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| THE’MUNIWTONS BOARD

"“ﬂ;é7 o¢tobee,19h8a_,}‘"’

. GENERAL VANAMAN- The Industrlal uollege of the Armed Forces is
greatly indebted to our speaker this' morning both for his contxibut¢0ns
from this platform and for the adv1ce that he has given us on ‘various
accasions. : . o .

From the: lectures you mave heard on the J01nt bhiefs of Staff
and on the Nationali Security Resources Board, together with this
lecture you will hear today, you will have an over-all view of the
three top agencies in the National Military Establishment ‘that are
concerned wlth the problems of economlc moblllzatlon. °

As Dl ector of Staff, General Lutes is very well. quallfied to -
.glve you a close—up view of. thz unltmons Board.; I take great pleasure
in introducihg an outstanding SO ‘er and our friend, Lleutenant
General LeRoy Lutes.- i

: - GENE IRAL LUTES: General Vananan, members . of ’che fac‘ulty, and -
gentlemen- Thank you very ‘much for the. br1v1lege of addressing you
this moring. It is always a pleasure for .me +o Join w1th the etuoent
body and, the facultj of the Industrial College.

The suogect of the conference thls mornlng is "The Munltlons
Board"--what it is, vwhat it is expected to do, how it goes about its
bu51ness, and a few of the magor proerams that are now under way.

Generally speaklng, the Board has two maJor tasks.' the
coordination of the current procurement. and dlstrlbutlon plans and
programs of the three Departments and the supervision of the military
phases of industrial mobilization planning. The monitoring of current
plans is a new function of the Munitions Board staff. We did not have
that. functlon prior to the Uhlflcatlon Act. ‘ ;

; The Natlonal Securlty Act o? l9h7 establlshed tno Joint Chlefs'
of Staff, the Research and Development Board, the Munitions Board, and
the War Coun01l as statutory agenomes within the National Mhlltary
Establishment. These four. agencies are under the immediate direction
of the Secretary of Defense and are charged with ‘specific statutory
responsibilities. Also, they perForm such additional staff functions
as may - be assigned to them by the Secretary of Defense, I would like
you to bear that in mlnd._ It is quite a blanket order. - It enables
the Secretary to pass on to the Munitions Board ‘staff, for example,
many. management engineering studies: pertaining to’ the three Dopartmnnts
that heretofore have not. boen the functlon -of any. agency.




Thb War Council considers and makes decisions upon broéd
military problems and pollcles referved to it by the Secretary of- Defen;
or breught to 1ts attentlon by any one of 1ts memoers.

“The Jolnt Chl-fs of Staff Are" cnarged with the prbparatlon of
. strateﬂlc plans and the strateglo direction of the combined mllitary
fOerQQ .

The Rcsearch em.c‘t Development Doard 1ntegrates “the rusearch—
and-development program offthé: Mllltary ‘Establishihent and advises- the
Secretary of Deferise wiﬁh resmcet Lo the mmlltary lmpllcations of

.801cnt1flc raseareh. e

{The - Mhnltlons Board ig chargad with' makln& pl~ns and carrylng
out measures in - supporbd of thc strategic " and 1oglstic ‘plans. prepared by
the Joint Chiefs of Staff,. ‘It consists of the Chairman, Mr. D, F,
Carhontbr, of the Rbmlngton Arms Cowpanj, ‘the ASQlStant ‘Secreta ry of
the Army, Mr. Gordon Gray; thg-dnder Secretary of the Navy, Mr. John -
W, ‘Kenneys ‘the Under Scéretary of the Air Force, Mr. Arthur S, Barrows;
‘and, ‘of ‘dourse, the staff working for the Board. It is in this organi z:
tlon that most of the: mllitary phases of logistie and. ‘economic mobiliza-
tion pTMnn310 are performed. ~ Under the Natlonal Sucurlty Act thb
hmnltloﬂs Bozrd 15 cnwrgod W“th.

3l£i~Goora1nathg witnln tng Nhlltary Establishment of 1ndustrla_
« o -mattors; 1nc¢ud1ng procurcmcnt proauctlon, und distributior
_phmm

.2;»*P13nn1ng thc mllltary aspects of 1ndustr1al moblllzatlon
- planhing, including the screening and coordlnﬂtlon of the
- TbQUerantu of +hp Lhreu Departments, _va,‘ ,

3. Maklng rncomm&ndutlonu for the assignment of procurement
respons1b111ty (tnat lS, Who w1;1 buy what?),,

s b bv%luatlng Of the’ loglstlc feu51b111tonf the strateglc  h;'
o plans and operatxons, i 5

‘55””Detorm1nlng of pri rltlos for mllltary procuremgnt programs
-7 (that 15, the prlorltlus s batween the three’Departments, ‘
. 1n censonanco, cof course, with the stratoglc plan),;,._'
o 6.“5Rbcomm0nd1ng mpasurus desmgnud ‘to increase- the efffj;eﬁcy
o of ‘service and supply systems (thls function comns,undcr
the ovor*311 blankpt order I-spoke of 3, whlle 2go)i and

" ﬂSuerv181ng of stockplllng operatlons and the malntenance
of ruservou.
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These rospon51b111tles were further dellneated and 1nterpreted by a
directive igsued’ by Secretary Forrestal last. June. The Board in
‘addition, as T stated, performs such other. dutlbs as thc Socrbtary
of Defense may ass1gn to 1t. o S :

