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GBNERAL MoKIVLEY" Gentlemen; . during ‘the production phase’ of the
courss we have had lectures by Admiral Noble and Admiral Ruddock on the
production of naval guns and ordnance which give offen31Ve power to the
shipse = Today ‘we .shall hear from Admiral Mills on “the subject of produc—
tlon problems 1n ‘the bulldlng of the ships- themselves,

Our’ speaker is an old friend of the College. He performed routlne .
duties as a line officer in the Navy for a number of years and ther :
spe01allzed in engineering and ship design, In the years just before
World War II he was largely resoons1ole for the various types of combat
ships which made up the. wartime fleets, During most of the war years he
was Deputy Chief, and since 1946 he has been Chief of the Bureau of Shlps.'

I take great pleasure 1ndeed in welcomlng back our old rrlend Adnlral

ADMIRAL MILLS: General McKinley and gentlemen of this College: It
is a very real pleasure for.me to meet with you. today to discuss some of
the production problems which confronted the Bureau of Ships during World
War II and to butline. for you how these problems, as seen 'in retrospoct
are affecting current tnlnklng and planning 1n the bureau v1th rospect to
possible future emergen01es. o

. .

Last year in a similar preseﬁtatlon, I endeavorod to illustrate the
difficulties which were encountered in obtaining adequate amounts of basic
materials, in processing these matérials into the ‘thousands of components
which go into the construction of modern men~of-war and in scheduling the
flow of these components to the shipbuilding yards to assure the orderly
and expeditious completion of the vessels themselves, A1l of this had to
be accomplished in accordance: with a priority’ grouplng of ship types vhich
was subject to fredquent rearrangements-as the military situation changed
in the various theaters of operation, I dwelt also at some léngth on the
tremendous expansion of plant facilities and 1ndustr1a1 menpover thot was
necessary in the shipbuilding and. alljed or componen+ industries in order
to make possible the construction and meintendnce of ‘the vast tonmge of
combatant and suxilisry ships and 1und1ng craft Vbach comprlsod our Navy
at the end of tho war, - -

These -were bagic problems, comnon +in prlnclplo to the production of
the weapons and equipment of all the-Armed Services and inherent in the ime=
pact of the insatiable demands of a-global war on our national resources-=
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of permsnent constructlon. Cthers h ave been sold to commercial interosts
under agreements which rcquire the purchaSQr “Po maintain the plant and
equipment in good condition and which permlt the’ Government to recapturc
the yard if such action is deemed to bc nocessary for rcasons of national
security, Such a program should assute us of & rcasonablo rescrve of
shipbuilding faocilities to moot the. carly demands for cxpansicn of tho in-
dustry in the event of a futurc emergenéy.. The exponse of the program is
relatively small, only a very Jmall fractlon of what it would cost to
bulld nevs yards. .

-Unfortunately, the problem of preserving the "know=how" of the indus-
try as rcpresented in its managément organizations and skilled labor is one
vastly morc difficult of solution,*® The present dearth of shipbuilding in
this country has already resulted -in a serious depletion of these national
assets, Of far-reaching significsnce 'is the fact that this lack of active
ity deters young men from choosing the industry os a caresr and fow ro-
placements are being trained to fill the vacancies left by the older men
as they leave., Unless this trond cdan be ‘corrected, there is danger that
much of the specialized knowiedgo and skills‘will be loste.

To the Navy as a whole, and Dartlcularly to the Bureau of Ships bow=
cause of the nature of its responsibilities, the preservation of shipe-
building "know-how" is oune of the knottiest of .current probloms. £ naval-
building program of a sizc adcquate in.itself to accomplish this is out of
the question at the present time, . OQur Navy tod&y is bj far the lorgest in
the world, Moreover, it is comprised almost entirely of new vesselsz ome
bodying the most modern of aé¢complished developments in designe. It is my
opinion that for o number of years to come -the preservation of competent
shipbuilding personncl in this country must depend in very grest measure -
uponn 2 continuing program of morchant ship construction,

Such a program has been odvocated by the President's Advisory Committee
on the licrchont Harine in its recent report, This report points out that
there arc criticzl shortages of cortain types of ships in our present mor
chant fleok: ¢hips which, in addition to their importance to the Naticn in
time of cmorgonsy, have a vital role to pldy in our peacctime cconomys.  The
Committoe oa:Lngf that the orderly construction of these ships gives the
boest hope cf moirnicining our shlpbulldlng industry at a level of activity

e

cormensurate i importjnoc to our national sccurity. To this viow,
I hoarialy uaou,-ﬂro. R :*ho"' I rccommend . that this group closcly study
the rovcrt ol tn“ Pregidontis ndv1sory Committce on thn Mer chant Marine,
if it has no lrzan doro s0, ~ It w“s,publlshod in Novombor 1947,

