ric: convral,
o such’ things ng civilinn suuply oonornlly, on such things ne roticning,
n such thincs ns ~oriculturc, on such things ~s trongporte ;i:n on
suck thkiunse os vnr finonee, Spoer hnd littlc an Lcrlty. There c)ntinucﬂ
to e rothor biltter confilct boetwucen reny of the top Tisurcs to the ond,
with fivlcr hinsclf ng the only porscn to enrry cub nay legroe of
coordinntion nt nll. Host of she tiie Jitler was not intercsted,

Pinelly, in thoe fourth lrec, I wont to sny Jjust o fow worls nbout
wlaneine .uor the Fozi roino. I soy this osiocinlly Lieenuso I thi Ak
seny of ug hove hed the ilon that ssiwhiow, in soic vﬂv, thorc nust
sonetiing al ‘“t n Jiytatoricl :ystcm of .overnmont which cnebles it to
olen Lotter or more effcetivoly thon o Jonacrn, Cre  Woll, Julne for youre
sclves fron thils vory Tricef st“tcncnt coout the Gc‘mnn 0X,UTicnco.

1

ns suech thin ns o ceonsnie plan, o I acntioncl o monunt oc.  Hore
thrn thot, aopart frem ofTeorts ob Zrinsins abou f Airly l" 25 seale
sroductlion 5f syathotic moeoline and gynthotic rwhoer, the OFF i s of
the FPrur-Yeoor Plon nover undoriack, ot oy tine i its wholo history,
to progorc o coreful nlan in the somso of Trond shjoctives of cc:nomic
outzut or the division of roscurces within thoe vorisus scesments of the
ceonnnys Do stntigtics woere ~vailetlo to o losming oseneles thed wounld

Waen “u 0ffice of the FourwYooar Plaa was ct ur in 1938, %

4

hrwvo ennble thon fo undertelke such o tnsizne TVhoen Spoor eane intn office
in Fotrunry 1942, he storte? virtunlly fron scrateh, so for ns clanning
the totel utilization of the roscurces ~f Goruony wn c-“ccrnvd. I

nmeationed thot ho sct vp o~ Contral Ploarning Zonrd, seb Lt up not in

)

c o
his own Hinistry, hut unler the rogis of the 0ffice of the Irur~Yoar




Plan, Toenusc he wenbed £o uso that titlc ~ad ho wontod to uss Goerinsts
srestige, cspoeinlly since Goeriliy wos nst nsing it,

Then, lnboriously, tho Gernonsg beqnn to construct o olen for the
division of ite ocononic rad its Iniusirirl rocssurccs, It wes Jdous on

o hit-osr-niss hosise It wos Ione plcceiionl, It wos lone step by sto.
That was VYoo only way they coul?™ Jo it, In foct, I hove come norsonnlly
to tho e¢aneclusicn ‘h.t aowever clorisusly wveo use this world "“1“1nllﬁ“

in thinkiag about coroful contrel ~n® ratiseclizoticn of our wiole ceonogy
(this is in wertinme, nob poncctine), I oo convincol thot it is o 1roblen
of oxjerisnco, it is o prollem of siop=ty-sicp conatruction,

By the tine thoe wor crme fo oo ond, the Gcrnons wWare tla‘ roethy
20l ov ccoiondie lonnin g, Just ne woe worc otting ,reuty good. in the

War Prsluction 3onrd rnd in the Arned Forces By the tinc tho wer como
to oan ond. (¢“cidcntﬂll I rerontter A

b}

o ostnff conforence of Jonernl
Soncrvellls in the autunr of 19%% in which the stnff officors anid ——
this wns only for insife the stoffew="Thig is the Ffirst romlly o & Loy
Supply Progron we hove foveleoncds"  The Geunerel wog tnlen taclk hocousc
Lo thousht 41 t with the stord of the Jry Su 1y Prosros in the srring
of 1932, we hnll lickoe? thu rrodlon.  But they kuow only too woll thoy
ol noty they hol just m-dc o stort, But 1y the ocubtum of 1811 the

Arity Bup=ly Proornn wne 'ttiﬁg frirly ocecurntc, on’ the snnme thin- wes
truc in the Wer Profuction Borrl. The some thins wes hepooning in