“At the present tlme the Mhnltlons ‘Board staff is composed of ;
elght lelSlonS that deal with procurement, facmlltles, manpower and
utilities, military: requlrements, materials, foreign trade, and .
statistics, (Chart--page 19 ). The Chairman, Mr, Carpcnter, and
members of the Board are assisted by‘cconomlc, legal, statistical, and
,1ndustr1al adv1sers.‘ Rccently we added a Program Analy51s D1v1310n
for the purpose of coordinating and analyzing the loglstlc plans and
activities of the Board staff, We found this necessary because, frﬂnkly,
thére had been an overlap and duplloatlon of activities between the -
divisions of ‘the Board staff,’ ‘The reason. I do not show a chart this
morning. indicatlng the orgynlzatlon of the Mnnltlons Board staff. is
that we now have under consideratlon g reorganizatlon of that staff.
Whether it w1ll be reorganlzcd or not, I do not knows I have outlined
for you the seven important functions that are performed by the staff,
The-program Ana1y31s DiV151on coordlnates these functions ang’ analyzes
?1ntegratcs, and correlates various programs, Programs, precedures,
‘and policies are reviewed by the Program Analysms Division with & view
to recommending the elimination of unnecessary duplications or the -
installation of- improvements deolgned to promote 01thgr economy or
mllltary eff1c1ency. S :

: ~The Natlonal Securlty Act prov1des thc organlzatlonal frameu
wnrk w&thln which the strateglc, 1oglstic and military phases of
economic planning for war are performed. Coordln tion in planning
and-in ‘formulating policies. and procedures 1s provided through inter-
locking: memberships,  In general “the membershlp consists of the
civilian or military chiefs of the next lower echelon or level of the
organizational hlerarchy. “‘For. example, the Secrvtary of Defense is a
member “of both the National- Securlty Qoun011 and ‘the National Securlty
Resources Board, where the political and economic 1mpllcations of
national security are given careful consxderatlon and are correlated._
The military chiefs of the three Armed Forces are members of the J01nt
Chiefs of Staff and of the War Couneil, where broad military poliecy
is formulated., This is one 1nterlocking dlrectorate. The Agsistant
Secretary of ‘the “Army and the Under Secretarlcs of the Air Force and-
the ‘Navy are members of "the Munitions Board, We have an interlocking
directorate in the Muiitions' Board, where loglstlc plans are compared
and coordinated with our 1ndustr1al and economic capabilities, The
membershlp ‘of the Resocarch and Developmcnt Board consists of individuals
who represent’ purchaser and user interests in the National Military
Jstabllshment and c1v1llan 301cnt1f10 talcnt as well.' These interlocking
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memberships pefmit full consideration and coordination of ‘the inter-
national political, strategic, 1oglstlc, economic, and 301ent1flc
1mpllcatlons of all policies and programs. .

; Of the organizations I have descrlbed the J01nt Chlefs of
btaff the Munitions Board, the logistic groups of the three Depart-
'ments, ‘and’the National becurlty Resources Board are the agencies most
" intimately involved in logistlc plannlng and’ coordination. It must
be emphasized that the National Security Resources Board engages in
planning for all requirements and coordinates over-all planning for.
military, industrial, and’ c1v111an mobilization. By that I'mean the -
c1v111an economy . versus the mllltary requiremeﬂts, Tbe Munltlons
, Boar& on the other hand _supervises; the development of mllltary requlre
3vments, which 1nclude endaltems together with the manpower, fa0111t1es,
and transportatlon requlred in the productlon of - flnlshed mnnitlons.

A spe01flc example mam be 1n order.< The Natlonal Securlty
‘Resources Board makes broad allocatlons of materials and manpower to
the National Military nstabllshment and to other claimant agercies
as welly for example, the Atomic Energy Conmu381on, ‘the Maritime
Commission, and so forth. On the. other hand, the Munitions Board .
‘makes allocations of facilities and materlals among. the. Army ,- Navy,

“and Air Force and established priorities and schedules’ governing the

' procurement programs of these three Departments. Matters: pertaining.
to price control, rationing, wage stabiligation, monetary policy,- and
the utilization. of small bu51ness fall within the purview of the -
Natlonal Security Resocurces Board or- some other agency. that mlght be
establlshed such as.an Office of War. MOblLlZ&tlon. .

Another example may be usel ul to you. Th° Munltlons Board is ,
. interested in the petroleum products, the irom ore, and the tin. avail-
,aole for military progrems and makes allocations: of these’ materlals
among the Army, Navy and Air force.- The Natlonal Securlty Resources
‘Board necessarlly makes plans 1nvolv1nv the same materials, but 1¢
concerns itself with the allocatlon of the Natlon 5. total supply among
several claimant agencmes of whlcn one. clalmant is the Natlonal Millta
Establishment. I would like to.emphasize .that, because. many. of our
older ofxlcers, who hark back to the days: of'World War II, recall the
Navy, on the ong hand,. and the Army - (1nclud1ng the Air Foreces:at that
.‘tlméi, on the other hand as semarate claimant agenc1es from’ WPB 101wht--
. ing for their cut of materlals, ‘manpower, ‘and so. forth, Now the whole
',lNat:onal Nhlltury Establlshment acts as. a 31ngle clalmant agency.

I have. askud the Gommandant tbls mornlns to dlstrlbute a chart
entltled "Developmont of . Requlremonts and the Procurement and Dlstrlbu-
~tion of Munitions,.". This chart.is an attempt on' my.part to: dellneate
“.the steps taken in tho development of requirements and in procurlng
and distributing munitions. Please refer to. the upper left-hand
‘corner of your chart, “where the functﬂons begln‘ (See chart page 20 ),




At thls point I would 11ke to 1nd1cate that in my oplnzon, the
title of ‘the Mmitions Board is a misnomer, When we speak of finished
"munitions,® we mean finished "end-items for the mllltary forcest--all
military 1tems, whether. they be ‘shoes, ‘bullets, tanks, or ships. I
think “the title of the Munltlons Board should be: changed because it is
‘SOmewhat confu81ng and misleading’ to the general public. Nunltlons,
in’ the mlnd of the goneral publlc, meuns ammunltlon and ouns.‘g,