Because the stand“rds of living in this ‘country arc the highe st in the
world, -the wages of -our merchant scamen and the domostic costs of buildin
morchant vessels are both highor than those of othoer .nations, This places

United States steumship operstors ot an economic disadverntage on the routes
in which they competc with forcign flag operatorse Under certain condi-
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tions the Government is empowcred to pay subsidies which arc designed to
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design and construction of other 111d1ng craft such as L3T's and LCTfs
could be applicd directly.

. Ingtead of having to start fron .seratch. at the outbreak of war to
db"olop the designs of the combatvnt and the merchant vessels required by
our‘military coffort, as was: uafortunetelj tod much the cose in World War
I, it was possible, when the probﬂbllzty of our becomiriz invelved in Vorld
War -IT bocare apparcnt, for us to.expand:our -building progranm immecdiotely
from plans alroﬁdy in usc and on tho bq51s of shlps of provod performance,

, To bo sure, =as *hc war progrossod conbat and service cxperience dic~
tated modifications in ‘some fentures of the designs, For oxamplc, the
ships built before the outbroak of war were.found to be deficient in anti-
aircraft armament, Flamnwblc mﬂtorl“ls such ‘as linoleoum, rugs, overstuffed
furniture, curtains, and wooden paneling wer: stripped from 2ll ships be-
~causc of the fire hazard thoy prescented. Airports in the sholl below the
main deck wore blanked off to roduce the danger. of flooding in case of
damage. Most of the changes, nowovor,/wern superflclal in nature,

Thon too, the tremendous progroSs made in technical and scientific
ficlds sthrough the mobilization of our scientists and research organizations
to the problems of all-out war provided us constantly with new menns for
increcasing the military offectlvuncss of our~sh1ps and thus contributed
Immeasurably to our succes » :

Important as wore these changos and the rcsults of our wartime toche
nological progress, therc is significant importance in the fact that through
the naval building program in. prewar yoors and the merchant shipbuilding

- program which resulted from the Morchant Iqunc Act of 1936, we had dovelw
oped. ships of b »1cally sound d031gn and were ablée to apply the lessons of
combat and the fruits of our technological ‘research to thpso samC ships
without rovoluulonﬂry alterations,

Cur. qutlﬂe floet, ship for Shlp and-type for type, I nm convirced was
the fincst in thu world In uﬂlS, tha rscords of tho war will bear mo oute

That this should be so is not,moroly a‘fortunato guirk of c¢ircumstonce,
The Navyls préwdr building program was not-formulated on the policy of
building ships in quantity, but rather on the premisc that we must dovelop
ships of the hlghest attainable naval: efflCloncy..

Undor tho limitations imposed darlng prewar years by interanationsl
agrocrients on naval tonnage and on the size of individual ships, cvery cof-
fort was made to reduce hull, machinery, and equipment wcights in order
that the maximum offensive power, defensive streongth, snd seakeeping quali-
tics might be built into the prcucrlbod dlsplaccmort of cnch vesscel, Ine
novations in ‘methods of hull construction and in machinery design worc tried
wherever they gave promise of asslstlng towﬁrds this ends Looking back in




components, equipments, machinery, and structural factors which make up
_our naval vessels. . This program is mutually supported by the progroms of
the other Naval Burcaus and of the Offlce of Naval Rescarch. - Coordination
with the other Armed Scrvices is, of course, accomplished by diresct con-
toct and by working with 1nd through the Rescarch and Development Board.

As an indispensable adjunct to its rescarch and to assure the constant
readiness of plans for vessels of ‘the most advanced type, the burcsu has
aid out & prototypes ship construction’ proeram in which the nsultS’oL
roscarch are being fashioned to navsl use and tested under scrvice condi~
tionse Through this building of prototype vesscls, the shipyards and com-
ponont manufacturing industries may keep abreast of the most modern naval
~construction practices and from actual cxporlence solve the dotailed prob-
loms of manufacturc as they arloo.'