Gornrny, )

s

It wos nnly Wy the tine the wor wne condneg t0 an ond that the
Gornens had lovisel, first »f ~ll, o foirly comploisc scot of industrinl
Prosrnns, nnd were oble to got oroluetion coals in torns of avelilohle

aw nntericls.  They tover wore le %o sob mroductiosn ~inls in torm

of monpower, ortly beeruso Sheer 218 not have any control sver nranower

and poertly Teerusce they hnl not lovolopod the statissicrl Jnio 1ta which
to d¢ thnt. 3Bubt they wore -71le to sot yroTueticn ~ocls for something
ike 25 or 28 sruiuction oroasreorns, mh,oc roorens ore sublingd in the

rovord on ““jrul': Loxistical Orornizntiome ol Hoths

Those pragrans inclulled whet wee Jknovn as diveed wor —roluetica -ad
in Aircet wor producticne  Indircet war srodfuctisn wog whet I think ve
n this country enllold mistekincly civilirn wroluction throuheut the
Wil e

Onc of the questisneg I wrne most esncoracd shoudl and on waich I
sousht soile enlishtonnent from Speer himsclf wes whother there was ooy
inconsisteney in hoving tho non resmonsitle for war jroiuct1:n rlso
responsivle for vint we colleld civilion oro ucti' When I rslted Speor
thot, ho Just sort of lousheld and s~it he {17 not sos thnt thorc wos
cay incoasistoney whetsocver, "I teold hin thht I thousht wo i znde o

1




misteke in $rying to draw a distinction bebwsen war production and
civilian producticn in this country, that actually there is oaly one
kind of producticon in wartime and that is vsar production, But war
production had tc include what was necessary to sustain tho entire
economy. Specr was very enthusiazstic about that ond sald something

“in Gérmon that I did not guits wudetstend, I had to turan to tho irans—
lator this time to make sure Just what he hod saide Both of them were
loughing, I thought I must have mcdo some kind of error. I asked again,
"What 4id Herr Speer - -sayt" The emswer I ot was, "Serr Gpo.r says. you
should h~ve been kis defense attorney ot Yurnberg,"

I thiak Specr felt vuory strongly thot thors nover vwas any inconsisie
eney in his being responsible psrsonnily for both wor output end indirect
wor output. Thoat is the way he lsbeled it, indirect war outvut. Tart
‘is the only differontistion ho would cver permit inside hic Ministry
ond ingide the.Central Plonning 3oard,

The peint is that from this experionce of two or three yeoors?
duravion the Germans were finnlly getting to the point where they couwld
plont effectively ond control offectiwvely the cutput of Germon industry
cnd-could set production progranms with dome confidonce that the progranms
wouldl be realized., Then, of course, from tho lost guorter of 1944 on
it wos useless, Our olr ottacks, espdcinlly upon the transporiation
system, completely disrupted the Gormon ceomomy, nnd from that time on
the jig was upe Inbtercstingly enough, the psak nroduction of war
mmitions in Germeny tock plrce in August cnd Septomber 1944, strategic
bombing tc the contrary notwithstonding, But from that tiune on the
German cconomy wes on the downgrade,.

That, briefly, is & swumrry of the Germon ccomomie mobilization
expericnec, As I sz2id ot the beginning, youw enn dgcide for yoursclves
whnt lessouns there moy be in nll this exporicice for us., I hope somo
of you will be moved by n fow of . theseo words mnyway to road the zccount,
which can tcll tHe story, I think, o gront deal Totter thaon I can
here personelly. ‘ -

COLCUREL MelBNZIZE: The report which hos been referrod to ng boing
in our library not only hos o full recital of the lessons ond experiences
as leorned by this tennm in Germapy, but also covers the sibusticon in
Italy, Switzerland, Pronco, England, nnd Sweden. Porhops you will hove
some questions on some of the wartime activitics of the ngtions I haove
just mentioned to ask the Colonel this mornilne,

. How was it thet Gormany had the effrontery tc cut bocic its product-
ion, z8 I understand i%, in 1841 ~t'a time when thoy kacw they wore
actively plotting with Japsn to deelare war on the United States? I
say that with o reslizotion tant we have teen tought, »t lorgd, thet
the Germons figured that the big mistoko thoy unde in World Wor I waos
lotting the United States get in it; bolieving that, they werc
scrupulously tryizg to keep us cut this time,
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COLONEL MILLETT: Golonel, I thirnk there are two parts to the
answer to that guestion. T should like %0 go into some detaill, out I
will refrain,

The Jermans did imow that the great mistake in 1214-18 was a two-
front war, so they were determined to avoid i1t. 3But they made a mors
basic mistake this time of underestimeting the potential of the United
States, Speer told me that Hitler refuscd ever to look at any papers
which showed Ameriea's output or even British output. Ee slways sald
those papers were propaganda; he didn't want to know a thing about them,
He, thercforo, never had a rcelistic sonsc of what was happening on the
other sidc against him, I think that, without cny guestion, Hitler
thought wo would to so contained in tho Pacifie that we nover would dbe
cffective in Wostorn Europes He ignored ontirely the possibillity that
wo would beceome involved in o two-front war.