‘ e Loglstlc plannlng is a- compllcated process. It can, however,

be deScrlbed ‘briefly. As stated ‘before, the Joint Chiefs of Staff is
the ‘agency’ respon81ble for ‘the developmant of strategic plans.‘ of
course, it is aided by the Research and Development Board in the
development of nGW'weapons. “Such plans, to be useful to the loglstlclan,
mist' 1nclude a dGSGrlptlon of the composition ef: mllltary forcos by.
types'/thoy must ihdicate thelr deployment by geographlc areas; and
they must establish the, pri y of their utilization. This is simply
the military way of descri wha is to be”done, hOW'lt is to be done,
in what order and when 1t s b done, and who is to do 1%.:

: After r»ceiVlng a strateg ””plan, the Munitions Board supcrv1ses
the- Army, the’ Navy, ‘and the Adr Force in Worklnv out details such as

the number of men, shlps planes, guns, tanks, and”other supplies and
ﬁqulpmcnt thux are necesszry %o support and carry ouit the plan.: In the
Army, this means divisions- orgunlzcd 1nto suitable categorlos, such  as.
infantry, - armored ‘and airborne lelSlons, and supporting troops

(whlch breakdown 1s necossary bécause cach different. tipe of. lelSlon
and supporting’ troops has different” types of equlpmentf, and: the pro-
rision; of adequate tralnlng centers (vwhich gives rise to a constructlon
>rogram;and the requirements for suc¢h a program). For' the Navy we

mst have the differsnt types of ‘ships (destroyers, submarlnes, and so -
orth), planes, naval bascs to be constructed or expanded, and the .
sraining installations. For the Alr Force, we heed the same type of
nformation brokeh down into the different types of airplanes, air bases, :
nd tralnlng ceriters. ‘For all three of the Armed Forces, we must have
mmuriE tion, trucks, spare parts, food,’ clothlng, gasoline, 011 hou51ng,
Lnd all the common items of supply and equlpment, .

The total of all these supplles Becomes the ba31s for determin- =
ng'the demands of " the three’ Departments. These demands then must be
»dJusted to. reflect unfilled’ orders, forecasts of issues, supply plpe~ .
ine: requirements, stock levels to be malntalned, replacement require- -
ients (malntenance) -and speclal operatlonal requlroments. (By "special
peratlonal requlrements" we mean such things as pipe=lines for piping
il across to ‘Africa, which we daid in World Var IT; landing craft for
pecial’ landlng operations; refrlgcrator plants for tropical islands;
nd-distilling plants for water. Operational: requirements include the
housands of 1tems ‘that may be needed for sp601al types of operatlons,




*pendlng upon where the opcratlon is. to be conducted and the type of
operation. ) From the new total obtained by making the adgustments I
have mentioned, the three Departments- deduct the . equlpment and. .

. supplies they navc on hand and ready for.issue. This subtotal then
becomes our computed requirement for the end—ltems Qf munitions tha t
are to be procured by the. Armﬁd Forces.»~ :

: A 51mple way to remember the Mnnltlons Board plans and programs
~_that will be necessary in case of an ‘emerge ney is to thirk of what.
“activities would be required to produce an end-item, such as an air-
plane, a tank, a submarlne, or a truck. What facilities are needed to
, manufacture an item? That question brings on a facilities allocation
*[fprogram. Somebody must allocate the facilities among the Army, Navy,
:and Air Force for the manufacturc of their items. Machine tools are :
nneded for manufacture. Thercforc, we need to allocate machine tools
.. to the faeilities. Manpower,,clcctrlc power, water, housing for the
" labor, transportation to and Trom the facllltles, and the raw materials
to maku the items are needed. Security plans to protect the activities
also required, - A1l of these should indicate the naturc of the
programs that must be prepared and adgustcd by the Munitions Board,
in conseonance, of - course, with the strategic plans and prlorlties and
in consonance: Nlth the nbcds of the. clv1lian oconomy. R

The comnuted rcqulroments for procuremvnt are scrwcnvd and
consolldated by the Munitions Board and translated inte ruqulremunts :
for raw matcrials, fuel and power, tools and equipment, components . and
:subassumbllcs, and industrial manpover, Normally these would be’ .

computed and phased. on a quartnrly ba81s and forccast as. far 1n advanco
as' is p0881blc.' R . =

Thc Munltlons Board in collahoratlon w1th thb Natlonal Securlty
Resources Board, at this p01nt, determines economic ‘and industrial -
fea51b111ty of the strategic plan, For such tcsts, the Departmcnts
compute theiyp noads for certain critical leantS of* the .aggregate .
requirementss certain: classcs of nanpower, some.- 250 kéy.items without
-which war cwnnot bu waged, contrclled mgtcrlals, constructlon, and
petroleum. o L . ,

l' At the prbsent tlme we are enéaged 1n maklng a feaslblllty test.
We have a strategic concept, “as 1 ﬁald, given us by the Joink: Chiels . iof
Staff,  The three Departments are now: working.on & feaslblllty test. K
' They have selected 250 1tcms—~1oo in the Army, 100 in’th¢ Navy, and 50. -
in the’ Alr Force~-whlch they ‘consider ‘to be key 1tems w1thout which they
cannot flght. Thesu ltems are nOW'b01n5 run through the mlll and we
hope, in the first” wesk - in Décember, to present them as an over»all
requlrement for the Resources Board to.determine whether We-. can- get
" that mach frdm the c1v1llan economy.. o : : v




Upon the subn1ssmon o ?these eartlal requlrements, the Mhnltlons
\Board in collaboratlen with t /National Securlty Resources Board
compares them with ‘estimates of nati nal economic resources in order
to determine whether 1ndustny i cepeble of supporting the strategic -
plan.' The test may show the need for adaustmonts in the orlginal :
strategic plan furniehed by the Jolnt Chiefs of Staff; in other words, .
we may have to go back to the t Chlefs of Staff and say, "You '
Ccan ‘ You ¢ to compromise and’reduce your plan
"“to reduce the total computed require-
e of the- Departments, dependlng upon
lan is 'found' to be feasible, the
eViews +the total requlrements llsts
¢ three Services and. arranges for
lall plan will evontually cover nine .