Just what the n~oval vcssels of - the future will be like is a matber for
conjecture. But it would be a mistake to think of them solely in torms
of the types which oxist today, As the gallchn‘repl ced the triremc and
was in turn replaced by the- snlp-of-*hc-llne, 8§ sail was replaced by steam
and woed by steel sc is it cortain that in the years tc come cven more
startling changes will be realized, ~ It is no secrot thot the use of atomic
energy for propulsive power hos boen under study for scme time in the
Burcau of Ships, In more immedin ate prospuct is the adaptation to marine
uses of the gas turbine, Vithin rccent months, as you doubtless know, a
V-2 rocket was successPully fired from a naval sircraft carrier, and guided
missiles have been launched from o submarine, These are bubt a few portents
of what the futurc may bring. ’ ’

There is & vast and cxciting frontier of. new developments which lic
ahead of us., It is our gosl insofar as. thny nay be applied to ships to
pioncer these dovelopme nts. As the plans of the ships we arc now design-
ing take shape on the drafting tablos, we arg ‘endeavoring to anticipate
some of the changes of the fuburo ond to incorporate dn thosc ships the
rescrves of space, power and °tab111ty whlch provnd so invaluable in our
SQlDS of wartime design, ‘

Perhaps some of you are wondoring why in a talk about production
probloms I should devete so much time to discussing research, developnent,
and designe. Acuually, these are a very vital part of production problems,
Thoy must proc“dc actual construetion and the merit of the final product
dopondc cntirely upon the thoroughness with which these. phases are corried
out, Morcover, they sre tremondously time. consuning and, 1f we are %o be
able to swing the potentinl industry capacity of 'the country into alleout
production of :effective instruments .of war without delay =t the onsct of
an emcrgency, we must have available fully doveloped werking plans of the
nost advanced weapons we cqn.dev1se,
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Forec, the Maritime Commission, and our 01v1113n economy 2 deeision is made
as to the actunl capacity allocationss

4Ls the definite :allotment of industrial plants is made known by the
Tunitions Board ecch of the responsible sections of the ‘burcau checks the
capacity assigned to it against its estimated requirements, - This is o
continuing process because both roqu;rcmcnts and the necessary facilities
to moot these requirements are. subject to oonstant review and adjustment,
“here it is determined that the potentianl capacity allocated is inadequate,
plaans are prepared :for the oxpan51on of" ex1st1ng f“cllltles or for the
creation. of noew faollltlos.

Tho BurOQu of Shlps is mﬁlntulaing the closest possible lizison w1th,
the nﬂnup cturors of which the facilities have boéen allocated to its usc -
in tine of cmergencys Through ropresont ‘tives in the ‘field, through the
iinterial Inspection Service of the Novy ond by the interchange of visits
between the burcau and the various plants s twoeway flow of portinent in-
formation is being mointained, By means of this exchonge, the bureau is
assurcd of up=-to~date knowledge of the capabilities and capiacity of the
plonts, while the manufocturers in turn are Kept informed at 211 tincs of
what is to be expccted of them and arc able to make their plans ‘accordi ;rly.

In rocent months, there have appearﬂd in nubllc print predictions that,
a future wor would end within o matber of hours or days after it started.
If this. concept is to be mccepted, it would appear there is 1ittld to be
gained from plamming for industrial mobilization, Speukln befecre the ,
Socicty of Waval irchitects and Morine Engincers in New York last Novembsr,
the Commander of the 4dtlantic Fleot, Admirel Blandy, took issuc with this
theorys I should like to quote briefly from his’ remarks, Rbforrlnr to
our var against Jopan, Admiral- Blandy saidz

L

"than‘s situation at the ond of the war could not possibly 1mprove,
it could.only get worse, I emphasize this peint bécause I do not belicve
that the destruction of citios by atomic bombs at the beginning of ¢ war
when the country receiving such attack still possesscs cffectivo offu“31vo
fereces will insure a surrondere A virile nation strongly armed and boat~
tling for a vital .issuc,: is, not going to quit while it can fizht back,
and it can fight back until its offensive forees are dofeated or 1to oxis— .
t1n~ weapens or ammunition are dostroyod or spent.without hope of roplace=-

ront,  Those original stocks of weapons and’ ammunition including atomic
bombu arc not geing te be storod Wlthln such. obvious tarﬂets as large in-
dustrlaL or commercial areass” v oo '*f v

"In shorﬁ I thlnk the theory that a war can bu won against a powor~
ful ecnemy in 24 hours by atomic bombing 'is completely f= 11ﬁ01ous. But, orf
coursc, if the warring countries can rodch cach other with such weapons at
the outbreak of war, turrlflc damage can bo qulckly inflicted, perhaps by
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wanting to make it easier for these businessmen who are out-=-if you would
~believe some of the statements made 'in the Halls of Congress--to try to
toke advantage of the poor unsuspecting Govermment, Actually, you and I
know that is nonsense, But our trouble is that we put on a restrictive
clause for this, a protective clause for that, and another clause provid-
ing for SOmethlng olse, those clauscs bulld up and are rurelv ever takoen
oute : :