The Geormon Genersl Steff knew this, and another Gosrmon Genoeral
Staff officer told mo lagy swamer, thot one of the key figurce in the
German army wrote o momorandum in tho spring of 1942 %o Hitler in-which
he said that they were then in the situation where they were going to
be confronted with a twoefront war., The General Steff hed always told
him thot wos dongerous snd should be avoided rnd wished 4c recommend
that Germany oxtricnto itsolf from this situntion as ropidly os possible,
The Goneral Staff did neot prosume to suggest with whom Germany should
try to make peaco, They loft that up to Hitler, whether he wontcd to
make peasc in the Bagt or in the West., Hitlor threw the memorandum in
tho wastobasket os boing an Indlcation of dofentism, and the officer was
subscquently oxccuted. He had the ronk of Coloncl Goneral,

The other part of tho story is that tho Gormon General Staff of the
army had laid out a very careful sct of objectives to accomplish in
Russin ond thet from thoe twonty-socond of Junc, which I belicve was
the dnto of invasion, until sbout the first of Octobour the Germon army
wos on that timetable, The objoctives were ronlized with cmazing
prceeision, This is ovidoneced by o dlary which wos molntained in shorte
hand by the Chicf of Staff of the Germon ormy and vwhich subscquently
foll into our hands and wns tronslated by ws from shorthond into Gorman
and then from German into Bnglish, That is the boeis of a groat deal
of ovidence which is Deing introduccd freom time to time at Nurnberg.
Thls diary reveals that as of the firgt of Cctobor, thc Gormon General
5tnff was fairly optimistic about tho defont of Russin; and it was
then, in the month of QOctobor, that Eitler, reflocting that optinisa,
dircctod Keitel to issue ingtructions ordering o cutback in the
munitions progrom Tocause, as I said carlior, the whole philosophy was
short-scalo war, uso uwp nll the sup.lics on hond, nnd then pence, thaot
isy 2 period of inocctivity for recouping and re-cquipping., XKeitel
nevor issuwed thoso instructions, so they were never carricd cut.
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Thot wos fortunate, for about the timo Koitcel celled in the aroy
to tcll it what the instructions werce (this was toward the ond of
October) the army, for the first time, wos beginning to worry, By tho
first of Nevembor von Brouchitsch, the Comiendor—in-~Chicef, wes convineed
that the arny was behind schedulo, The wintor was coning oa, and he
felt it would not mokeo Mescow ond Leaingrad, as it had intcaded, before
winter set in. It wog then that von Brouchitsch askoed that the wholo
carny fall back and prepore for winter scno digtanco bchind the then
front lines, Hitler rofused to perzit this, ond von Brauchitsch retirod
a8 Cormm ander-in~-Chi Ofo

I think broadly thoat is the story,

GZHERAL HcKIWLEY. I am very nuch intorcstod in your stotoment about
industry, through its own irtcrest, dosigning military cquipnent. In
trying to comparo the Gormen situation with that in Anerica, I wos
inclined to fcol that thore rmst be something pecunlicr to the German
poople which couscs a difforence in tho anount of intverest that o Germon
civilion production ongineccr hns in the nilitary as comparcd with the
interest in the nilitary of an Ancricnn civillan production ongincor,
Would you connent on that?