' caﬁegorles*establlshed bj ag
Resources Board. These ere ‘ms

At~ fnel and electr*c pewor,‘"
rensp rtatien. ‘ ,

“icompleted th‘ Mbbilization Requirements Program is
prcsented to the Secretary of Defense with recommendations for 1ts
adoption. The Munitions Board then acts as’ a claimant»ageney and
requests allocations of materials, facilities, manpower, and the
other- elements of ‘production from the National Security Resources ' . .
Board, or' om'a priority and a} ation agcncy Whlun may be estab—~~r
.llshed such as an Offlce of har Productlon. ' Rl R

- After sueh allecatlons ara granted the Munltions Board will
divide the resources: assigned for mllltary use among ‘the Army, - Navy
‘and Air Force on ‘the basis of relatlve -military urgency, It will
?ceordlnatﬂjprocurement plans,‘ 5, and policies and Will estab-
lish the‘p 11 onit “schedules for production to. see
that theyvare cOﬁ51stent w1th the revised strateglc plan. :

B2 rehe _ng agenc1es oft the three Depart~
p de alled pre“urement programs and 1n1tlate contracts
with manufacturers and suppliers for the production and dellveny.ef
'endyitems' “The three Depertments,,in turn, contro; the flow of the
4end—1tems, fronm : to ports. for overseas shipment
Tor storage » ~ These distribution systems ‘-,
must: confor to the Mhnitlons‘Board's over-all pollc1es, particularly :
with- regard't” stock'levels and p&pewline requirementse As ‘supplies
and’ e ment are needed they are issued to units 1n training or
combia :

“This 1s a brlef descrlption and is: somewhab oversimpllfied. .
The steps ‘do not nece3sarily follow one ancther in'an orderly. proce351on.
They are interrelated and plannlng at various. stages in the process may
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be done simultaneously. Many months are consumed from the time a
strategic plan is received, until the Army, Navy, and Air Force have
developed détailed procuremont programs. To this must be added produc—

. tion lead ‘time.and thé time required for the dlstmbutlon of: supplles ‘
and equlpnunt to. unlts in tralnlng or combatb.. : .

Y - always try tc emphaslzo thls matter of lead tlme ‘to the Joint
‘Chiefs of Staff, .A short time ago, the Secretary of Defense was kind-
‘endugh to have a spoo;al meeting of the Joint Chiefs of Staff, so that-

I could outllne ‘the same procedures that you have . Just heard . and indicat

thé number of months 1nvolved in plannlng and making the ‘adjustments. I
made evdry attompt to emphasize the fact 'that productlon lead time must .
be added to this plannlng time.. I hope every student here will be an.
apostle in 1mprsss1ng this same Jesson upon his service and the opera- -
tional side of the staff with which he may work in the future. This
point is a very difficult thing for the logistician to put across to . .
operational staff planners. . It is very difficult for them to understand
this vital point and to v:.sualize the . various steps 1n the ‘planning pro-
cess unless they have had thé same course of 1nstruotion, which, unfor-
~ tunately, many of them have not had, I think it is most unfortunate
that a great many of our key planners in the field of strategy and tacti
havc not been forced to take a. very. thorough course in lovlstlos. o

As the mllluany plannlug agnucy in industrial matters and as
claimant agency for facilities, materials,. and manpower, the Munitions
Board works in close relationship with the National Security Resources
Board, The work of the two Boards is interdependent, as.you mlght surmi
from the chart I have given you and from my commonts, and plans. and
plannlng act1v1t1os must be both cons:stont and supplementary.

Durlng the past year the hllltaxy Bstabllshment has made sub—
stantlal progress in deVolopxng and 1mplomont1ng mﬂlltary and 1ndustr1a1
plans. The Key West and Newport agreem ents have apportioned: the major
m_331ons and responsibilities among the Army, Navy, and Air Force. In:

" a numb€r of important respects, however, our plannlng lsavos much to be
. desireds Novortncloss, it has been possible to prepare portions of our
" logistic and economic plans despite the delay in receiving the strateglc
- guldance QSSontlal to" the development of realistic, detailed logistic
- and industrial moblllzatlon plans., These measures are designed to "buy
tlms“, that is, we have. perfocted plans and carrlsd out measurcs that .
will make it possible to mobiliza our. matprlul and human resources more
quscxly and offectlvely in tlmo of an emorgonoy.- : : L

‘ V% realize that the best waJ to promote oroparedness and have on
hand the necessary cquipment and supplits for an emergency. would be to
build up a large, well-balanced stock of munitions. These stocks would
have to be’ coustantly supplanted, however, as new and better types are

o d veloped and. standardized, Iamltatlons upon the dofens» bud t‘and
a vorv tlﬁht oconomy procludo ﬂnv such undortuklng.
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Numerous measurés have been carried forward since the war in an effort
0 "buy: times" Methods have been perfected for estimating military reguire-
1ents, . ¢
:apacity. . o

We have published a manual entitled "Mobilization Requirements Program
'or- the Na&ignal;ﬂ&litaryAEstabliﬁhment.ﬂ _It provides the detailed proce-
ure for assembling and processing the military requirements that I have ,

~ “We hiave initiated a survey of our industrial capacity for war. The
urvei?initiélly'will'inplnde‘appréximately,lB,éOOrprivate industrial plants

d procedures have been developed fbrvalio¢ating;pbivgté industrial -

nd eventually will cover between 22,000 and 25,000 plants, or approximately’