We are trying now to streamline our contracts. That requires concerted
action among all the procurement agencmeSv-not just the Armed Scrvices, but
everybody in the Government, -That is one of the redsons why it is & diffi-
oult thing to acoompllsh. : o ' '

I belicve very s1ﬁoore1y What I told you, I con state almost without

* hesitation, based on remarks that hove beon made to me by a number of civil-

ians with whom I have dealt, that the attitude of business is, "I nevor
would have signed that contract had I not known the bureau or scrvice with
which I was dealing and the men who werc sdministerirg those conurﬂqts.f
‘T do mot think it makes much differcnce what we have in the contracts as
long as we build up and treasure that reputation for fair administration,
“What I mean by that is that if a man appeors to be overtime on o oonhrdct
for delivery of cquipment, do not Just take somebody's word that ho is
~overtine; and if the comtract says thnt he’ shall pay so mich for ecach day
that her is over, do not start to exadt that pound of flesh without know-
ing whet tho conditions asre, Instead, discuss it with him, find out if he
has a good reason and whether, if he had been on time, you could have used
the oquipment then, Usce your ingenulty, if necessary, to find out what
cxcuscs you can make stick for the gentleman, In most cosos I think you
can find excuses that will stick-ahd still be’fair to the Government,.

Our worst fault in the adminisir ation of contracts is that we let it
‘become & routine picce of Mred tﬂwe. That is what burns up the contrac-—
tors wlth whom we deal, ‘ '

QUESTION: Sir; you said that the present plams for the noext cmergency
aim t6 get full production within two years, ave*there been any technoe-
logical devolopmentSVSinoe 1944 which will assist more rapid production?

ADMIRAL MILLS: There have boon dovolopments that will assist that
production, -but there have been no developments to date that I know of
that will give you any reasonable amcunt of hopo that production can be
speeded up to thut extend,

We had to do the job in the 1“st emorgency ‘building up. completely
from scrateh, The point I am trying to émphasize is thot we have many
faeilities now that are assets to this country--ond the sarc thlng is truc
of England--that we ought to guard: as'national assets so that we will not
have to build up from soratch in Qrder %o get this increoased amount of pro=-
ductlon.
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barges, for plaiﬁ storage and for- certain kinds of dry docks, concrete is

RPTIIE, T R, mad Dasr mamnve P ] ahi +hadt have +o oo to an "a nt for
cXcellenv; Uub ooy 1o vpor leJ-LA.b DLL.LPQ CNAT Nave TOo 8sY CC sell and noet 10r

ships that hdve to go into combate All I can say is definitely negative,

QUESTION: The Germans continued their ship production under heavy
bombardment, Vhat did we learn there that we can apply to futuro produc-—
tion?

ADMIRAL MILLS: The main thing we learned is dispersal. You can

nta fw n nimbor f sources so that the destruction of one

o
nents 1rom a numoer - =¥ vuerion ¢ BLG)

a po f or
or two of those sources will not prevent the assembly of components, And
you can bring those compononts together in several places for asscmbly,
That, to me, is the only effective means you con use when you have to
build an animal as big as & ships You must be nedr the water., You cannot
build it inland, you cannot build it in a cave in the mountains and get it
back out to sca, The fnct that a Shlp; when she ;rrnundq. unless she is
grounded llgﬂtlj, is 2 terrific 30b to remove is Just an evidence of the
fact that you must have enough water under her to float her, And you cane
not get this construction by hiding it awny somewhere end then bringing it
out when it is finished, except in small assemblies,

Briefly, the answer to your question is dispersal. That is the only
cure I know ofw-and that really isn't o cure; it just alleviates the situa-
tion, .

QUESTION: Sir, we know the Communists are trying to get into the
transportation field, both in thc operation of ships and in the longshore-
man's union, Is there any eviderce that they are trying to get into ship-
building? ' :

ADMIRAL HMILLS; That do you think? Iy answer is that they are not only
trying to gét into shipbuilding and into transportotion facilitics, but
they are trying to get into cvery walk of life, Th=at is the reason we must
be overlastingly on our guard, '

GENERAL MoKINLEY: Adairal, you hdve beeh‘vUr' generous with regard to
time, Ve certainly wish to eXpress our keen appr801qtloq for this wondgge
ful morning you have given us,: L

ADMIRAL MILLS: Thank you, sire It was my pleasure,

(17 March 1948--450)S,