COLONEL MILLETT: Yos, sir, I think thnt is o very important
differcnce botwoen our oxperience and theirts, Thnt is the renson, I
suppose, norc than aay othor, that perhops justificd our tryirng the
Industrialists at Nurnberg. It was largoly thc cngincers of Krupp,
of Rheinnetal, of I, G. Farbeon Industric, and of two or threz other
large plonts thot worc the designors of Gernen nmilitory cquipment,
They continuod to work on designing in the ontire war period as well
as from 1920 to 1939, loro gonoral intorest was takon thore thon was
cver nnaifost by the army itsclf, and moro dosigns were proparcd there
than in. the army. '

There was no air force, of coursc, during the earlier yoors, but
such aviation dcvolopnents ns tock place wore in the hands of Messere
schmidt and the civilian leoadors of the industry rathor than in thoe
hands of the air forcc personncl,

The some thing was largely true of svbnerinc doveloprnonts. One of
Speer's principal criticisns of tho Gornan n-~vy on the scorc of its
subnarine construction was that there woro four or five very old companics
locnted along the Worth Sco and tho Baltic Sco~—principally the Baltice-—
whick had done the Shlbbulllidb worlk for tho Gormon navy sincc the
‘tine of Bismarck nnd the crostion of the Brpire in 1870, Spcer soid
the Germons! siothods wero outnoded. He smid they had good ongincors
but no mass production tecchniques, §0 ho introduced nnss production
tecanigues for the first time in the sh1pbu11d1n? industry sinilar to




those which wo usod here in this countiry durlrg the wor. 3But those
five companics——nct the navy officors thanselveg~=dosigned the unvel
vossels and naval ordnanco..

Ixplain 1t however you.will, tant ‘situntion oxistod and continucd
gtroiszht througﬁ the war yonrs, In fact, tho industrinlists would
bring weapond to Hitior qrd denonstratu then to hin,

I found, intcrestingly eqough, thnt thore wers alnost no proving
grounds in the hrnds of the arny or the alr foreces This was cortninly
truc of the army, although it was less true of the ~ir force, There
were no proving grounds operntod by the army. The proving srounds
wore all operatcd by the big industrislists, Whon proof-firing of
henvy gung wos nccessary, for exnmplao, the sueller produccrs sent their
£UnS to thu big industriclists for proving on the latterts grounds,

QUBSTION: » If the technical officer in the nrmy had the ninor
position he did; who spark-plugged the developuent in atonic bombs,
rockets, the V=1, the V-2, =2nd so forth? If thnt wns donc by tho
induetrialists, &t vhat point’ did they bring in the army to let thom:
kmow what they wers going to do whon they got the thing flnlshodR

COLCNEL MILLETT: As o notter of f%ct we h@va hc rd too & uch’
about tho scientific status of Gernon indusiry. Actuolly,'lt was very
spetty. It was not universol, I found, by rny mernsa - For instance,
the Gernens wore for bohind us on all kinds of clcetrinies eqalpubht-
The Germons adnit that now. So for as worl on. the atonie boxd or
atonic sner:y is concerned, thére are others who know nore’ about that
than I do; dut my impression, from whnt I loaruod foo pcst gurricr,” is.
that they ncver got to first bose with it. Aznin, such intorcest os was
cvidenood came from the resoarch people in Gernan industry ond Gernon
universitics, There wae very littlo intercet in i%.in the "rncﬂ forcos"
themselves, R A o :

.. As for the V=1 and V-2, the air forces pcople were ospecislly-
intorested in V-1. Hore ng ain, the gpark<plugging come from n emall
group of people, sciserntific. roscwrch wcn, out of Gurrﬁr iﬂdustry‘"nd
out of German universitics. ‘

rpho Y3 is 'quite on- 1ntcrcst1ng story, b} the wny, Tho V-2 was

“an. SS progoct, ~nd one of -Spocrls blggost commlaints in btho sumner
.of 1944 was that ho could not got nny kind of suporviéion over the

rotorials that were going into tho. roscarch ond dowclopment erd then
into the production of the V-2, Bui Himmlor simply thumboed his ncse
at Specr ond had absolutely nothing to do with hin, He scid that all
of tho production work of the 8S wrs his tusincss aznd nobody olsc's;
no ron it solely to sult hinself, Speor had never had nny knowledgo

18




s543

sonc Gornen sciontists who wore robilized into the 8§ by Himuler on
worlcad thore,

of that whatscever., The Ve2 wns an S5 project and wns doueo, ngoin, Dby

QUASTICN: I undbrst rnd that moany of the foetorics wore noved .
underground,  Gould you toll us something nbout the offcctivencss of thnt?

COLOMEL HILIETT: I n~n soing to bog off fron that question ond say
thant there is o poper In tho roport wihich deoals with the underground
situntion, Lot wc goy only thisr There wos much less oxtonsive undor—
ground instrllation i Gorrany than sone of us have Hoon led to helicve.
I will ndd, from oy owsn knowlodze, thot Spesr himsslf hed vory grave
reservations about thore being nny mnsc in trying to move Gormen industry
nrngorground. He thought, first, the troasportation proklesm would only
we oxngoeranted by it ond, seecond, that 1t Jugt wng not foasible in the
tinc they hod aveilnblo.