Dipércéﬁt*dffthe’productiv@iéapaqityfdf'the:Uhited States, - Approximately -
T,SOOESéparateQreQuqstsjfor’téﬂtati?e’alloCations of private industrial .
apacfty'have”been'received}frqm”tha~thrée,Departments."These’are recorded
1 punch -¢ards. Nearly‘lh,700“of‘thesejréquostsxhave already been approved
7 the Munitions Board, - - o T T
;fjﬁAf@anﬁal,entitled¥ﬂkllcqationg0£;Privateﬁlndustrial Capacity for Pro-
lréméni'Plahning"fhas‘been apﬁered'by the;Mhnitions'Board,and,the'National
:eurlty Resources Board for interim use in allocating industrial capacity.
1@ of the interesting features of the new procedurc for the allocation.of
oductive capacity is the designation of an Arméd Forees procurement plan- -
ng officer to'handle and goordinato all contacts with private management
-mobllization planning matters: I am speaking now of planning and not
ocurement.. - The .actual procurcment will be done by other officers, -
- Other feasures ‘designed to promote rapid and effective mobilization of
,r'indﬁétrial@andﬁeconomiCTfeSourcés héve been undertaken, These include
€ maintenance of stand-by manufacturing plants, the maintenance of reserves
machinery, tools, and other industrial equipment, and the stockpiling of
rategic and critical materials.. . G e e
-, The National Military Establishment has retained a- total of 156 -com-
ote plants in stand-by capacity. ‘Two hundred and forty-five other plants
2 pfqtéétadAby the~Natibnal.SeCunity,Clause‘ ‘This clause, as you know,
juires the puychagér:@b.maintainﬁthefplantiinrsuch;conditionjthat7it can,
(Y time, be converted to war production within 120 days. ’ - '

- The legislation providing for the National Security Clause ‘also enables
é%NaﬁienalﬁMilitary“Establishmént7t0"Stockpile machinery, tools, and other
lustrial ‘equipments. Many maching tools were left over after the war and

iy normally would have been.scrapped or-sold, Sevénty-seven thousand of
esé'tOols*haVe;alreadyvbeen“wiphdrawn‘frcm,surplhaﬁétDCKS'and have. been

ced in government storage. Forty thousand additional tools.have been

ged for the reserve ‘and are now being acquired by the three Departments.
erf%evieWiﬁggrGQuirements,7theﬂanitibnS'BOard'wasjauthcrized to increase
‘reserve’to a total of 182,000 items. Under Public Law 883, enacted last
y,~aiNétibnal}Industrialeqﬁipment'ReServe‘of‘SOQOOO items of metal-work-
‘machifiery and other equipment hae been authorized. Approximately 6,700
ns,of“this>group‘havefalready‘beenfseleCtedﬂfOr;thislreservé,iand'apPTOXi~
¢ly 2,000 have been actually shippeds o '




5418 | ,

\ Aumlttedly, the Unlted States is abundantly‘endowed with natural
resources. Neverthéless, a great numbér of materidls were in short supp]
during the last war. It will be. v1ta1 for us.to have an ample stock plle
these strategic and critical materials available in any future emergency.
‘Because we must obtain these items from abroad, and because our lines of.
supply may be cut in wartime or deliveries deleved it is mandatory that
stock pile these materials in time of peace. Our present program for st
piling these materials calls for an expenditure of slightly over. 3-billic
dollars over a flve—year period, Our most recent figures 1ndwcate that
635 million dollars worth of materials have been acquired and’ that an .
additional 377 million dollars worth are due against commitments and fror
surplus. This accounts for slightly more than 21 percent of our-total
objective, Physical stocks and commitments due continue to be badly out.

‘balance, but the situation is gradually improving. - This stock pile of
materlals, we are conv1nced is a very. 1mportant 1nvestment in our future
- security. : .

The Alrcraft Program is one of the programs that 111ustrates the
batween long-range and current programs in the field of military requirer
or military procurément. (You will recall that I stated one of the diffe
between the old Munitions Board and: the new is that now, in addition tor
other new functions, we have the funetion of moﬁltorlng current procurenx
The Aircraft Program is one of these major programs. As addlt*onal, cur:
operatlonal programs are entered upon, this complex of short- aad Tong=t
planning will increase in .difficulty. TFor example, it is very evident tl

an Aircraft. Program, although it is a current program now, will eventual’
weld into a strategic plan later if we should have an emergency., - Becaus¢
the expanding national defense program, the Munitions Board established :
Aircraft Committeec; its functions are similary in general, to those of "t

Joint Aircraft Committee that functioned during the past war.. -This comm
‘coordinates thé aircraft produgticn programs of the three Departments g
requirements generated by those programs. The committee has reported to
Secretary of . Defense, through the Chairman of the Munitibknms Board, respe:
the, industrial impact of the initial combined gircraft program, hav1ng t
such matters as manpower, machine -tools,’ .components, and material. requir
into consideration. Working schedules covering a two-year period and pl
schedules covering a five~year period were.developed for the combined ai
craft production program. An Aircraft Scheduling Unit (a 301nt unit) ha
established at Wright Field as an agency of the Aircraft Committee. Thl
is staffed by Air Force and Navy personnel and 3551sts ‘the committee in
scheduling of critical components and materials and - in. the eliminating o
duction. bottlenecks. - The Aircraft Committee has prepared an-analysis: of
‘current and planned aircraft production programs in terms of. their efféc
the broadening of: the moblllz tlon base. and the 1mprov1ng of the health
the alrcraft industry.

_fdecently a Nunltlons Bowrd Cataloglng Agency was. establlshed. ST

agency will’ formulate rules. for naming and describing 1tems., It w1ll de

a system of item 1dent1flcatlon numbers and will. provide-a commodlty cla

fication system suitable for supply managemcnt. The new Cataloging Agen

will formulate policies and.procedures governing joint operations and th

coordination w1th the FOderal Gataloglng System. The joint catalog, whe
: 10 :
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,ompleted w111 provlde unlform or 51ngle descrlptlons of all common items
mnd” a ‘common- numbcr for each. " This means that all the Navy, Army, and Air
orceVW1ll use. the same number in’ identlfylng a cataloged item that is
sommon to . the! three ‘Services. Obv1ously thls will provide -an 1mportant
,ool for coordlnatlng the procurement and dlstrlbutlon of. supplles. T

Some of our plannlng is nOW'belng 1mplemented. The coordlnatlon ‘of
yrocurement and the promnlgatlon of new procurement regulatlons are two
)xamples.;v_ o : _

Lo hree forms of procurement coordlnatlon are recommended by the»>
Mmltlons Board Procurement Pollcy Coun01l. They are:. 2 :
1 ki Slngle dopartrent purchaee, in: whlch one Department buys tho f
. total requirements of a: partlcular commodlty for all three
,,Departments.""

-2, Joint purchase, in. wh*ch a Jointly staffed and flnanclal
 activity buys for the: three Departments, and o

‘ :_’BQQ’Collaboratlve purchese in which the three Dooartnents' buyers
- .. are.housed in the same or: adjaccnt offlces in order to
’f'fac111tate consultatlon and free exohange of 1nformatlon. e

'he 'urchase of coal by ‘the Bureau of Supplles and Accounts of the Navy
nd the purchase of food by the Quartermaster General of the Army dre =
{;4p1es of 51ngle Department procurcnent.' The purchase of’medlcel

: ple of JOlnt procurement. Collaborative procurement is"
jied in the ‘Army and Navy Purcha51ng Office in New York Clty, Whlch
1nt"and textllcs. We can say that approximately 75 5 percent
ar ‘value of procurement ‘for the next fiscal year ‘will Be
: That docs not mean 1t Wlll all be. 51ngle department purchase.

On 19 May l9h8 one of the Procurcment Pollcy Coun01l's progects
ulmlnated in the publication of joint procurement regulations based
pon’ the Armed Service Procurement Act of 1947, This legislation assures
mall business an adequate opportunlty to obtain- orders and places the
rniy, Navy, and- Alr Force on the same basis with respect to procurement.
ost important of all, the act permits the three Departments: to negotlate
ontracts: for: the purchase of supplles, equipment, and services in time.-
f peaces (Note that I said "neootlate" as. dlstlngulshed from the'
ompetltlve ‘bids. We . did not have that pr1v1lege before Y There are”

7 ‘éxceptions to the general ‘rule réquiring advcrtlslng. These include -
ontracts undetr $1; OOO contracts for perishable. Subsistence, .contracts
or personal and profesolonal services; contracts for. medlcal -supplies,
ontracts for expcrlmentel and research work, contracts for- technica al

r spe01allzed supplles, and contracts for cons ruct;pn Work. *“

6
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Another Munltlons Board agency, the CommLttee on Fac111t1es_and
-Servlces, is making thoroygh. and objective studies of all military

.;eﬁlnstallatlons and. activities in order to bring about the maximm ‘common
- uge -of facilities and services.. Slnce its establlshment this committe

has developed working procedures and is conductlng studles of logistic
_activities that are considered susceptlble of joint,. 51ng1e, or Cross
operatlon. e : , :

: Munltlons Board plannlng has recently been extended to. embrace
military distribution. This planning is still in the initial study
stage. Two obJectlves will govern our activities in the field of dlS-
tribution. One is to eliminate duplication and overlapping and to .
promote cross-servicing among the three Departments. The other is to
develop uniform distribution procedures for the Army, Navy, and Air
Force within those areas vhere single, uniform procedures are feasible
and desirable, such as stock-control crlterla, standard requlsltlons,
and matters of that kind. . N : : :

The National Milltary Establlshment has been a331sted in 1ts _
plannlng by industrial adv1sory commlttees. ‘The Muhitions. Board for

" ‘example, has been aided by 1L such committees. Over LOO 1ndustr1allsts

representatlve of both large and small firms, have participated as

members of committees concerned with'aircraft, aluminum, magnesium,

copper, steel rubber, machlne tools, sh1pbu1ld1ng, fibers, food, and

L textiles. hembership now includes processors and fabricators cf both’

“ bagic materials and finished products. These committees have: rendered
invaluable assistance to' the’ Board by making their:time and business:
experience availdble to the Millt wry Establishment and by actively
part1c1paming in the development of industrial mobilization: Plans. ,Iu

o might $ay that the manuals I outlined this miorning; for the most part,

. have been ‘sent to. over 200 industrialists for comment bafore publica—=

tion. They are still considered tentatlve, -Constructive criticism

© from the students and’ faculty of this school as Well as 1ndustry is
also Welcpmed... . Lt e j .

S 1he Nunltlons Board recently publlshed a: manual entltled
‘_“A Gulde for Joint IndustryeM1lltary Procurement, Plannlna“, in order
4o assist 1ndustny in its plamning. The manual recommends a8 careful

"fstudy by industrial management of the actual meblllzatlon problems

“ericountered during World War II. The guide will help companies in.
“determining the: products they mey be called upon to. prodice ‘in an
emergency, Tt will assist. industries ‘in preparing- thelr own mobiliza-
_tion plans. in line with those of the Armed Forces. The second section
of the mariual’ contulns a-check list of subjects that top management is
1nterested ins me rluls, shlpplng, personnel, labbr resources, employe
tralnlng, produc <and production con’brola plant layout, equipment,-
malntenance and expan51on, research and development, and. plant securxty

B u__\. R 4:.: <y L
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éfapd dumage oontrol. lists of materials. ossential in wart time- ‘and of

materizls.in short supply during the last war are included. Lists

cof ‘military. procurcmont plannlng offlces, their location, and .the

- namesof the officers: engaged 1n curront procurement act:v1tlcs are

;also inoluded. 5,« i

In conclu51on, i m&ght say that although thls outllnc may

“have seemed long to you, it is roallywabrlef outline of the respons1—

~bilities .and- relationships. of ‘the Munitions Board, of thé 1oglstlc—

planning processes, and of the measures we are carrying forward-in

-order to make ‘the most offectlve use- of our resources. Loglstic
’ suporlority and ‘an oconomy capable of supportlng and malntainlng that

superiority are essentlal to national securlty. I think that is
obvious.to all of us. - You gentlomen will be the loglstloal leadors
of tomorrow. We hope: that}you will learn the.lessons from our mis-

takes of the past. We court on yo to'Continue and perfect plans to

make it p0581bkafor the ‘United Statos o' arm quickly and effectlvcly

;1n the event of an emergoncy.: Thank you Very much. ,

:reference 10 underground sltes.