WESTICF:  How 11d tho ¥nzi regiros finrzcc the wnr controctors?

COLONIL ILLIDT: Thnt 1s o very interseting guostion, I on happy'
to say thot olso is in tho ruport, Some scven diffcront methods wer
usuds By and large, thoy focod oxactly tho some protlen we faced in
tais ecountry. The gsoveramoat hal te finrcee plont cxponsion and had to
provide large-senlo worlking copitnl to Gornan industry. As I soy, sone
scven Qifforent nethods wore worked outs they were foirly conplicated,

<)
e

The nray hod oo nerangosont whiclh wos rothor sinilar to our Dofenso
Plant Corporation, It was nn arny nrroonoenont whlgh Spocr cveatunlly
tock over nnd pub unacer his own wing, It provided ths copitnl for con-
structicn of plents, which wore then furncd cver for cnerntion to privote
indusiry, ‘

1
he oir forcos clso srovided all of the capitnl for the plant exe

pansion of the slreraft indastry. They 2id it rlso tarough's zovermngnt
corporatic: which thoy coutrnlled and which, I thinlk, Sp:cr ~ob his
hnnds on only in the lost deys of the wor when it A'W“‘t Ko any

difference, Eo wﬁlto” control of their beenuse ho folt ;ut finzneing
olont caponsion wns o vitel part of his whole control to provent lorg
gcnle plont Sxpeasion. Thoy faccd the same »nroblen we Aid, that »
whother 5o cxprnd plants or to mnle imnitions durin:s wOT. Spour was
dotorninold thet thoy ware soing %o mnke mumitions i
soing to oxpond pleats to wn, groat oxtont., Thor !
erovlem and they 444,

o
-

o

ZFth cf zaty, vou
14531y and then went .
on to say thot ho th*cw ovor tho larﬂ rekiln prix**mlc. I Contt

ICW: Tn iisdu“sin~ Sﬂ“*r's oris
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understand your ncaning of

COLOEZL ILZETT:  The
all instructicns zod to cou
dovm,  As o netter of fact,

o the lealorship principlo
uncer the Hinistry
That is another thing thot o

thet

o v
1C0

of Econonics.

Would you care to amniify it?

of tho leadership principle was thot

s from the fouat of 211 kmowlasdge and filter
in 1934 Ger influstry had heon organized
through o very clrbornte structure ot up
But tho structurc was all on prpols

mo ahout the Germon cxpericncos

N

muascd

Apparantly the Gormons slso know whnt it meens to sob up an cergonizo-
tion on oopor ard then never rur it. They had thot in the Ministry of
Econo”ics. It nover worked., 3ut the iden wes that all the bosic
ccisions about policy oud progron woull come from the top ond would
bO.trmﬂSmlttOd down this choln of comaond, if you wont to call it tlot,

to the industricl uvrit

ot tho bhots

~m oot ogolng to

Instend of that, Spoer said, "I cive you foliows
rnything excopt very broed policy instructions.e I on nubting total
rosnonsibility wpon you to devslop t}f pe-ng of carryinge out the
broad objcetives we have in aind, Youw nro frec to devilon your
iritistive nny woy you nlcease, and we nre ”01&3 ts give credit to the
people who do. Wo expecet to get idens from down hore, not from up
atove, ond wo expeet you poople to Qo the jeb, Den't come runaning to
us nll the tiie to discuss whot shoulld be donc."  As o metter of fact,
thnt 2id work substontinlly as he hal projecto& it end wos quite o
redical depnrture from the genernl cxsericace imside Germeny, which wos
if you exorcise any degroec of 1nitiative down below, you arc very apb
to ~ot into ~ ront deal of trouble with your suporiocrs abovo,

QU“S$L‘L. I wos very mach impressced by the foetd dhat in cvoery
village in Germnny there wos o gnll foctory Jdoing snnll work, Wes tast
Speerls orpanization? Would you coro 10 say o worl on that?