l would 11ke to ask a: question with
'How exten31vely do ‘you think we. will
go under round7 If we do go underground what w1ll we put undergrOund9:

QUESTION~ General Lute .

e GuNTRAL LUTES° I am. not a speciallst or: expert in that field.
I can give you only a general reply. There have been studies made by

the Air -Force as to what it would like to put underground.: There have

been studi¢s made by the: Corps of Engineers of the Army’as: to what it
would: Yike to put: underground. ‘A general study of what" ‘should go

';underground ‘indicates that. disper51on may be a better defense than
“mderground: coﬁstructlon. For example, it would be better-to disperse

a.critiesl industry ‘in the .vicinity of cities of, 82y SO 000 ponula—
tion: than to- bUlld a. large 1ndustry underground in a condensod area -

411ke Plttsburgh.

xment would

- In any case, in'a domocracy, Wwe come up against the questlon -
of monéy. It would bankrupt any’ demooracy to sttempt to place under—
ground all,lndustrles that should be; underground. It ‘would bankrupt
a defocracy to disperse 1ndustry'1n,time of peace, because ‘the govern-
shave. to subsidize the dlsper31on. ‘Thé money would come out.
of" your pocket ‘and everyone, else‘s pocket in the form of taxes, and
the standard of living would. have to be reduced, It would be a super~

human prOJect‘that could not be completed ln Jour genoratlon.

'owever, 1ndustry has been:askod 1o consult the Munltlons Board
and,the Resourcos Board in connectlon with new: constructlon. “In-other

’words, whenever they proposc to expand or build a new plant,” we think

it adv1sab1e that they consult w1th us w1th rospoct to the seloctuon of "'
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a desirable location for new cbnstructlon. Porhaps some - day 500 ycars

- from now, whon we have all new construction, industry w1ll have: been

v

ﬁ*Operly diopOTde.. Th at 1s bpyond my. tﬁmu.~
QUuS ION-. Ganerul Luies, is thcrc any duplication in thc effori
£ the Munitions Board ‘and thc J01nt Lovlstlcs Plans COmmlttcv of the
J01nt Chiefs of Staff? : : N SR

. GENERAL LUTES: T discussed that subject yesteréay with General
Booth and this morning with a member of the staff of the Secretary of
Defenses  There should not be--there. mist not. be—-any dupllcatlon. As

I see 1t thére is no necess1ty for dupllcatlon.

The Loglstlcs Lommlttee of the J01nt Chlefs of Staff has all.
it can do. to compute the requirements for the task forces and work them
out logistically. For examplé, if we dre to have a large task force in

 the MEdlterranean, logistic requirements for its support must be com-

puted. That is a job for the Loglstics Committee, The same would be

- true for a campaign in Greenland, Tceland, or Alaska, Those are enor-

mous undertaklngs requiring detailed computatlons for motor vehicles,
pétroleum, pipe lines, cargo tonnage, trooo tonnage, airlift, and the-

thousand problems that are involved in such undertakings,. The Muni tion

Board does not intend to go into those matters. That is mot our field;

t it is the L001stlcs Ccmmlttee‘s fleld.

Now, after they‘have done tnat work and have glven their 1oglst

'guldance to the three Departments (vhich do the. pick=and=shovel work

 under the monltorship of the Logistics Committee’ of the Joint Chiefs

of Staff) they should develop an over-all program for. the Navy, the Arm
and .the Air Force on requirements. We woula get, for example, a total
truck program that we could computes .That truck program might- contaln,
for operations in the desert, special types of trucks which were indi-
cated originally’ by the Ioglstlcs Committee of the Joint Chiefs of Staf.

~ The Munitions Board would recelve this requlrnment through the Army or

through the Navy,

o QUESTION~; General Tutes, after the requlrements for a total
number’of end—ltems are detormlned what kind ‘of- mechanisn is' there

~ o for. determlnlnﬂ the quantlty of raw materlals requlred to. make these

end-xtems9v , I : ch v:»,

GnJERAL uUTES. vWe are waltlng “For thp Resouroes Board “to give
us -its ‘help and guldance on that problem.. ‘0f course, we. have the other
federal agencies, such as the Interior Departmenty the. Department of .

:5”Commerce, and, Industry Advisory Committees, that can accurately advise
A the Mnnltions Board and the Rasources Board w1th regard to the total




'productlve capac1ty of ax crltlcal 1tcm, such as. steel.ﬁ The three: -
,Departments, with: the hulp of industry, can devclop criteria that will
indicate the. amount of raw materials: that go dnto ‘thé construction of
a gun or the construction of a truck,. for example. Industry has such

- a griterias After taking such crlterla from industry, the Army, the
Navy, or. the Air Force'can ‘tranglate them into: their total requirements
for the critical’ materials. We don't hope to get the reguirements for
all materials, but we can get requirements for critical materials. The

‘Navy. knows, for: example, how much steel it will. need for the construc-~
tion of it shipplng, -and:. ‘all three of the Serviges wquld know their.
'requlrements in. el@ctronlcs. The crlterla w1ll be obtalned from:indus-

' try.‘ . : -y ‘ ‘

COMONEL HORNQR‘» Gcneral Lutes, could you glve us. the progress
‘sthat 15 belng made in the&Integrgted Dlstrlbutlcn System in- the Sixth
,F:Amy? , Lol