COLOWELD LILLETT: Yes nnd no, Thnt is o very 1*turc3ulng factor
about Germony. lisgt of us 312 not renlize the cxtont to which Gorman
indvstry wog still in o healieraft stroe, the extont to which there
wos still & ~reat leal of thig vory, wery srmll-scele work being lonc

i households or Toing dong,

wilts in th
think, that o

That was juet an impression

¢ villagss throushout Germony.
good deal of Gernan
paralleling our own exypericnce in levelor

os you nontion:d, ir very suall onroeducing
We hewve hnd the feeling, I
irdustrial osrponizoticon had Teen
ger and lwr"or unitsg.

WO l_d. [ SR "CY' tC;L petel l.

Specr Ministry &id anderislze to zarness o1l this work. It had
to boepusce the work wos so wifcsprond, liore than that, if it didn't
control and harness the work, twe things haprened: It cut down vroduction
potentialy wut norc thon that, it wos lichls to fritter ruay oll kinds
of row naterisls, 8o thore wos n very renl offort mede to jain contrel,
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from its point of vicw, lay in moving tovards larcer and lerger
preducing wiits, The Speor Ministry was trying comstontly hns best
it could to climinatc the smaller producing units., If the war hod cond
on long cnoush and the contyels hed heep sgvere cnough, as I tainle thoy
wouid have beon, ost of the snallor unitvs would hove boon oliminatods

At the sae $inme the Speor Ministry sow that production efficicrcey,

Another tshing sbout Gerian production technigue thot wis sonowhat
surprising to o wos the oxtount to which so ek of Gormon industry wns
still on the Mcusteon built! bosis instend of onon nnss production bosis,
I think o very lorpe part of the gsrest inercass in war notoriel which
teolz nloce from 1942 to 1944 wng due sinply to the introduction of unss
production tcehniques in Germen industry, There were ot onny industrios
which had gone angything like so far ns we hove jone In this counsry in
thoe use of moss proluction ncthods. |

COLONEL MeKZNZIE: TYcu spoke of the fact thaet there was very little
regard held in the minds of the German professicnal soldier for the
legistics or the technicel man, so much so that he had to te on the
battlefisld to tecome a general officer. I recall that it is quite far
along in your report that you change the titls of Themas from Colcenel
tc General., Can ycu tell me Jjust when that was?

COLCNZL ~ILTLBTT: I think he became a gencral while serving in

QFW, the Eigh Command Staff, just after the beginning of the war, about
1940, He was permitted tc beceme & goenceral because in his youth he had
served in the infantry. He 4id not have combat experience after he had
tecome a colcnzl, as a matter of fact, but he had sesrved in a combat
regiment during World War I, Ee was given the ranz of major gencral,
which corresponds to our brigadier general, about 1940, on the basis of
thet previous combat experilcence,

COLONZL McWENZIE: Constructive credits, in other words.
COLOMAL HILLETI: Genstructive credits.

MR, SWAREN: Ycu speak about the handicraft pertion of Germany's
work, Losking toward another war when atcmic bombg or other Sypes of
very heavy tombing will make mach smaller plants unprofitable targats
for vombing, can you cite any lessen you saw in the organization of
Germany's small irndustry that might be valuablc to us in considcring
digpersicn.

COLOUEL MILLETT: The only way I can enswor that is to say that I
thanit God every day in the weck that I am not worrying sbout that
troblem, That!t your job,.
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My fecling coming away frocm Germeny wes that plent dispersion is
almost a hopeless task. There is the competing interest of mass
production, that is, guantity, on the one hand (which was so vital to
Germany and where more than anywhere elss the Germans broke down), and
the factor of sgafety, on the other hond., So far as the vombing
expcrience of World War II is concerned, Gorman industry was not scvercly
handicapped by our strategic bombing., That is the verdict of the
Strategic Bombing Survey., I think it is the only answer that anyone

who studies German mobilizatien ¢xporicnco can come %o,

But that is no answcr for next time because, rightly, the Air
Force poople can tell us that next time tho bombs are going to be far,
far more powerful than they were last time,

German industry was heavily concentrated in threc or four arcas;
there is no doubt that that concontration mede for production efficicney.
It had been develcped for cconomie ressons, and those cconomic rcasons
were also, from o purcly technical point of view, production efficlency
rcasons,. To have tricd to shift that pattern on any sizable gcalc wculd
have been to reduce greatly war output,

You fac: cxactly the seme situetion in this country; and if there
is an answar to it, I hope you people have it,

COLOCEL HcK¥NZIE: Colonel illett, on tehalf of the Colleige, I

want to thank you for this most interesting and educaticnal lecturec.
Thank you,

{29 Jonuary 1948--550)8,
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