: GENERAL LUTES. No, I am not 1n touch With the Army on that
test. I .am, familiar with the rpose. of the test because I had some~ -
thing. to do with it some ‘time agoe I have not kept in touch with 1t.«_
In. fact at the moment, I am”dlvorced from all SerV1ces,

QUESTIGV‘ Could you say, General, that procurement by the = .
three Serv1ces is subgectod to a large measurc of control by the
Munitions Board as is the. case under the British system, which system
~is. based upon-the prlnclple of single-service precurement? I have
understood -that this is- the outstandlng dlfferanco betVeen our system"
and yours. : : S B v : ‘

- GJNERAL LUTES~. he are attempting to s’ ablish procurement
,controls, as I 1ndlcated “in the three types.of procurement that I have
‘outlined this mornlng. 31ngle sorv1co, joint, and collaboratlve. We
,thlnk 51nglcnserv1co procuroment by far, Wlll cover most of the flold

Thc qucstlon arlses, of ooursc, as to what 51ngle serv1ce pro— ‘
curement is. In the Aircraft: ‘Program--and. that is the biggest pro--
;curement ‘program we have dollar-wise at the momunt—-procuremcnt assign-
governe ,throuwh plant a531gnment or plant cognizance,  In
*other words, the:Navy has: cognlzance of certain manufacturing plants
with Whlch it deals exclusxvely. if the Air Force wants anythlng 3

manufactured in those. ‘plants, it 'must buy through Navy. By the same .
token,nth@ Air Force has cognizance over certain aipcraft manufactur-.
1ng plants nd : lf the Navy desires any components or any planes of )
must buy’ through the Air Force. In the field of accessor- |
133«',d”c mponents for alrcraft the Air Force and the Navy now have a
joint comittee working on thelr procurement asoignment. Thoy expect
to come up with all but ubout 5 percent of the accessories and components’
properly a831gned to oné Serv1ce for procurembnt. We are exercising




ooqtrol to that extent.» We hOpe that w111 evolve into a more compre—

- hensive: system—ﬁyou call it "control"~ we cals it "procurement assign-
. ment," We hope it will be more: deflnlte as time goes on. ‘It is a new

departure for us. It is nandled through the: Munitions Board, . Lhe
'%rocurement Policy Council™ acts as .an ad hoc or: subcomimittee of the
~lMunitions, Board and ‘reports its recommendations to the Board staff

 ﬁ‘wh1ch in turn, reports them to the Board prqper.>

- QUanION. Slr, has there been any further progreSs 1n the
wmat*ber of lO”lStlcal d1v1s1ons, Whlch you mentxoned 1n 3 prev1ous
_lecture? o , :

GENEAAL LUIES: In the Army°

'“QUESTIQNER;‘ Yes oir, or a counterpart 1n any Serv1ce.

‘ GENERAL LUTES: I wnderstand the Army is still con31aer1ng the
matter, but I don't think’ “there has’ been anything firmed up on it.
- As I'say, I am pretty Well out’ of contact w1th the Arm] at the presenﬁ
/tum. : , . . U

. E

QUwsiibN~ General Lutes, in 19&6 you stated that the ASF had
to do 1ts'own stratcglc plannlng in an attempt to outguess the J01nt

;, ,Ch1efs of Staff.

GENWRAL LUTmS’ "We certalnly did.

“UuSmIOV~ I would like to know if the”e is anythlng belng done
about -the coordination of supply with command, By that I mean in a .
. theater we are apt to have our allles in command of a theater as well
v.ooas.an Anerluan offlcer.: : .

: ”LNL&&M IUTES: mha‘o is a veny 1mportant subgect and one that
Worrles many of us considerably. Right now there are no joint commands
in the United States. Maybe I am behind:the times, I don't always
know Just where .I.stand on some of these. thlngs. We .have no scheme for
the Jjoint command of the zone of the interior, - I. don't think -they have

- cworked up’ any scheme of’ 301nt command overseass A, joint-~logistie-suppo

'plan for overseas theaters ‘1s one of the _most 1mportart planning activi
“ties that the Mllltary Establlshmcnt could engage iny . Take petroleum,
“food; electronlcs, or any of the common items, for,example. If we ever

get thls common catalog, common identification, a common requisition

system, and a common. requisition form within a theater, one branch coul
‘jrequlsltlon on another branch depog regardless of- where 1t 1s, and get
! common 1tem. ' . B T S0 I

ot o




QUQSTION" General we have all heard about the Ycreeping!.
M;day in World War IT and 1ts e’fects on our mobiligation. ~Can you
tell us anything about how they. propose 1o av01d any such thing as.
_that in. another emergency?

: GEN&RAL LUTES- As T said thls mornlns, the dellvory of a
strategic concept was delayed.~ Thile waiting it, we have published
manuals and have given them to industry in order to gain. productlon
lead time, We are organizing industry advisory committees. Ve are
taking all the steps we can take outside of the. actual placing of . °
contracts. By that I mean "phantom" orders, orders that will be
implemented in time of war. We are taking every. step we can take to
cut down lead time. Industry has told me that we have already saved
a year. I don't know whether that is being optimistic or not. If
we have saved three months, we have saved something. Of course, we
have a stock pile which is only about 25 percent complete. But 1
think we. are doing everything we can do, The thing we need to do: next
is to develop plans that are supplementary ‘to the strategic concept,
and the actual requlrements translated into future order so that
industry can be told exactly what it will make and what schedule of
productlon will be reqyired. That is the next and "p6LY step,

GLNERAL VANAMAN" General Lutcs, we have imposed upon you.
We appreclate your contribution very much, We are in still further ,
debt to you. This conducted tour behind the scenes of the Munitions
Board this morning has benefited the students greatly, I am sure, in
their over-all concept of the three top agen01es. Thank you very much.

, GLNERAL LUTES* If«l,have,contrlbuted anything at all, it has
been a. pleasure. = SRR '

v

(3 December 19L8~- 650)S



















